Cannock Chase Council
Council Meeting
Wednesday 27 April 2022 at 6:00pm
Meeting to be held in the Council Chamber, Civic Centre, Cannock
Part 1

Notice is hereby given of the above-mentioned meeting of the Council, which you are
summoned to attend for the purpose of transacting the business set out below:

1. Apologies

2. Declarations of Interests of Members in Contracts and Other Matters and
Restriction on Voting by Members
To declare any interests in accordance with the Code of Conduct.
Members should refer to the guidance included as part of this agenda.

3. Minutes
To confirm the Minutes of the Meeting held on 2 March 2022, Minute Nos. 72 — 84;
Page Nos. 46 — 51.

4. The Chairman's Announcements and Correspondence
To receive any announcements and correspondence from the Chairman of the Council.

5. The Leader’s Announcements and Correspondence
To receive any announcements and correspondence from the Leader of the Council.

6. Changes to Members of Committees etc. 2021/22

To receive notification from Group Leaders of changes to Committees’ membership
that require approval by Council (Item 6.1).



10.

11.

Comments and Questions on Part 1 Minutes of Cabinet, Committees, Sub-
Committees and Panels under Rule 9

To receive any comments or questions submitted under Rule 9 on Part 1 Minutes of
meetings of Cabinet, Committees, Sub-Committees or Panels as included in the
Minutes Record circulated alongside this agenda.

Corporate Plan 2022-26

Report of the Head of Governance and Corporate Services (Item 8.1 - 8.12).

This report was considered by Cabinet at its meeting held on 31 March 2022 and is
submitted to Council for approval.

Interim Position Report - First Stage of the Business Case for the Extension of
Shared Services Arrangements

Report of the Leader of the Council (Item 9.1 - 9.29).

This report was considered by Cabinet at its meeting held on 31 March 2022 and is
submitted to Council for approval.

Senior Management Recruitment and Appointments

Report of the Chief Executive (Item 10.1 - 10.5).

Constitution Amendments
Report of the Monitoring Officer (Item 11.1 - 11.14).



12.

Cannock Chase Council
Council Meeting
Wednesday 27 April 2022 at 6:00pm
Meeting to be held in the Council Chamber, Civic Centre, Cannock

Part 2

Comments and Questions on Part 2 Minutes of Cabinet, Committees, Sub-
Committees and Panels under Rule 9

To receive any comments or questions submitted under Rule 9 on Part 2 Minutes of
meetings of Cabinet, Committees, Sub-Committees or Panels as included in the
Minutes Record circulated alongside this agenda.

T. Clegg
Chief Executive

19 April 2022



Guidance on Declaring Personal, Pecuniary, and
Disclosable Pecuniary Interests at Meetings

Definition of what is a Personal, Pecuniary and Disclosable Pecuniary Interest

A Personal Interest is one where your well-being or financial position, or those of a
member of your family or any person with whom you have a close association would
be affected to a greater extent than the majority of Council Tax payers, ratepayers, or
inhabitants of the electoral ward(s) affected by the decision. You automatically have
a personal interest if you have given notice in the Register of Members’ Interests, e.g.
if you are appointed to an outside body by the Council.

A Pecuniary Interest is a personal interest where the matter

a) affects your financial position or that of a member of your family or any person with
whom you have a close association or a body in which you have registered in the
Register of Members Interests or

b) relates to the determining of any consent, licence, permission or registration in
relation to you or any person with whom you have a close association or a body in
which you have registered in the Register of Members Interests

and, in either case, where a member of the public knowing the facts would reasonably
regard the interest as so significant it is likely to affect your judgement of the public
interest

A Disclosable Pecuniary Interest is an interest of yourself or your partner (which
means spouse or civil partner, a person with whom you are living as husband or wife,
or a person with whom you are living as if you are civil partners) in respect of
employment, office, trade, profession or vocation carried out for profit or gain;
sponsorship; contracts; land; licences; corporate tenancies; or securities, as defined
with the Localism Act, 2011.

Please make it clear whether it is a Personal, Pecuniary or Disclosable
Pecuniary Interest

It would be helpful if, prior to the commencement of the meeting, Members informed
the Monitoring Officer of any declarations of interest, of which you are aware. This will
help in the recording of the declarations in the Minutes of the meeting.

Declaring Interests at Full Council

The Code of Conduct requires that personal interests where you have a personal
interest in any business of the Council, and where you are aware or ought reasonably
to be aware of the existence of the personal interest, and you attend a meeting of the
Council at which the business is considered, you must disclose to that meeting the
existence and nature of that interest at the commencement of that consideration, or
when the interest becomes apparent.



Some items will be mentioned in the papers for full Council but are not actually being
considered by Full Council. In such circumstances the Monitoring Officer’'s advice to
Members is that there is no need to declare an interest unless the particular matter is
mentioned or discussed. As a general rule, Members only need to declare an interest
at full Council in the following circumstances:

e \Where a matter is before the Council for a decision and/or

e Where the matter in which the Member has an interest is specifically mentioned
or discussed at the Council meeting.



Cannock Chase Council
Minutes of the Meeting of the Council
Held in the Ballroom, Civic Centre, Cannock
On Wednesday 2 March 2022 at 6:00 p.m.

Part 1

Present: Councillors:

Smith, C.D. (Chairman)

72. Apologies

Adamson, G. Jones, P.G.C.
Arduino, L. Jones, Mrs. V.
Beach, A. Kraujalis, J.T.
Boucker, A.S. Kruskonijic, P.

Davis, Mrs. M.A. Lyons, N.

Dunnett, Ms. A.J. Lyons, Mrs. O. (Leader)
Fisher, P.A. McMahon, J.B.
Fitzgerald, Mrs. ALA.  Molineux, G.N.
Frew, C.L. Muckley, A.M.
Haden, Mrs. P.K. Newbury, J.A.A.
Hewitt, P.M. Preece, J.P.T.L.
Hoare, M.W.A. Startin, P.D.
Hughes, R.J. Sutherland, M.
Johnson, J.P. Sutton, Mrs. H.M.
Johnson, T.B. Thompson, Mrs. S.L.
Jones, B. Wilson, Mrs. L.J.

Apologies were submitted for Councillors F.W.C. Allen; Buttery (Vice-Chairman); Mrs.
S.M. Cartwright; S.K. Crabtree; M. McCall; Ms. C.L. Wilkinson; and P.E. Woodhead.

Councillor P.T. Witton was also absent.

73. Declarations of Interests of Members in Contracts and Other Matters and
Restriction on Voting by Members

No other Declarations of Interests were made in addition to those already confirmed
by Members in the Register of Members’ Interests.

74.  Minutes
Resolved:
That the Minutes of the meeting held on 16 February 2022 approved.
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75. Chairman’s Announcements and Correspondence

(1) Chairman’s Charity Event

The Chairman reminded Members of his charity ‘Burns Night’ event scheduled for
Sunday 20 March 2022 at the Beaudesert Golf Club, having been postponed from
January.

Confirmed attendees were currently low in number, so anyone wishing to attend
should contact Support Services by Friday 4 March to confirm menu choices and make
payment.

76. Leader’s Announcements and Correspondence

(1) Russian Attack on Ukraine

The Leader advised she only had one announcement to make today, something that
sadly, put everything else into perspective.

The world was in a dark place because of Russia’s attack last Thursday on the free
world. The war that had broken out in Europe would disrupt millions of lives. Locally,
the District had a local Ukrainian community living in fear - fear for their families and
loved ones, fear for the security of their country and fear of what the future may hold.

The Council stood with Ukraine and was ready to step up to help its friends and
neighbours.

The Leader would have liked to submit a formal motion for full Council’s consideration
today, but constitutional timeframes meant this wasn’t possible.

Councillor Muckley was thanked for her email to all Councillors that morning, with the
Leader also feeling it appropriate for the Council to speak out on this matter.

The Leader advised that on behalf of the Council, she would like to write to the
Ukrainian Ambassador to the UK to show solidarity and unity against the unprovoked
and wholly unacceptable aggression by Russia. The Council was a local, civic
authority, of which there were many across Europe and across Ukraine.

All Members showed support for the Leader’s proposal to send the letter and then
joined the Leader in standing for one minute to indicate support and stand in solidarity
with Ukraine.

Councillor Adamson, Leader of the Opposition, supported the Leader’s words and
requested that the Council purchase a Ukraine flag as a show of practical support.
Councillor Adamson then advised that Councillor Preece and others had setup a
Facebook site for donations of clothing, bedding, etc. called ‘Norton Canes Stands
with Ukraine’, which Members were asked to publicise. Furthermore, anyone wishing
to make financial donations were encouraged to do so via the Red Cross.

77. Council Tax Resolution

Consideration was given to the Joint Report of the Head of Finance and the Council
Solicitor (Item 6.1 - 6.6).

In accordance with Council Procedure Rule 15(4)(b), a named vote was held on the
proposals:
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For Against Abstain
Adamson, G.
Arduino, L.
Beach, A.
Boucker, A.S.
Davis, Mrs. M.A.
Dunnett, Ms. A.J.
Fisher, P.A.
Fitzgerald, Mrs. A A.
Frew, C.L.
Haden, Mrs. P.K.
Hewitt, P.M.
Hoare, M.W.A.
Hughes, R.J.
Johnson, J.P.
Johnson, T.B.
Jones, B.

Jones, P.G.C.
Jones, Mrs. V.
Kraujalis, J.T.
Kruskonijic. P.
Lyons, N.

Lyons, Mrs. O.
McMahon, J.B.
Molineux, G.N.
Muckley, A.M.
Newbury, J.A.A.

Preece, J.P.T.L.
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For Against Abstain
Smith, C.D.

Startin, P.D.

Sutherland, M.

Sutton, Mrs. H.M.

Thompson, Mrs. S.L.

Wilson, Mrs. L.J.

33 0 0

In addition, Councillors F.W.C. Allen, M.S. Buttery, Mrs. S.M. Cartwright, S.K.
Crabtree, M. McCall, Ms. C.L. Wilkinson, P.T. Witton, and P.E. Woodhead were
absent from the meeting.

Resolved:

That the Council Tax Resolutions 1 to 6, as included at Appendix 1 of the report, be
approved.

78. Motions Received under Council Procedure Rule 6

(1) Consideration was given to the following Motion submitted in accordance with Council
Procedure Rule 6 by Councillor Mrs. O. Lyons, Leader of the Council:

“On 5 January 2022, the Association of Democratic Services Officers (ADSO) and
Lawyers in Local Government (LLG) launched a petition calling on the Government to
change the law to give councils (ranging from county, district, and unitary authorities,
through to town and parish councils) the freedom to hold remote meetings when local
circumstances suit. This includes hybrid meetings.

This Council supports the petition launched by the Association of Democratic Services
Officers and Lawyers in Local Government on 5 January with regard to remote and
hybrid meetings. We agree to write to the Secretary of State for Levelling Up, Housing
and Communities calling on the Government to change the law to allow councils the
flexibility to hold such meetings when they deem appropriate within agreed rules and
procedures.”

Councillor J.A.A. Newbury moved the following Amendment to the Motion, which was
accepted by the Leader:

“That the Council also writes to the local MP to request that she supports the Council
in its efforts to convince the Government to introduce this.”

Resolved:

That:

(A) The Council supports the petition launched by the Association of Democratic
Services Officers and Lawyers in Local Government on 5 January regarding
remote and hybrid meetings and writes to the Secretary of State for Levelling Up,
Housing and Communities, and the local MP, to call on the Government to
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79.

80.

81.

82.

83.

change the law to allow councils the flexibility to hold such meetings when they
deemed appropriate within agreed rules and procedures.

(B) The Council also writes to the local MP to request that she supports the Council
in its efforts to convince the Government to introduce this.

Comments and Questions on Part 1 Minutes of Cabinet, Committees, Sub-

Committees and Panels under Rule 9

None received.

Appointment of Armed Forces Champion
(Councillor Mrs. M.A. Davis left the meeting at the start of this item and did not return.)
Consideration was given to the Report of the Leader of the Council (Item 9.1 - 9.4).

Resolved:
That Councillor M.S. Buttery be appointed as the Council’s Armed Forces Champion.

Localism Act 2011 - Pay Policy Statement 2022-23
Consideration was given to the Report of the Leader of the Council (Item 10.1 - 10.10).

Resolved:

That the Pay Policy Statement as set out in Appendix 1 of the report be approved and
published on the Council’'s website.

Calendar of Meetings 2022-23

Consideration was given to the Report of the Chief Executive (Item 11.1 - 11.11).

Resolved:

(A) The Calendar of Meetings 2022-23, as included at Appendix 1 of the report, be
approved.

(B) The Managing Director, in consultation with the Chairman of the Council, relevant
Chairmen of Committees and / or Leader of the Council, as appropriate, be
authorised to amend the Calendar of Meetings, through convening additional
meetings, or the postponement / cancellation of meetings, if required.

Review of the Members’ Allowances Scheme

Consideration was given to the Report of the Council Solicitor and Monitoring Officer
(Item 12.1 - 12.18).

The Leader moved that recommendation (b) (as detailed in report paragraph 5.2), be
amended to read that “The Basic, Special Responsibility and Civic Allowances be
frozen at the 2021/22 rates for each year of the revised Scheme.”.

Members indicated their support for the amendment as proposed.

Resolved:
That:

(A) The revised Members’ Allowances Scheme be in place for three years, from 1
April 2022 to 31 March 2025.
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(B) The Basic, Special Responsibility, and Civic Allowances be frozen at the 2021/22
rates for each year of the revised Scheme.

(C) The Carers’ Allowance continues to be paid at National Living Wage Rates for
each year of the revised Scheme.

(D) The Travel and Subsistence Allowances continue to be linked to officers’ rates
payable for each year of the revised Scheme.

(E) The ‘Communications' Allowance be removed from the Scheme with effect from
1 April 2022.
84. Comments and Questions on Part 2 Minutes of Cabinet, Committees, Sub-
Committees and Panels under Rule 9

None received.

The meeting closed at 6:48 p.m.

Chairman
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Item No. 6.1

Council
27 April 2022

Notification of Changes to Membership of Committees etc. 2021/22 for
Approval by Council

Chase Community Independents Group (changes shown in bold text)

Planning Control Committee

Current Membership Proposed Membership
Beach A. BeachA-
Muckley, A.M. Crabtree, S.K.

Crabtree, S.K. (substitute) Muckley, A.M.
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2.1

3.1

3.2

3.3

3.4

Item No. 8.1

Report of: Head of Governance &
Corporate Services

Contact Officer: Judith Aupers
Contact Number: 01543 464 411
Portfolio Leader:  Leader of the Council
Key Decision: Yes

Report Track: Cabinet: 31/03/22
Council: 27/04/22

Council
27 April 2022
Corporate Plan 2022-26

Purpose of Report

This report presents the Corporate Plan for 2022-26. This Plan will replace the
existing Corporate Plan 2021-24.

Recommendation(s)

That Members approve the submission of the Corporate Plan 2022-26 set out at
Appendix 1 to Council on 27 April 2022 for formal approval and inclusion in the
policy framework of the Council.

Key Issues and Reasons for Recommendations

Key Issues

The Council’s current Corporate Plan for 2021-24 was developed in 2020/21 in
response to the impact of the pandemic on the District, the local economy, our
community, and the Council’s finances.

With a new administration elected in May 2021, a review has been undertaken of
the Corporate Plan and a new plan produced to reflect the priorities for the next 4
years.

The Corporate Plan setting out the Council’s priorities for 2022-26 is set out at
Appendix 1. The emphasis of the new plan is on ambition for District and its
residents

Once approved, action plans will be produced to underpin the delivery of each of
the priorities. Progress will be reported on these quarterly and they will be updated
annually.



3.8

4.1

5.1

5.2

5.3

5.4

5.5

5.6

5.7

6.1

Item No. 8.2

Reasons for Recommendations

Adopting a new Corporate Plan for 2022-26 allows the Council to set a new focus
and priorities for the District over the next four years.

Relationship to Corporate Priorities

The Corporate Plan 2022-26 will replace the current plan and establish refreshed
priorities.

Report Detail

The Council’s current Corporate Plan for 2021-24 was developed in 2020/21 in
response to the impact of the pandemic on the District, the local economy, our
community, and the Council’s finances.

Whilst the Plan is only in it’s first year of delivery and good progress is being,
following the election of a new administration in May 2021 a review has been
undertaken to consider their priorities for the future.

The issues underpinning the plan have not changed significantly but the approach
and ambition for the District has changed. A new plan has been drafted to reflect
the new administration’s priorities for the future and the key actions and projects
that are to be delivered.

As the key issues underpinning the Corporate Plan have not changed, further
consultation has not been undertaken at this stage. However, engagement will
be undertaken as part of the development and delivery of specific projects e.g.,
the regeneration work proposed for Cannock Town Centre.

Good corporate planning will ensure that the Council has a clear framework within
which actions can be taken and which achieve the greatest impact on agreed
priorities and objectives within the resources available.

The full Corporate Plan for 2022-26 is set out in Appendix 1.

Detailed delivery plans to support each of the priorities and objectives, setting out
the timeline for implementation will be developed and these will be brought to
Cabinet for consideration in due course prior to approval by Council.

Implications

Financial

Due regard will be given to the Council’s financial position when determining the
actions to deliver on the priorities and objectives for the new Corporate Plan.

