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Stop! Before you implement your headcount reductions

We have observed a worrying trend inattiek e d t o0 t check T inheach caael, the awsi and Wweartathe ©
last few months as local authorities cétfe payroll process. The Central Impréixgrg these problems after the event fe
under increasing pressure to cut costs.riéat Manager had noted that, whilstdimsveighed the cost and effort involved in
have recently been called in to a numbeggfoll process remained the same, 40&auaful but quick assessment and perhay
local authorities to deal with issues that payroll staff had been given redmrprocess redesign before decisions wel
have arisen from commitments to he#hcy notices in order to deliver the effide on redundancies. Moreover, invol
count reductions made without a pragency savings required by HR. Our itvgo consultants as a distress purchast

assessment of their impact at the goes against all the best practice principle
service level. Wwee€ aglvocelte £ riotSto  MeRtidn &costing
mgney!

In the early years of the Efficiency
Agenda, councils were able to . A swift preiew is far better and invariably

. day rapid assessment showed that, as a )
achieve what were modest targets by gv H&Jgh cheaper than a pesnt fix. We

-~ “Jresult of the cuts, 7000 staff and teac
dustry standards, merely by taking in the . b iss thei hlv sS4 est that you look closely at the proc
slack rather than by actively pursuWere Just about to miss their monthly sa aggs involved in a service that is unde
ments. There followed some very rgf)?

headcount reductions or implemen ) . . rrevi ew and basel i ne
. . : together with negotiating with some af
changes in the process of service deli

very. 4 . clal services or HR, before making dec

; . the ‘redundant staff to remain whilst the ; :

We have long recognised that this ap- - sions. Establish the mandatory require
anges were being implemented.

proach would not be sustainable in the Fong ments for service delivery and conside
term as staff would eventually becomeltioanother case, a number of social wankning a workshop to redesign the proc
stretched. We therefore encouraged cliergshad been made redundant in the ek#-that delivers them. Rougtctivity
to use Rougtut ABC to support businesbr enSs ser vi ce o f Based Costing i@ nuickhand eagy gvdy |
process redesign programmes that wthédremainder were claiming that they wstablish what cost savings are availabl
allow them to make targeted changesiable to handle the workload. The case
service delivery in order to deliver thmiolved lookedter children and child
budget requirements. protection, so the consequences of any slip
. . ., in the level of care could have been disas-

In the current environment, financial Pigs; Lo
sures on local authorities are intenrous for all parties involved. ValueAd-

L . %ﬁ'g.com was asked to come in at short
Hasty decisions are more likely to S "
taken. with redundancies seen as anno ice to facilitate a workshop to square the
stant ,and available solution to downsig!ﬁ:le' What we found was alarming. Mai-can be completed in a couple of weel

Snent had based their redundancy dfeeieryone is involved.

costs. Unfortunately, as can be seen fa c%ﬂ . .
y %! s on no real evidence; a simple ¢

the examples that follow, the focus  for a}-Iﬁ)uwever, if it is already too late, and yo
lation of the number of cases and the mini-_ " e .

some has been too much on the numbers, .. - re facing difficulties, please do give us

. . m time required for each would hay ; L

with not enough regard paid to the pracii- call'S we are very skilled at working in

o . - : uickly shown that with this many fewer™. . : . .
calities of continuing to deliver serwcesq y y sitive areas in partnership with ou
nt

people, the borough would be unabl%ﬁtg S
In one council, ValueAdding.com alfl its obligations.

