Improvement, Collaboration & IC
Efficiency

IMPROVEMENT COLLABORATION AND EFFICIENCY (ICE) PROGRAMME
CONSULTATION

Dear Consultee,

As President of the Local Government Association (NILGA) and Chair of SOLACE we ara
pleased to enclose a copy of the Improvement, Collaboration and Efficiency (ICE) Final
Report. This details the principal areas of feedback received on the recent ICE 'Case for
Change’ and Regional Governance Consultation together with recommendations on next
slaps

The aim of the ICE programme consultation was to engage the sector in a disgussion an
potential improvement opportunities, prompting further thinking and debate. There was an
excellent response rate {o the consuliation and we would like to thank all those who submitied
comments and suggestions

The final report recognises that the ICE consultation is only the first step along the road of a
longer term improvement joumey. There is now a need to build on the momenium generated
by the consultation and progress to the next phase in the programme.  Work Is progressing on
finalising an Implementation plan to deliver the quick wins identified in the consultation; indeed
joint recruitment advertising has already been implemented and we are currently considering
joint procurement opportunities.

In the coming weeks consideration will be given to the relationship between the ICE
programme and wider local government reform programme, should the outstanding issues in
respect to RPA be resolved by the NI Executive. You will note from the recommendations in
Section 8 of the report that NILGA and SOLACE will soon be meeting with the Minister of the
Environment, Mr Alex Attwood MLA to hear his opinion on proposals for the Local
Govemment Reform Programme. This will be of enormous benefit as we move forward. We
will, of course, keep you Informed of the outcome of that meeting and continue to provide
updates on future developments within the ICE programmea.

In the meantime, we commend this report and befieve that through strong. dynamic leadership
in collaboration, we can make real progress for the benefit of our customers. citizens and

ratepayers.

Yours sincarnaly

X

Clir Evelyne L Robinson Ashley Boreland
President Chair of SOLACE
July 2011

Locgi Bavernment - maving torward tngether
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Intreduction and Background

1. Purposs

1.3

This Report provides an analysis of the feadback received on the Improvement, Collabaration
and Efficiency (ICE) '‘Case for Change' and Governance consultation It also provides clear
recommendations for the next steps to implement the ICE Programme.

2. Background

2.1,

2.2

2.3

24

2.5

The ICE Pregramme |s an initiative designed and led by local government, through the
Northem Ireland Local Government Association (NILGA) and Society of Local Authority Chief
Executives (SOLACE), to support local councils as they strive fo continue to deliver high
quality, efficsent services in an increasingly challenging econemc environmant. 118 aim s to
identify, share and implemant opportunities for improvement, collaboration and afficiancy
across local government, crealing opportunities for councils to engage In a variaty of
initiatives to deliver services in new and innovative ways on a local, sub-regional and regional
basis. It ks also an opportunity to define existing coflaboration between counciis which
predated the ICE Programme e.g. through Waste Management Groups, rural Developmeant
and EU Co-Operation Programmes, and offers a way lo extend contempaornse, and quantify
the practices of the sector which have already generated significant returns to local counciis.

On 25th Jan 2011, two separate, but interrelated reports were issued for consultation.
Consullees included councils, pofitical parties and a imited number of interested groups such
as the Waste Management Groups, Unions and Local Government Professional groups.

The first repan issued for consultation was entitled 'ICE Programme: The Case for Change'.
This report endeavoured 1o engage the secior in a discussion on polental improvemeant and
coliaboration opportunities. It outlined the scope of potential across key areas of the sector
and, in conjunction with the ICE governance proposals, presented a pathway o detiver
impravernants in service delivery and better value for maney for ratepayers.

The second report, entiled 'Operational arrangements for the Regional Governance Group
and options for officer support’ set oul draft guidelines on how a Regional Governance Group
{RGG) would work and included oplions on providing the resources to support the RGG

The main aim of the ICE consultation was lo engage the twanty-siX councis in 8 discussion
an polential improvement and collaboration opportunities and to assess the future direchion of

the ICE Programme,

2.6, Councils were asked to consider both reports and provide their views on a range of key

questions. The closing date for receipt of comments on the papers was 8 March 2011,
however, where an extension o the consultation period was requirad this was accommodated
in the interests of ensuring consultees had sufficient time to make an informed response.

3. Response Rate

31

Twenty-five out of 26 councils replied to the consultation. The Departmant of the
Environment (DoE), NMIPSA, Local Governmeant Staff Commission, Armagh, Banbridge and
Craigavon Voluntary Transition Committee and the Graup Chief Building Control Officers’
Fomum akso submitied responsas.
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3.2, Nineteen councils submitted direct responses to the |CE Pregramme consuitation questions,

while a further 6 submitted letters.

3.3. One council mdicated that it did not intend to respond to the consultation at this time, while

another ndicated it would revistt tha proposals whan further clanfication and information is
available.

Summary of Council Responseas

41

4.2

4.3

The fellowing summary information is based on direct responses recalved from councils 1o
the consullation questions. A detailed breakdown of responsas to each guestion is attached
at Appendix A,

ICE Framoework

4 2.1, Councils were asked a series of questions regarding the ICE Framework as st out in
the ‘Case for Change' consultation report.

4.2 2 all councils {100% - 19/18) who submitted direct responsas lo the consultation
guestions supported the general principies of the ICE Framawork as an appropnate
mechanism to aid and support improvement, collaboration and efficiency. Cne council
zuggested consideration is also given 1o the development of a broader moded
addressing integration and alignment of planning at sectoral and cross-sectoral levels.