Production of the plan will be met through existing resources including design and
publication of the plan.



6.2

6.3

6.4

6.5

6.6

Item No. 8.3
Legal

The Corporate Plan forms part of the Policy Framework within the Council’s
Constitution. The new Corporate Plan will replace the existing plan.

Human Resources

A key action in the Corporate Plan is the development of an Organisational
Development Strategy. The purpose of the Strategy will be to review the existing
skills and resources of the Council’'s workforce and to use this data to determine
what additional skills and resources are required to support delivery of the
Council’s services and the projects set out in the Corporate Plan.

Risk Management

The Council’s Strategic Risk Register sets out the risks the Council faces in
delivering its priorities. This will be updated to reflect the changes to the Council’s
priorities and will be reviewed alongside the development of the new delivery
plans.

Equality & Diversity

An Equality Impact Assessment has been undertaken as part of the development
of the Corporate Plan.

Climate Change

The Corporate Plan outlines the way in which commitments to addressing Climate
Change are being addressed through the priorities of the Council. This will be
supported by a more detailed costed action plan in due course.

Appendices to the Report

Appendix 1: Corporate Plan 2022-26

Previous Consideration

None

Background Papers

None



ltem No. 8.4
Appendix 1

CORPORATE PLAN 2022-26

Foreword

This is our vision for Cannock Chase and our plan for how to go about it.

We are developing fresh ideas, engaging with our local communities, and working more
closely with partner organisations. We want to work together to achieve our ambitious
long-term goals to create a thriving future for the whole of Cannock Chase.

Our local area has undergone considerable change in recent years, shifting from our
traditional mining heritage and developing a diverse local economy. Our location places
us at the heart of the national transport network. The new McArthurGlen Designer Outlet
Village opened in 2021 - attracting visitors, creating local jobs, and providing a welcome
boost for our local economy.

We are incredibly lucky to have Cannock Chase and the surrounding Areas of Natural
Beauty on our doorstep. As the local housing offer has increased, local residents have
benefitted, and we have also seen a number of people relocating into the area.

Our rich history is built around natural resources and energy generation which continues
with the inspiring development of the former Rugeley Power Station site. The
regeneration plans place us at the forefront of the green revolution, providing exemplar
of sustainable development and the Zero Carbon Rugeley project.

Having secured £20 million from the Government’s Levelling Up Fund, we have exciting
plans to redevelop the area around the multi storey car park in Cannock Town Centre
and proposals to enhance the Prince of Wales Theatre.

Birmingham 2022 Commonwealth Games will put Cannock Chase on the global stage
when we host the mountain biking events. Our priority is to ensure the event leaves a
local legacy, encouraging residents to take up cycling and other sports and activities.

The social and economic disadvantages, such as inequalities in levels of pay,
educational attainment and health must be addressed. These are complex issues and,
sadly, there is no quick fix. Cannock Chase District Council is committed to working
closely with partners to tackle these issues and ensure local residents benefit from better
health, improved job prospects and more fulfilling life chances.

Our many amazing local communities demonstrated incredible community spirit and
generosity during the pandemic by pulling together and supporting their neighbours. We
want to build on this by providing support and enabling our local communities to take
action. We want to collaborate and work together with town and parish councils, local
community groups and those who are well placed to encourage local action.



Item No. 8.5

We are committed to playing our part to tackle the worldwide challenge of climate change
by reducing our local C02 emissions. We appreciate that the Council’s own carbon
footprint is a small part of the overall challenge, but we are determined to address this
and encourage the local people in our community, voluntary, statutory, and business
sectors to play their part.

This is our ambitious vision, and we want to work together to achieve it.

Councillor Olivia Lyons

Leader of Cannock Chase Council



Item No.

Cannock Chase in numbers
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101,484 residents in 2020 (estimate)

46,611 households in 2020 (estimate)

An Area of Outstanding Natural Beauty and 2 Special Areas of Conservation
Over 1,000 acres of parks, open spaces, sports, conservation and play areas
3 Town Centres with 347 Town Centre Units

5,075 Council Homes

Unemployment rate (claimant count) of 3.5% - February 2022

60 new affordable homes built in 2020-21

1.2 million domestic bins emptied

3,405 Business Enterprises in 2021

469 planning applications April 2021 - March 2022

97 CCTV Cameras Monitored

98% of food premises rated 3 stars or better 2021-22

31 Public car parks across Cannock Chase, 11 of which are pay and display

8.6



Item No. 8.7
Vision:

Ambition is at the heart of our plan. Post pandemic we have an opportunity to repave
the path ahead.

We want a Cannock Chase that local residents are proud to call home:

e Rejuvenated town centres, local businesses that are supported and an
environment where entrepreneurship is encouraged.

e Empowered residents encouraged to lead healthy and independent lives.

e A local environment that is protected, preserved, and enhanced for future
generations.

We will be a forward-thinking Council, making best use of our assets, living within our
means, and ensuring we are accountable for our decisions.

We cannot achieve this vision alone and want to work together with partnerships, town
and parish councils and community groups to achieve this ambition.
PRIORITY 1 - ECONOMIC PROSPERITY
“To reinvigorate the economy and create a District that thrives”
We aim to:
e Attract investment to develop the District’s economy.

e Encourage entrepreneurship, promote apprenticeships, and support
business.

e Attract modern, green, and skilled industries and create jobs.
e Rejuvenate our town centres.
e Support the development of our visitor economy.

We want to create an environment that support’s and encourages growth and people’s
ambition to set up and run their own businesses. Our aim is to attract investment and
businesses that will create skilled jobs for local people and businesses that use green
technology to support our commitment to reducing the impact of climate change. We
want to encourage businesses and people into our town centres and attract visitors to
the District.

Over the next 4 years we will:

e Deliver the Levelling Up Fund regeneration scheme for Cannock Town Centre,
creating a new cultural hub and high-quality public realm.

e Work in partnership to secure investment in major projects to create confidence in
our District.
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e Seek to identify and promote employment sites for new and growing businesses.

e Work with established Growth and Skills Hubs to streamline and simplify access to
business support services, access to training and apprenticeships.

e Continue to work with partners to secure additional funding to be able to continue
business growth and start-up schemes.

e Work with our Colleges and training providers to equip young people and all residents
with skills they need to access employment opportunities.

e Work with partners to identify and support businesses to become more carbon
efficient and identify opportunities to create green jobs in our District.

e Identify opportunities to improve public realm in our town centres.

e Work with town/parish councils, local businesses, and traders to support the
development of initiatives to increase vibrancy of our town centres and increase
footfall.

e Work with Destination Staffordshire to promote our key attractions, accommodation
providers and events.

e Maximise the legacy of the 2022 Commonwealth Games by using the event to help
boost the District’s profile.

e |dentify a pipeline of future projects to support economic growth opportunities and
the rejuvenation of our town centres across Rugeley, Hednesford, Cannock and the
surrounding villages and maximise investment and funding into the District.

PRIORITY 2- HEALTH & WELLBEING
“To encourage and support residents to lead healthy and independent lives”

We aim to:

e Provide opportunities for residents to lead healthy and active lifestyles and
recognise the importance of mental health and wellbeing.

e Embed health and wellbeing into all of our policies and everything that we
do.

e Work with partners to address health inequalities across the District.
e Support residents that need our help.

We want to create opportunities for all of our residents to lead healthy and active
lifestyles. For some, this may be by using our leisure centre facilities, for others, it may
be walking our parks, or on the Chase, or by cycling around the District. We want to
reach out to those residents who may find this daunting and help them to try out new
activities in their local communities, that will support their physical and mental health and
well-being.
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We currently provide a range of facilities for people to use, including:

2 leisure centres, with swimming pools, (Cannock and Rugeley)
4 destination parks,

43 play areas across the district

14 football pitches and 3 artificial turf pitches (ATP’s),

20 tennis courts and 4 skate parks

A theatre and museum to support cultural and mental wellbeing.

Over the next 4 years we will:

Work with Inspiring Health Lifestyles (IHL) leisure trust and other stakeholders to
deliver campaigns to promote the benefits of being active and living healthily.

Work with Staffordshire County Council to deliver the “Better Health Staffordshire”
Pilot Project.

Develop a Health and Wellbeing Strategy.

Deliver lasting legacy projects from the Commonwealth Game Mountain Bike event,
(i.e., Mountain Bike (Perry) Trail and Bike and Play trail).

Work with partners to encourage the take up of benefits for by residents with low
incomes.

Work with Support Staffordshire and Staffordshire County Council to build on
community spirit & volunteering / befriending advocacy.

Promote the use “Cannock Chase Can” online app to support people in leading
healthy lifestyles.

Encourage residents to walk or cycle to and from work and school.

We will also continue to:

Work on fuel poverty with partners, such as Staffordshire Warmer Homes.

Provide accommodation for young people leaving care and support to sustain their
tenancies.

Provide an outreach service for rough sleepers.
Provide support for veterans.
Work with partners to safeguard the most vulnerable people within our district.

Provide funding to voluntary organisations to provide free independent, impartial,
and confidential advice to our residents.
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PRIORITY 3 - THE COMMUNITY

“To ensure Cannock Chase is a place that residents are proud to call home”

We aim to:

Ensure our neighbourhoods are safe, clean, and tidy
Maintain our local parks and green spaces.
Encourage residents to live a sustainable lifestyle.
Improve the housing offer across the District.

Ensure our communities are well desighed, accessible, and inclusive
environments.

Support and build strong connections within our local communities.

We want our District to be an attractive and safe place to live. We will preserve our open
spaces and local parks. We aim to build on the existing and new communities across
our District so that residents feel connected and supported. We want to ensure that our
residents have a choice in their housing accommodation and that it is safe.

Over the next 4 years we will:

Work with town/parish Councils and local community groups to tackle litter and
undertake litter picks.

Carry out targeted campaigns to tackle specific types of waste crime and raise
awareness of the Council’s zero-tolerance to all types of environmental crime.

Develop a co-ordinated response to anti-social behaviour (ASB) across partner
agencies.

Engage with young people at risk of engaging in ASB through targeted diversionary
activities across the district.

Undertake a review of all our play areas.

Provide support and opportunities to community groups wishing to take on more
responsibility for improving and developing open spaces and play areas.

Work with partners and the local community to support appropriate tree planting
schemes.

Undertake campaigns to raise awareness of the ways in which residents can reduce
their impact on the environment.

Develop an Environmental Strategy and action plan to reduce our impact on the
climate.

Work with partners to support the delivery of the zero-carbon pilot scheme in
Rugeley.
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Increase housing choice.
Ensure that our housing stock is safe and sustainable.

Work with other housing providers and landlords to ensure that their properties are
safe and healthy.

Adopt a new Local Plan for the district.

Support the progression of current and future Neighbourhood Plans within the
district.

Work with partners to support community events.

PRIORITY 4 - RESPONSIBLE COUNCIL

“To be a modern, forward thinking and responsible Council”

We aim to:

Improve our customers’ access to services.
Enhance the use of technology and new ways of working.
Develop our workforce to ensure they are suitably skilled.

Be aresponsible Council that lives within its means and is accountable for
its actions.

Make the best use of our assets.

We want to improve the ways in which customers can access our services and at a time
that suits them through better use of technology; whilst continuing to provide contact via
the telephone or face to face for those customers who need more personal support.

Building on the lessons we have learned during the pandemic; we will develop a hybrid
working model that supports employees to continue to work flexibly and in a way that
best suits their role. Alongside this we want to ensure that our staff are trained to deliver
the services that our residents need. The Council faces a challenging financial future,
so it is important that we live within our means and make the best use of the assets we
have. We will communicate with our residents to provide updates on the progress we
are making in delivering our priorities and key decisions that affect the future of services.

Over the next 4 years we will:

Develop a new customer portal to deliver better access to services on-line.
Update our digital technology strategy and plan future improvements.
Develop and deliver a workforce plan.

Set a Medium-Term Financial Strategy (MTFS).
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Undertake a corporate wide review of our assets and develop a new Asset Strategy.

Identify opportunities for funding for green initiatives to improve energy efficiency of
our buildings.

Communicate with residents and stakeholders using language that is clear and
easy to understand.

Provide updates on our progress in delivering the priorities set out in this plan.
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2.1

of the Shared Service Arrangements

Purpose of Report

To consider the case for continuing with detailed work to establish a
comprehensive business case for the extension of shared services between
Cannock Chase and Stafford Borough Council to include the sharing of a Senior
Management Team led by a shared Chief Executive.

Recommendations

That subject to approval of the proposals by Stafford Borough Council, at its
Council meeting on 19 April 2022, the Council approves:

(i)

(ii)

(iii)

To continue to explore the opportunities of further shared services with
Stafford Borough Council.

That the Joint Chief Executive be authorised to continue to develop the
second stage of the detailed business case which is to be reported to
Cabinet on 13 October 2022 and Council on 16 November 2022 (“the
Term”) together with an outline implementation plan.

During the Term, Mr Clegg will remain employed by Stafford Borough
Council and seconded to Cannock Chase Council by agreement under
section 113 of the Local Government Act 1972. Council agree to continue
to share the full costs of the Joint Chief Executive post with Stafford
Borough Council on a 50/50 basis as set out in the report to Council on 19
May 2021.
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(iv)

(V)

(vi)

(vii)

(vii)
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That in order to continue to provide adequate cover arrangements and to
provide a mechanism in relation to conflicts of interests, that the Joint
Deputy Chief Executive arrangements remain in place during the Term to
support the completion of the detailed business case in line with the report
to Council on 19 May 2021.

That the non-decision-making Shared Services Board continue to consider
any matters that arise in the interim. The Board will report to both Councils’
Cabinets with the final proposal being put to each Council meeting for final
determination.

That the Head of Law and Administration together with the interim Deputy
Chief Executive (Joint Shared Head of Human Resources), in consultation
with the Leader of each Council are authorised to finalise the necessary
legal and HR arrangements in relation to the above recommendations.

Increase the budget provision for independent advice and support to the
development of the second stage of the business case to £60,000. The full
cost to be shared 50:50 by each Council.

Inviting the Local Government Association to:

e Engage with Members early in the development of the second stage of
the business case to seek their views on the wider sharing of services:

¢ Hold one to one sessions with all Heads of Service to obtain feedback
on existing shared services and their considerations and thoughts on
the proposals.

e Review the second stage of the completed business case, prior to its
submission to both Councils for consideration, to ensure that it provides
sufficient and balanced information for Members to make a final
decision on.

Key Issues and Reasons for Recommendation

Key Issues

At its meeting on 19" May 2021, Council agreed to the secondment of the Stafford
Borough Council’s Chief Executive, Tim Clegg, to provide services as Joint Chief
Executive and Head of Paid Service from 1 June 2021, for a period of 14 months.
It was proposed that an interim report be prepared after 8 months in relation to the
potential for a wider shared service between Cannock Chase District and Stafford
Borough Councils.

It was also agreed that if after eight months either party felt that the arrangements
were not working, the Joint Chief Executive would support Cannock Chase
Council to consider and implement alternative arrangements.
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The sharing of a Chief Executive, supported by a Deputy Chief Executive at each
Council has proved to be effective as a concept. However, it is not sustainable in
the longer term in the current form due to the flat structure of both organisations
and the large number of direct reports that the Chief Executive is responsible for
managing. In order to provide the resilience required and to increase the strategic
capacity of both organisations, it would be essential to restructure and bring both
Leadership Teams together into one senior team that would support both
organisations. This will be considered further as part of the second stage of the
business case.

The vision for a wider sharing of services is:

e each Council should retain its distinct and local identity, including decision
making powers, service priorities, direction, and accountability.

e to deliver improved outcomes for local people at the same or reduced cost
than could be achieved if services continued to operate separately.

e “One Team supporting two Councils”

e Transformation of services and processes through process re-engineering,
smarter working, and the use of improved technology,

This is set out in more detail in Appendix 1

To deliver the vision, the Joint Chief Executive, with the support of senior officers,
would work to combine the talent, knowledge, and experience of each authority’s
officers to build capacity and deploy resources to transform service quality and
delivery to the residents of each Council in line with each Council’s priorities
(business objectives). In doing so it is envisaged that this will bring opportunities
to influence a wider audience both regionally and nationally and ultimately working
more closely with key local partners to deliver for our communities.

Subject to an agreement by both Councils to continue to explore the wider sharing
of services, the second stage of a comprehensive Business Case for sharing
services will be developed and this will include the following key information:

0] Scope of the joint or individual Ambition, Efficiencies, Effectiveness, and
breadth of Opportunities.

(i) Models of sharing and preferred option(s) including financing.
(i)  Key Advantages and Opportunities.
(iv)  Resilience and Capacity Considerations.

(V) Financial Context/Imperative, sharing of potential savings/costs,
economies of scale.

(vi)  Long-term vision, wider sharing opportunities and benefits, including best
practice from each authority
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(vi)  Risks and Risk Management.
(viii)  HR, Legal and other employee relations matters.
(ix)  Staff and Trade Union Engagement.

Proposals to support the second stage of the business case and the development
of a wider sharing arrangements will also be prepared which will set out:

0] Implementation Timetable — key milestones and dependencies.

(i) Joint Governance arrangements for key decisions, performance
management and monitoring.

(i)  Joint Appointments process to senior appointments.

