Agenda Item 12
TO:
Policy and Finance Committee
FROM:
Head of Organisational Management Group 

DATE:
1 February 2007

ORGANISATIONAL REVIEW UPDATE
1.
Purpose

1.1
To advise the Policy and Finance Committee on the progress of the organisational review agreed by Cambridgeshire and Peterborough Fire Authority in May 2006.
2.
Recommendations

2.1 The Policy and Finance Committee is asked: 

(a) 
to note the contents of this report. 

(b)
to agree that this be the final project update to the Committee as the Service continues with implementation in line with the action plan until 2009 and that the project board is disbanded.
3.
Risk Assessment

3.1 No risks are associated with this report as this is to advise of progress.
4.
Background 
4.1
On 27th October 2005 the Cambridgeshire and Peterborough Fire Authority (FA) announced the establishment of a review to examine the success or otherwise of the structure and processes Cambridgeshire Fire and Rescue Service (CFRS) had adopted in the organisational restructure of 2003.  The focus for the review was the effectiveness of the current structure and in particular the Support Services and the Corporate and Democratic function.  As a result, an Organisational Review Project Board together with a Project Team was established to progress with the review. 

4.2
In May 2003 the Fire Authority had endorsed a restructure of the Service, in order to more effectively develop and deliver community services at local level, in alignment with the district authorities within the County.  District Managers were appointed within the six District areas, with the responsibility for managing Community Safety and Operational Response.

4.3 
Overall it is acknowledged that the District Structure supports the vision of the Authority and Service.  

4.4 
Good progress has been made in achieving key performance indicators and there is a greater degree of connection, knowledge and information with the Service much closer to the communities it serves.

4.5
Underpinning the district formation was the support services, which were in some part reduced in order to re-allocate the centrally based resources into the districts.  In the intervening period, the Fire Service Act 2004 has been enacted, national frameworks have been established by the Department for Communities and Local Government (DCLG) [formerly the ODPM] has been created, and greater emphasis is now placed on regional working and partnerships. A full Comprehensive Performance Assessment (CPA) inspection was completed in June 2005 resulting in a ‘good’ rating and an improvement plan.  

4.6
Communications and Performance Management are key areas identified in the CPA assessment as requiring improvement.  Resources to support these areas are currently limited.  

4.7
The Corporate and Democratic Services Group had a broad remit, which resulted in insufficient focus and inadequate service to Members of the Fire Authority.  The review was to consider the Corporate and Democratic Services provision to the Service and Fire Authority.

4.8
Finally, the Senior Management Team was last reviewed in 1997 and it was considered appropriate that this be reviewed, including whether the number of Directors continued to be appropriate and whether the current distribution of responsibilities between Directors met service needs.

4.9
In commencing the review a number of potential difficulties were highlighted that would require sensitive and careful management of the review.  It was further highlighted that the capacity to undertake the review was limited given that Directorate work plans had already been agreed for 2005/06 when this project was initiated.  

4.10
In light of these issues and concerns it was agreed that the project team would, where possible:

· engage with the third tier managers (District Managers and Heads of Group);

· engage with the staff associations; and

· ensure that the review was constrained to current budgets.

4.11
The final results of the review were presented to the Fire Authority in May 2006 and the remainder of this report is to update on the progress to date.

5. Progress to Date 
5.1 A number of briefings in relation to the Organisational Review have taken place across the Service and an end of review session has been conducted within the monthly Communications meeting since September 2006.  Discussion has taken place in relation to the new structure, which started to properly take effect from 1st November 2006.
5.2 This has included input to Directors, Managers, Trade Unions, staff associations and some staff groups.

5.3 The new structure has been implemented ahead of schedule and has resulted in 3 clear Directorates due to the departure of the Director of People and Performance in September 2006 and now comprises Community Safety (headed by DCFO Lawrie Booth), Operational Support (headed by ACFO Graham Stagg) and Resources (headed by Mr Martin Scott).

5.4 The timing of the communication to managers was carried out on conclusion on the departure of the director hence the delay from Fire Authority approval in May 2006 to September 2006 for implementation.  
5.5 Managers have been briefed as to the reasons why the Organisational Review was instigated, what the findings were, what blockages were perceived and suggestions for the future.

5.6 Managers and staff have been advised and a number of meetings have been conducted on a 1-to-1 basis informing individuals of effects on their working practises.  

5.7 A number of internal moves have taken place to prepare the structure for success.  Feedback has been positive and the aim to improve efficiency and effectiveness, communication and performance management, have been taken on board by managers, who now feel that they have some direction and control in relation to achieving the aims and objectives of the Fire Authority.  

5.8 Directors have met and discussed the needs of their own Directorates and how they perceive they will be run until the next review in 2009.

5.9 A series of evaluations is ongoing which are tied into the Rank to Role process and internal moves will continue to take place until the end of 2006, early 2007 as a result of this initiative.  

5.10 The People and Performance Directorate (HR, Planning & Performance, Occupational Health, POD, H&S) has been formally split between ACFO Graham Stagg and Mr Martin Scott.

5.11 Members of the Committee are asked to note the main changes from the original proposals relating to the disestablishment of the Community Risk Management Group (CRMG) and the revised formation of two new sub groups; Community Risk Reduction Group (headed by Temp Area Manager Paul Fredericks) and the Organisational Safety Group (headed by Area Manager Maurice Moore).  These new areas report to Graham Stagg.

5.12 Please note that Personal Organisational Development (POD) has now been disbanded and has been allocated in two separate and distinct areas.  
5.12.1 The first area relates to Operational Tactical training, which has been placed with Operational Policy and Health & Safety in the new Community Risk Reduction Group mentioned above.  This ties the loop between the theory and practise of policy, training and health and safety.  It maintains accountability with one individual and assures that communications are improved in this vital area.

5.12.2 The second area has seen the creation of a new group called Learning & Development, which will tackle Organisational Development.  This group will source, run and manage IPDS, Management Development, Assessment and Development Centres (ADC) etc to get the Service ready for the future needs.  The Committee is asked to note that since this has been created we have managed and delivered a recruitment exercise, a Supervisory ADC and a Strategic Managers ADC.

5.13 Human Resources has now been broadened to incorporate Human Resources, Learning & Development, Occupational Health and Diversity.  This combined group has been named the Organisational Management Group and is headed by Steve Mason.

5.14 As elected members will be aware the Service has been in the throws of various CPA audits.  Each time we have gone through the processes, the auditors have commended on the approach used, and the honesty with which the board has directed this review.  It has been regarded as good evidence for Audit and Review of the Service and I have been contacted privately by one who would like some more information on the approach as he would like to do something similar in his own Service.
5.15 Please also note the Configuration Management System adopted for this has been circulated throughout the region for their use as a template (with no detail in of course).

5.16 Management Development has already begun in a number of guises and will be extended over the coming years in line with the finding of the Organisational Review report and a tender document will be produced shortly outlining the needs of the Service in this area.
5.17 There are no further issues to advise the Policy and Finance Committee of at this stage other than the review has been well received and there is a general acceptance and buy in to the proposals.  
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