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With the exception of Social Services, no
council department has been the subject of
as much change in recent years as plan-
ning. The introduction of the planning portal
and electronic methodologies such as 1-
App, mean council planning departments
now have available many of the tools they
need to move from ‘Development Control
to ‘Development Management’ in their local
areas. And, even though the last few years
have seen a marked increase in planning
applications, most councils are now either
meeting or exceeding government targets
for the time taken to determine them.

However, despite this progress, planning
departments continue to attract much at-
tention and are under pressure to maintain
the pace of change. From applicants frus-
trated by bureaucracy, to community repre-
sentatives unsure of the quality and direc-
tion of decision making, all stakeholders
are looking for improvements in the service
offered and an increase in the efficiency
and transparency of the planning process.

Phase 2 of the National Process Improve-
ment Project focuses solely on

# Increase customer satisfaction.

The project was structured around three
methodologies: Process mapping; analysis
of Uniform data and Rough-cut Activity
Based Costing (R-c ABC) and involved the
councils working together in facilitated
‘collaborative  workshops’ to exchange
ideas and discuss common issues. The
councils also hosted their own ‘learning
days’ on key topics such as use of Uniform,
scanning, workflow, web and systems.

Methodology one: Process
mapping

Mapping the planning application sub proc-
esses in a logical sequence, from pre-
application to discharge of conditions, was
the first step towards pinpointing the issues
and process bottlenecks that were hinder-
ing performance improvement. It also en-
abled a comparison of the working prac-
tices of each of the councils and therefore
some initial identification of best practice.
For example: each council was at a differ-
ent stage of implementing EDRMS; each
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Methodology two: Analysis of

Uniform data

Secondly, we analysed 12 months’ worth of
data from the councils’ Uniform systems to
determine the volume of activity within the
department and establish the time taken to
progress each key stage of the process, for
example, from receipt to validation or from
consultation to decision, and to understand
the overall flow of applications across the
period.

Methodology three: R-c ABC

Next, the councils identified and agreed
definitions for the separate activities in
each of the sub processes. Staff then en-
tered data into an on line system detailing
the amount of time they spent on each,
allowing the costs of each process to be
calculated. For each sub process the cost
was then split between value adding, sus-
taining and non-value adding activities,
based on whether the activity added value
for the customer (planning applicant) or
merely satisfied the requirements of the
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collaborative working and the
analysis of current practices.

Over the summer of 2008, Leeds

ValueAdding.com has been

working with three Yorkshire

councils: Leeds, Hambleton

and East Riding to achieve the

following transformation objec-

tives and develop plans for

process improvements that will

help deliver the longer-term

planning goals set out in their

Local Development Frame-

works:

# Make best use of electronic
methodologies: 1-App;

& Improve and increase the use of
electronic document management;

# Release resource for Development Man-
agement activities;

& Improve performance against national
indicators;

EastRiding

Hambleton
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The DNA diagram - Cost of sub processes as % of total planning spend

used the Uniform system to capture data
differently and each has responded in its
own way to the changes brought about by
the 1-App form.

council and other stakeholders. Results
were then benchmarked between councils
and, for each, a plan was drawn up to

(Continued on page 2)
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show where costs could be reduced or effi-
ciency improved.
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Analysis of the actual spend on sustaining
and non-value adding activities helped the

~- Non Value adding

Despite the fact that total process costs were
widely different, the specific costs within each
sub process as a percentage of overall ex-
penditure showed a similar pattern across all
three councils. However, there were some
key differences, some of which were deter-
mined by the political and cultural climate,
which the councils were able to identify as
potential areas for reducing costs. For exam-
ple, East Riding was spending over 11% of its
total on deciding applications at committee,
whilst Leeds and Hambleton spent a much
lower 7% and 8%.

Mountains and molehills

authorities identify those areas where internal
effort on improvement would be most easily
rewarded by focusing on the Mountains of
cost, not the Molehills. These areas were
studied further using the process maps pro-
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duced at the beginning of the project.

Process redesign

By combining the Uniform data analysis and
detailed study of the process maps with the
costing work, councils were able to define a
‘To be’ process map. This incorporated both
the new knowledge of best practice and im-
provements to the cost efficiency of each
process as well as proposals for the most
efficient use of new tools and technologies.
Each council then set about drawing up spe-
cific plans to transform their planning depart-
ments in line with the new process.

It is an indication of the success of the project
that, even though the collaborative phase is
complete, these three Yorkshire councils have
committed to work together regularly in the
future.

For more information on how
ValueAdding.com can help you
achieve your transformation objec-
tives, please contact Richard
Coombes or Lynsey Ward

Our planning clients may be interested to know that
ValueAdding.com has been successful in its tender for
inclusion as a service provider in the IDeA Planning
Advisory Service Framework 2008-11. For more infor-
mation, please contact Richard Coombes.

New faces: Susan Ganderton Jackson, MinstLM

Susan has worked with a variety of organisa-
tions in both the public and private sectors.
Her specific skills include: using BPR tech-
niques to deliver performance improvement
and efficiency savings; working in partnership
with clients to establish and implement chal-
lenging performance frameworks; delivering
organisational change and effectively manag-
ing projects.