4 2 3. The majority of councils (95% - 18/18) indicated that they would be prepared in
principle. 1o incorporate the ICE Framework (or key elements of it) within their
Corporate and Business Planning cycle; The remaining council, while welcoming the
principles of improvement and coliaboration, felt it was foo early in the process 1o agree
1o this.

Baseline Data and KPI's

4.3.1. Councils were asked to consider if the local govemment sector should develop a
baseline data sa! and appropriate key performance indicators that could be used 1o
assist co-operation and collaboraticn in terms of identifying and supporting good
practice.

4.3.2 Al councils {100% - 17/17) who submitted a direct response to the consultation
question agreed that a baseline data set and appropriate paformance indicators
should be developed by the sector. Several highlighted that the absence of a robus!
baseline data set had hindered the progress of collaborative initiatives and joined up
approaches to service delivery. Others highlighted that the development of this was
pssential 1o the success of any sector wide improvement programme,

4.3 .3 Counclls nated that performance indicators should be limited to a ‘core set’ of robust,
high level Indicators which are consistently measured, reported and audited. It was
also noted that as part of the process to develop a centrallocal government partnership
approach, consideration should also be given to the introduction of imited agreed KPI's
for central government depanments.
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4.4

4.5

4.6

4.7

ICE Work Programme

4 4.1 Councils were asked for their views on the proposed ICE Work Programme set out in
the ‘Case for Change' consultation report.

4.4.2 As a starting point, the proposed ICE work programme was broadly supported. One
council felt it was too early in the process to agrea until mare independent evidenca is
produced on the veracity of mdicative savings

Invest to Save Business Model

4.5.1 Councils were asked if they agreed with the principles of the 'Invest to Save’ Business
Model as oullined within the "Caze for Change’ consultation repon

4 6.2 All councils {1003 - 19M19) who submitted a direct response to the consultation
gquestion agreed with the principlas of the ‘Invest fo Save’ Businass modal, with tha
majority (88%) reiterating thal the wlilisation of efficiencies should be a matter for
individual councils. One council indicated that it would be impartant to recognise and
reconcile the tensions that exist between usa of efficiencies to fund local priorities and
the funding of local government refarm

Funding Reform

4 5. 1. Councils wera asked under what clreumstances would their council be prepared to
agree o use efficiency savings to deliver aspects of the reform programme.

4.6.2 Out of the 19 councils who submitted a direct response to the consultation quesibon,
47% (9 councils) indicated that while the ICE programme itself is a par of reform, it
would not be appropriate o use efficiencies defiverad through the ICE programme o
fund central govemment proposed RPA initiatives. Seversl of these highlighted that if
there were any indications that the benefits of the ICE programme would be used to
fund the reform process rather than being used at a local level, that this would lead to a
lack of support, adversely effecting the commitment and paricipation of coungils.

4.6.3.A further 32% (6 councils) reiterated their support for the principles agreed by Local
Govemment in February 2010, while one oullined a set of their own high level
pringipias which it proposed should be applied to funding reform (see Appendix B).

Participation in Regional Governance Group (RGG)

47,1 Councils were asked if they would give a commitment to nominate a representative to a
regional governance group. All councils (100% - 1T717) who submitted a response to
the consultation question Indicated that they would be prepared in principle, to consider
nominating @ repressniative.

4.7,2 While accepting in principle the establishment of the RGG and the associated
operational principles, it was noted that it should not diminish the role of NILGA and
SOLACE. In addition, a number of councils asked for further clarification on how the
RGG will be resourced, the costs attached to its establishment and operation, how
these will be apportioned and its operational arrangements.
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5. Other Issues Ralsed by Councils

5.1. In addition to the information presented, a number of other common issues were raised by
pouncils. These issues were refllected both within councils responses to the consullation
questions and in individual letters and additienal information submitted by councils

5.2 Alignment with Wider Local Government Reform Programme

5.2.1 In thelr responsa to the consuliafion, several councils ratsed the need for further clarity
on how the ICE programme and proposed RGG would be aligned and integrated with
the wider local government reform programme should the outstanding igsues in respect
to RPA ba resolved by the NI Executive. It was noted that consideration should be
given lo alignment and integration with:

» Fulure modal/structure for local government refarm

« [DOE's Senvice Delivery and Peformance Improvement proposition

= Future timelines for local governmant reform,; and

» Utiliging mechanisms offered by organisallons including SOLACE and NILGA,

6.3 Business Case Development

5.3.1. The importance of maving to (he next phase to develop detailed and robust business
cases, sefting out upfront investment cost and the potential berefit for participating in
any collaborative projects was noted

5.1.2. Several councils also highlighted the need for more clanty and detall on the upfront
investment costs attached to the development and implementation of coliaborative
initiatives across participaling councils as well as the costs attached 1o the
astablishment and operation of the RGG.

£4. Resources

5.4 1. Continued resources to suppart the |CE Programme were highlighted as a key issue
far most consultees. The ICE programme was developed and supporied using
resources previously tasked with progressing transition and transtormation under RPA.
This primarily related to Change Managers and key, dedicated seconded staff within
NILGA, including a small Performance |mprovement Team

5.42 DOE funding ended for a number of these posts in March 2011 although a degree of
momentum has been sustained through the retention of core elements of the NILGA
improvement team and ongoing voluntary Input from & number of Chief Executives,
SOLACE and other council officers. Sustainability beyond Jung 2011 in the form of a
foundation for further reform and improvement work has been agreed for NILGA with
DOE, howaver, consideration needs to be given to the identification and alignment of
resources to support the ICE Programme particularly in the early stages.
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§. Other Responses

8.1

The Department of the Environment (DoE), NIPSA, Local Govemnment Staff Commission and
the Group Chief Building Control Officers” Forum submifted responses ta the ICE
consultation. A summary of each of these responses Is attached at Appendix C. While most
of the points raised have bsen addréssed in the ICE Programme 'Case for Change’ repart. all
pulstanding issues will be given careful consideration as the ICE Programme progresses

7. Conclusions

7

T.2

Tk

T4

7.5

7.6

The aim of the ICE programme consultation was to engage the sector In 3 discussion on
potential improvement opportunities, prompting further thinking and debate. There was an
excellent response rate, with the majonty of councils indicating their general suppon for the
principles sel out in the consultation reports.

