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Make local focal to devolution

Mark Hawthorne urges central government to tap into the ‘energy and enthusiasm’ of local government if devolution proposals are to succeed

evolution is one of those

words that we in local

government have a habit

of latching onto as the
game changing concept that is
going to revolutionise the world
as we know it. Like the latest
fashion fad, it's the must have of
the season - only like all fashion
fads, there's an eerie sense we've
been here before.

And that's my problem with the
current devolution narrative, the
sense of revolutionary fervour,
the desire to tear everything up
and build anew, sort of misses
the point that we've arrived here
not because of some innovative
new thinking from central
Government but the fact that local
government itself has evolved so
much over the last five years.

It wasn't that long ago that
Total Place was the buzz word of
the moment, or when everyone
was talking about becoming
‘commissioning” councils. The
fact is that local government is
not the stale, never changing,
beast that so many in Whitehall
think it is. It's instead a
constantly evolving ecosystem,
ever-changing to meet the new
demands it's facing, against a

.

backdrop of ever tighter public
finances.

And it's through that backdrop
| project myself forward over
the next 12 months. Local
government needs to go back
to its core argument, that we
are best placed to deliver real
change, based on services
built around individuals and
communities - not governmental
silos and institutions.

From our vantage point we
can see where the system fails
to mesh together, and through
numerous pilots like Total Place

and Troubled Families we have

proven

can

outco
We

how better
be achieved.

Mark Hawthorne is leader of
Gloucestershire CC

mes
have

evolved to be more than just civic
leaders, and have emerged as
leaders of whole place.

Indeed if you look at the
devolution  documents  being
put forward by councils up and
down the country, what you see
are common themes around
education and skills, health and
social care, economy and growth.
These are not coincidences;
they are a result of councils who
know what change is required
to improve outcomes for their
residents - and know what local
solutions are needed to deliver

that lasting change.

And yet a cursory glance at the
devolution deals announced at
the last Budget would show a cut
and paste affair which suggests
that participants ordered their
devo deals on the treasury
equivalent of a McDonald’s
Menu screen - and not through a
process of genuine discussion on
what's best for their place.

What's missing from these is
the energy and enthusiasm that
emerged across local government
when the devolution debate
started. That sense of councils
taking the next evolutionary steps
on their journey to deliver better
outcomes for their residents.
The desire to work together with
other public sector partners, both
local and national, to take on the
big challenges facing the public
sector today.

And so as | look forward to the
next 12 months, my hope is that
local government rediscovers
its evolutionary voice and that
instead of pursuing the mantra
of ‘what can national government
do for us’, instead return to
its core strength of ‘what can
we do together to improve our
communites’.
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would be very surprised if there

is a bigger or more frequently

discussed challenge in public

service than the integration of
health and social care. And yet
until quite recently, the balance
was very heavily skewed towards
talking with precious little actual
integration to speak of save a few
small local pilots. This is going to
have to change. There are reasons
for optimism that it can.

The advent of devolution may be
one of the catalysts for unlocking
reform. For the first time in the
careers of most, council chief
executives are now working
across their boundaries, often
using models of decentralised
leadership and cooperation to
forge newly devolved service
and funding models in ways that
would have seemed impossible
just a few years ago. This is not
just an activity for officers but for
members too. The practice of
distributed political leadership,
one of the lesser known features
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Integration nation

Mike Emmerich looks at the important role of distributed leadership in tackling the challenge of health and social care

of the Greater Manchester model
is finding favour in other areas too
as a way of developing common
solutions to shared problems,
creating new and powerful
alliances, overcoming traditional
enmities in the process.

It is a small leap from this into
using the same models of working
across health and local government
leadership teams. The idea is a
simple one: that the leadership
roles are divided by portfolios or
themes; leaders take responsibility
for developing and implementing
proposals in different areas once
agreed by all parties; and, as a
result, each council and NHS
organisation has some skin in the
game of all the others. By definition
it forces each of the parties to own
the problems and constraints of
the whole. It isn't easy. It requires
confident politicians and  Trust
Boards, public service leaders with
vision and commitment along with
a good deal of time and effort.

It isn't just that there is an

opportunity. There is a financial
need too. For the first time ever,
integrating health and social care
looks to be both necessary and the
line of least resistance. There has
never before been a need great
enough to make the pain involved
worthwhile. The usual approaches:
spot purchasing care and sweating
the NHS asset are not open in the
way they once were. Care budgets
are tighter than anyone has ever
known them with the NHS in
record deficit.

Mike Emmerich is founding
director, metrodynamics.co.uk

All across the country NHS
and local government leaders
are looking at how to maximise
the effectiveness of spending.
Unsurprising then that integrating
health and social care features
heavily in  Sustainability and
Transformation Plans (STPs), is on
the shopping list of areas looking
at devolution, and for most council
finance directors is the Christmas
present they dream of as they
contemplate the next round of
council cuts. But without fresh
thinking we’ll end up going round
the same loop again.