(iv)  Senior Staffing Structure recommendations.

The second stage of the business case would consider two options:
0] A shared Chief Executive, Leadership Team, and services; and

(i) Sharing some additional services but not a Chief Executive/Leadership
Team.

The second stage of the business case and an implementation plan would be
presented to Cabinet on 13 October 2022 and Council on 16 November 2022.

It is proposed to increase the budget for buying in specialist expertise to develop
the next stage of the business case from £40,000 to £60,000. This additional sum
is to allow for additional support given the capacity issues that have been
experienced in this first stage.

In view of the strategic importance of the business case for wider sharing to both
Councils, it is proposed to invite the LGA to engage with Members to seek their
views on the wider sharing of services and to review the completed business case,
prior to its submission to both Councils for consideration.

There remains at this stage an option for each Council to agree to do nothing and
end further consideration of the wider sharing opportunity. It is considered that
this could deprive each Council the opportunity, with mounting budgetary
pressures, to deliver on their ambitions for their communities, through the prospect
of achieving:

e economies of scale;
e pooling skills, talent, and experience of a combined workforce;

e development and implementation of innovative methods of service delivery
across both local authority areas;

¢ totrade and charge creatively to raise revenue without imposing unacceptable
costs on local people; and
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e better position each Council to be able to successfully bid for funding streams
made available by Central and/or Regional Government and other funding
bodies.

Having considered the context, the opportunities and risks offered by a wider
sharing of services, should Members decide not to proceed further to developing
the second stage of a detailed business case, each Council will need to develop
other options for addressing the capacity, resilience, and financial issues it is
facing. These options could include the reduction of some services currently
provided and/or the ceasing of some non-statutory services. The status quo is
not an option.

Reasons for Recommendations

In accordance with the report approved by Council on 19th May 2021, a detailed
business case is to be prepared and used as the basis for determining whether to
continue to share a Chief Executive and the wider sharing of services.

As the preparation of a detailed business case will be complex, time consuming
and will incur a cost for both Councils, this report seeks to establish whether both
Councils are supportive of continuing with this work and to agreeing the increase
in budget to support the formulation of the business case.

Relationship to Corporate Priorities

The potential to continue to share a Chief Executive and develop a business case
for further shared services is considered to be a key element in supporting the
Council to remain financially resilient and providing the necessary capacity and
resilience for the delivery of the priorities set out in the Corporate Plan and the
management of the business of the Council.

Report Detail

Shared Services to date

The sharing of services and management teams continues to be a well-
established and recognised strategy to address a wide range of issues relating to
finances, capacity, growth, and resilience.

Stafford Borough and Cannock Chase District Councils have been sharing
services since 2011. The first phase primarily focussed on support services
commencing with the Monitoring Officer role and subsequently Finance, Internal
Audit, Risk and Resilience, Legal, Information Technology and Human Resources
being shared. In addition, two front facing services, Building Control and
Revenues and Benefits, were also shared.

The first phase of shared services has been successful in:

0] delivering a combined total of on-going savings in the order of £1m;
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(i) creating a critical mass by the joining of services has also:

. allowed the delivery of further savings following the outsourcing of
leisure services by both Councils and efficiency savings as part of
ongoing budget savings; and

o allowed the services to continue to be delivered in-house; had they
remained separate teams, some of them would have been reduced to
such a small size that they could not be sustained and would
undoubtedly have been outsources.

(i)  Transforming services - all services went through a transformation process
to align and re-engineer processes. This was particularly successful for the
Revenues & Benefits service and led to improvements in performance for
turnaround times. Numerous policies, regulations and guidance notes
have been aligned across the two Councils.

(iv)  Increasing resilience - this was particularly successful for Building Control
and the operation of its trading account.

(V) Alignment of some ICT systems - this mainly relates to the IT infrastructure
and those services that have been shared. This generated financial
savings, efficiency savings and resilience (in terms of business continuity)
for both Councils

There are however a number of areas where the first phase of shared services
hasn’t delivered all of the benefits anticipated and this is largely due to not all
services being shared. Examples include:

0] Technology - limited progress has been made in sharing bespoke software
with duplicate systems being maintained e.g., Planning, Environmental
Health, Elections, CRM,;

(i) Procurement - limited progress in aligning contracts and delivering savings
through joint tenders;

(i)  Sharing of best practise - whilst progress has been made by the shared
services themselves, very little has been shared outside of these services.
Also, progress for the shared services has been limited in some cases
where protocols are set outside by services that are not shared e.g.,
committee report templates.

Under a wider sharing of services, the existing shared services could be reviewed
to deliver further savings, efficiencies, and improvements to service delivery. The
issues identified in 5.4 could be addressed through the sharing of a Leadership
Team and services.

A second phase of shared services was considered by both councils in April 2019
which looked at Environmental Service Digital/Customer services and the
management of Planning Services and Systems. Both Councils agreed to review
the options for further collaboration and Phase 2 of the Environmental Services
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Review, including the potential for further shared services, after a period of 18-24
months.

Sharing a Chief Executive

The two Councils have been sharing a Chief Executive on an interim basis since
June 2021, pending the development of the shared services business case. As
part of this interim arrangement, a Deputy Chief Executive has been established
at each Council to provide support to the Chief Executive and provide cover in his
absence. It is considered that this has proved to be effective as a concept.
However, it is not sustainable in the longer term in the current form due to the flat
structure of both organisations and the large number of direct reports that the Chief
Executive is responsible for managing. In order to provide the resilience required
and to increase the strategic capacity of both organisations, it would be essential
to restructure and bring both Leadership Teams together into one senior team that
would support both organisations. As set out in 9.6 and Appendix 3, both
Leaderships Teams are supportive of a shared Chief Executive and Leadership
as the basis for the wider sharing of services. This will be considered further as
part of the second stage of the business case.

There have been challenges for the Chief Executive in covering meetings for both
Councils and the deputies or Heads of Service have covered those he has not
been able to attend. This could be improved through:

e co-ordinated management of Council, Cabinet and Committee meetings; and

¢ the restructuring of the senior management team and the creation of strategic
posts.

The Chief Executive has offered his observations of from working across both
Councils over the last 9 months:

e The Councils have more things in common to build on than differences.

e Members and staff from both authorities are open to change that can
safeguard and improve services.

e The staff in both Councils take a great pride in their work and share the same
public service ethos.

e Our workforce is ageing and recruitment in many disciplines is difficult. Both
Councils need a workforce development plan and to invest in our rising stars
- we can do this better together.

e The pandemic has “unfrozen” the way we have always worked and created
an opportunity to create a more flexible work pattern that benefits staff
including those with caring responsibilities and makes the Councils more
attractive employers.

e Customers increasingly expect choice and convenience in how they request
services and both Councils need to offer a comprehensive digital platform and
it will be cheaper and better to develop this together with integrated services.
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e The existing shared services have delivered substantial savings and some
service improvements. However, they can deliver far more if the front facing
services are integrated and there is a single clear and consistent strategic
direction driven by one Leadership Team.

e Currently there is both unnecessary duplication with both authorities doing the
same things and wasteful inconsistency in how we carry out routine processes
which could be early wins in the transformation of shared services.

e Both Councils need to make substantial savings in the next two years; shared
services can make a substantial contribution to that. Otherwise, we will need
to identify additional savings from service delivery.

e The challenges facing the Councils include: the Levelling Up agenda, fiscal
and decision-making devolution, the development of a Staffordshire Leaders
Board, a proposed county deal and the changing regional context. This will
require increased strategic capacity to support the political leadership of the
authorities to ensure that we operate effectively to secure the financial
resources and Government support to achieve our ambitions.

The Key Drivers for Further Sharing of Services
The pressure on Local Government Finance

The overall long-term trend of diminution of funding for local government due to
cuts in government grants is expected to continue unabated irrespective of the
short-term financial support due to the pandemic. There is also only a very limited
opportunity to offset this pressure by increasing Council Tax. The Government
has signalled a review of Business Rates and the system of resource allocation to
local authorities (previously called the Fair Funding Review), likely to be
implemented next year. This creates uncertainty regarding the proportion of
business rates retained by the Council, the Council’s share of core funding and
the distribution of whatever replaces New Homes Bonus.

This external uncertainty can only be mitigated by ensuring that the Council is as
well-equipped as possible to deal with the unknown, by examining its costs and
where possible, creating capacity (including financial capacity) to weather the
challenges and thrive. Significant increases in the demand for services, notably
in adult social services, has impacted on available funding for district councils but
more widely demographic changes, the higher minimum wage, and other factors
(such as changes to the benefits system) have increased demand for services
and costs much more quickly than Councils’ ability to raise council tax or business
rates. The financial pressure facing both Councils is likely to become more acute
in the future due to the loss of revenue as a direct result of the pandemic. Any
pre-pandemic financial assumptions for the medium to long-term have quickly
become out of date.

In addition to external financial uncertainties and pressures such as those related
to Covid, the local government finance review and inflation, there are a number of
potential risks that are more local for each authority. For example:
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e The recruitment and retention of experienced staff is becoming harder
particularly in services such as Planning. The difficulty in attracting staff and
unprecedented increase in service demand have led to delays in processing
applications.

e Services dependent on income such as Licensing, Bereavement Services,
Building Control and Land Charges may face reduced income due to demand
fluctuations and competition.

e Car parking is a significant source of income for both authorities and has
reduced as a result of the pandemic, more people working from home and the
rise of internet shopping.

e Recycling and waste services are operating in a marketplace that is very
challenging, with multiple factors (fuel costs, driver shortages and new
legislation etc.) giving rise to increased costs - this may have an impact on
new contracts over the medium term.

e The success of bids for Levelling Up and Future High Streets Funding is
welcome but requires the councils to borrow money to match fund the grants
resulting in ongoing revenue costs to service the debt. They also create a
significant demand upon staff capacity to oversee the success of the
programmes, keep them on track and ensure robust control.

Levelling Up / Devolution

The Government’s Levelling Up White Paper encourages regional/ sub-regional
structures with governance arrangements and strong identifiable leadership
models with which Government departments will deal. To enable both authorities
to continue influencing the agenda and to be effective partners with central
Government, there is a need to create strategic capacity at a senior level in both
authorities so that we can play a full part in this work.

In Staffordshire, a proposed County Deal has been developed which includes a
formal structure in the form of a Leaders Board of Staffordshire County Council
and the 8 district/ borough councils to drive collaboration on key issues including
economic development and climate change. It is likely that future funding will be
directed via this route, so it is important that both authorities continue to influence
the development of the county deal and play a full part in working with partners to
deliver our objectives.

Opportunities created by a wider sharing arrangement
Shared characteristics

Each Council is distinct in its history, traditions, geography, and community make-
up and each has much in common which should be highlighted and celebrated
moving forward:

0] Each has a relatively small officer establishment the main difference
accounted for in the type of delivery of housing provision.
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(i) Both Councils have chosen to outsource their leisure & cultural services
and waste & recycling services, whilst retaining in-house streetscene
services.

(i)  Both have limited revenue and capital resources to tackle the multitude of
challenges each faces irrespective of the recent success of both Council’s
in gaining central funding through Future High Streets and Levelling Up
Fund bids,

(iv)  Both areas have historic town centres and extensive rural land areas to
manage within.

(v) Both Councils have their individual areas of deprivation with differing levels
of health inequalities, crime and disorder and educational under-
achievement. The prospects for young people are mixed taking account of
a wide range of socially constructed issues relating to educational
standards, health, and job opportunity irrespective of the impact of the
pandemic on national and local economies.

Differences
There are also two key differences between the two Councils:

0] Stafford Borough Council has all-out elections, whereas Cannock Chase
District Council elects by thirds.

(i) Cannock Chase Council retains responsibility for its housing provision
Benefits and Opportunities

There are a number of shared characteristics and opportunities identified for both
councils that creates the potential for joint working on common strategic issues
across our administrative boundaries and would provide the potential to deliver a
number of advantages which are set out below.

Economic Growth

The opportunity offered by the recent funding allocations from central Government
demonstrates the potential for the scale and quality of change that can be
achieved. Each Council has an ambitious economic growth and regeneration
agenda and has set objectives to improve the wellbeing of residents, but this level
of ambition will require resources to deliver it. The sharing of key skills, experience
and knowledge across both councils can only be advantageous moving forward
and will enhance the potential to develop, as appropriate, joint business cases for
further major investment. An opportunity also exists to continue to improve
coordination and effective joint working with a range of private, public, and
voluntary sector partners.

Working and delivering together should enable both Councils to develop a broader
influence in the allocation of resources from County level, regional, and central
Government on the basis that any future shared partnering arrangements will
represent a greater population and general scale of required need and delivery.
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Extending joint working will also provide both Councils with a stronger voice in any
process to reshape local government in the County by enabling a common
direction, agenda, and a single voice. The organisations will also gain valuable
experience of managing strategic change quickly and effectively. There is also
the longer-term potential for the shared arrangement to expand at a later time to
the benefit of existing and future partners.

Community Health and Wellbeing

Seamless, uninterrupted planning and delivery of services to a community whose
common needs are not primarily shaped or dictated by administrative boundaries
would be beneficial.

The Staffordshire Commissioner has already started to commission cross
boundary projects to reduce antisocial behaviour, domestic abuse and hate crime
and there is an expectation for councils to explore this further in relation to mental
health, drug, and alcohol use.

Financial Sustainability

The delivery of savings is one of the key benefits of sharing services and is
achieved through economies of scale and reducing duplication. This creates the
potential to eventually free up financial resources and deliver reductions in
management overhead, allowing frontline resources to be protected and ensure
continued delivery of excellent customer service. The headline facts are:

e A combined spend of £30.9 million based on the approved budgets for
2022/23.

e Previous shared arrangements achieved approximately 10% savings
amounting to in excess of £1m for both Councils, combined with improved
efficiencies and resilience. Further savings were achieved following the
outsourcing of leisure services at both Councils, 10% is typical of the level of
savings for back-office services, whereas 8% is the indicative saving for front
line services. Our own experience and that of other Councils who have
chosen to share services provides a level of confidence in the delivery of
savings and a rationale to continue with a detailed business case.

e The natural level of turnover in both Councils will provide opportunities to re-
engineer structures at minimum cost without necessarily impacting adversely
on staff morale or the need for compulsory redundancies.

Capacity & Resilience

The creation of one senior management team to deliver services to both Councils
presents an opportunity to address the capacity and resilience issues currently
faced by both Leadership Teams and to succession plan for the future. Currently
the Chief executive has 11 direct reports that split their time between strategic and
operational responsibilities. the pandemic, together with increasing service
demands has changed the focus to operational issues rather than planning and
shaping the future. There is a need to re-dress this imbalance. Furthermore, in
the event of an absence at Head of Service level, as has been the case at both
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Councils over the last 6 months, it falls to the Chief Executive to cover for the
absent Heads of Service together with support from the respective service
managers. Over the last six months, the 2 Deputy Chief Executives have been
able to offer some support in this regard, though this has been limited by their
respective existing service remits. These capacity and resilience issues need to
be addressed and the creation of a shared leadership team provides an
opportunity to do this.

In addition, there are opportunities to:

e achieve economies of scale by “pooling” talent, skills, and experience in a
combined skilled workforce.

e Retain and recruit staff - some Teams are experiencing high turnover and
difficulties in recruiting to professional/specialist roles. Others have the
potential to be combined or rationalised. The wider sharing of services will
provide greater opportunity for career development and advancement for staff
and a shared brand to attract future talent to a new and vibrant alliance
working together.

Organisational transformation

There is no settled blueprint for change, organisational design, ways of working
or sharing of services at this stage. The final shape of joint working and pace of
change will be subject to a comprehensive business case and ultimately
agreement by both Councils. Transformation and creating a unified culture
focussing on continuous improvement and customer service will be key to the
success of sharing services. Both councils have changed how they work as a
result of the pandemic, with most office-based staff having worked from home on
the advice of the government to reduce infection rates. Staff surveys have shown
that there is a wish on the part of both workforces to operate a hybrid way of
working in the future, allowing staff to work flexibly from home and council offices.
This has “unfrozen” traditional patterns of working and will require organisational
and management change to be effective. This presents an opportunity to create
a shared way of working and to consider opportunities to rationalise
accommodation, which would reduce costs and provide an opportunity for
increasing income through the leasing of vacant office space.

There are additional opportunities to:
e Develop and implement innovative methods of service delivery

e Jointly procure and implement new technology more economically and
efficiently. As referred to earlier, progress in doing this through the current
shared IT service has largely been limited to those services which are shared;
it has proved more challenging to achieve this where services aren’t shared.
Further sharing will remove barriers and aligning technology will be key to
service transformation, delivering efficiencies and improving customer
satisfaction.
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Ultimately, it will be staff that will make the wider sharing of services work well.
Engagement with the workforces will be a key aspect of bringing together talent
across both Councils and support the aligning of culture and values to maintain
enthusiasm and interest in this exciting venture.

The key to realising these opportunities quickly is effective political leadership
across both authorities, served by a unified leadership team led and managed by
a Joint Chief Executive.

Challenges and Risks

Alongside the opportunities created by the further sharing of services, there are
also risks:

(1) Changes in political control and views on sharing services;

(i) Differences in political policies, which reduce the opportunity to align
services and the delivery of efficiencies and savings.

