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In each case, the cost and heartache of 

fixing these problems after the event far 
outweighed the cost and effort involved in a 

careful but quick assessment and perhaps 

a process redesign before decisions were 

made on redundancies. Moreover, involv-
ing consultants as a distress purchase 

goes against all the best practice principles 
we advocate, not to mention costing 

money! 

A swift pre-view is far better and invariably 

much cheaper than a post-event fix. We 
suggest that you look closely at the proc-

esses involved in a service that is under 
review and baseline the costsũeven if it is 

social services or HR, before making deci-

sions. Establish the mandatory require-

ments for service delivery and consider 

running a workshop to redesign the proc-
ess that delivers them. Rough-cut Activity 

Based Costing is a quick and easy way to 
establish what cost savings are available 

and can be completed in a couple of weeks 

if everyone is involved. 

However, if it is already too late, and you 

are facing difficulties, please do give us a 
call Ş we are very skilled at working in 

sensitive areas in partnership with our 

clients. 

We have observed a worrying trend in the 

last few months as local authorities come 
under increasing pressure to cut costs. We 

have recently been called in to a number of 

local authorities to deal with issues that 

have arisen from commitments to head-
count reductions made without a proper 

assessment of their impact at the 

service level. 

In the early years of the Efficiency 
Agenda, councils were able to 

achieve what were modest targets by in-
dustry standards, merely by taking in the 

slack rather than by actively pursuing 
headcount reductions or implementing 

changes in the process of service delivery. 

We have long recognised that this ap-

proach would not be sustainable in the long 

term as staff would eventually become too 
stretched. We therefore encouraged clients 

to use Rough-cut ABC to support business 
process redesign programmes that would 

allow them to make targeted changes in 
service delivery in order to deliver their 

budget requirements. 

In the current environment, financial pres-

sures on local authorities are intense. 
Hasty decisions are more likely to be 

taken, with redundancies seen as an in-
stant and available solution to downsizing 

costs. Unfortunately, as can be seen from 
the examples that follow, the focus for 

some has been too much on the numbers, 
with not enough regard paid to the practi-

calities of continuing to deliver services.  

In one council, ValueAdding.com was 

asked to ţcheckŤ that all was well within the 

HR payroll process. The Central Improve-
ment Manager had noted that, whilst the 

payroll process remained the same, 40% of 

the payroll staff had been given redun-

dancy notices in order to deliver the effi-
ciency savings required by HR. Our two 

day rapid assessment showed that, as a 
result of the cuts, 7000 staff and teachers 

were just about to miss their monthly salary 
payments. There followed some very rapid 

BPR together with negotiating with some of 

the redundant staff to remain whilst the 

changes were being implemented. 

In another case, a number of social work-
ers had been made redundant in the chil-

drenšs service of a London borough and 
the remainder were claiming that they were 

unable to handle the workload. The case 
involved looked-after children and child 

protection, so the consequences of any slip 
in the level of care could have been disas-

trous for all parties involved. ValueAd-
ding.com was asked to come in at short 

notice to facilitate a workshop to square the 
circle. What we found was alarming. Man-

agement had based their redundancy deci-
sions on no real evidence; a simple calcu-

lation of the number of cases and the mini-
mum time required for each would have 

quickly shown that with this many fewer 
people, the borough would be unable to 

fulfil its obligations. 

Stop! Before you implement your headcount reductions 
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ship, or lack of it; in particular, a failure of 

senior management to demonstrate their 
own commitment to the change pro-

gramme and so model the leadership they 

need from others. 

The real cost to the organisation 

Whilst staff reduction is often a planned 
and measurable outcome, ineffective lead-

ership can result in losing the wrong people 

(Continued on page 2) 

The importance of leadership in change 

management cannot be overstated. If 
change is to realise the hoped-for benefits, 

it has to be led, not simply managed; lead-
ership is required not only from those in 

senior positions, but at all levels of the 
organisation. And, the more complex the 

change, the more critical effective leader-

ship becomes. 