Her career in performance improvement be-
gan ten years ago when she was employed
by a government inspectorate. After two and a
half years in this role she trained in the use of
BPR techniques and change management.
Since then she has utilised her BPR skills in a
number of service areas, most recently on a
major transformation project; transferring
services from the back office into a customer
contact centre and the BPR of housing bene-
fits procedures across eight contracted sites.
Susan also has extensive experience of man-
aging change, including a role where she led
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the transition of 230 TUPE transferred staff to
a new organisation whilst implementing a new

structure and effective performance manage-
ment procedures. In another role she used
her project management skills to implement a
new ICT system whilst achieving continuous
performance improvement and a 10% in-
crease in staff satisfaction.

Susan has considerable knowledge of the
new challenges faced by the public sector.
She has been involved in negotiating targets
for a local area agreement and prepared a
council for CAA. She also recently undertook
a corporate performance improvement role,
working alongside senior officers and Mem-
bers and established effective arrangements
to enable performance to be managed and
challenged through theme and business
plans.

Susan can be contacted on enquir-
ies@ValueAdding.com
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Facilitation - making the most of the skills and knowledge within an

organisation

The pressure on organisations to deliver im-
provements in performance and efficiency is
ever increasing and organisations are con-
tinually looking for ways to improve the knowl-
edge and expertise within their businesses in
order to achieve their goals.

Traditionally, organisations have achieved this
by taking a top down approach; identifying,
rewarding and promoting those who demon-
strate superior technical expertise, in the
expectation that skills and knowledge will be
passed down.

This approach can lead to a number of is-
sues, the unintended consequences some-
times being that the vitality of an organisation
diminishes over time, as knowledge sharing,
initiative, creativity and innovation are acci-
dentally stifled.

# People are encouraged to value and there-
fore protect their expertise as it represents
the means and justification for higher remu-
neration and career progression.

#People become used to deferring to the
superior technical knowledge of those in
more senior positions, becoming less in-
clined to look for their own solutions.

# And, technical expertise becomes an end in
itself, with no requirement for people to
develop the interpersonal skills (or

emotional intelligence) necessary to
develop the capability of others, or to
recognise the value and validity of other
perspectives.

Facilitation is a technique which is now recog-
nised as a means to challenge and address
these issues. It is a method to:

& bring together people from different
areas and levels within and beyond organi-
sations;

¢ explore and develop collective under-
standing;

o create opportunities for accelerated
learning and innovation around specific
issues;

e build trust, cooperation and common
purpose amongst disparate groups.

Business process improvement
using facilitation: Moving from

dependency to interdependence

In the same way as facilitation is a different
approach to management, it is also very dif-
ferent when compared with the traditional
approach to management consultancy. Con-
ventionally, an external consultant is the
source of solutions based on his/her superior
technical knowledge, thus emphasising the
issues noted above. Traditional management
consultancy also takes ownership of solutions

Business process improvement: Traditional vs Facilitative methods

Traditional Facilitative

Structure

Hierarchical knowledge and direction
flowing from the top down through
clearly demarcated functional lines.

Flat, cross functional, fluid, project
based; cross-organisation dialogue
encouraged at all levels.

Information

Held by the knowledge experts and
disseminated if, as, and when
deemed necessary; inward looking.

Shared access, networked; outward
looking.

People

Expected to develop and comply
with policies and procedures, and to
feed ideas for improvement up re-
porting lines. Focus is on minimising
errors and delivering performance
Standards and objectives. Respect
based on position and knowledge.

Expected to think and experiment, to
question rules and take initiative.
Work co-operatively and seek to share
ideas and information with others.
High levels of communication ex-
pected, including listening based on
respect not status.

Culture

Management by direction and per-
formance standards. Risk averse.
Striving towards consistency and
efficiency and the removal of error.

Individuals are encouraged to take
responsibility and manage risk rather
than avoid it. Openness, creativity,
innovation and diversity highly valued.

Leadership

Controlled, directional, knowledge or
experience based. Management by
objectives, performance manage-
ment monitoring. Top down.

Management through empowerment
and support. Provide clear vision but
involve early. Open communication
valued as an essential quality in all.
Servant leadership.
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away from those that will be asked to imple-
ment them. In contrast, a facilitative approach
recognises that knowledge, and therefore
solutions, are just as likely to be found within,
and often at the root of, the organisation and
so looks to release this potential. It also aims
to generate capability within the organisation
to address future challenges as, or even be-
fore, they arise.

Facilitation skills include:

# Energising and stimulating dialogue;

# Active listening;

+ Intelligent questioning;

# Reflecting on and valuing contributions;

# Challenging the preconceptions and limi-
tations of current working practices;

¢ Acknowledging, exploring and assimilat-
ing conflicting perspectives;

# Encouraging focus yet challenging con-
ventional constraints;

+ Drawing attention to effective and ineffec-
tive behaviours in group dynamics.