(i)  Failure to engage with staff, leading to uncertainty impacting on service
transformation and delivery.

These risks can be managed and mitigated, and this would be explored further as
part of the development of the second stage of the detailed business case. Whilst
further sharing of services provides opportunities for an ambitious transformation
programme, it also presents challenges. There will be a need to commit resources
and time in order to do this well and this could detract from delivering other council
priorities. The transformation programme will need to be designed to minimise
disruption by scheduling work around the delivery of other key projects.

Each Council has its own terms and conditions (T&Cs) relating to the employment
of its staff. Whilst many of the Councils’ HR policies have been aligned over the
last 10 years through the sharing of HR services, T&Cs have not been changed.
The Council’'s pay and grading structures are underpinned by different job
evaluation structures. To change these would require a substantial piece of work,
consultation with trade unions and would have significant short and long-term
financial consequences. Further details of the issues relating to terms and
conditions are set out in section 10.

Progress made to date

A Shared Services Board comprising the Leaders and Deputy Leaders of both
Councils together with the Chief Executive, the two Deputy Chief Executives, the
Monitoring Officer and the Section 151 Officer has been set up. The Board has
agreed the following principles:

0] Sovereignty - that both Councils must retain their sovereignty and
individual identity (with local residents) whatever the outcome of the shared
services review.

(i) Services in scope of the Review - the report to each Council in May 2021
agreed in principle that both Councils recognise that the scope for sharing,



9.2

9.3

(iii)

(iv)

(v)

Item No. 9.14

or collaboration should not be unduly restricted. At the time both Councils
proposed that the Economic Development service and in particular its
inward investment function should remain with each Council as it was
perceived that there could be the potential for competition between the two
Councils.

In light of the need to strengthen these areas in the future to the benefit of
each Council the Shared Services Board agreed to include Economic
Development in the review. However, it remains the case that Cannock
Chase Council does manage its own housing stock and in accordance with
legislation its Housing Revenue Account is a ring-fenced service and hence
is outside the scope of sharing and this position remains unchanged.

A review of the Memorandum of Understanding - the Board
acknowledged that the existing Memorandum of Understanding (MoU) had
served its purpose some decade ago and needed a refresh to acknowledge
new requirements, demands, needs and ambition of each Council. A
revised draft MoU is presented for agreement. Although it is accepted that
this document will need to be regularly reviewed to ensure it remains fit for
purpose. See Appendix 2.

Issues to be considered - that the review should include consideration of:
terms and conditions of staff, future models of sharing and structures, the
medium-term financial position of both councils and the potential for
aligning contract renewal dates for significant outsourced services,
including refuse collection.

Communications, Consultation and Engagement - that communication
and consultation would be needed with staff, trade unions and Members.
A communications and consultation plan is being developed and this will
be a key element of the work to be undertaken at the next stage. Such
change as that contemplated by the wider shared service agenda will only
be successful if we take the workforces with us on the journey. All staff, the
trade unions and Members will be kept informed of progress and key
decisions throughout. As with the first phase of shared services,
engagement in the development of a detailed business case will largely be
with Leadership Team and managers. Consultation will also take place with
the Trade Unions. Wider engagement with staff would take place if the
business case is agreed. This would inform the proposals for bringing
services together, restructuring and transforming them. Engagement has
commenced with both Leadership Teams as set out in 9.6 and Appendix 3.

Research work has been undertaken on previous, recent, and current planning for
wider partnerships and sharing arrangements between local authorities at District
and Borough Councils. Examples of business cases are readily available in the
public domain and most demonstrate the detail that is required in order to support
the key decision to progress to implementation.

The final decision on whether to share further services and a Chief Executive and
officer Leadership Team is a major one and the issues are complex. A well-
developed business case is important to inform the considerations of both
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councils, however, the decision will still require strategic and political judgement.
Ultimately the successful transformation of both councils will require the total
commitment and leadership of both cabinets and the members of the leadership
teams.

Should either council decide not to progress with the further sharing services there
will be a need to identify an alternative means of addressing the financial and
capacity issues facing both councils. Given the financial challenges facing both
Councils, preparatory work on this has commenced.

The development of the business case has been hampered by capacity issues
resulting from a number of key members of both Leadership Teams being absent
on long term sick leave and the additional work caused by the emergence of the
Omicron variant of Covid. This has highlighted some of the capacity and
management structure issues that need to be addressed by both organisations.
It has also highlighted the need for additional resources to support the
development of the business case; this is covered in more detail in Section 11 -
Next Steps.

The Leadership Teams of both councils have met and are positive in their support
to take the shared services agenda forward, in particular, having a shared
leadership team. The outcome of the meeting is contained in Appendix 3.

An indication of the potential savings which could be achieved has been
calculated, based on an average of 8% for front line services and 10% for the
admin/support functions to frontline services and corporate/back-office services
not currently shared. In total, it is estimated that a combined total saving for both
Councils of £1,064,010 could be achieved. However, this would be reduced by
any costs associated with creating additional strategic capacity as part of the
creation of a shared Leadership Team.

Legal provisions and potential models of delivering Shared Services

There are a range of legal provisions to enable the sharing of services between
Councils:

0] Section 101 of the Local Government Act 1972 allows local authorities to
delegate functions to other local authorities (subject to provisions contained
in other legislation). Although the delegating authority remains ultimately
responsible for the execution of the functions, Section 101 makes it
possible for councils to perform functions on behalf of other councils.

(i) Section 102 of the Local Government Act 1972 makes a provision for
councils to establish joint committees with other local authorities to
discharge their functions. Joint committees are invariably established
through a legal agreement signed by the participating local authorities.
There are many joint committees in operation, delivering specific services
such as revenues and benefits, building control, museums, highway
functions and waste.

(i)  Section 113 of the Local Government Act 1972 allows a local authority to
enter into an agreement with another local authority to place an officer of
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one at the disposal of the other for the purposes of discharging the latter's
functions.

(iv)  Councils also have powers to set up companies for the purpose of
performing any of their ordinary functions. They will, however, need to be
mindful of competition law and state aid issues. In their dealings with
companies they own, wholly or in part, they must also observe the
restrictions imposed by the Public Contracts Regulations 2006. There will
be a number of other considerations in setting up a company and councils
will need to seek specific advice before doing so.

When considering models for sharing there are 2 aspects to consider - financial
and employment.

Financial

Under the current model of shared services, the financial agreement provides for
savings arising from sharing services to be shared on a 50:50 basis. However,
this does not mean that all costs and income associated with the running of the
service are shared 50:50. The initial budgets differed and reflected the respective
levels of service provided pre-sharing. Over the last 10 years, budgets have
become more closely aligned as teams have been restructured and savings
delivered from the outsourcing of leisure at both Councils. However, when a
service generates income for one of the Councils, all of that income goes to that
Council; the same applies to grants. Given the use of public money, it was
essential to consider the financial implications for taxpayers of both Councils and
the financial model was agreed with the Councils’ external auditors.

In essence, we can model savings on the basis that they will be shared 50:50.
However, in reality it depends how much each Council’s service costs before
sharing; and whether or not the cost apportionment methodology for the new
shared service is bespoke, or simply 50:50. Therefore actual savings may well
differ between the two Councils.

There are other options for sharing costs etc and one example of this would be to
share costs on the basis of Office for National Statistics population data for each
Council. Further work will be needed to consider the most suitable financial model
under a wider sharing arrangement.

Employment

There are 3 main models used to manage the employment of staff under shared
services:

0] The ‘host authority’ model in which one or other of the two partner Councils
becomes the employer in law for the employees of both Councils. This
would require a transfer of staff to one or other of the partner Councils which
could trigger the application of the Transfer of Undertakings (Protection of
Employment) Regulations 2006 (‘TUPE’). The host model would be
underpinned with a joint agreement for the other shared partner to cover
the employment and associated costs involved on an agreed
reimbursement model. This model does provide for an opportunity to
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equalise terms and conditions of service over a period of time subject to
TUPE regulations, consultation with the workforce and trade unions etc.

(i) The ‘current employer’ model. This would see employees remain with their
existing local authority employer but would be allowed to work for the
partner authority under powers set out in section 113 of the Local
Government Act 1972 as part of a merged officer structure. This model
would maintain the existing terms and conditions for each Council.

(i) The third option is a hybrid model, whereby there is a “Host Employer” for
a particular service, and these are split/paired between the two Councils.

Current Shared Services Arrangements

Our current shared service arrangements are based on the hybrid model using a
“paired” arrangement to determine the “host employer” so that as far as possible
the number of shared services led by each Council is equal. This model has
ensured a balance between the two Councils and minimised the perception of a
“takeover” by one or other Council. The paired model was based at Head of
Service level, though there is a need to try to achieve a balance between
employee numbers as well due to implications for pension fund contributions. This
is not a perfect science and there were differences in the number of staff involved
in each of the support services that were shared from 2010. The breakdown of
existing shared arrangements is as follows:

Cannock Chase Council led Stafford Borough Council led
Building Control Human Resources

Finance and Revenues & Benefits Legal Services

Audit, Insurance & Risk, Civil Technology & Reprographics

Contingencies and Procurement

Under the paired model, staff were transferred under the Transfer of Undertakings
(Protection of Employment) (TUPE) arrangements to whichever Council led the
service provision. This meant that the staff's terms and conditions were protected
under the provisions, so they didn’t suffer any financial loss. Over time, where
restructures have taken place, teams have aligned their terms and conditions, with
staff having the option to change or remain as they were depending on the
personal impact.

Continuing the current model hybrid/paired model may not be the most
appropriate going forwards with a wider sharing of services. If a new model, were
to be deemed to be more appropriate, consideration would need to be given to
the position of the services that are already shared and whether they would remain
as they are or aligned with the rest of the services to be shared.

Under any new model, the terms and conditions for staff would be “protected.” A
conscious decision could be taken to equalise terms & conditions across the two
Councils. As referred to in 8.3, this would require a substantial piece of work
potentially for either Council, and would have significant financial consequences.
Alternatively, terms and conditions could be equalised on a gradual basis, subject
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to a successful business case, and the integration of teams linked to an agreed
implementation and transformation timetable.

Other contractual arrangements will be determined by the decision as to what
model of sharing the two Councils agree upon.

Whatever the agreed model, both Leadership Teams are supportive of developing
a culture with a “One Team Supporting Two Councils” ethos.

Next Steps

A common political understanding and vision for the wider sharing will be required
to ensure the business case fulfils the requirements of each Council so
engagement with Members will be paramount in the process. This may be best
achieved by utilising an independent and knowledgeable external resource such
as the Local Government Association (LGA) to ensure transparency in the
process. This work needs to be undertaken early in the second stage of
development of the business case.

In view of the strategic importance of the business case for wider sharing to both
Councils, it is also proposed to invite the LGA to review the completed business
case, prior to its submission to both Councils for consideration, to ensure that it
provides sufficient and balanced information for Members to make a final decision.

The second stage of the detailed business case would develop the issues related
to the wider sharing of services as set out above. This will include options/
proposals for:

. Financial sharing;

. Employment sharing;

. Structures;

. Costs and Savings;

. Governance;

. Delivery Timetable;

) Transformation Process

Governance arrangements to support the wider sharing of services will also need
to be developed. Consideration will need to be given to the effective use of for
example:

e A Joint Strategy Board — Members

To support the joint management structure and joint working of the Councils,
to consider matters of interest, opportunities for shared working and/or other
joint working opportunities in accordance with the Memorandum of
Understanding.
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e Programme Overview Board — Council Leaders, Cabinet Leads

To be responsible for strategic assurance and monitoring of the
implementation programme across each organisation, ensuring the
programme delivers to agreed strategic objectives and timescales. To report
on an agreed basis and attended by the Chief Executive (or a nominated
Deputy in their absence. To be chaired alternatively by each Leader.

e Programme Implementation Board — Officers

To provide overall management, direction, guidance, and control to the
implementation plan ensuring key deliverables are achieved. Responsible for
the direction approval and decision-making of the programme. Reporting
timescales to match above bodies for reporting purposes. Chaired by the Joint
Chief Executive & Head of Paid Service.

e Delivery Teams — Lead Officers

To be responsible for day-to-day delivery and support of the implementation
plans. To be supported by Legal, HR, Transformation and Communications.

Independent Support and Advice

The previous report to each Council acknowledged the need for external and
independent support is likely to be required to undertake the necessary high level
analytical review of service levels/ performance and costs for the detailed
business case and would also include specialised guidance relevant to consider
potential sharing models and to determine a potential timeline for implementation
based upon improvements to service delivery and savings available. Project
management support in addition to independent HR and Legal advice will also
remain a requirement.

An initial sum of £40,000 was identified split equally by both Councils was agreed
for the above work. However, it is considered that this needs to be increased to
provide additional capacity. The Chief Executive and the two Deputies have not
been able spend as much time on the development of the business case as had
been anticipated due to workload demands and the need to cover for absent
colleagues. It is therefore recommended that the sum available is increased to
£60,000 to allow for additional support to be brought in.

Implications

Financial

The Financial Implications are referred to throughout the report and are to be
contained within the existing approved budget. Savings will accrue to both
Councils as a result of the implementation of wider sharing of services.

Provision also exists at both Councils in relation to a Shared Services
Transformation Reserve. This will be increased to reflect the additional £20,000
requirement proposed in the report.
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The cost of the interim management arrangements are to be shared equally by
Stafford Borough Council and Cannock Chase Council.

Legal

In accordance with Section 113 of the Local Government Act 1972 a local authority
can enter into an agreement with another local authority to place its officers at the
disposal of the other authority. Officers subject to sharing arrangements are able
to take binding decisions on behalf of the body at whose disposal they are placed,
although they remain an employee of their original authority for employment and
superannuation purposes.

Section 112 of the Local Government Act 1972 local authorities have a duty to
appoint such officers as they think necessary to enable them to discharge their
own functions and any functions which they carry out for another local authority.

Section 4 of the Local Government and Housing Act 1989 places a duty on each
Council to designate one of their officers as the Head of Paid Service and to
provide that officer with such staff, accommodation and other resources as are, in
his/her opinion, sufficient to allow his/her duties under this section to be
performed.

Section 151 of the Local Government Act 1972 requires every local authority to
make arrangements for the proper administration of their financial affairs and shall
secure that one of their officers has responsibility for the administration of those
affairs.

Human Resources
The HR implications are referred to throughout the report
Risk Management

There are a number of risks associated with the proposal to share a Chief
Executive role, and potential shared management team. The benefit of an initial
interim arrangement is the opportunity to maintain a lead for service delivery whilst
assessing the pros and cons of such an arrangement at first hand. A full risk
register would be established as part of the project.

Although the sharing of services to date has provided an infrastructure to mitigate
such risks, the sharing of senior management either in part or full, will involve short
term resilience and capacity issues as well as issues of culture and change. In
order to mitigate this risk, it is proposed additional external capacity and impartial
advice, analytical and project management skills together with legal and HR
advice, is provided to take this forward in the short term and to support
transformation of services in the medium term.

The initial risk is the creation of uncertainty in both organisations and the potential
loss of focus on key priorities in the short term.
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Appendix 1

Vision for the Wider Sharing of Services
From the perspective of both Leadership Teams

A shared Leadership Team - “One Team” working in collaboration
Employees feel part of “one team” supporting both Councils

Members are confident in the shared Leadership Team to deliver each Council’s
priorities and policies

Ambitious Council - Financially Stable

Customer Focussed

Flexible Working Place - Employer of Choice

Shared agenda and clarity of purpose

All moving in the same direction - see bigger picture

Aligned culture, values, and behaviours

Confident, trust and empower staff to not be afraid to make mistakes
Able to deal better with cross cutting issues

Knowledge and understanding of both Councils

Flexible and agile at spotting opportunities for both Councils

Proactive not reactive; more forward thinking and strategic. Able to plan ahead
and less firefighting of issues

More outcome focussed and less process driven - solution orientated
Smart and Lean working

Digital Transformation

All'IT systems are shared; one system for services rather than two

Procurement and contracts are aligned
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Chase Stafford

working together

Sharing of Services

Memorandum of Understanding

Purpose:

To determine a basis for implementing an agreed model of Joint Chief Executive and
Head of Paid Service led Senior Management Team and develop further sharing
opportunities based upon the following principles:

To strengthen each Council’'s management and workforce capacity to provide
additional resilience and flexibility to ensure each Council can continue to adapt to
changing priorities and challenges and remain sustainable into the future.

Provide a forward-looking environment and workforce to enhance career
opportunities within each Council and provide each Council with the ability to recruit
and retain a high calibre workforce sourced from local and regional populations.

Provide increased service resilience and capacity to manage peaks, troughs and/or
volatility in demand for services.

Share existing strengths to continue to develop best practice service delivery across
each Council.

Continued development of joint approaches to digital infrastructure and customer
related transformation.

Minimise corporate overheads and related costs whilst retaining agreed levels of
service quality with the long-term aim to improve quality of service provision as
determined by each Council and secure cost benefits for citizens.

To build upon existing shared service arrangements and explore opportunities for
further sharing and collaboration in order to:-

o realign contracts to provide potential savings from procurement and contractor
overheads

o alignment and integration of service specific ICT systems

o generation of new external income from trading opportunities etc.
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The overriding principle of any joint management arrangements, further sharing or
collaboration is to maintain the identity, independence, and integrity of each Council.