Where it can go wrong 

Why do transformational change pro-

grammes often fail to deliver the benefits 

originally forecast? Whilst environmental 
changes are tangible and deliverable, be 

they moving location, installing equipment 
or in IT, these changes, in isolation, rarely 

make up all of the expected value. Typi-
cally, the majority of the value benefits 

relate to people, either through staff reduc-
tions or through increased productivity, 

both of which require changes to working 

practices. The most common reason cited 

for failure to achieve full savings, is leader-

Leading complex change 

ţ7000 staff and teachers were just about 

to miss their monthly salary paymentsŤ 

ţRough-cut Activity Based 

Costing is a quick and easy way 

to establish what cost savings 

are availableŤ 
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thinking, you may be interested in attending 

one of our open programmes entitled: Lead-

ing Complex Change. 

Alternatively if you are interested in develop-
ing the understanding of leadership of change 

within your organisation, we can tailor an in-
house facilitated programme to your require-

ments. 

Leading complex change Continued from page 1 

at the wrong time. Able people choose to 

leave if they feel ill-informed or feel they have 

little opportunity to influence the changes 

going on around them. Able people take back 
control by going elsewhere; leaving behind 

those who lack the confidence or capability to 
be so decisive. As a consequence, badly-led 

change can result in a net drain of skills and 
capabilities including, critically, good leader-

ship, at a time when it is most needed. 

To quote a senior manager in the public sec-

tor: ţWe have become very able at applying 
the processes of change and getting the tech-

nical details right. What we are very poor at is 

getting the people bit right.Ť 

 

Learning from experience 

ValueAdding.com works with a range of cli-

ents across the public sector to develop their 
leadership capabilities. We help them under-

stand the impact of change on individuals and 
encourage them to lead change in a way that 

is involving and supportive to all staff. We 
help to ensure that operational managers are 

able to take control of their own change 
agenda, with the support of internal change 

specialists, and take responsibility to deliver 

the results expected of them. 

If you are interested in exploring how your 
experience of leading complex changes com-

pares with others in the public sector or would 
like to compare your approach to current 

 
To find out more about either of 
these options or to see further 

information on the variety of ways 
we support organisations to deliver change 

in line with the service improvement 
agenda, please refer to the change man-

agement section in the public sector area 

of our website: www.ValueAdding.com 

Suffer the social workers?  

Practical tips to help address the challenges facing Social Services Directorates 

across a broad range of social care and re-

lated environments in recent months. This first
-hand knowledge has encouraged us to be 

circumspect about ţmagic bulletŤ solutions to 
what we see as very complex issues. How-

ever, we have discovered that a number of 

our core techniques are well suited to helping 

managers identify, understand and address 
areas of issue and areas where genuine im-

provements are feasible. These are: 

Understanding and challenging ex-

isting processes: 
We believe that inefficiencies show up in the 

detail of a process map and it is only in the 
act of capturing and articulating details of the 

real (as opposed to desired) current process  

that we can properly identify the issue areas. 
This idea always resonates strongly with 

social service participants of our BPR / LEAN 

training courses 

When this activity is complemented by con-
structive challenging of the underlying as-

sumptions that helped shape the process 
initially, and the quantification of the cost of 

each of its constituent elements (see below), 
the foundations are laid for accurate, targeted 

and effective improvement initiatives. 

(Continued on page 3) 

These are challenging times for everyone 

involved in providing and managing social 
services. Failures brought to light by high 

profile cases in the childrenšs arena from 
Victoria Climbie to Khyra Ishaq are just the 

most extreme symptom of the greater pres-

sures being experienced by the whole spec-

trum of care providers. 

These cases highlight the seemingly intracta-

ble problems of providing a safety net for the 
whole of society without being labelled med-

dlesome; cutting costs while improving ser-

vice quality, and dealing with rising numbers 

of service users. Added to this is the fact that 
care providers are required to meet and report 

on a battery of targets which, although lauda-

bly designed to ensure quality of delivery, in 

practice increase workload and often contrib-

ute to greater costs and delays. 

Perhaps unsurprisingly, Social Services Di-

rectorates are creaking under the pressure. 
And demands are unlikely to let up, with new 

protocols being introduced on a regular basis. 

For example, by 2009 the Commission for 

Social Care Inspection (CSCI) will have been 
replaced by the new Care Quality Commis-

sion and a brand new performance framework 
for health and adult social care will have to be 

integrated into work practices. 