For too long tha development of the sector has been hindered by uncertainty, a focus by
many on procasses and structures rather than outputs, and inadequate opportunities and
mechanisms for knowledge sharing. The ICE Programme provides a clear direction, the
apparturnity for strong leadership for the sector as well as good govemance and engagement
al a regional level with flexibility to drive callaborative improvemeant projects at regional, su-
raegional and local levels dependent on the most appropriate business model.

There is @ nead to build on the mamanium generated by the ICE Programme. The responses
acknowledgs that the ICE programme can be usad to facilitate local government to achieve
significant improvements qulckly, demonstrate efficiencies and deliver improved services for
customers. Indeed joint recruitment advertising has already been mplemented and work s
proceeding on joint procurement opporunities.

Councils recognise too that this is only the first step along the road of a longer tamm
improvameant journey, that there is now & need to progress to the next phase in the
programme, to develop robust business cases and deliver quick wins to halp build credibility
in the short term and lay the foundations for the achievement of longer term goals. This must
be achieved without the need for costly {in terms of ime and moneay) structures. Cauncil
responses have underfined the associated resource implications for the establishment of an
RGG by emphasising the requirement to keep costs to a minlmum

There is also recognition that further consideration and clarity is required on how the ICE
programme and wider focal government reform programme will be aligned and integrated
should the outstanding issues In respect to RPA be resolved by the NI Executive. Within this,
if the cantext for the ICE programma changes, it would be appropriate to consider whether
the ICE governance arrangements and structures require change to align with the new
direction. It will also ba important to ensure that the work, which has been progressed o date,
i= not kost

Based on the consultation responses, three options have been identified for moving forward -

=  Option 1- Do Nothing: the ICE Programme and the establishment of an RGG are
not progressed at this stage
« Option 2 - Immediate consideration should be given 1o alignment of the ICE
Programme and structures with the wider Reform Programme
= Dption 3 - Proceed to establish an RGG and Implement ICE programma (with
alignment o the Reform Programme when direction agread)
Pape 6of23
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Option 1 - Do Nothing: the ICE Programme and the establishment of an
RGG are not prograssed at this siage

The excellent response rate and resulls of the ICE Consultation indicate a level of
support for moving forward to the next phase in the development and implamentation
of the ICE Programme, Based on the consultation responses raceived, this would not
be a strongly supported oplion

Option 2 - immediate Alignment of ICE Programme and structures to the
wider Reform Agendsa.

The immediate resumption of 2 wider reform programme could provide an opportunity
to progress the ICE proposais through the engagemant and involvemant of the sactor
in influencing the development of a fit for purpose framework to implemeant an
improvement andfor reform programme and deliver strong local government, which can
stand as “a partner of equals” with central government. However, consideration will
need 1o be given to the practicalities associated with alignment as there are some
concems about progressing transition at the same time as a wider transtormation
programime

The ICE Programme was originally conceived and developed by the sector as an
altemative to the PWC Option 5 Transformation with Reglonal Collaboration’ proposal,
which included the BSQ, to demonstrate the potential for increased multl-sector
working, to deliver comparable improvements and efficiencies

Although reform was subsequently suspended the ICE programme is complementary
to it and could be aligned and assimilated within & wider reform agenda.

With tha appointment of a new Environment Minister and the commencement of the
new Asseambly and local govermment terms we are presented with an opportunity for
the sector to take stock of where we are now and to shape the implementation of a
future reform programme by bullding upon the previous reform policy work developed
and agreed by the Sector including the funding principles, refemed o in the
consultation responses by a number of councils. |t should also be noted that, in the
context of the earlier reform programme, transition arrangements were enly introduced
due to time constraints around the introduction of shadow councils

A key criticism of the previous reform process was that i focussed oo much on
structures and process rather than outcomes and there was a lack of clarity and
definition of roles. Alignment provides an opporiunity to use past experience while
taking account of current situations to influence the fulure wider governance
framework,

The ICE governance proposals, 85 supported In the ICE consuitation responses,
recognise the importance of political members leading and driving any
improvementireform process and the validity of having a regional mechanism to deliver
this while at the same fime clearly delineating the role and responsibility of senior
officers to deliver outcomes. Alignment of this model within a wider reform programme
will address the identified short comings of the previous reform process
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7.8.5.

Option 3 - Establish an RGG :nd Implement ICE programme (with aligriment

io tha Relonm Prograsmms wher chon and mmplementntion pisn sgread).

The rasults of the ICE Consultation indicate a high leve! of support and mandate for
maving forward when a governance structure. up front resources and the feundations
for an effective Improvement framework are in place.

Under this option, a Regional Governance Group could be established relatively quickly
and work could conlinue on finalizing the work plan and on the development of robust
business cases,

While this appreach maintains authority for defivery of collaborative projects within the
remit of local government. consideration will have to be given by the sector and its
partners including DOE to the eppropriate suppor arrangaments to progress
collaborative projects at regional, sub-regional and local levels As emphasised in the
consultation responses, consideration is required on ensurnng costs ame keptto a
minimum, best use is made of scarce resaurces and the focus remaina on outputs
rather than procasses and struclures.