The future funding of local government is uncertain and therefore both Councils need
to identify further potential efficiencies and savings from a revised sharing and
collaboration model to safeguard each Council’s long-term financial sustainability.

will do this by:

Determining that each Council and its Cabinet retain control over delivery of each
Council’s services, including the level of budgetary provision for individual services
and policy.

Agreement that due to the pandemic, the initial focus of sharing is seen to be the
provision of resilience and capacity throughout both organisations to undertake on-
going response and recovery priorities and strategically reshape service provision
reflecting the opportunities and flexible working benefits and efficiencies the
pandemic has created.

Identifying common areas of service delivery and exploring how we can be more
efficient by working together.

Making implementation decisions based on robust business cases which are
supported by evidence as required.

Ensuring that the implementation of identified shared service areas is actioned jointly
and equitably.

Acknowledging that an improved service may be best delivered from a single service
point and/or location.

Continuous and consistent engagement and messaging with each Council's
workforce and trade unions to ensure equity and transparency throughout the
change process.

Consistent communication to be shared with each Counci's community and
suppliers to ensure understanding of future models of service provision.

Leader of Cannock Chase Council Leader of Stafford Borough Council
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Appendix 3
Feedback from the joint Leadership Team meeting

Early exploratory discussions have taken place regarding possible future senior
management structures that would be required in order to form an effective joint shared
senior management team.

The discussions:

o explored the desire to strengthen strategic capacity to advantage each Council
together with robust operational capacity and delivery considering the current
known budgetary position.

o challenged whether a shared leadership team is essential to the success of further
sharing or whether other models should be considered. There was unanimous
support for a shared leadership team.

The discussions focused on the creation of strategic capacity at a senior level, starting
with the consideration of the role of the Chief Executive.

The shared view was that the Chief Executive should:

o have an ambassador type role, championing the priorities and ambitions of the
Council, regionally and nationally, seeking funding;

o work closely with Members, developing the vision and ensuring this is delivered;

o but should also “keep a finger on the pulse” of the operation of the Councils and
key organisational issue.

Possible senior management structures have been shared and discussed in principle in
order to engage thinking on this matter and are contained in Appendix 4. These are
illustrative only. Consideration was given to the creation of a new tier of directors, looking
at models with 2, 3 or 4 posts. Both Leadership Teams expressed a preference for
having Deputy Chief Executives rather than Directors. It was thought that two such posts
was most likely to be the realistic and affordable option, with one outward facing (front-
line services) and one inward facing (corporate / back-office services). The Deputies
would be responsible for overseeing day to day delivery of priorities and services.

As part of the discussion on structures, both Leadership Teams felt that additional
resources would be critical to the success for transformation and implementation, as it
was with the initial shared arrangements.

A multitude of differing models exist across local authorities and ultimately what may be
agreed at commencement of any possible shared approach will need to capable of
change to reflect priorities going forward.

The senior management structure proposals will be developed further as part of the
detailed business case. The decision on the structure for a shared Leadership Team will
require a balance to be reached between the need for savings against creating capacity
and resilience for the effective delivery of services.
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2 Director Model

COUNCIL

Chief Executive

Head of Transformation
(fixed term)
OPTIONAL

Director of Development & Director of Resources

Operations
Head of
Development Head of Finance
Head of Regulatory Head of Legal &
Services Democratic

Services

Head of Housin
g Head of Corporate

Services

Head of Streetscene

Head of Human
Resources

Head of Contracted
Services Head of
Technology
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3 Director Model Cannock

COUNCIL

Chief Executive

: : Director of
Director of Dwectqr of Corporate
Development Operations Services
Head of Head of Insourced Rggggrgés
Regeneration Services
Head of
Governance
Head of Head of
Communities QOutsourced
Head of Business
Support
Head of
Regulatory
Services Head of

Transformation
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4 Director Model Camnock

COUNCIL

Chief Executive

Director of gg:gﬁ;,f; Director of Director of
Development Services Resources Transformation
Head of Head of Head of
Regeneration Streetscene Finance Head of People
Head of Head of Head of Head of
Housing & Contracted G ead o Business
Health Services overnance Support
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Report of: Chief Executive
Contact Officer: Tim Clegg

Contact Number: 01785 619200
Portfolio Leader:  Leader of the Council
Report Track: Council: 27/04/22

Council
27 April 2022
Senior Management Recruitment and Appointments

Purpose of Report

To seek approval for the recruitment and appointment of two Heads of Service
positions and to advise on changes to two shared Heads of Service postholders.

Recommendation(s)

Council is asked to approve:

() Commencement of the recruitment of a full-time permanent s151
Officer/Deputy Chief Executive;

(i) the appointment of a recruitment agency to support the search for and
recruitment of a s151 Officer / Deputy Chief Executive; and

(i) the inclusion of a Member representative from Stafford Borough Council on
the appointments panel.

Council is also asked to approve the permanent appointment of Mr Presland to
the post of Head of Environment and Healthy Lifestyles.

In addition, Council is asked to note the forthcoming retirement of two of the
shared Heads of Service from Stafford Borough Council and the intention to cover
these on an interim basis pending the completion of the business case for a wider
sharing of services.

Key Issues and Reasons for Recommendations

Key Issues

Two Heads of Service positions have been covered on an interim basis since the
retirement of the previous postholders in 2021 pending the completion of the
shared services business case. However, circumstances have changed since the
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arrangements were put in place and it is no longer considered viable to continue
these appointments on an interim basis.

The post of Head of Finance and Deputy Managing Director is currently being
covered:

e 0n a part-time basis by an interim agency appointment for the finance aspect
of the role; and

e The deputy managing director element is being covered on an interim basis
by the Head of Governance & Corporate Services as part of the arrangements
approved by Council relating to the sharing of the Chief Executive of Stafford
Borough Council.

It is proposed to commence a recruitment process, using a specialist agency, to
the role of s151 Officer and Deputy Chief Executive on a permanent basis.

The post of Head of Environment and Healthy Lifestyles is being covered on an
interim basis by Mr Presland, Waste & Engineering Services Manager. Having
covered the position successfully for 12 months, it is proposed to appoint Mr
Presland to the post on a permanent basis. This will allow for a recruitment
process to commence for his substantive service manager role, which is currently
being covered on a part-time casual basis.

Two of the shared Heads of Service employed by Stafford Borough Council (the
Heads of Human Resources and Technology) have announced their intention to
retire during 2022. It is proposed not to appoint to either post permanently until
the outcome of the shared services business case is known; instead, interim
acting up arrangements will be put in place at the appropriate time commencing
with the Head of Human Resources from June 2022.

Reasons for Recommendations

The Council has a comparatively small Leadership Team with only 5 Heads of
Service supporting the Chief Executive. Covering two of these positions on an
interim basis for an extended period is becoming challenging, with one only being
filled on a part-time basis and the other creating capacity issues at the next
management tier. It is therefore proposed to appoint to these posts on a
permanent basis in order to restore capacity.

Relationship to Corporate Priorities

The senior officer posts referred to in the report support the delivery of all the
Council’'s Corporate Priorities.

Report Detail

Following the retirement of two Heads of Service in 2021, both posts have been
covered on an interim basis. It was decided at the time not to make permanent
appointments due to the impending development of a business case to consider
the sharing of more services with Stafford Borough Council. Circumstances have
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changed since the original decision, and it is considered that it is not sustainable
to continue to fill both positions on an interim basis for a prolonged period.

Head of Finance and Deputy Chief Executive

Mrs Fullagar, Chief Accountant, was appointed by Council to cover the post of
Head of Finance and s151 Officer on an interim basis. As reported to Council on
16 February 2022, Mrs Fullagar has decided for personal reasons, she does not
wish to continue in the interim role and is content to return to her substantive post
of Chief Accountant.

In order to ensure that the Council has sufficient financial expertise and to meet
its statutory requirements, it has been necessary to appoint an interim Head of
Finance and s151 Officer. The post has been filled by Tim Willis, on a part-time
basis, through a recruitment agency. As Mr Willis is only working for the Council
on a part-time basis, Mrs Fullagar has agreed to act as his deputy until a
permanent appointment is made.

It is now proposed to commence the recruitment process for a permanent s151
Officer and Deputy Chief Executive. A Members Appointments Panel will be set
up for the appointment of the Deputy Chief Executive/s151 Officer. As the position
of s151 Officer is shared with Stafford Borough Council (SBC), they will also need
to be represented on the Appointments Panel. It is anticipated that either the
Leader or the Cabinet Member for Resources will be the representative for SBC.

The previous s151 Officer also acted as Deputy Manager Director. This role is
currently being covered on an interim basis as part of the arrangements approved
by Council for the sharing of a Chief Executive. Mrs Aupers, Head of Governance
& Corporate Services was appointed to act as Deputy following an internal
recruitment process. Mrs Aupers will continue to act as Deputy Chief Executive
during the development of the second stage of the shared services business case
and/or until the commencement in post of a new s151 Officer / Deputy Chief
Executive.

Traditionally the Council has managed the recruitment of senior officers internally,
with occasional support from the West Midlands Employers Organisation to assist
with the provision of assessment centres as part of the shortlisting process.
However, it is anticipated that it will be potentially difficult to recruit a suitably
experienced and high calibre candidate due to a challenging market for s151
Officer posts, particularly one that is required to work across two Councils.
Therefore, it is proposed to enlist the services of a recruitment agency to support
the search and recruitment of suitably experienced candidates.

As well as supporting the search for suitable candidates, the recruitment agency
will support the Member Appointment Panel in testing, long-listing, shortlisting,
and undertaking the interviews. It is anticipated that use of a recruitment agency
will cost £25,000, though this will include advertising costs that the Council would
normally pay.

With fees in the region of £25,000 alternative quotations would normally be
obtained as required by the Council’s Procurement Regulations. However, a
waiver is to be sought to allow the appointment of the agency used to source the
current interim Head of Finance. The request for a waiver is based on the need
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to expedite the start of the recruitment process and the fact that three
agencies/organisations were approached when seeking to appoint the current
interim.  Only one of the agencies was forthcoming in identifying suitable
candidates. The agency is experienced in dealing with public sector appointments
and has been used by Stafford Borough Council previously for senior
management vacancies.

Head of Environment and Healthy Lifestyles

Following an internal interview process, Mr Presland, Waste & Engineering
Services Manager, was appointed as the interim Head of Environment and
Healthy Lifestyles.

As Mr Presland is acting as an interim Head of Service, his substantive post has
been held open for him. It was not practicable to fill the Waste & Engineering
Services Manager post internally, so it has been filled on a casual part-time basis.
There have been a number of challenges for the temporary post holder over the
last year; working part-time has impacted on this and resulted in some duties not
being fulfilled. It is considered that this is not sustainable going forward.

The Council’s Constitution states that appointments at Chief Officer level are
ordinarily subject to an external recruitment process overseen by a Members
Appointments Panel. However, as the post has already been through an internal
selection process chaired by the then Managing Director and former Head of
Environment & Healthy Lifestyles it is considered that Mr. Presland’s appointment
could be made permanent without the formality of a Members Appointment Panel.
This would be preferable as it will save time and money, recognise Mr Presland’s
performance in the role so far and is a positive step from a succession planning
perspective.

Mr Presland has proved himself to be more than competent in carrying out the
role and has become a valued member of the Leadership Team by his peers and
Members over the last 12 months. It is therefore proposed that Mr Presland
should be appointed on a permanent basis to the position of Head of Environment
and Healthy Lifestyles.

Mr Presland’s appointment will then allow for his substantive post to be appointed
to on a permanent basis and a recruitment process will commence for this.

Preliminary work on the shared services business case indicates that making a
permanent appointment to the Head of Environment and Healthy Lifestyles is not
going to compromise any plans for a future senior management structure.

Shared Heads of Service

Two of the SBC Shared Heads of Service have announced their intention to retire
during 2022. Mr Raby, Head of Human Resources is going to retire in June 2022.
Mr Kendrick, Head of Technology is going to reduce to 3 days a week from June
2022 and will retire in November this year.

It is proposed not to appoint to either post permanently until the outcome of the
shared services business case is known; instead acting up arrangements will be
put in place for the interim period.
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Item No. 10.5

Implications

Financial

The estimated £25,000 cost for the recruitment agency for the appointment of a
s151 Officer/Deputy Chief Executive will be met from savings on existing
vacancies within the senior management structure.

There are no additional costs associated with the permanent appointment of the
Head of Environment and Healthy Lifestyles.

Legal
None
Human Resources

The Human Resources implications of this process are as set out in the body of
the report. The HR Services section will provide appropriate support to the
appointed Consultant for the s151 Officer / Deputy Chief Executive position and
will provide recruitment support and guidance for the appointment of the Waste &
Engineering Services Manager also.

Risk Management
None

Equality & Diversity
None

Climate Change

None
Appendices to the Report

None.
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2.1

3.1

3.2

3.3

4.1

Item No. 11.1

Report of: Monitoring Officer
Contact Officer: Matt Berry

Contact Number: 01543 464 589
Portfolio Leader:  Leader of the Council
Report Track: Council: 27/04/22

Council
27 April 2022
Constitution Amendments

Purpose of Report
To present to Council for consideration proposed amendments to the Constitution.
Recommendation(s)

That the proposed amendments to the Constitution, as detailed in Appendix 1, be
approved.

Key Issues and Reasons for Recommendations

Key Issues

Under section 12 of the Constitution (Review and Revision of the Constitution),
the Monitoring Officer, in conjunction with the Constitution Working Group, is
required to monitor and review the Constitution on an annual basis.

The Constitution Working Group met on 7 February, 7 March, and 11 April 2022
to undertake its latest review. The amendments considered and agreed by the
Working Group are outlined in paragraph 5.2, below.

Reasons for Recommendations

To ensure the Constitution remains up to date, Council is recommended to
approve the proposed amendments detailed in Appendix 1 of this report.

Relationship to Corporate Priorities

The Constitution provides for the proper governance of the Council and cuts
across all priorities.
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5.1

5.2

5.3

5.4

6.1

6.2

6.3

6.4

6.5

6.6

Item No. 11.2

Report Detalil

The process for reviewing the Constitution on an annual basis was adopted as
part of the review undertaken in 2015 to ensure that it remained up to date and
allowed for amendments to be made in a timely manner if the need was identified
during the year.

The latest review undertaken by the Monitoring Officer, in conjunction with the
Constitution Working Group, considered several proposed amendments to the
Constitution, along with the reasons for why the amendments had been put
forward. The proposals are detailed at Appendix 1, and the required changes to
the Constitution detailed in Appendix 2.

The Working Group also discussed whether gender-neutral language should be
adopted for the Constitution. All Members views were sought on this proposal and
based on feedback received, the Group were of the view that the proposal should
be put to full Council for consideration. Appendix 3 sets out a full list of required
changes in the Constitution if approved by Council.

Any updates to the Scheme of Delegations approved by Cabinet or Council since
May 2021 will also be inserted into the Constitution as part of this update.

Implications

Financial
None.
Legal

Keeping the Constitution under regular review ensures that it complies with any
relevant legal requirements currently in force.

Human Resources
None.

Risk Management
None.

Equality & Diversity
None.

Climate Change

None.
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Appendices to the Report

Appendix 1: List of proposed changes to the Constitution.
Appendix 2: Tracked changes amendments to the Constitution.

Appendix 3: List of gender references in the Constitution.

Item No. 11.3



Part / Section to be
Reviewed

Part 3, Section 18 -
Licensing and Public
Protection Committee
Terms of Reference

Part 3, Section 19 -

Licensing Sub-Committee

Terms of Reference

Part 3, Section 21 - Audit &

Governance Committee
Terms of Reference

[tem No. 11.4

Proposed Amendments for Review by Constitution Working Group

Pages and Paragraphs

to be Reviewed

Page 3-18-2
Paragraph 18.8

Page 3-19-1
Paragraph 19.1

Pages 3-19-1 to 3-19-2

Paragraphs 19.6 and
19.10

Pages 3-21-2 to 3-21-3
Paragraph 21.8

Proposed Wording to be Inserted / Deleted /
Amended

Reasons for Requesting
Review

Remove all references in sub-paragraphs (a) to (c)
of ‘gambling legislation’ and replace with
‘Gambling Act 2005’

Sub-paragraph (d) - deleted ‘gambling legislation’
and replace with “*Section 154(1) of the Gambling
Act 2005

Insert the following wording after the first bracketed
paragraph:

‘(**Section 154(1) of the Gambling Act 2005 states
that - “The functions under this Part of a licensing
authority in England and Wales are by virtue of this
subsection delegated to the licensing committee of
the authority established under section 6 of the
Licensing Act 2003.”y

To ensure the correct legislative
references are included in the
Committee’s terms of reference.

At the end of the paragraph, insert: ‘and Section
154(1) of the Gambling Act 2005.

To ensure the correct legislative
references are included in the
Sub-Committee’s terms of
reference.

At the end of the paragraphs, insert: ‘and the
Gambling Act 2005.’

To ensure the correct legislative
references are included in the
Sub-Committee’s terms of
reference.