The importance of leadership in chaggemmes often fail to deliver the bensfitp, or lack of it; in particular, a failure
management cannot be overstated.orifjinally forecast? Whilst environmesgaior management to demonstrate the
change is to realise the hépebenefits, changes are tangible and deliverablepwa commitment to the change pro
it has to be led, not simply managed; Itfagly moving location, installing equiprgesstnme and so model the leadership the
ership is required not only from thoseriin IT, these changes, in isolation, rarebd from others.

senior positions, but at all levels of theke up all of the expected value. Typi-

organisation. And, the more complexciy, the majority of the value benefitse real cost to the organisation
change, the more critical effective leaderte to people, either through staff redSist staff reduction is often a planne

ship becomes. tions or through increased producti\g% measurable outcome. ineffective lea
. both of which require changes to workingin can result in losing the wrong peop
Where it can go wrong practices. The most common reason cited

Why do transformational change pfS-failure to achieve full savings, is leader- (Continued on pag)e



at the wrong time. Able people choose deirning from experience thinking, you may be interested in attendin
leave if they feelriformed or feel they have ne of our open programmes entitled: Leac

little opportunity to influence the Chan%@lgeAdding.com works with a range Oﬁ] IComplex Change.

oing on around them. Able people take BAKaCr0ss the public seotdevelop their . . . .
gont?ol by going elsewhere'ple;ving belgfgership capabilities. We help them uridégrnatively if you are interested in develoy

those who lack the confidence or capabiffiff§! the impact of change on individualsrgihe understanding of leadership of chang
be so decisive. As a consequenceleaad|§coUrage them to lead change in a waywiihin you'r.organisation, we can tailer an.ir
change can result in a net drain of skillsaygvelving and supportive to all staff. hwese facilitated programme to your require
capabilities including, critically, good ledlab-1© ensure that operational managerms.
ship, at a time when it is most needed. Zg:ndtg t/{vi:iﬁ t%c()antsrgépcgrtﬂ;?lirntce)\pgl C:h"’}r‘
To quote a senior manager in the publicsesialists, and take responsibility to de these options or to see further
SyET ' P y information on the variety of ways
tor: tWe have be c othegesustexp¥ctediddthetn. at a|

the processes of change and getting the tech- we s_uppor'_[ organisation_s e qleliver change
nical details right. What we are very poorE u are interested in exploring how —in line ‘with the service improvement

getting the people extg)qn?r?cerofi IGFZ(H .co@pl.ex changes agenda, pleas_e r_efer to the_change man-
pares with others in thé public sector or v.agement section in the public sector area
like to compare your approach to cur of our website: www.ValueAdding.com

°

To find out more about either of

Suffer the social workers?
Practical tips to help address the challenges facing Social Services Directorates

These are challenging times for everyeoe most Directorates, the obvious areaacodss a broad range of social care and re
involved in providing and managing saté@k have been eliminated but there islattl environments in recent months. This fir
services. Failures brought to light by Highrequirement and the need to do médvand knowledge has encouraged us to b
profile cases i n Pdragloxically,itargdts imposSed in the peesudr cuMmempect about tor
Victoria Climbie to Khyra Ishaq are justofthquality, and risk aversion resulting fedmt we see as very complex issues. How
most extreme symptom of the greater pmgt profile failures, have conspired to create, we have discovered that a number c
sures being experienced by the whole spavoluted rather than streamlined processesore techniques are well suited to helpin
trum of care providers. Sincreasing rather than eliminating problenasagers identify, understand and addres
M?rale is also under pressure, and with iatbas of issue and areas where genuine in

These cases highlight the seemingly intragta- . : . . i i
ble problems of providing a safety net fan'ﬁty to recruit and retain the right qualitypameements are feasible. These are:

whole of society without being labelled me ?_mty of staff. Taken together, these condi-

dlesome; cutting costs while improving tior}? can set in motion a vicious _cycle of"de-
vice qua]ity and dealing with rising numsﬁ‘?}@g performance. Cost reductions lead o
of service u,sers Added to this is the fac iﬁ‘npished capacity which, in turn, causesbelieve that inefficiencies show up in th
care providers a.re required to meet and r% |8rte demand (as defined under the nedebdil of a process map and it is only in th

P quirec T4 thus reducing capacity further. Maaigteof capturing and articulating details of th
on a battery of targets which, although Iaru é

a increasing absenteeism and leavé® (as opposed to desired) current process
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= BE e Inefficiencies show up in the detail of
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a process map
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bly d_eS|g_ned to ensure quality of dehvery?t r},, resulting in further diminishing capacii . . .
practice increase workload and often contrib~ on that' we can properly identify the issue area
ute to greater costs and delays. ' _ This idea always resonates strongly witl
Perhaps unsurprisingly, Social ServicestAIS]i-y pl an ne d _ Simpr _OS\z)c_ﬁ?llmer\ncé participants df loux BRRV EER
rectorates are creaking under the ressﬂrerefore be considered in context, withraining courses