Under this options ICE and the reform programme can be assimilated at a later stage
[hscussions are however needed with DCE as to the direction of the reform proposals |
as there is a risk that whan the reform programme is re-established that the ICE
Prograrnme will be superseded by the Department in favour of a central government
initiative such as a statutory BSO or propasals within the Local Government Reform
Bill. The previous Minister and his Deparimental officials have consislently argued that
ICE should be formulated on the 11 council model — most recently evidencad by thair
response to the ICE Case for Change consultation.

Although MILGA has secured the continuation of funding, pending Ministerial and
MNILGA Executive approval of the offer, this is on the basis that the reform programme
rather than axclusivaly ICE will be its focus. Careful and further consideration will have
lo be given as to how the sector creates further structures convergent with or wholly
separate from the reform programme referred to above,

B, Recommendations

8.1.1

Immediate discussions are sought with the Minister (o)
8 Cutline the sutcames of the ICE Consullatian

= Seek an update on the Departmenl's propasals [or the Local Government Reform
Programme

*»  Commence a process of engagement between the Local Government sector and
the Minister as to the most appropriate options for moving forward with reform and
ICE
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Appendix A
Council Responses

The lollowing analysis is based on the submissions from 19 oouncils who provided direct responses to the ICE
programme consullation questions. The balences of responses cover correspandence and detail which did nat
link directly with the question template.

ICE PRINCIPLES AND DEVELOPMENT OF AN APPROPRIATE FRAMEWORK

17 |.:!.|'.|...rl:5|.|. vides] | Seciia ake Tor Uhands repad (F

impravement, Collaboration and Efficiency are appeopriate and thal Mesa (o st

aluct 10 ey & i.. |-I I,'. w Y TETTITThE

All councils {19 out of 18) who submitied a direc! response (o the comsultabon gueston agreed that he
definitions for Improvement, Callabdration and Efficiency are appropriate, with several commanting that these
are reflactive of good practice principles. The following addifionad paints were also raisad:

« Consderation should also be given to defiming ICE at three levels Le. organisational, sectoral and
crass-seciomal,

« Definition af ‘improvernent’ should be broadened 1o reflect the commitment to sustainability -
“susiainable improvements

= Definition of ‘efficiency’ should refer o cash savings
« Definition of ‘callaboration’ should refer to the legality and governance of the processes and

partnerships that will form through ICE.  The definibion should also include 8 commitment to buitd
capacity within he sector to promaie innovation

1in Sactian 171 af the Cass

0 ang Seppor] impncsrarTuE|

All councils {19 out af 19) who submitted a direct respansa to the consultation question broadly agreed thal the
ICE Framework is an sppropriate mechanistm o aid and suppart improvement, collaboration and efficsency.  The
fliexible, non-prescriptive nature af the framework and guidance, alang with the ICE Self Assessment Excellence
MEodel were also welcomed,

A number of addtional pownis were raised, (hese are summansed balaw.

s The diagrammatic lustration of the ICE Framework should be reviewed with the am of producing a
diggram, which supgests less of a top-down approach

« A 'Plan’ stage should be included in the Assess. Design, Operate and Review cycle.

» Consideration should be given to a broader model, which addresses issues of integration and alignment
of planning at sactoral andg cross-sectoral leveis.

= Reporting should not preciude fexibée and innovative approaches belng developed, individual councis
should decide on the content and form of reports and how often they should ba published

» Framework is process driven and may lack flexibility — concern thal It could lose its focus as a
communication tool and become a bureavcratic process that will result in an audii driven framework
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« Further clanty required on how the ICE grogramme will be aligned and integrated with other local
government propositions:

# DOE's Service Delivery and Perdormance Improvement proposition |
#  Future model far local government reform (wilh associated Council clusters), amd
~  Future timelinas for local government reform

s Mare work required in ferms of training. gaining buy in and cresting a3 sense of ownership of the
frarmwork

Eightean out of 19 councils {35%:) who submitted a direct response (o the consultation quesiron indicated that
Ihey would be prepared in principle to incorporale the ICE Framawoark (or key elements of it) within their
Corparate and Business Planning cycle  The remaining council, while welcoming tha principles of improvement
and callaboratan, fall it was oo aarly in e process i agree 1o this

& number of addbonal msues were raised, these are summansed below

=  DOE Service Delvery and Performanca improvement Framework and ICE Framework are nol currently
glignad and there =8 need for a single vision. The alignment betwesn the ICE approach (dven byfor
Local Government) with Local Government as the kay deiver of impravement and the suggested DOE
agproach (significant oversight by DOE) needs to be addressed in & final framawork

& The combined ICE Framework & saparate DOE recommendatons could bacome overly prescriptve &
regulatory

= |mportant that the ICE Programme does not seek 1o cresle a prescripbve process but rather be flexble
gncough far Council’s to adopt to best fit their circumstances.

FoEinSl] almng

& number of kay chatlenges refevant (o the ICE Programme were raisad by councils. Thess are summarised
bbow

# Economic climate, budgetary constraints and increasing citizen expectations

# Increasing ciizen expectations of guelily, value for money services during & period of budgetary
constraint and dwindling income.

# Lower cuslomer disposable income and pressures an local businesses potentislly affecting Mon
Domestic rate revenue

» Growing econcmic pressures for local government to find more efficient and affective ways al
dedivenng infegrated services

# Local Government Reform

#  Uncenzinties over RPA and new council struciures.

= Potantal mposltion of siatuiory performance targels and scruting role of central departments.