Under ‘Regulatory Framework’ add the following at = To reflect a recommendation
the end of the bullet point list: made by the Investigatory



Part / Section to be
Reviewed

Part 3, Section 23 -
Appointments Panel Terms
of Reference

Pages and Paragraphs
to be Reviewed

Page 3-23-1
Paragraphs 23.5 and
23.6

Page 3-23-1
Paragraph 23.7

Page 3-23-1
Paragraph 23.8

Page 3-23-2
Paragraph 23.9

Proposed Wording to be Inserted / Deleted /
Amended

e ‘Consider the Council’s annual Regulation of
Investigatory Powers report.’

After ‘Managing Director’, insert: ‘or Monitoring
Officer.’

At the end of the first line, insert: ‘, unless the
matters discussed relate to the Managing
Director’'s employment, in which case it shall be
clerked by the Monitoring Officer.’

After the first sentence, insert: ‘To consider
allegations relating to the conduct, capability or
breakdown of trust of the Chief Executive, the
Section 151 Officer, and the Monitoring Officer.’

Create a sub-paragraph (a), and insert new sub-
paragraphs (b) and (c):

(b) ‘“To consider allegations relating to the

conduct, capability or breakdown of trust of the

Chief Executive, the Section 151 Officer, and
the Monitoring Officer, and to take action in
accordance with the Council’s approved
disciplinary procedure for these officers,
including suspension, appointment of an
Independent Investigator, and disciplinary
action short of dismissal.’

(c) ‘suspend those employees in the posts of
Head of Paid Service, Monitoring Officer
and/or Section 151 Officer, whilst an

[tem No. 11.5

Reasons for Requesting
Review

Powers Commissioner following a
2018 inspection.

To ensure compliance with the
JNC terms of service for Chief
Executives.



Part / Section to be

Reviewed

Part 3, Section 26 -
Scheme of Delegations

Pages and Paragraphs

to be Reviewed

Page 3-26-13
Paragraph 26.5.20(c)(i)

Page 3-26-21
Paragraph 26-10-2

Page 3-26-22
Paragraph 1.7 /
Page 3-26-25

Proposed Wording to be Inserted / Deleted /
Amended

investigation takes place into alleged
misconduct. That suspension will be on full
pay and last no longer than two months. The
suspension periods may only be extended
beyond two months following a decision by the
Appointments Panel.’

Amend wording to read:

‘set out the-speeifie clear and relevant material
planning reasons for why the request is being
made for the Planning Application to be referred to
the Planning Control Committee for determination.’

Insert new sub-paragraph (e):

‘Appoint persons to serve on the Council’s
Independent Remuneration Panel in accordance
with the provisions of the Local Authorities
(Members’ Allowances) (England) Regulations
2003 (as amended).’

Delete all wording in paragraph 1.7 and insert new
paragraph 4.2 to read:

‘Subject to the Terms of Reference, the
Appointments Panel may suspend the Head of
Paid Service (the Managing Director), Monitoring
Officer or Section 151 Officer, in accordance with
their relevant terms and conditions of employment,
whilst an investigation takes place into alleged
misconduct.

[tem No. 11.6

Reasons for Requesting
Review

To reflect best practice as per
recommendations made by the
Planning Advisory Service
following a review of the
Development Control Service in
2019.

To formally reflect existing
practice in the Constitution.

To ensure compliance with the
JNC terms of service for Chief
Executives.



Part / Section to be
Reviewed

Part 4, Section 27 -
Council Procedure Rules

Part 5, Section 39 - Local
Protocol for Planning
Decision Making

Throughout

Pages and Paragraphs
to be Reviewed

Page 4-27-3
Paragraph 4A.(1)

Page 5-39-10
Paragraph 7.4(B)(6)(i)

Throughout

Proposed Wording to be Inserted / Deleted /
Amended

Such suspension must be on full pay and last no
longer than two months. The suspension periods
may only be extended beyond two months
following a decision by the Appointments Panel.’

Re-order sub-paragraphs (I) to (m)

Amend wording to read:

‘set out the-speeifie clear and relevant material
planning reasons for why the request is being
made for the Planning Application to be referred to
the Planning Control Committee for determination.’

Gender specific terminology changed to gender
neutral terminology

[tem No. 11.7

Reasons for Requesting
Review

To correctly reflect the order in
which political balance,
committee appointments, and
Chairmen and Vice-Chairmen of
Committees are confirmed at the
Annual Council Meeting.

To reflect best practice as per
recommendations made by the
Planning Advisory Service
following a review of the
Development Control Service in
2019.

To adopt gender neutral
language where appropriate



ltem No. 11.8
Appendix 2

Tracked Changes Amendments to the Constitution

Section 18
Licensing and Public Protection Committee

18.8 Functions
To carry out the following functions in accordance with the Codes of Conduct:

(@)

(b)

(©)

(d)

Determine applications for the grant or renewal of licences, other than those
submitted under the Licensing Act 2003 and gambling—legislation the
Gambling Act 2005 where:

() adverse comments have been received in the processing of the
application, and

(i) Officers with delegated authority have indicated that there are
circumstances which may warrant a refusal of the application.

Determine any issues relating to revocation, suspension or variation of
licences, other than those submitted under the Licensing Act 2003 and

gambling-legislation the Gambling Act 2005.

Consider all issues relating to Public Protection encompassing all
Environmental Health matters (other than matters relating to the Licensing
Act 2003 and gambling-legistation the Gambling Act 2005) not delegated to
Officers and required to be made by the Council.

Those functions required to be carried out by a licensing committee pursuant
to Section 7* of the Licensing Act 2003 and gambling-legistation **Section
154(1) of the Gambling Act 2005 and for those functions the Committee shall
be the Council’s Licensing Committee.

*(Section 7 of the Licensing Act 2003 states that — “All matters relating to the
discharge by a licensing authority of its licensing functions are, by virtue of
the subsections of the Act, referred to its licensing committee and,
accordingly, that committee must discharge those functions on behalf of the
authority.)

(**Section 154(1) of the Gambling Act 2005 states that - “The functions under
this Part of a licensing authority in England and Wales are by virtue of this
subsection delegated to the licensing committee of the authority established
under section 6 of the Licensing Act 2003.”)

(Note: The Committee may arrange for the determination of applications for
the grant or renewal of licenses submitted under the Licensing Act 2003 to
be determined by either licensing committee/or sub-committees/ or an
Officer of the Council.)




Item No. 11.9

Section 19
Licensing Sub-Committee

19.1 Status

The Licensing Sub-Committees are Sub-Committees of the Licensing and Public
Protection Committee established to discharge the Licensing Authority’s licensing
functions under Section 7(1) of the Licensing Act 2003 and Section 154(1) of the
Gambling Act 2005.

19.6 Frequency of Meetings

Meetings of the Committee will be convened in accordance with the requirements
of the Licensing Act 2003 and the Gambling Act 2005.

19.10 Functions
Pursuant to Section 10(1) of the Licensing Act 2003, the Licensing and Public

Protection Committee delegates to the Licensing Sub-Committee all of its
functions under the Licensing Act 2003 and the Gambling Act 2005.

Section 21
Audit & Governance
Committee

21.8 Core Functions
Regulatory Framework

e Consider the Council’s annual Regulation of Investigatory Powers report.

Section 23
Appointments Panel

23.5 Frequency of Meetings

Meetings of the Appointments Panel will be convened by the Managing
Director, or the Monitoring Officer, as required.

23.6 Agenda
Prior to the meeting of the Panel, the Managing Director, or the Monitoring
Officer, will circulate to all Members of the Panel the Agenda and Reports to be
considered.

23.7 Proceedings
The Managing Director (or nominee) shall be the Clerk to the Committee,

unless the matters discussed relate to the Managing Director’'s employment, in
which case it shall be clerked by the Monitoring Officer.



23.8

23.9

Item No. 11.10

Functions

The Appointments Panel will deal with the appointment of Officers to posts at
Head of Service level within the Authority, with the exception of the S.151
Officer and the Monitoring Officer.

To consider allegations relating to the conduct, capability or breakdown of trust
of the Chief Executive, the Section 151 Officer, and the Monitoring Officer.

Delegated Powers

(@)

(b)

(€)

The Panel has delegated authority to appoint to a Head of Service level
vacancy subject to complying with the Procedural Requirements set out
in paragraph 6.1 of Annex 1 to the Scheme of Delegation.

To consider allegations relating to the conduct, capability or breakdown of
trust of the Chief Executive, the Section 151 Officer, and the Monitoring
Officer, and to take action in accordance with the Council’s approved
disciplinary procedure for these officers, including suspension,
appointment of an Independent Investigator, and disciplinary action short
of dismissal.

Suspend those employees in the posts of Head of Paid Service,
Monitoring Officer and/or Section 151 Officer, whilst an investigation takes
place into alleged misconduct. That suspension will be on full pay and
last no longer than two months. The suspension periods may only be
extended beyond two months following a decision by the Appointments
Panel.

26.5

Section 26
Scheme of Delegations

Head of Economic Prosperity

Planning

26.5.20 The following matters shall be reported to the Planning Control Committee for
determination:-

(c) All Planning Applications where a Member of the Council has made a

formal written request (using the necessary referral form available from the
Council’s Planning Service), which must:

(i) Set out the-speecific clear and relevant material planning reasons for
why the request is being made for the Planning Application to be
referred to the Planning Control Committee for determination.



Item No. 11.11

26.10  Monitoring Officer

20.10.2 The person appointed by the Council as Monitoring Officer, in addition to
undertaking the statutory functions of the post as listed in the Monitoring Officer
Protocol shall:
(e) Appoint persons to serve on the Council’s Independent Remuneration

Panel in accordance with the provisions of the Local Authorities
(Members’ Allowances) (England) Regulations 2003 (as amended).

Annex 1
Council - Disciplinary Action

1.7

Appointments Panel

4.2 ‘Subject to the Terms of Reference, the Appointments Panel may suspend the
Head of Paid Service (the Managing Director), Monitoring Officer or Section
151 Officer, in accordance with their relevant terms and conditions of
employment, whilst an investigation takes place into alleged misconduct.

Such suspension must be on full pay and last no longer than two months. The
suspension periods may only be extended beyond two months following a
decision by the Appointments Panel.’

Section 27
Council Procedure Rules

4A. Order of Business - Annual Meeting

(1) In a year when there is an ordinary election of Councillors, the Annual Meeting
will take place within 21 days of the retirement of the outgoing Councillors. In
any other year, the Annual meeting will take place in March, April or May:

() To decide the allocation of seats to political groups in accordance with the
current legislation.

(m) To appoint to Committees those Councillors named by the Group Leader.

(n) To appoint the Chairman and Vice-Chairman of Committees provided that
advance notification of any Political Group’s proposed Chairman, Vice-
Chairman and membership has been circulated by the Proper Officer to
all Members at least 24 hours prior to the Annual Meeting.
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Item No. 11.12

Section 39
Local Protocol for Planning
Decision Making

Decision Making Procedures

Decisions on planning and other applications submitted under the Town &
Country Planning Acts including applications for listed building consent,
conservation area consent, consent to display an advertisement, certificates or
lawful use or development and prior notification of agricultural,
telecommunication development and demolitions (referred to and defined as
Planning Applications under paragraph 7.4(A)(1) below) are made by one of
the following two methods:-

(B) Council’s Planning Control Committee

(6) Where a Member of the Council seeks to invoke and rely upon clause
4 sub-paragraph (f) then:

(@) the Member shall be afforded the opportunity to have an informal
site visit with the appropriate case officer to determine whether it
should be recommended to the Planning Control Committee that
a formal site visit be undertaken; and then shall

(b) proceed to making a written request (using the necessary referral
form available from the Council’s Planning Service), which must:

(i) set out the—specific clear and relevant material planning
reasons for why the request is being made for the Planning
Application to be referred to the Planning Control Committee
for determination
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	2 Recommendations  




	2.1 That subject to approval of the proposals by Stafford Borough Council, at its Council meeting on 19 April 2022, the Council approves:  
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	(i) To continue to explore the opportunities of further shared services with Stafford Borough Council. 

	LI
	(ii) That the Joint Chief Executive be authorised to continue to develop the second stage of the detailed business case which is to be reported to Cabinet on 13 October 2022 and Council on 16 November 2022 (“the Term”) together with an outline implementation plan. 

	LI
	(iii) During the Term, Mr Clegg will remain employed by Stafford Borough Council and seconded to Cannock Chase Council by agreement under section 113 of the Local Government Act 1972.  Council agree to continue to share the full costs of the Joint Chief Executive post with Stafford Borough Council on a 50/50 basis as set out in the report to Council on 19 May 2021.   


	L
	LI
	(iv) That in order to continue to provide adequate cover arrangements and to provide a mechanism in relation to conflicts of interests, that the Joint Deputy Chief Executive arrangements remain in place during the Term to support the completion of the detailed business case in line with the report to Council on 19 May 2021.  

	LI
	(v) That the non-decision-making Shared Services Board continue to consider any matters that arise in the interim.  The Board will report to both Councils’ Cabinets with the final proposal being put to each Council meeting for final determination.  

	LI
	(vi) That the Head of Law and Administration together with the interim Deputy Chief Executive (Joint Shared Head of Human Resources), in consultation with the Leader of each Council are authorised to finalise the necessary legal and HR arrangements in relation to the above recommendations. 

	LI
	(vii) Increase the budget provision for independent advice and support to the development of the second stage of the business case to £60,000.  The full cost to be shared 50:50 by each Council. 
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	 Key Issues 
	L
	LI
	3.1 At its meeting on 19h May 2021, Council agreed to the secondment of the Stafford Borough Council’s Chief Executive, Tim Clegg, to provide services as Joint Chief Executive and Head of Paid Service from 1 June 2021, for a period of 14 months.  It was proposed that an interim report be prepared after 8 months in relation to the potential for a wider shared service between Cannock Chase District and Stafford Borough Councils.   

	LI
	3.2 It was also agreed that if after eight months either party felt that the arrangements were not working, the Joint Chief Executive would support Cannock Chase Council to consider and implement alternative arrangements.  


	 
	L
	LI
	3.3 The sharing of a Chief Executive, supported by a Deputy Chief Executive at each Council has proved to be effective as a concept.  However, it is not sustainable in the longer term in the current form due to the flat structure of both organisations and the large number of direct reports that the Chief Executive is responsible for managing.  In order to provide the resilience required and to increase the strategic capacity of both organisations, it would be essential to restructure and bring both L...o...e...b... 
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	This is set out in more detail in Appendix 1 
	L
	LI
	3.5 To deliver the vision, the Joint Chief Executive, with the support of senior officers, would work to combine the talent, knowledge, and experience of each authority’s officers to build capacity and deploy resources to transform service quality and delivery to the residents of each Council in line with each Council’s priorities (business objectives).  In doing so it is envisaged that this will bring opportunities to influence a wider audience both regionally and nationally and ultimately working m... 

	LI
	3.6 Subject to an agreement by both Councils to continue to explore the wider sharing of services, the second stage of a comprehensive Business Case for sharing services will be developed and this will include the following key information: 

	LI
	(i) Scope of the joint or individual Ambition, Efficiencies, Effectiveness, and breadth of Opportunities. 

	LI
	(ii) Models of sharing and preferred option(s) including financing. 

	LI
	(iii) Key Advantages and Opportunities.  

	LI
	(iv) Resilience and Capacity Considerations. 

	LI
	(v) Financial Context/Imperative, sharing of potential savings/costs, economies of scale. 

	LI
	(vi) Long-term vision, wider sharing opportunities and benefits, including best practice from each authority 


	L
	LI
	(vii) Risks and Risk Management. 

	LI
	(viii) HR, Legal and other employee relations matters. 

	LI
	(ix) Staff and Trade Union Engagement. 

	LI
	3.7 Proposals to support the second stage of the business case and the development of a wider sharing arrangements will also be prepared which will set out: 

	LI
	(i) Implementation Timetable – key milestones and dependencies. 

	LI
	(ii) Joint Governance arrangements for key decisions, performance management and monitoring. 

	LI
	(iii) Joint Appointments process to senior appointments. 

	LI
	(iv) Senior Staffing Structure recommendations. 

	LI
	3.8 The second stage of the business case would consider two options: 

	LI
	(i) A shared Chief Executive, Leadership Team, and services; and 

	LI
	(ii) Sharing some additional services but not a Chief Executive/Leadership Team.   

	LI
	3.9 The second stage of the business case and an implementation plan would be presented to Cabinet on 13 October 2022 and Council on 16 November 2022. 

	LI
	3.10 It is proposed to increase the budget for buying in specialist expertise to develop the next stage of the business case from £40,000 to £60,000.  This additional sum is to allow for additional support given the capacity issues that have been experienced in this first stage. 

	LI
	3.11 In view of the strategic importance of the business case for wider sharing to both Councils, it is proposed to invite the LGA to engage with Members to seek their views on the wider sharing of services and to review the completed business case, prior to its submission to both Councils for consideration. 

	LI
	3.12 There remains at this stage an option for each Council to agree to do nothing and end further consideration of the wider sharing opportunity.  It is considered that this could deprive each Council the opportunity, with mounting budgetary pressures, to deliver on their ambitions for their communities, through the prospect of achieving: 

	LI
	• economies of scale;  

	LI
	• pooling skills, talent, and experience of a combined workforce; 

	LI
	• development and implementation of innovative methods of service delivery across both local authority areas;  

	LI
	• to trade and charge creatively to raise revenue without imposing unacceptable costs on local people; and  


	L
	LI
	• better position each Council to be able to successfully bid for funding streams made available by Central and/or Regional Government and other funding bodies.  

