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Agenda Item No 25
Building Organisational Capacity
Report by Chief Executive
	Summary: 
This report identifies four key areas where the limited capacity of the organisation is inhibiting the delivery of key projects and recommends a series of actions to fill the gaps.
Recommendations:
(i) That the Authority recruits to two new posts, that of a Communications Manager and an Applications Support Officer to improve the proactive management of its communication with its stakeholders and the use and development of critical IT systems.
(ii) That Mr Brian Pickthall be engaged to work with and provide advice to the Authority on priority human resource issues at a cost of £13,500.
(iii) That consultants be appointed to support the Authority in the identification and development of a network of strategic sites for the disposal of dredged material from the rivers and broads in line with the Authority’s adopted Sediment Management Strategy.


1
Background 
1.1
One of the key priorities for the Authority is to “increase the organisational and financial capacity of the Authority through effective partnership working.” The Broads Authority continues to expand its capacity to manage the Broads and more front line staff, such as the Dockyard Team, are delivering improvements on the ground. Corporate services have not expanded in parallel with new computer systems helping our finance and human resources staff managing an increasing workload. Overall, administrative costs have been kept down to a small proportion of overall expenditure. However, two particular areas have been identified as priorities for further development: communications and information technology. 
2
Communications
2.1
Along with many other public organisations, communication with the Authority’s stakeholders and the interaction with the press and media are of increasing importance. The Authority carried out a review of its Information and Design Service last year and has implemented a number of changes including renaming it the Communications Team, reflecting a wish to change the emphasis in the Team’s work.
2.2.
The Review praised the high quality in the publications published by the team but identified that with a part-time Press Officer the Authority was largely reactive rather than proactive in its dealings with the media. The Team currently reports to the Director of Corporate Services and consists of six staff. 
2.3
The work of the present Head of Communications is focused on design issues rather than communication in the round. It is felt that it would be beneficial to create a new full-time post to lead on all the Authority’s internal and external communications. The post would lead on the development of a revised Communications Strategy and its delivery. He or she would attend meetings of the Management Team and report to the Chief Executive. A number of job titles have been considered and, given the strategic importance of the post, that of Communications Manager is recommended.
3
Applications Support Officer

3.1
The Broads Authority benefitted from an £800,000 capital investment as part of the government’s IEG (Implementing Electronic Government) programme. This investment has provided the Authority with a number of new systems (for example - document management; finance; HR; website; GIS and Tolls). In addition as part of the process to bring planning in house an electronic planning system has been purchased and implemented.

3.2
These systems require daily administration and support and the effort taken in doing this means there is currently insufficient IT resource available to progress the development of projects identified as a priority. These include an asset management system; a contact management solution; extending document management to the whole of the organisation and the provision of email and extranet to staff and members. Good progress has been made collecting data on the Authority’s assets and it now needs a computer database to pull it all together. This project has been identified as a priority by the Audit Commission but it needs a dedicated resource to make the progress which is required.
3.3
In the last four years the number of PCs and servers has increased by 38%, and in the last 6 months alone email spam has risen by 40% putting even further demands on the IT section. 

3.4
There is a requirement for the new post of Application Support Officer to alleviate the pressure on the IT section. The post holder would be responsible for supporting and maintaining applications as opposed to desktop PCs, servers and the local and wide area network. Provision of a dedicated applications support role would help to ensure best use of systems by users whilst freeing other staff to further develop the IT capability of the Authority.
4
Human Resources Support
4.1
Officers have identified the need for some specialist, external personnel advice to address a number of difficult HR issues, some of which are recent and some longstanding.

4.2
Although the Authority employs its own small, in-house HR team, two members of the team are currently on maternity leave. Consequently the team is at full stretch in dealing with day to day operational matters, and does not at present have the capacity to give the detailed attention to these matters which is required.

4.3
The issues relate to particular groups of staff and include harmonisation and modernisation of conditions of employment, particularly in respect of the new Dockyard team, change management, working practices, team working, customer service and, in some cases, cultural differences. They are not easy to resolve quickly and are likely to involve a mixture of firm decision making and careful and patient negotiations, both with the staff and their trade union representatives.

4.4
Experience is required in addressing these matters, and the Authority has therefore approached Mr Brian Pickthall, who is a self employed consultant based in Surrey with a lengthy career history of senior HR posts, primarily but not exclusively in the private sector. He has particular experience in change management and modernisation issues, and in dealing with multiple groups of trade unions.

4.5
Mr Pickthall visited the Authority’s offices on 27 August and met the Chief Executive, Director of Corporate Services, Head of Human Resources and senior managers of the group of staff involved. The purpose of this visit was to provide Mr Pickthall with an overview of the various issues, and enable him to put together a costed proposal.

4.6
The proposal was received by the Authority on 11 September.  The details are shown in the Table below.
	Item/Cost
	Component 

         £
	Total Cost

      £

	Project 1

Development and implementation (including negotiations with employees and trades unions as necessary) of ‘strategic pathway’ solution involving revised contractual terms in respect of the recently transferred dredging operations team
	£5,000.00
	£5000.00

	Project 2 
 Development and implementation (including negotiations with employees and trade unions as necessary)  of a ‘fresh start’ programme of integration and modernisation solution including changes to contracts, working practices and improving ‘engagement’ of the Navigation Ranger group.
Project 3 – Retained HR advice and solutioning as required by the Authority representing a guarantee of availability remotely or in person with the authority.  Between November 2008 and March 2009 and based upon a notional 2 day per month time allocation and  ‘call upon’ availability.  Extension beyond this limit would be subject to mutual agreement at an agreed additional cost.
	£5000.00

£3,500.00


	£10000.00

£13,500.00

	VAT charged @ 17.5%
	
	  2,362.50

	Total Cost
	£13,500.00
	£15,862.50


5
Planning for Strategic Disposal Sites of Dredged Material
5.1
In the Broads Plan 2004 there was a recommendation that “the Authority continue working towards Dredging Disposal Strategy”. There were five recommendations of which one was “identify volumes of silt requiring disposal to land sites versus reuse, e.g. in flood bank strengthening, in order to produce a phased plan for a network of disposal sites”. The Sediment Management Strategy has delivered all the other elements other than this element which has been identified as a priority action within the Authority’s Sediment Management Strategy Action Plan.

5.2
Recent work looking at a number of sites has demonstrated the difficulties of dealing with this issue at a local level without the benefit of a strategic framework. Since acquiring the Dockyard operation we are achieving an accelerated programme but current resources are fully committed in keeping up with this increased output. We have identified that Phase 1 of a project to scope strategic disposal sites could be undertaken by consultants  as a desk based study estimated at a cost of approximately £10-15,000. A second phase to review a short list of possible sites, undertake site investigations and negotiations with landowners and seek the required consents would also be necessary to follow up on the initial work.
6
Financial Implications
6.1
Job descriptions for the two posts will need to be evaluated but it is estimated that the approximate salaries for the two posts will be in the order of £75,000. The cost of the HR work is £13,500 and an estimate of the cost of the Phase--1 Dredging Sites Project is £15,000. Currently the General Account has healthy reserves, planning fees are estimated to rise in response to changes by the government and there is the potential of a substantial one off sizeable contribution from Planning Delivery Grant. Given that background it is recommended that the Authority invest in these four areas of its work.
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