= Difficuity in redesigning local senvices due to fack of information regarding the transfer of
functions, including associated temings, siaf and cost,

# HR issues, incliding hamonization of terma and conditions of employment

# Community Planning = including providing effective leadership, achieving & step change in tha
degree of collaboration between key phayers in the public and community sectors and creating a
mechanism lof deeper engagemanl betwesn local people and councils.

Pape 10 of 23



Funding Reform / ICE Programme

# Fimancing of up-front costs.
F Funding for resources,

Managing Change

» Availably of / impact on reéscurces

#  Manamng changa at the local lavel = iransialing recommendabions from the RGG inlo achon
when there is po mandatory requirement to do so

7 Managing the potential conflicts batween the drive for efficeency and having enough maney (o
deliver Membars ambsbons.

# Potential resisiance to change - 8 fragmented approech io ICE across the sector will impact on
the potential outcomes and benefits for parbaipating councils

Other

Retainirg front iine services whilsl reaising genuine and sustainable efficiency savings
Relaive scale of opportunity and banefit for some colncls

Meeling capacity bullding needs of members and officers

The lagaldy of any preposed collaborative ventures, Including human resource and contrectual
and indemnity issues

Reducing bureaucracy and delivering resulls.

‘_.' ‘I "_.' LT

N

All councils (17 out of 17} who submitted a direct response to the consultaticn guastion broadly agresd that a
baseline dats set and appropriate performmance indicators should be developed by the secior.  Several councils
either highlighted that the absence of a robust baseline data set had hindered the progress of
collaborative initiatives and joined up approaches to sarvice delivery or highlighted that ihis was
essential to the success of any sactor wide improvement programma,

& number of addional paints were raised, these are summarisad below

Perdarmance indicetors should be limited fo a ‘core set’ of robust high level indicators, which are
balanced (pol just financial in nature), These should be sat within the wider context of community
planning and in developing inlegrated sofulions to local needs

Parformance indicators should be developed and agreed by the sector as opposed to Deing imposad by
external egencies. The process should not be overly buresucrafic and individusl councils should have
the flexibillly to pul in place sddifiona! local indicators if required.

Farmulas for perfformance measures should ba consisient across local government and resultant
performance: figures should be validated by audit One council suggested that intemal Audit could be
provided on a regional collaborative basis and this could be used as & mechanism for verifying Pl data

Local and cenfral govesnmaent should work together to develon and implemant 8 progressve approach
to performance and service improvement including, for example, the creation of parformance toals such
as pear review, sall assessment and Denchmarking

As part of the process to develop a centrallocal government partnership approach, consideration
should be given 1o the Introducfion of limited agreed KPis for central government gepartments
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# Furiher considesation of the polential linkage with the new local government paformance framewaork
proposed by DOE requirad

» DOne Council stressed that any performance framework should be based on the following principles

» Councils are ulmately accountable to their ralepayers for their performance.

7 Counclis are responaible far their own perfermance and for leading on the delvery of services
and improving oulcaomes for the peopls they serve,

= A range of essessment methods including self-assessment, peer review and performance
Indicaters should be used.

= The burden of inspection, data collection and réporting 1o be kept to & minimum

# The framework should provide value for maney. be affordable. transparent and fair, eas:dy
undersiood and capable of implementation

WORK PROGRAMME

e ICE Waork F'rr_,;ﬂrimu'nr.' detipled & Sectint

1% 1l an aporopdate starting point for consideration by e Reglonal Govarmancs

Mineteen councis submitted a direct responsa (o 1he consultation quesiion. As a staring peint for the Regronal
Governance Group, the proposed ICE work programme was broadly supported.  One counci felt it was too
early in the process to agree until more independent evidence Is produced on the veracity of indicative savings.

A number of points were raised by councils, thass are summarnsed below;

» Gwen the forthcoming election, considerafion should be given fo the inclusion of a back-up pasition
wihiereby fhe interm govemance arrangemeants will continue 1o make progress in the event of & defay to

the establishment of the Regional Govemnanca Group

s A deigiled work programme should be developad priontising prosects; identifying limescaies and
incarporating benefits managament,

® The programme miwst identily and defver gulck wins 1o motivate and encourage participation

& The work programmea should not negate the possbility of other viable projects beng put forward by
ingividual councils

In addition 1o the points sbove. one council made a number of specific comments against key elements of tha
proposed work programme.  These will need to be aken inlo considedalion in the development of a mora
detailed work programmie,

Two councils highlighted & number of specific issues, These are listed balow:

Busness cases need o clearly indicale associated costs

Detail is required regarding the methed of developing the varous business cases
There is & need o clarly how projects will be managed from mcepfion o dalivery
Muore detail on staff resources fo underiake fhe project work is required.
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Dther projects noted by councils mclude:

= More emphasis on explanng frontline services, using the proposed Servics Delvery and Improvement
process. Recognition should be given to the different needs, priorties and levels of sarvice provision
throughout this work (2. a ona-gize-fits-all model iz unlikely o apply

» Redesign of customer Tecing services in conjunchon with transfering functions to ensuré masimumm
benefit to customer and realisation of potential efficencies

= Al sounciis are defivering community services and good relations projects on behalfl of S0 - potential
to kook ai & coliaborative approach

» Review polantial opporlunities across senvice areas which are already delivered on a cluster basis @9
gConcmic development, group sysiams.

» Introduction of comman sysiems across professional services, & g environmental healih departments.
v Imternal Audit and Vehicle Mairtenance, especially in collaboraton with ciber public bodies

¢ Furifer consideration of joint management {2ams.