	LI
	3.13 Having considered the context, the opportunities and risks offered by a wider sharing of services, should Members decide not to proceed further to developing the second stage of a detailed business case, each Council will need to develop other options for addressing the capacity, resilience, and financial issues it is facing.  These options could include the reduction of some services currently provided and/or the ceasing of some non-statutory services.   The status quo is not an option.  


	 Reasons for Recommendations 
	L
	LI
	3.14 In accordance with the report approved by Council on 19th May 2021, a detailed business case is to be prepared and used as the basis for determining whether to continue to share a Chief Executive and the wider sharing of services. 

	LI
	3.15 As the preparation of a detailed business case will be complex, time consuming and will incur a cost for both Councils, this report seeks to establish whether both Councils are supportive of continuing with this work and to agreeing the increase in budget to support the formulation of the business case. 
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	4 Relationship to Corporate Priorities 




	4.1 The potential to continue to share a Chief Executive and develop a business case for further shared services is considered to be a key element in supporting the Council to remain financially resilient and providing the necessary capacity and resilience for the delivery of the priorities set out in the Corporate Plan and the management of the business of the Council. 
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	5 Report Detail  




	 Shared Services to date  
	5.1 The sharing of services and management teams continues to be a well-established and recognised strategy to address a wide range of issues relating to finances, capacity, growth, and resilience.  
	5.2 Stafford Borough and Cannock Chase District Councils have been sharing services since 2011.  The first phase primarily focussed on support services commencing with the Monitoring Officer role and subsequently Finance, Internal Audit, Risk and Resilience, Legal, Information Technology and Human Resources being shared.  In addition, two front facing services, Building Control and Revenues and Benefits, were also shared.   
	5.3 The first phase of shared services has been successful in: 
	(i) delivering a combined total of on-going savings in the order of £1m; 
	(ii) creating a critical mass by the joining of services has also: 
	L
	LI
	• allowed the delivery of further savings following the outsourcing of leisure services by both Councils and efficiency savings as part of ongoing budget savings; and 

	LI
	• allowed the services to continue to be delivered in-house; had they remained separate teams, some of them would have been reduced to such a small size that they could not be sustained and would undoubtedly have been outsources. 

	LI
	(iii) Transforming services - all services went through a transformation process to align and re-engineer processes.  This was particularly successful for the Revenues & Benefits service and led to improvements in performance for turnaround times.  Numerous policies, regulations and guidance notes have been aligned across the two Councils.  

	LI
	(iv) Increasing resilience - this was particularly successful for Building Control and the operation of its trading account. 

	LI
	Span


	5.4 There are however a number of areas where the first phase of shared services hasn’t delivered all of the benefits anticipated and this is largely due to not all services being shared.  Examples include: 
	(i) Technology - limited progress has been made in sharing bespoke software with duplicate systems being maintained e.g., Planning, Environmental Health, Elections, CRM; 
	(ii) Procurement - limited progress in aligning contracts and delivering savings through joint tenders; 
	(iii) Sharing of best practise - whilst progress has been made by the shared services themselves, very little has been shared outside of these services.  Also, progress for the shared services has been limited in some cases where protocols are set outside by services that are not shared e.g., committee report templates. 
	5.5 Under a wider sharing of services, the existing shared services could be reviewed to deliver further savings, efficiencies, and improvements to service delivery.  The issues identified in 5.4 could be addressed through the sharing of a Leadership Team and services. 
	5.6 A second phase of shared services was considered by both councils in April 2019 which looked at Environmental Service Digital/Customer services and the management of Planning Services and Systems.  Both Councils agreed to review the options for further collaboration and Phase 2 of the Environmental Services 
	Review, including the potential for further shared services, after a period of 18-24 months.  
	 Sharing a Chief Executive 
	L
	LI
	• co-ordinated management of Council, Cabinet and Committee meetings; and 

	LI
	• the restructuring of the senior management team and the creation of strategic posts.  

	LI
	• The Councils have more things in common to build on than differences. 

	LI
	• Members and staff from both authorities are open to change that can safeguard and improve services. 

	LI
	• The staff in both Councils take a great pride in their work and share the same public service ethos. 

	LI
	• Our workforce is ageing and recruitment in many disciplines is difficult.  Both Councils need a workforce development plan and to invest in our rising stars - we can do this better together. 

	LI
	• The pandemic has “unfrozen” the way we have always worked and created an opportunity to create a more flexible work pattern that benefits staff including those with caring responsibilities and makes the Councils more attractive employers. 

	LI
	• Customers increasingly expect choice and convenience in how they request services and both Councils need to offer a comprehensive digital platform and it will be cheaper and better to develop this together with integrated services. 


	L
	LI
	• The existing shared services have delivered substantial savings and some service improvements.   However, they can deliver far more if the front facing services are integrated and there is a single clear and consistent strategic direction driven by one Leadership Team. 

	LI
	• Currently there is both unnecessary duplication with both authorities doing the same things and wasteful inconsistency in how we carry out routine processes which could be early wins in the transformation of shared services. 

	LI
	• Both Councils need to make substantial savings in the next two years; shared services can make a substantial contribution to that.  Otherwise, we will need to identify additional savings from service delivery. 

	LI
	• The challenges facing the Councils include: the Levelling Up agenda, fiscal and decision-making devolution, the development of a Staffordshire Leaders Board, a proposed county deal and the changing regional context.  This will require increased strategic capacity to support the political leadership of the authorities to ensure that we operate effectively to secure the financial resources and Government support to achieve our ambitions. 


	6. The Key Drivers for Further Sharing of Services 
	The pressure on Local Government Finance  
	L
	LI
	6.1 The overall long-term trend of diminution of funding for local government due to cuts in government grants is expected to continue unabated irrespective of the short-term financial support due to the pandemic.  There is also only a very limited opportunity to offset this pressure by increasing Council Tax.  The Government has signalled a review of Business Rates and the system of resource allocation to local authorities (previously called the Fair Funding Review), likely to be implemented next year.  This...b...s...t... 

	LI
	6.2 This external uncertainty can only be mitigated by ensuring that the Council is as well-equipped as possible to deal with the unknown, by examining its costs and where possible, creating capacity (including financial capacity) to weather the challenges and thrive.  Significant increases in the demand for services, notably in adult social services, has impacted on available funding for district councils but more widely demographic changes, the higher minimum wage, and other factors (such as changes to ...a...s...r...i...p...-p...-t...b... d... 

	LI
	6.3 In addition to external financial uncertainties and pressures such as those related to Covid, the local government finance review and inflation, there are a number of potential risks that are more local for each authority.  For example: 


	L
	LI
	• The recruitment and retention of experienced staff is becoming harder particularly in services such as Planning.  The difficulty in attracting staff and unprecedented increase in service demand have led to delays in processing applications.  

	LI
	• Services dependent on income such as Licensing, Bereavement Services, Building Control and Land Charges may face reduced income due to demand fluctuations and competition.   

	LI
	• Car parking is a significant source of income for both authorities and has reduced as a result of the pandemic, more people working from home and the rise of internet shopping.   

	LI
	• Recycling and waste services are operating in a marketplace that is very challenging, with multiple factors (fuel costs, driver shortages and new legislation etc.) giving rise to increased costs - this may have an impact on new contracts over the medium term.  

	LI
	• The success of bids for Levelling Up and Future High Streets Funding is welcome but requires the councils to borrow money to match fund the grants resulting in ongoing revenue costs to service the debt.  They also create a significant demand upon staff capacity to oversee the success of the programmes, keep them on track and ensure robust control.  


	 Levelling Up / Devolution 
	L
	LI
	6.4 The Government’s Levelling Up White Paper encourages regional/ sub-regional structures with governance arrangements and strong identifiable leadership models with which Government departments will deal.  To enable both authorities to continue influencing the agenda and to be effective partners with central Government, there is a need to create strategic capacity at a senior level in both authorities so that we can play a full part in this work. 

	LI
	6.5 In Staffordshire, a proposed County Deal has been developed which includes a formal structure in the form of a Leaders Board of Staffordshire County Council and the 8 district/ borough councils to drive collaboration on key issues including economic development and climate change.  It is likely that future funding will be directed via this route, so it is important that both authorities continue to influence the development of the county deal and play a full part in working with partners to d... 


	7. Opportunities created by a wider sharing arrangement 
	Shared characteristics 
	L
	LI
	7.1 Each Council is distinct in its history, traditions, geography, and community make-up and each has much in common which should be highlighted and celebrated moving forward: 

	LI
	(i) Each has a relatively small officer establishment the main difference accounted for in the type of delivery of housing provision.   


	L
	LI
	(ii) Both Councils have chosen to outsource their leisure & cultural services and waste & recycling services, whilst retaining in-house streetscene services. 

	LI
	(iii) Both have limited revenue and capital resources to tackle the multitude of challenges each faces irrespective of the recent success of both Council’s in gaining central funding through Future High Streets and Levelling Up Fund bids,    

	LI
	(iv) Both areas have historic town centres and extensive rural land areas to manage within.   

	LI
	(v) Both Councils have their individual areas of deprivation with differing levels of health inequalities, crime and disorder and educational under-achievement.  The prospects for young people are mixed taking account of a wide range of socially constructed issues relating to educational standards, health, and job opportunity irrespective of the impact of the pandemic on national and local economies.   


	Differences 
	L
	LI
	7.2 There are also two key differences between the two Councils:  

	LI
	(i) Stafford Borough Council has all-out elections, whereas Cannock Chase District Council elects by thirds. 

	LI
	(ii)  Cannock Chase Council retains responsibility for its housing provision 


	Benefits and Opportunities 
	L
	LI
	7.3 There are a number of shared characteristics and opportunities identified for both councils that creates the potential for joint working on common strategic issues across our administrative boundaries and would provide the potential to deliver a number of advantages which are set out below.    


	Economic Growth 
	L
	LI
	7.4 The opportunity offered by the recent funding allocations from central Government demonstrates the potential for the scale and quality of change that can be achieved.  Each Council has an ambitious economic growth and regeneration agenda and has set objectives to improve the wellbeing of residents, but this level of ambition will require resources to deliver it.  The sharing of key skills, experience and knowledge across both councils can only be advantageous moving forward and will enhance the potential to ...f...n...c...p... a...v... 

	LI
	7.5 Working and delivering together should enable both Councils to develop a broader influence in the allocation of resources from County level, regional, and central Government on the basis that any future shared partnering arrangements will represent a greater population and general scale of required need and delivery.   


	L
	LI
	7.6 Extending joint working will also provide both Councils with a stronger voice in any process to reshape local government in the County by enabling a common direction, agenda, and a single voice.  The organisations will also gain valuable experience of managing strategic change quickly and effectively.  There is also the longer-term potential for the shared arrangement to expand at a later time to the benefit of existing and future partners.  


	Community Health and Wellbeing 
	L
	LI
	7.7 Seamless, uninterrupted planning and delivery of services to a community whose common needs are not primarily shaped or dictated by administrative boundaries would be beneficial.  


	The Staffordshire Commissioner has already started to commission cross boundary projects to reduce antisocial behaviour, domestic abuse and hate crime and there is an expectation for councils to explore this further in relation to mental health, drug, and alcohol use.   
	Financial Sustainability 
	L
	LI
	7.8 The delivery of savings is one of the key benefits of sharing services and is achieved through economies of scale and reducing duplication.  This creates the potential to eventually free up financial resources and deliver reductions in management overhead, allowing frontline resources to be protected and ensure continued delivery of excellent customer service.  The headline facts are: 

	LI
	• A combined spend of £30.9 million based on the approved budgets for 2022/23.   

	LI
	• Previous shared arrangements achieved approximately 10% savings amounting to in excess of £1m for both Councils, combined with improved efficiencies and resilience.  Further savings were achieved following the outsourcing of leisure services at both Councils, 10% is typical of the level of savings for back-office services, whereas 8% is the indicative saving for front line services.  Our own experience and that of other Councils who have chosen to share services provides a level of confidence in the delivery of s...a... 

	LI
	• The natural level of turnover in both Councils will provide opportunities to re-engineer structures at minimum cost without necessarily impacting adversely on staff morale or the need for compulsory redundancies. 


	Capacity & Resilience 
	L
	LI
	7.9 The creation of one senior management team to deliver services to both Councils presents an opportunity to address the capacity and resilience issues currently faced by both Leadership Teams and to succession plan for the future.  Currently the Chief executive has 11 direct reports that split their time between strategic and operational responsibilities.  the pandemic, together with increasing service demands has changed the focus to operational issues rather than planning and shaping the future.  There is...-d...t...


	L
	LI
	Councils over the last 6 months, it falls to the Chief Executive to cover for the absent Heads of Service together with support from the respective service managers.  Over the last six months, the 2 Deputy Chief Executives have been able to offer some support in this regard, though this has been limited by their respective existing service remits.  These capacity and resilience issues need to be addressed and the creation of a shared leadership team provides an opportunity to do this.   

	LI
	7.10 In addition, there are opportunities to: 

	LI
	• achieve economies of scale by “pooling” talent, skills, and experience in a combined skilled workforce. 

	LI
	• Retain and recruit staff - some Teams are experiencing high turnover and difficulties in recruiting to professional/specialist roles.  Others have the potential to be combined or rationalised.  The wider sharing of services will provide greater opportunity for career development and advancement for staff and a shared brand to attract future talent to a new and vibrant alliance working together. 


	Organisational transformation 
	L
	LI
	7.11 There is no settled blueprint for change, organisational design, ways of working or sharing of services at this stage.  The final shape of joint working and pace of change will be subject to a comprehensive business case and ultimately agreement by both Councils.  Transformation and creating a unified culture focussing on continuous improvement and customer service will be key to the success of sharing services.  Both councils have changed how they work as a result of the pandemic, with most office-b...t...e...t...w...T...g...a...a...a... r...a... f...i...r... 

	LI
	7.12 There are additional opportunities to: 

	LI
	• Develop and implement innovative methods of service delivery 

	LI
	• Jointly procure and implement new technology more economically and efficiently.  As referred to earlier, progress in doing this through the current shared IT service has largely been limited to those services which are shared; it has proved more challenging to achieve this where services aren’t shared.  Further sharing will remove barriers and aligning technology will be key to service transformation, delivering efficiencies and improving customer satisfaction. 


	L
	LI
	7.13 Ultimately, it will be staff that will make the wider sharing of services work well.  Engagement with the workforces will be a key aspect of bringing together talent across both Councils and support the aligning of culture and values to maintain enthusiasm and interest in this exciting venture.   

	LI
	7.14 The key to realising these opportunities quickly is effective political leadership across both authorities, served by a unified leadership team led and managed by a Joint Chief Executive. 


	8. Challenges and Risks 
	L
	LI
	8.1 Alongside the opportunities created by the further sharing of services, there are also risks: 

	LI
	(i) Changes in political control and views on sharing services; 

	LI
	(ii) Differences in political policies, which reduce the opportunity to align services and the delivery of efficiencies and savings. 

	LI
	(iii) Failure to engage with staff, leading to uncertainty impacting on service transformation and delivery. 

	LI
	8.2 These risks can be managed and mitigated, and this would be explored further as part of the development of the second stage of the detailed business case.  Whilst further sharing of services provides opportunities for an ambitious transformation programme, it also presents challenges.  There will be a need to commit resources and time in order to do this well and this could detract from delivering other council priorities.  The transformation programme will need to be designed to minimise disr...d...t... o... 

	LI
	8.3 Each Council has its own terms and conditions (T&Cs) relating to the employment of its staff.  Whilst many of the Councils’ HR policies have been aligned over the last 10 years through the sharing of HR services, T&Cs have not been changed.  The Council’s pay and grading structures are underpinned by different job evaluation structures.  To change these would require a substantial piece of work, consultation with trade unions and would have significant short and long-term financial consequences.  Further detai...c... 


	9. Progress made to date 
	L
	LI
	9.1 A Shared Services Board comprising the Leaders and Deputy Leaders of both Councils together with the Chief Executive, the two Deputy Chief Executives, the Monitoring Officer and the Section 151 Officer has been set up.  The Board has agreed the following principles:  

	LI
	(i) Sovereignty - that both Councils must retain their sovereignty and individual identity (with local residents) whatever the outcome of the shared services review. 

	LI
	(ii) Services in scope of the Review - the report to each Council in May 2021 agreed in principle that both Councils recognise that the scope for sharing, 


	L
	LI
	or collaboration should not be unduly restricted.  At the time both Councils proposed that the Economic Development service and in particular its inward investment function should remain with each Council as it was perceived that there could be the potential for competition between the two Councils.  


	In light of the need to strengthen these areas in the future to the benefit of each Council the Shared Services Board agreed to include Economic Development in the review.  However, it remains the case that Cannock Chase Council does manage its own housing stock and in accordance with legislation its Housing Revenue Account is a ring-fenced service and hence is outside the scope of sharing and this position remains unchanged. 
	L
	LI
	(iii) A review of the Memorandum of Understanding - the Board acknowledged that the existing Memorandum of Understanding (MoU) had served its purpose some decade ago and needed a refresh to acknowledge new requirements, demands, needs and ambition of each Council.  A revised draft MoU is presented for agreement.  Although it is accepted that this document will need to be regularly reviewed to ensure it remains fit for purpose.  See Appendix 2. 