For most Directorates, the obvious areas of 

slack have been eliminated but there is still 
the requirement and the need to do more. 

Paradoxically, targets imposed in the pursuit 
of quality, and risk aversion resulting from 

high profile failures, have conspired to create 

convoluted rather than streamlined processes 

Ş increasing rather than eliminating problems. 
Morale is also under pressure, and with it the 

ability to recruit and retain the right quality and 
quantity of staff. Taken together, these condi-

tions can set in motion a vicious cycle of de-

clining performance. Cost reductions lead to 

diminished capacity which, in turn, causes 
failure demand (as defined under the new NI 

14), thus reducing capacity further. Morale 

falls, increasing absenteeism and leaving 

rates, resulting in further diminishing capacity 

and so on. 

Any planned Šimprovementš initiatives must 

therefore be considered in context, with an 
eye on how all aspects of the system interact, 

not just targeted to specific processes or their 
constituent elements. Doing this will signifi-

cantly reduce the likelihood of creating new 
inefficiencies and, in its turn, expose opportu-

nities for real improvement. 

Tips from the front line 
At ValueAdding.com wešve been working 
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Using Rough-cut Activity Based 

Costing (Rc-ABC) to understand 

process inefficiencies: 
Whilst detailed process maps help explain 

some of the convoluted nature of established 
ways of working, they cannot of themselves 

quantify the costs of the inefficiencies they 
create. However, converting process maps to 

a digestible number of ţActivity DescriptionsŤ 

allows teams to gather quickly and economi-

cally meaningful data on where and how staff 
spend their time within the process. Invariably 

this shows up interesting (and occasionally  

alarming) imbalances in the proportion of time 
spent on specific activities. This complements 

the process maps and focuses attention on 
the areas that will prove most productive for 

improvements. 

Because we have worked in so many different 

social care environments, ValueAdding.com 
has developed generic activity descriptions for 

the full spectrum of social care processes. 
These range from initial contact, through 

assessment and care management and on to 
client finance; and from children, through to 

adults and older people.  

These activity descriptions will give a flying 

start to any clients wanting to carry out an Rc-
ABC programme for themselves, and usually 

require only minimal adaptation to reflect local 

circumstances. 

Adopting some key principles to 

process re-design: 
Typically, we train our clients in a wide range 

of techniques in order for them to design new 

processes that build on the foundations of the 

techniques described above. However, we 
see two, in particular, as having the most 

positive impact on outcomes in the social 

services environment. 

One Touch Processing: the insistence that 

each individual involved in a process carries 
out a meaningful chunk of work before pass-

ing it to the next person. This helps foster 

accountability (therefore improving quality and 

reliability) and a reduced number of hand offs 

(thus improving efficiency). 

Right First Time: the assumption and agree-
ment that each step of the process will be 

carried out correctly and fully before moving 

to the next stage. This implies that more time 

and care should be taken in the earlier stages 
of the process and can be encouraged by 

individuals agreeing not to rectify mistakes if 

they come to light later on.  

The issues associated with social services in 

21st century Britain are complex and deep, but 

the processes deployed to address them 
remain amenable to good analytical and 

managerial improvement techniques. Val-
ueAdding.com managers have helped clients 

deliver such improvements in a wide range of 
social services environments and, in doing so, 

have developed a range of expertise and 
transferable knowledge that is capable of fast-

tracking new initiatives and projects. 

Suffer the social workers Continued from page 2 

Oliver has considerable experience in local 

government, most recently as the policy ad-

viser to the political leadership of Nottingham 

City Council. He has substantial experience in 
developing and implementing policy, working 

at the cutting edge of policy formulation and 

lobbying in a large Core City authority. 

Previously, Oliver was the lead officer for 

Bassetlawšs Local Strategic Partnership, 
leading the partnership between public, 

private and voluntary sector organisations. 
In earlier roles he has had management 

experience in the call centre of a FTSE 100 

company, as well as face to face customer 

services experience. 

Oliver has extensive knowledge of commu-

nication and presentation techniques, as well 
as experience in dealing with the media. In 

addition, he has been the key driver of a num-

ber of successful projects in a local govern-

ment setting. 