15 out of 17 councils who submitted @ direct responze to the consultalion guestion agreed that the enablers
figted in the 'Case for Change’ report are appropriate for the ICE Programme.  The remaining two councils
agreed with the exception of vacancy gontrol

One councd, while supporfing the enablers sat out in the ‘Case for Change' report, sought further clasification as
to the anficipated sources for necessary up-front seed funding and rescurce to take forward the next phase of
work to develop detailed business cases.

One council aiso noted concerns aboul tha viability of the ICE Programme if @ is dependent upon the active
participation of all 26 councils. The council commentad that whide this may be desirable, it mighl be diffecult 1o
achiove in the shorter term. The council quened whether thera had been any thought given to the minimum
participaticn required 1o give valldity to the programme.

Additional enablers suggested by councils include.

« Establishment of an appropriate regioral body 1o manage the ICE programme, busld consensus,
promete accountabliity and provide strategic and political leadership

» Active participation of ail 28 councils al palitical and managearial level

« Establishment of quantitative and qualitative benchmarks against which achisvements and progress
can be megsurad.

s Clarity on fulure direction and timeframe for RPA or reform agenda
= Introduction of pilot opporiunbes

+ Legislative changes,
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« Strong leadesship from sanior management teams and poiitical leaders - some difficult decisions on
delivery models will have to betaken. Paople are the key enablers in any change process; thay mus!

be motivated and take swnership of the programme. A significant focus on driving cuflural change is
required to enable this process fo succaed
# Detailed end specific 'Legal Advice' on cenfractual financial and HR implcalions,

« OCommon approachnes o HR issues with particular refarance to areas such as stafl severance

SOUNCE TEGUIEMEnis mie BCcurstely Ostenm

18 out af 13 counsils (85%) who submilted a respanse (o the consuliation guestion Indicaled their general
support for 8 case o be made to the Department of Envirenmant for further extension of resources to maintan
continulty of the ICE pregramme. Sevearal councils stress that this should be fallowed up as a malier of urgancy
The remaining council indicated that it was too early in the process to comment

In response to the quesion, several councils highlightad the mportance for DOE to consider up-lront support for
councils at an early stage, both to build suppart within the sector and (o demonsiraie 8 genuine ceniraliocal
government parinership approach. This support would reduce as afficiency savings are deliveran

Several councils also refarred io ihe facl thal Change Management Officers and s number of seconded staff
within NILGA, including the Improvemant Team have been heavily involved in developing the ICE programme,
bringing the programme to it current positon. They highlighted that the programmae needs o be made
operational, integrated into councils business cycles and, in he longer e, sustained and alignad with oihed
programme and reform elements. They raised concemns that if ihe existing resources are no longer available,
the programme could fail before it 15 properly started. This point can be cross referenced o4 7,2, 4.8.1, 4,101
and 4 10.2 above

Dine council highlightad that any long-lerm decisions on stalfing must be contingent upon levels of particlpation
in the programme; 10 keaping wilh the concept of sustanability, the programme should also am o become self-
financing within an agreed fimeframe.  Ancther councit commeantad that given the finanoal and budgetary
consirginis facing DOE. it would be important that any eterim case put forward clearly set out the scope and
purpase of any resources required. They suggested that due consideration is also given to the mobilisation of
resources from within fhe local government secior to- fake this work fanward with exisiing mechanisms providing
& central co-ordinaling opportunity,
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GOVERNANCE

All councils (17 aut of 17) who submitted a direct response o the consultation quesiion were Drosdly supporve
of the operational principles outiined in the consultation. There were a number of additional issues highlighted.
These are == out below.

= Although the principle of equal represantation s supparted |t is recognised that one representative from
gach council may result in minoity parties not being represenied. While any greatar than one
representative per council could make numbers unmanagéable consideration should be given to
methads of providing pofifical balance for exampla thorough councll naminations being made Dased on
DHonct within esch council.

« \While initially meetings should be hald once every six weeks, in the longer-erm, mestings should be
harkd i response lo crtical points in the delivery programmae, rather than at regular intervals

» There {s a requirement for ongoing review of the |CE governance srangements in terms of the
outworking of a 26 model arrangemeant and the transition fo an 11 madel should a date be agresd for
the mplementation of the reform programme,

There was no clear preferenca identified between fhe six opfions illustrated in the govermance consultalion
although 7 Councils suggested MILGA as a host organtsalion for staff support with 8 more making the point thai
the cenlral administrative resource should be re-established but limied at the outset and reviewed on an
ongoing basis Two councils were unabie to choosa an oplion withoul knowing costs involved indeed three
councis who did submit an option also asked that further information

Thirteen oul of fifteen councils who answered this guestion agreed that there should be a limitad number of
methods for ensuring sharing of positions of Chair and Deputy Chair. Other points highlighted include:

= The default mechanism should be O'Honat,
= Political Parties should respond 1o this issue
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W o council gve 8 commitment o nominate 2 representafne 1o the Remonal Governancs ardpy

All councils (17 out of 17) who submitted a direct response to the cansuftation question commilted, in principle,
o nominale a repressniative 1o the Regional Governance Group. Other issues highlighted include:

= MNominations should be posiponed wnfil the estabdishmeant of ihe new Council term
»  Furiher clarfication is required on potentizl resource implications for councils of participation

= Additioral informalion is needed on ke Regioral Chief Executives ¢ Regional Elacted Members Group.

INVEST TO SAVE BUSINESS MODEL

ery as atvocated by tha ‘Invest to Save’ Business: Modal

Al councils (18 out of 19) who submitted a direct response to the consullation question agreed with Lthe
principles of the ‘Invest to Save’ Business model, with the majority {88%) reitarating that the ublisation of
efficiancies should be a matier for indhvidual councile. Several also commentad (hat Il would be important for
counails fo have the opporfunity to use efficiencies o leveridraw down additional funding to take forward
improvement projects.