9 PreSHIE on how all aspects of the system inte\gﬁﬁt,

And demands are unlikely to let up, W'thnoef\évust targeted to specific processes or

protocols being introduced on a regular bg 1S4 - S
o stituent elements. Doing this will s%g .
For_example, by 2909 the Comm|35|on fﬂ[ly reduce the likelihood of creating Wptlons that helped shape the proces!
Social Care Inspection (CSCI) will have pe

. L lly, and the quantification of the cost ¢
. Methiciencies and, in its turn, expose oppBHRE"Y: ¢ .
replaced by the new Care Quality Comrr.}Ls- P ppeac of its constituent elements (see below

- nities for real improvement. . X
sion and a brand new performance frameworﬁ P the foundations are laid for accurate, targete
for health and adult social care will have tpibe and effective improvement initiatives.
integrated into work practices.

n this activity is complemented by cor
EH_ctive challenging of the underlying as

At Val ueAdding.com wesSve (znfiried hpdgk i n

ValueAdding.com
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Suffer the social workers Continued from page 2

Using Rougtut Activity Based Because we have worked in so many diff@remesses that build on the foundations of the
Costing (R&BC) to understand social care enwronments{ _VaIueAd_dmg.tanhmques_ descnbed above. _However, we

' o o has developed generic activity descriptionsefortwo, in particular, as having the most
process inefficiencies: the full spectrum of social care procespesitive impact on outcomes in the
Whilst detailed process maps help expfgse range from initial contact, throsgtvices environment.

some of the convoluted nature of establigiggssment and care management and qq to . o
ways of working, they cannot of themselygfit finance; and from children, throug R Touch Processnthe insistence th

quantify the costs of the inefficiencies HifiHts and older people. each individual involved in a process (¢
create. However, converting process ma%s to o o o out a meaningful chunk of work before
a digestible numb e Fhesg activiy deseriptions wil givg & Jliaggit; t‘f) thg nexf gerson. This helps

allows teams to gather quickly and econdafit to any clients wanting to carry out araBountability (therefore improving qual
cally meaningful data on where and howABff Programme for themselves, and usueligbility) and a reduced number of hai
spend their time within the process. Invarig§gijre only minimal adaptation to reflect (¢vas improving efficiency).

this shows up interesting (and occasionalfjrcumstances. Right First Timethe assumption and ag

ment that each step of the process

) . . ) ) carried out correctly and fully before
Typical analysis showing high proportions of Nnon 5 the next stage. This implies that mo
value adding activities and care should be taken in the earlier

of the process and can be encourag

individuals agreeing not to rectify mistd

they come to light later on.

The issues associated with social servi
2F'century Britain are complex and deg

the processes deployed to address
remain amenable to good analytical
. managerial improvement techniques.
T w ueAdding.com managers have helped
Completing assessme Continuing professional suj Performance managen deliver such improvements in a wide ra
social services environments and, in do
¥ value adding 23 ® Non Value adding 2:" Sustaining Non Value adding have developed a range of expertisg
transferable knowledge that is capable {
tracking new initiatives and projects.

alarming) imbalances in the proportion of fimgpting some key principles to
spent on specific activities. This comple lr%%ess edesian:
the process maps and focuses attentior} 0 gn.

the areas that will prove most productiv:
improvements.

>} To find out more please contact:
Nigel Parsons

)f8|;:ally, we train our clients in a wide
of techniques in order for them to desigr

New faces: Oliver Morley

AT 4 )h;
Oliver has considerable experience in licdle cutting edge of policy formulaticy SN S ———"
government, most recently as the policyloddbying in a large Core City authorit
viser to the_ political Ieadersh|p of Nott_lnqgr%r_viously’ Oliver was the lead offict™
City Council. He has substantial experienge’in “
nﬁ setl awsSs Locaks

developing and implementing policy, wo eélcﬁng the partnership between

private and voluntary sector organisa
In earlier roles he has had manage
experience in the call centre of a FTS
company, as well as face to face cug
services experience.