Oliver also likes to use his project manage-
ment expertise in his private life. Last year, 

with a friend, he participated in the Mongol 
Rally, a charity fundraising drive from Hyde 

Park to Mongolia. Regrettably, Oliveršs ¢190 

car expired somewhere in Turkey, unable to 

deal with the long term impact of the intense 

heat and dust it suffered on the drive through 
Romania. On the plus side, Oliver did manage 

to raise hundreds of pounds for his chosen 
charities: Whizz Kidz and The Christina Noble 

Children's Foundation. 

 

New faces: Oliver Morley 

Starting the Mongol Rally intact 

Completing assessmentsContinuing professional supportPerformance management

Value adding 23% Non Value adding 24%Sustaining Non Value adding 53%

Typical analysis showing high proportions of non 

value adding activities 

 To find out more please contact: 

Nigel Parsons 
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The availability of online services gives 

greater choice to customers and has been 
shown to improve the reputation of councils. 

Encouraging more customers to go online, 
falls within the governmentšs vision for trans-

formational government and typically releases 
significant efficiency gains for reinvestment in 

customer service elsewhere. 

When developing a channel migration strat-

egy, councils must keep it in mind that the 

objective is to design services around the 
citizen and increase choice as well as to sim-

plify, standardise and release savings. To-
dayšs customers use a mix of traditional and 

electronic channels when accessing services 
and, while statistics show that they will gener-

ally use different channels to consume differ-
ent services, they often migrate between 

channels according to their circumstances at 
the time. The factors which the customer uses 

to determine their choice of channel may not 
be the same factors that councils value and, 

in order to deliver a project that successfully 
exploits all of the channels available, cus-

tomer preferences as well as council needs 

should be analysed. 

In our experience, councils should consider 

the following: 

Customers are attracted to services that 

are accessible and easy to use whatever 

the channel; 

Customer preferences vary considerably by 
age, socio-demographic group and location, 

as well as by service. But universal prefer-

ences do not always apply Ş remember the 

silver surfers; 

Councils need to improve what is already 
online and increase the number of transac-

tional services Ş not just migrate new ones; 

New channels are not replacements for 

traditional channels but complementary. 

Traditional channels can also be improved;   

The availability of core services online 
can drive web take up. Core services should 

be at the heart of the strategy and integrated 
well to promote cross utilisation of web ser-

vices; 

The visibility of some services provides 

more benefit than others in terms of public 
satisfaction and a perception that key issues 

are being tackled Ş for example, Environ-

mental and Street Scene services;  

Paid for external service channels such as 

recruitment, advertising and marketing should 

be considered alongside internal services; 

Signposting is vital Ş effort should be 

made to direct people to the most cost effec-

tive channel; 

Finally, online content should fulfil the 

requirements of all users: Customers, cus-
tomer proxies and staff. The more information 

available, the more likely it is that customers 

will stick with the channel. And staff will use it 

too. 

At ValueAdding.com we help clients to respond to customer requirements by 

improving their processes and costs through the skills of their people 

ValueAdding.com Ltd 

Experts in process improvement, 

service delivery costing and 

change management 

Tel: 0800 545 600 

email: enquiries@ValueAdding.com 

Lean thinking & Process Redesign 

Led by Richard Coombes 
 

Change Management 

Led by Nigel Parsons 
 

Rough-cut ABC and service 

delivery costing 

Led by Roger Cooper 

 

Programme & Project  

Management 

Led by Lynsey Ward 

 

CAA 

Led by Oliver Morley 
 

ţthe objective is to design services 

around the citizen and increase 

choice as well as to simplify, 

standardise and release savingsŤ 

Find more at 

ValueAdding.com 
You can find a full list of our clientsşboth 

public and private sectorşon our website, as 
well as further articles and case studies from 

recent projects. 

We offer a range of public and in-house train-

ing and development programmes. Details of 
all of our courses can be found in the Training 

and Development section of the website un-

der the following subject areas: 

Leading complex change 

Inspirational leadership 

The manageršs toolkit 

The change facilitator 

Team leader 

Strategic planning 

Benchmarking 

Business Process Redesign 

Activity Based Costing 

ABC and SPRINT 