Oine councd cullined that efficencies need to be ceany defined. ceptured and usad in the cantext of tha
firancial planning of each local authority o mesl locally determined pricrties. They indicalad thaf it would ba
impartant o recogniss and reconcile the tansions that exst between use of sfficiencees to fund local prionties
and the Tunding of lacal governmer] reform

oWl counoit De prapared [0 agnes o UEing afficianc SVIMGE o

it of the 1% councils wha submitied a direct response to the consultabon question, 9 (475} Indcaled that
whila the ICE programme itsell is a part of refom, i would not be appropnate 1o use efficiencies delwered
thraugh the ICE programeme to fund central govermmment proposed RPA initiatives.

Several highlighted that if there are any indications that the benafits of tihe ICE programme will be used o fund
the reform process rathar than baing usad at a local level, that this will lead to a lack of support, adversely
affecting the commitment and parficpafion of councils

One council outined a set of high level pincipies which it proposed should be applied 1o funding refomm, whie a
furiner & councels (32%) meiterated their support Tor the principées agread by Local Government in February 2010
{see Appendix B)

¥ tha 3 remaining councils who submitted & response, 1 indicated that it wouwld be depandant an a8 businass

case, 1 on the payback period, whila the remaining council indicated it was too early o say but suggested that
mionies could possibly be usad to pilot the community planning proposals for each council area,
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LOCAL GOVERNMENT REFORM

conmder the 1oF Pronrarmme

The impartance of & pﬂ.ﬂnershiﬁ appraach between central and local government i which the role and
responsibilibes of bath levels of government is chearly set out and mutuzlly respecied was highlighted by several
councits, Several also commented that itis important that the ICE programme |5 aligned to the wider reform
programme and that considerafion is given to a new and canstructive relationship in which real progress on
transfer of functicns and the associated implementation issues can take place

It was suggested that the Regional Governance Group (RGG) could act a5 a forum and conduit fior the transfer
of functions {Ing releted funding, rescurces eic) and more genesally aid collaboration wilh and belween local and
central government with a foous on place and improved outcomes for citizens

It was noted that the proposed parinership panels also have an important role in improving relationships and
that MILGA's rele should not be dimineshed by the |ICE Programme. To avoud duglicabion, the need for clear
definitians of responsibility was highlighted

Five councils did nol comment or considersd the question to be premature at this stage without further clarify
gnd detail
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Appendix B

Funding principles agreed by Local Government in February 2010

a  Tha raform process should be cost neutral to the ratepayer as promised al the outset of the reform
procass and that any rate rises o the ratepayer must be avaicad.

»  Where there is no financial benefit to local government, costs should be mel by Central Government.

«  Councils may contribute where benefita will be accrued. Contribution should be apporticned based on
the lavel of banafil gasnad

»  Ceniral Government should fund acivilies where aguity across the sector is required (e.g, Elecied
Member and Officer Severance Schemes).

= The final programme costs and the apporlionmenlt must be negotisted based on a robust and mutually
egreed business case

» Thefinal programme costs must be affordable:

« Repayment of any loans from central government fo local government should only be considered when
councils have made demaonstrable savings.

Funding principles agreed by Belfast City Council Strategic Policy and Resources
Committes in March 2010

In response to the consultaton guestion, Belfast City Council noted that given the current finarcial and
budgetary constraints faging the NI Executiva, tha Council accapts that it is hkely that local govemment will be
expected 1o bear some of the costs of the local government reform programme.

The Council Strategic Policy and Resources Committee, at its meeting on 18th March 2010, endarsed the
folkowing high level principles which it proposed should be soplied 1o funding refom

» any financial contribution made by the Council would be proportionate to the costs incurred by the
Council in implemanting the reform programme,

= any firansad comemitment fo the efficiency programme for local govarnment will only be made on the
basis af VFM being demonstrated for Belfast ratepayers:

= lhe Belfast ratepayes should not be asked 10 subsidise the convergence costs of othar counci afeas,
and

= transfernng functions should be rates neutral at point of transfer ta coundlls.
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Appendix C
Other Consultation Responses

ilding Control NI

Building Control NI (BCNI) provided a responge 1o the ICE Programme consultation quesbons. Key pomts in
ihair response are summarnised balow:

ICE Principles and Development of Appropriate Framework
» BCNI agres with the definitions for improvement, Coliaboration and Efficiency

» |CE Framework: While welcoming the 'Case for Change', BCMI have serious reservalions about some
of tha frameworks and council made! referred to. They beliave that other NI council models
demaonstrate better collaborative efficiencies and should ba worthy of considerabion

» Asope of a number of servicas provided by district councils and groups, o they are to be reviewed, it
should be done &s an integrated service appraisal across all 26 councils and five groups

» BCMN| agree that looal govemment should develop a baseline data sat and approjpriate key perfarmance
indicators.  They stale that there should only be a core set of indicators, enabling councils 1o put in
place local indicatars f requered. There must also be consisiency and agreement across local
government in formulating baseline data and peformance indicaiors

ICE Work Programme
s BCHI stale thal ICE shauld nat take away from axisting models that are working wedl

« BCN| believe thal an agreed business maode! which is visionary and ambstious will defver 3l of the
penelits of the ICE documeant far a cifizen cantred service and woule welcome the cpporiunity o
discuss such a proposal al the earliest convenience based on the curreni developmants within BONI

= BCNI state that funding is essential to the success of the programma in order 1o move forward to the
next stage otherwise the programme could fail Defore it is properly started.