Facilitation is not simply about asking what
the problems are and how people would fix
them. It is about taking people out of their
normal working groups and bringing them
together in ways that challenge their thinking
and take it in unexpected directions. The
more minds and experience that can be ap-
plied to a problem, the greater chance there is
of finding workable and robust solutions. And,
by involving front line staff in their develop-
ment, implementation is that much easier and
the likelihood of performance improvement
that much greater.

A facilitative approach encourages people to
draw on their own experience of what has
worked in the past to address current chal-
lenges, and to apply proven methodology to
new situations. It builds confidence, trust and
mutual respect and leads to sustainable col-
laborative working relationships. It is also a
methodology which can be readily learnt and
adopted as a management style — indeed,
some managers instinctively function at the
facilitative rather than authoritative end of the
management style continuum once released
from an organisation’s structure and culture.
Creating opportunities to work in this way can
bring immediate and long terms benefits to
managers and staff alike.

For more information on how
ValueAdding.com can help your
organisation through facilitation
please contact Richard Wells or
Nigel Parsons.
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Research has shown that 16 to 18 year olds
who are not in education, employment or
receiving training (NEET), are more likely to
experience unemployment, low income, de-
pression, become involved in crime and suffer
from poor mental health in later life. Tackling
this issue is crucial, both for the well being of
young people and for the economy of an area.
Ensuring that young people are effectively
supported, and reducing the percentage clas-
sified as NEET or whose status is unknown, is
a high priority for many local authorities.

Whilst the majority of young people follow the
traditional route through school, sixth form/
college/work, higher education/work, there is
a clear group that need more intensive and
specialist support from their local authorities/
the Connexions Service and their partners in

numbers and it is here that improvements can
often be made. By streamlining some of these
labour intensive activities, many local authori-
ties can free up considerable time and re-
sources which can then be used to positively
influence their levels of NEET.

In this respect, local authorities can start by

considering the following questions:

# Are routine processes being carried out in
the most effective manner?

& How much routine administrative work is
duplicated?

# Are professional officers spending too much
time information gathering and not enough
time providing the specialist support they
are there for?

ValueAdding.com can help in this process.
We can look at all of these routine activi-

‘there is a clear group that need more  ties and, using BPR, identify better ways

intensive and specialist support ”

order to make choices. However, as local
authorities will know, it is not as simple as just
directing resources at this group; all young
people need to be tracked for performance
management purposes and identified quickly
as requiring support when circumstances
change.

In dealing with this significant challenge, au-
thorities do not always have the time to look
closely at the routine processes and informa-
tion gathering activities that lie behind NEET

The ValueAdding.com website has more
information on these and many more topics,
including case studies and details of our
training and development programmes.

Comprehensive Area Assessment

We have a whole section devoted to CAA and
its likely impact on local authorities and their
partners. This section can be found by going
to www.valueadding.com/caa

ABC online data collection model
Collecting staff ‘time spent’ data for ABC
modelling is time consuming and often daunt-
ing for the interviewee. For this reason, Val-
ueAdding.com has developed an online data
collection model that allows staff to ‘self inter-
view'. To see an online demonstration of this
model, please go to www.valueadding.com/
abcmodel

Managing projects in local authorities
ValueAdding.com has developed a new, in
house, two day course covering the principles
and practices of project management in a
local authority setting. For more information
please go to www.valueadding.com/project

of working to free up the time of Per-
sonal Advisers and allow them to con-
centrate on tasks which will have an impact.
Examples of workstreams where ValueAd-
ding.com can make a difference include:

The September Guarantee

& What are the processes through which
schools and colleges provide information?

# How is it updated on the database?

Future plans of young people in years 11-13
+ How is information put onto the database?
# What is the process for chasing those who

have not communicated future plans?

Activity Survey

# What are the procedures for obtaining infor-
mation on young people’s actual destina-
tions and updating the database?

¢ How are those not on school/college/
university lists contacted?

Updating contact details

# How are changes in information communi-
cated to interested parties?

* How much time is being spent entering, re-
entering and correcting information?

Direct communication with young people

# Is text messaging used effectively?

# Who deals with routine calls?

& What information can young people access/
input online?

Working with Job Centres

& How are vacancies communicated to the
Connexions Service?

o What are the processes in place to ensure
information is up to date?

Relationships with employers
# Is there a process for contacting employers
to discuss work/apprenticeships?

°

To find out more please contact:
Susan Ganderton Jackson

At ValueAdding.com we help clients to respond to customer requirements by
improving their processes and costs through the skills of their people

Lean Thinking & Process Redesign Change Management

Led by Richard Coombes

Rough-cut ABC and service

delivery costing
Led by Roger Cooper

CAA
Led by Oliver Morley

www.ValueAdding.com §——

Led by Nigel Parsons

Programme & Project

Management
Led by Lynsey Ward

ValueAdding.com Ltd

Experts in process improvement,
service delivery costing and
change management

Tel: 0800 545 600

email: enquiries@ValueAdding.com
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