Oliver has extensive knowledge of co
nication and presentation techniques, as well Starting the Mongol Rally intad
as experience in dealing with the media. In
addition, he has been the key driver of a wamexpired somewhere in Turkey, ung
ber of successful projects in a local govdea! with the long term impact of the i
ment setting. heat and dust it suffered on the drive t
omania. On the plus side, Oliver did

. . . . R
Oliver also likes to use his project Man@ge-ice hundreds of pounds for his ¢
ment expertise in his private life. Last y

) : P! \ G¥rities: Whizz Kidz and The Christina
with a friend, he participated in the M?_%?Idren's Foundation
Rally, a charity fundraising drive from Hyde '

Park to Mongolia. Regrettably, Ol i
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Developing a channel migration strategy e 4

The availability of online services gitresfollowing:

greater choice to customers and has beﬁgql ‘ tractedei that
shown to improve the reputation of countig!Stomers are attracte ices tha
e accessible and easy to wgleatever

Encouraging more customers to go on%[w , )
falls within the g evcgarnr]?mentés vision for trans-

formational government and typically relegs&gsiomer preferences vary considerably by

significant efficiency gains for remvestme&jén socidemographic group and location

customer service elsewhere. as well as by service. Buversal prefer-
encescdo npt glwayg api@yemember the
silver surfers;

# Councils needitoprove what is already
opline and-increase the mumber -of \tfransac-
tional servic&not just migrate new ones;

i o 4 fw channels are not replacements for
egy, councils must keep it in mind that fitional channelsbut complementary.

o.bljectlve Is to design SErvices around ftitional channels can also be improved;
citizen and increase choice as well as to sim-

plify, standardise and release savings. ¢'Pheavailability of core services online

daysSs customers Uus gan dive WebXakeQBorelseivddsshouldo nal and
electronic channels when accessing serfigest the heart of the strategy and integrated

and, while statistics show that they will g§f&i-to promote cross utilisation of web ser-

ally use different channels to consume diffgss:

ent services, they often migrate between #Signposting is vitaB effort should b
channels according to their circumstancesTéatevisibility of some services providesmade to direct people to the most cost
the time. The factors which the customer osgs benefit than otheirs terms of publictive channel:
to determine their choice of channel maatisfaction and a perception that key issues

be the same factors that councils value arel,being tacklegifor example, Environ-#Finally, online content shdulid the
in order to deliver a project that successhgiytal and Street Scene services; requirements of all useiGustomers, cus
exploits all of the channels available, cus- ) tomer proxies and staff. The more infor
tomer preferences as well as council netgaid for external service channels suclyalable, the more likely it is that cust

should be analysed. recruitment, advertising and marketing shgildtick with the channel. And staff wil
) . be considered alongside internal servicesigg.
In our experience, councils should consider

Find more at
ValueAdding.com

You can find a full list of our glieotls
public and private sector our website, as  Lean thinking & Process Redesi@hange Management

When developing a channel migration sj’g
t

well as further articles and case studies fror’Eed bv Richard Coombes Led bv Nigel Parsons
recent projects. y y N9

We offer a range of public amouise train- ; .

ing and development programmes. Details dROUgRcut ABC and service Programme & Project
all of our courses can be found in the Traininge"Very costing Management

and Development section of the website un-
der the following subject areas: Led by Roger Cooper Led by Lynsey Ward

¢ Leading complex change

CAA

Led by Oliver Morley
¢The managers$8s tool kit

¢ The change facilitator ValueAdding.com Ltd
¢ Team leader

¢ Inspirational leadership

Experts in process improvement,

i service delivery costing and

# Strategic planning

+Benchmarking change management
#Business Process Redesign Tel: 0800 545 600
¢ Activity Based Costing email: enquiries@ ValueAdding.com

¢ABC and SPRINT
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