	LI
	(iv) Issues to be considered - that the review should include consideration of: terms and conditions of staff, future models of sharing and structures, the medium-term financial position of both councils and the potential for aligning contract renewal dates for significant outsourced services, including refuse collection. 

	LI
	(v) Communications, Consultation and Engagement - that communication and consultation would be needed with staff, trade unions and Members.  A communications and consultation plan is being developed and this will be a key element of the work to be undertaken at the next stage.  Such change as that contemplated by the wider shared service agenda will only be successful if we take the workforces with us on the journey.  All staff, the trade unions and Members will be kept informed of progress and key d.......A... s...e...w...t...b...g...s...c... 

	LI
	9.2 Research work has been undertaken on previous, recent, and current planning for wider partnerships and sharing arrangements between local authorities at District and Borough Councils.  Examples of business cases are readily available in the public domain and most demonstrate the detail that is required in order to support the key decision to progress to implementation.  

	LI
	9.3 The final decision on whether to share further services and a Chief Executive and officer Leadership Team is a major one and the issues are complex.   A well-developed business case is important to inform the considerations of both 


	L
	LI
	councils, however, the decision will still require strategic and political judgement.  Ultimately the successful transformation of both councils will require the total commitment and leadership of both cabinets and the members of the leadership teams.   

	LI
	9.4 Should either council decide not to progress with the further sharing services there will be a need to identify an alternative means of addressing the financial and capacity issues facing both councils.  Given the financial challenges facing both Councils, preparatory work on this has commenced. 

	LI
	9.5 The development of the business case has been hampered by capacity issues resulting from a number of key members of both Leadership Teams being absent on long term sick leave and the additional work caused by the emergence of the Omicron variant of Covid.  This has highlighted some of the capacity and management structure issues that need to be addressed by both organisations.  It has also highlighted the need for additional resources to support the development of the business case; this is covered in more detail in Section 11 - N... 

	LI
	9.6 The Leadership Teams of both councils have met and are positive in their support to take the shared services agenda forward, in particular, having a shared leadership team.  The outcome of the meeting is contained in Appendix 3. 

	LI
	9.7 An indication of the potential savings which could be achieved has been calculated, based on an average of 8% for front line services and 10% for the admin/support functions to frontline services and corporate/back-office services not currently shared.  In total, it is estimated that a combined total saving for both Councils of £1,064,010 could be achieved.  However, this would be reduced by any costs associated with creating additional strategic capacity as part of the creation of a shared Leadership Team.  


	10. Legal provisions and potential models of delivering Shared Services 
	L
	LI
	10.1 There are a range of legal provisions to enable the sharing of services between Councils:  

	LI
	(i) Section 101 of the Local Government Act 1972 allows local authorities to delegate functions to other local authorities (subject to provisions contained in other legislation).  Although the delegating authority remains ultimately responsible for the execution of the functions, Section 101 makes it possible for councils to perform functions on behalf of other councils. 

	LI
	(ii) Section 102 of the Local Government Act 1972 makes a provision for councils to establish joint committees with other local authorities to discharge their functions.  Joint committees are invariably established through a legal agreement signed by the participating local authorities.  There are many joint committees in operation, delivering specific services such as revenues and benefits, building control, museums, highway functions and waste. 

	LI
	(iii) Section 113 of the Local Government Act 1972 allows a local authority to enter into an agreement with another local authority to place an officer of 


	L
	LI
	one at the disposal of the other for the purposes of discharging the latter’s functions. 

	LI
	(iv) Councils also have powers to set up companies for the purpose of performing any of their ordinary functions.  They will, however, need to be mindful of competition law and state aid issues.  In their dealings with companies they own, wholly or in part, they must also observe the restrictions imposed by the Public Contracts Regulations 2006.  There will be a number of other considerations in setting up a company and councils will need to seek specific advice before doing so. 

	LI
	10.2 When considering models for sharing there are 2 aspects to consider - financial and employment. 


	Financial 
	L
	LI
	10.3 Under the current model of shared services, the financial agreement provides for savings arising from sharing services to be shared on a 50:50 basis.  However, this does not mean that all costs and income associated with the running of the service are shared 50:50.   The initial budgets differed and reflected the respective levels of service provided pre-sharing.  Over the last 10 years, budgets have become more closely aligned as teams have been restructured and savings delivered from the outsourcing of leis...s... i...o...C.......G...e...t... 

	LI
	10.4 In essence, we can model savings on the basis that they will be shared 50:50. However, in reality it depends how much each Council’s service costs before sharing; and whether or not the cost apportionment methodology for the new shared service is bespoke, or simply 50:50. Therefore actual savings may well differ between the two Councils. 

	LI
	10.5 There are other options for sharing costs etc and one example of this would be to share costs on the basis of Office for National Statistics population data for each Council.  Further work will be needed to consider the most suitable financial model under a wider sharing arrangement.  


	Employment  
	L
	LI
	10.6 There are 3 main models used to manage the employment of staff under shared services: 

	LI
	(i) The ‘host authority’ model in which one or other of the two partner Councils becomes the employer in law for the employees of both Councils.  This would require a transfer of staff to one or other of the partner Councils which could trigger the application of the Transfer of Undertakings (Protection of Employment) Regulations 2006 (‘TUPE’).  The host model would be underpinned with a joint agreement for the other shared partner to cover the employment and associated costs involved on an agreed r...r...


	L
	LI
	equalise terms and conditions of service over a period of time subject to TUPE regulations, consultation with the workforce and trade unions etc. 

	LI
	(ii) The ‘current employer’ model.  This would see employees remain with their existing local authority employer but would be allowed to work for the partner authority under powers set out in section 113 of the Local Government Act 1972 as part of a merged officer structure.  This model would maintain the existing terms and conditions for each Council.  

	LI
	(iii) The third option is a hybrid model, whereby there is a “Host Employer” for a particular service, and these are split/paired between the two Councils. 


	 Current Shared Services Arrangements 
	L
	LI
	10.7 Our current shared service arrangements are based on the hybrid model using a “paired” arrangement to determine the “host employer” so that as far as possible the number of shared services led by each Council is equal.  This model has ensured a balance between the two Councils and minimised the perception of a “takeover” by one or other Council.  The paired model was based at Head of Service level, though there is a need to try to achieve a balance between employee numbers as well due to implications for pension fund contri.......T...i...d...i.......T...e... 
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	Cannock Chase Council led 
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	Stafford Borough Council led 
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	Building Control 
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	Human Resources 
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	Finance and Revenues & Benefits 

	TD
	Legal Services 
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	Audit, Insurance & Risk, Civil Contingencies and Procurement 

	TD
	Technology & Reprographics 




	L
	LI
	10.8 Under the paired model, staff were transferred under the Transfer of Undertakings (Protection of Employment) (TUPE) arrangements to whichever Council led the service provision.  This meant that the staff’s terms and conditions were protected under the provisions, so they didn’t suffer any financial loss.  Over time, where restructures have taken place, teams have aligned their terms and conditions, with staff having the option to change or remain as they were depending on the personal impact. 

	LI
	10.9 Continuing the current model hybrid/paired model may not be the most appropriate going forwards with a wider sharing of services.  If a new model, were to be deemed to be more appropriate, consideration would need to be given to the position of the services that are already shared and whether they would remain as they are or aligned with the rest of the services to be shared. 

	LI
	10.10 Under any new model, the terms and conditions for staff would be “protected.”  A conscious decision could be taken to equalise terms & conditions across the two Councils.  As referred to in 8.3, this would require a substantial piece of work potentially for either Council, and would have significant financial consequences.  Alternatively, terms and conditions could be equalised on a gradual basis, subject 


	L
	LI
	to a successful business case, and the integration of teams linked to an agreed implementation and transformation timetable.   

	LI
	10.11 Other contractual arrangements will be determined by the decision as to what model of sharing the two Councils agree upon. 

	LI
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	 11. Next Steps 
	L
	LI
	• Financial sharing; 

	LI
	• Employment sharing; 

	LI
	• Structures; 

	LI
	• Costs and Savings; 

	LI
	• Governance;  

	LI
	• Delivery Timetable; 

	LI
	• Transformation Process  

	LI
	• A Joint Strategy Board – Members  


	 To support the joint management structure and joint working of the Councils, to consider matters of interest, opportunities for shared working and/or other joint working opportunities in accordance with the Memorandum of Understanding. 
	 
	L
	LI
	• Programme Overview Board – Council Leaders, Cabinet Leads 


	 To be responsible for strategic assurance and monitoring of the implementation programme across each organisation, ensuring the programme delivers to agreed strategic objectives and timescales.  To report on an agreed basis and attended by the Chief Executive (or a nominated Deputy in their absence.  To be chaired alternatively by each Leader.   
	L
	LI
	• Programme Implementation Board – Officers 


	 To provide overall management, direction, guidance, and control to the implementation plan ensuring key deliverables are achieved.  Responsible for the direction approval and decision-making of the programme.  Reporting timescales to match above bodies for reporting purposes.  Chaired by the Joint Chief Executive & Head of Paid Service. 
	L
	LI
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	 To be responsible for day-to-day delivery and support of the implementation plans.  To be supported by Legal, HR, Transformation and Communications. 
	 Independent Support and Advice 
	Table
	TR
	TR
	TH
	 6 Implications 




	6.1 Financial  
	The Financial Implications are referred to throughout the report and are to be contained within the existing approved budget.  Savings will accrue to both Councils as a result of the implementation of wider sharing of services. 
	Provision also exists at both Councils in relation to a Shared Services Transformation Reserve.  This will be increased to reflect the additional £20,000 requirement proposed in the report. 
	The cost of the interim management arrangements are to be shared equally by Stafford Borough Council and Cannock Chase Council. 
	6.2 Legal  
	In accordance with Section 113 of the Local Government Act 1972 a local authority can enter into an agreement with another local authority to place its officers at the disposal of the other authority.  Officers subject to sharing arrangements are able to take binding decisions on behalf of the body at whose disposal they are placed, although they remain an employee of their original authority for employment and superannuation purposes.     
	Section 112 of the Local Government Act 1972 local authorities have a duty to appoint such officers as they think necessary to enable them to discharge their own functions and any functions which they carry out for another local authority.     
	Section 4 of the Local Government and Housing Act 1989 places a duty on each Council to designate one of their officers as the Head of Paid Service and to provide that officer with such staff, accommodation and other resources as are, in his/her opinion, sufficient to allow his/her duties under this section to be performed.     
	Section 151 of the Local Government Act 1972 requires every local authority to make arrangements for the proper administration of their financial affairs and shall secure that one of their officers has responsibility for the administration of those affairs. 
	6.3 Human Resources 
	 The HR implications are referred to throughout the report 
	6.4 Risk Management  
	There are a number of risks associated with the proposal to share a Chief Executive role, and potential shared management team.  The benefit of an initial interim arrangement is the opportunity to maintain a lead for service delivery whilst assessing the pros and cons of such an arrangement at first hand.  A full risk register would be established as part of the project. 
	Although the sharing of services to date has provided an infrastructure to mitigate such risks, the sharing of senior management either in part or full, will involve short term resilience and capacity issues as well as issues of culture and change.  In order to mitigate this risk, it is proposed additional external capacity and impartial advice, analytical and project management skills together with legal and HR advice, is provided to take this forward in the short term and to support transformation of se... 
	The initial risk is the creation of uncertainty in both organisations and the potential loss of focus on key priorities in the short term. 
	 
	6.5 Equality & Diversity 
	 None 
	6.6 Climate Change 
	 None 
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	Appendix 1 
	Vision for the Wider Sharing of Services  
	From the perspective of both Leadership Teams 
	L
	LI
	• A shared Leadership Team - “One Team” working in collaboration 

	LI
	• Employees feel part of “one team” supporting both Councils  

	LI
	• Members are confident in the shared Leadership Team to deliver each Council’s priorities and policies 

	LI
	• Ambitious Council - Financially Stable 

	LI
	• Customer Focussed  

	LI
	• Flexible Working Place - Employer of Choice 

	LI
	• Shared agenda and clarity of purpose 

	LI
	• All moving in the same direction - see bigger picture 

	LI
	• Aligned culture, values, and behaviours 

	LI
	• Confident, trust and empower staff to not be afraid to make mistakes 

	LI
	• Able to deal better with cross cutting issues 

	LI
	• Knowledge and understanding of both Councils 

	LI
	• Flexible and agile at spotting opportunities for both Councils 

	LI
	• Proactive not reactive; more forward thinking and strategic.  Able to plan ahead and less firefighting of issues 

	LI
	• More outcome focussed and less process driven - solution orientated 

	LI
	• Smart and Lean working  

	LI
	• Digital Transformation  

	LI
	• All IT systems are shared; one system for services rather than two 

	LI
	• Procurement and contracts are aligned 


	Appendix 2 
	 
	Image
	          
	          Sharing of Services 
	Memorandum of Understanding 
	 
	Purpose:  
	To determine a basis for implementing an agreed model of Joint Chief Executive and Head of Paid Service led Senior Management Team and develop further sharing opportunities based upon the following principles:   
	L
	LI
	• To strengthen each Council’s management and workforce capacity to provide additional resilience and flexibility to ensure each Council can continue to adapt to changing priorities and challenges and remain sustainable into the future. 

	LI
	• Provide a forward-looking environment and workforce to enhance career opportunities within each Council and provide each Council with the ability to recruit and retain a high calibre workforce sourced from local and regional populations. 

	LI
	• Provide increased service resilience and capacity to manage peaks, troughs and/or volatility in demand for services. 

	LI
	• Share existing strengths to continue to develop best practice service delivery across each Council. 

	LI
	• Continued development of joint approaches to digital infrastructure and customer related transformation. 

	LI
	• Minimise corporate overheads and related costs whilst retaining agreed levels of service quality with the long-term aim to improve quality of service provision as determined by each Council and secure cost benefits for citizens. 

	LI
	Span


	L
	LI
	• The overriding principle of any joint management arrangements, further sharing or collaboration is to maintain the identity, independence, and integrity of each Council. 

	LI
	• The future funding of local government is uncertain and therefore both Councils need to identify further potential efficiencies and savings from a revised sharing and collaboration model to safeguard each Council’s long-term financial sustainability. 


	We will do this by:  
	L
	LI
	• Determining that each Council and its Cabinet retain control over delivery of each Council’s services, including the level of budgetary provision for individual services and policy.   

	LI
	• Agreement that due to the pandemic, the initial focus of sharing is seen to be the provision of resilience and capacity throughout both organisations to undertake on-going response and recovery priorities and strategically reshape service provision reflecting the opportunities and flexible working benefits and efficiencies the pandemic has created. 

	LI
	• Identifying common areas of service delivery and exploring how we can be more efficient by working together. 

	LI
	• Making implementation decisions based on robust business cases which are supported by evidence as required. 

	LI
	• Ensuring that the implementation of identified shared service areas is actioned jointly and equitably. 

	LI
	• Acknowledging that an improved service may be best delivered from a single service point and/or location. 

	LI
	• Continuous and consistent engagement and messaging with each Council’s workforce and trade unions to ensure equity and transparency throughout the change process. 

	LI
	• Consistent communication to be shared with each Council’s community and suppliers to ensure understanding of future models of service provision. 


	 
	Signed:………………………………   Signed:……………………………… 
	Leader of Cannock Chase Council   Leader of Stafford Borough Council 
	 
	 
	Dated:……………………………….  
	Appendix 3 
	Feedback from the joint Leadership Team meeting 
	Early exploratory discussions have taken place regarding possible future senior management structures that would be required in order to form an effective joint shared senior management team.   
	The discussions: 
	L
	LI
	• explored the desire to strengthen strategic capacity to advantage each Council together with robust operational capacity and delivery considering the current known budgetary position.  

	LI
	• challenged whether a shared leadership team is essential to the success of further sharing or whether other models should be considered.  There was unanimous support for a shared leadership team. 


	The discussions focused on the creation of strategic capacity at a senior level, starting with the consideration of the role of the Chief Executive.   
	The shared view was that the Chief Executive should: 
	L
	LI
	• have an ambassador type role, championing the priorities and ambitions of the Council, regionally and nationally, seeking funding; 

	LI
	• work closely with Members, developing the vision and ensuring this is delivered; 

	LI
	• but should also “keep a finger on the pulse” of the operation of the Councils and key organisational issue.  


	Possible senior management structures have been shared and discussed in principle in order to engage thinking on this matter and are contained in Appendix 4.  These are illustrative only.  Consideration was given to the creation of a new tier of directors, looking at models with 2, 3 or 4 posts.  Both Leadership Teams expressed a preference for having Deputy Chief Executives rather than Directors.  It was thought that two such posts was most likely to be the realistic and affordable option, with one outward facing (fr...-l...b...-o... s...w... 
	As part of the discussion on structures, both Leadership Teams felt that additional resources would be critical to the success for transformation and implementation, as it was with the initial shared arrangements.   
	A multitude of differing models exist across local authorities and ultimately what may be agreed at commencement of any possible shared approach will need to capable of change to reflect priorities going forward.   
	The senior management structure proposals will be developed further as part of the detailed business case.  The decision on the structure for a shared Leadership Team will require a balance to be reached between the need for savings against creating capacity and resilience for the effective delivery of services.
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