Governance

= BCNI comment that the regional governance framework (ooks well on paper but that it will depend upon
buy i from counclls  They state that the structure will only work if everyone supports it, The ICE
framework is, at present, asoiration, not based on wide evidence of Councils willingly collaborating
2croas 8 range of sefvices uniess there is some imperative for the individual Councils 1o do so. They
state that as the ICE Programme implementation proceeds it may be found thal the PwC BS0 mode!
may need o be re-visited as it appears more robust

iInvest to Save' Business Model

s BCHNI state thal this area requires a ot more consideration and clarification. In refation to Building
Conirod, they state that consideratlan should be given to evelualing the lessons from England and
Wales in terms of quakty of service slc_ [or lack of), This could be further expiosed by BONI and
presanted to NILGA/ SOLACE as an altemative point of view, taking into sccount the private/public
sanvice model
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Local Governmeant Refarm

BCNI currently belisve that the democratic / accouniabbe system of sanvice delivary within Northern
jretand quite ciearly demonsirates key primé examples of first class colisboration, improvemnan! and
efficiency measures which are required fo deliver value for money sanaces and further believe that
these framewarks can be enhanced lo accelerale the neads of any new ICE requiraments. Thay state
that BCNI model outcomes could be classified as:

supporiing the evolution of new farms of service dedivery and |oint working batween cantral and
local government which daliver valise for-mansy
the provision of an infegrated, efficient and responsive public service which meets the neads of
the citizen

.« coordinafion that delivared consistency of local decision making within polftical governanca

= it has maximised the potentfial benefits and synerges of collaboration

- and has clearly demonstralad joined up government in action

Page 200f 23



NIPS

MIPSA submitted a consultation response structured around key sections of the ‘Case for Change' reporl. The
key paints and issues ralsed by NIPSA are summarnisad below

Concemed about the consultetion process. in particular the Hmealine.

Considers ICE to be inextricably linked to the RPA process and hence all negotiations should fall within
the remit of the LGRJF

Considers there is a need for full engagement. negotiation and consultation with trade unions on every
aspect of the ICE programme. In this regard, NIFSA state that the LGRJF must be central o the
enpagemeant process between counclis and frade unions

Rejects the concept of ‘efficiency” as this is predicated on the ethos of cost cutting aone, It is NIFSA's
wiew that the comect approach to public service delivery should be based on ‘effectiveness of delivery’,

In considering tocal needs’ there is a need to factor in the M3 local econemic mullipher affect, which
demonstrates for every £1 spent by local government. it has a growth impact of 1.6

Concemed about the referance to partnarship working with the voluntary sactor as they feel thers s a2
clear move to pass public service work 1o the voluntary sectar and hence provide public services on the
cheap

In respact of “spend lo save’ NIPSA commented that this is often the suphamism for severance cosis.
MIPSA kas concarns on this. In particular, NIPSA heghlght that § there is fo be a voiuniary scheme
{here will need to be a common schemae with agreed standard application provisians.

In relation to pedformance indicators, NIPSA state that this raises numerous issues of concem, They
commented that it was unhelpful that the ICE Programme ‘Case for Change makes no reference (o the
interface with the DOE policy proposals consultation, which also raises considerable matters of detal as
to parformance indicators

Require full infoemation as to the curent debt lavels of all 26 councits

Highlighted the need to provide a revised up-to-date HR Strategy for local government, especially given
the need to accommodate the merging of cultures batwsen local govemment and the mainly civil
service transferees. They commented thal some of the proposals can be welcomed such as the move
to jeint recryitment and retumn to traws. Of all of the issues, NIPSA staled that this is the most
fund@mental issue for negobatons
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Local Commission for Northern Irel

In response to the consultaten, the LGSC and the Local Government Training Group (LGTG) stated that they
look forward to continuing to suppor councils to defiver on the necessary changas highlighted in the |[CE ‘Casa

for Change'

A small pumber of genaral comments were made, these are hghbghted below

= The LGSC highlighted that a number of the opportuniies detailed in section 11.2.3 and Appendix F -
Human Resources will require changes (o procedures and policies which are currently the subject of
either specific statutory recommendations of the Cammission (e, provisons of the Commission’s Code
of Procedures on Recrutment & Seleciion) or are within the Commission’s slatutory remil and can
therefore only be changed with the agreement and input of the Commission

= A number of the opporunities identified in the ‘Case for Change' will be bes{ delivered on a regional
basis and will require & central point for co-ordénation of information and activity, LGSC stated that itia
thedr bebed that the Commission and LGTG already represent wel| established and respectad sharad,
prafessional resources whena needs are establiehed and mel in parnership with clhent'customers in the
local governmant family on a professional and value for money basis
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DOE

The Departmant of Envitonmernt (OOE) provided an assesasment of the ICE consultation report's compatbbility
with the wider local governmant reform programme. They identified the following key issues regarding the
owverall frafiectary of the ICE programme:

= |t |2 not the anticipated overarching business case the Minister was axpecting (see the |CE Working
Group TOR, Annex CJ;

s |ti% not an allemative (o the PricewaternouseCoopars {PwC) Business Services Organisation as the
majonty of proposed savings are from customer-facing senvices;

« [t not comparable to the PwC economic appraisal as it does not cover local government seryice
dalmery in its entinaty,

« |t does not take into account the guidance previously given by [he Minister and restated in a letter dated
14 December 2010 “that the thrust has consistently been fowards local govermment taking forward its
efficiency and colfaboration agenda buf in the context of the Executive’s focal gavernmant reform
programmea’ anid

« Thereis na indication of the total upfront cos! of the programme.
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