So distributed leadership looks
like an approach that could work
and the need is there to make
it worth the effort of trying. But
integration is not going to be
easy. Viewed too simplistically
integration requires that councils
or trusts give up their legal duties
to one another whilst retaining
legal duties and risk. This is clearly
difficult territory for any accounting
officer. But distributed leadership

is a means both by which such
issues can be aired and for
organisational boundaries to be
renegotiated in more subtle and
sophisticated ways. It is a way for
councils and NHS organisations
to identify quick wins as well as
planning longer term change.

Centrally driven programmes
of change haven't delivered
what's required. What's needed
is practical action on the ground.
And | think the conditions
precedent are coming into place.
Local government devolution, the
advent of STPs and the rather
more devolutionary NHS Five
Year Forward Review alongside
a profound and ongoing budget
crisis all make change possible
and necessary.

But from what I've seen in
the places across the country
where we've worked in this way,
distributed leadership holds real
promise for catalysing the change
we so very much need to see in
practice.
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Let’'s keep the wheels turning

Karen Camilleri provides a transport recruiter’s perspective on
the impact of devolution

ncreasingly in our
engagement with
clients we are receiving
a wealth of enquiries
that are centred around
exploring how public sector
bodies are going to work
through their new devolved
responsibilities.

A key challenge we know
they face is one of capability
and readiness. Having not
focused on the delivery of
transport services for some
time means a distinct lack
of skills and gaps in this
area. Another area of focus
and one that needs to be
done right is stakeholder
engagement. This is crucial
to secure vital funding and
revenue  streams  from
Government and  other
streams and schemes for
example in conjunction with
local commercial operators,
but also with the passengers
and users of the service.

Do public sector bodies
have enough senior leaders
with the strategic skills
to inspire and lead their
workforce to come up with
new ways of working that
will engage with their local
communities at one level
and yet bring in a serious

and sustainable revenue
streams at another level? Is
partnership working across
geographical boundaries
being encouraged and best
practise shared or is this
bring done in competition
and in silo?

There are many ways this
can be addressed: coaching
and mentoring can be of
great value to upwardly
promote and bolster existing
teams. There has to be a
balance between constantly
reaching for outside hires
and investing in existing
staff.

A common trend that we
are seeing is the use of
very senior players from the
industry who have operated
in the commercial transport

Karen Camilleri is sector lead,
transport and infrastructure,
executive interim, Penna

sector being utilised on a
call off contract to support
and road test the strategy
around  devolution  and
forge relationships with the
deliverers of the service.

This resource is being
used sparingly and with a
view to developing capacity
internally  within  these
public service organisations,
to boost confidence and to
ensure the thinking around
strategy is robust. These
contracted hires are short
term and often part time. At
the same time right at the
other end of the spectrum
we have to ensure we have a
pipeline of new entrants into
the transport market via the
apprenticeship route.

This is a real opportunity
for local government and
the wider public sector to
provide these opportunities
in transport to a wider
audience from more diverse
backgrounds, not  just
traditional ones, and create
a more balanced workforce
gleaned from all sorts of
backgrounds. To achieve
all this they need strong
leadership and direction and
to start making that happen
they need to invest now.
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s | was reflecting

on the  highly
successful and
thought  provoking

seminar held by the PPMA,
one of the themes that
struck me was the extent
to which we recognise our
workforce as a collection
of very different individuals,
each with their own needs
and wants, driven by their
particular circumstances and
motivations.

Whether it is in terms of

Making individuals feel valued is a major part of keeping our workforce engaged, says Martin Rayson

contract arrangements,
the way we reward or the
ways that we engage and
communicate, we need to
show greater flexibility, to
tap into the individuality of
our people. And expectations
that we will show flexibility
if we want to attract, keep,
and motivate our talent
are growing. Someone at
the seminar told me of an
employee who wanted their
working life to consist of stints
of working of around three

years and then a year away
from work, travelling. When
you think about it, this is not

Martin Rayson is director of
HR and 0D, The Nursing and
Midwifery Council

an unreasonable response
when faced with the possibility
of having to work much longer
than previous generations.

To be able to offer greater
flexibility though, we need
a level of insight into our
staff that we do not currently

have. Lucy Adams said
many  insightful things,
but none more so than

that those businesses who
apply the same techniques
for  understanding  their
customers to understanding
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their staff enabling them to
inspire loyalty,. This means
a complete departure from
some of our traditional
methods of getting a view of
our workforces as individuals
and almost certainly will mean
abandoning the ‘one annual
survey'. We need to find ways
to better understand our
people as individuals and then
be able to differentiate our
employment offer to reflect
what they want from work.
There are, of course,

practicalies in meeting
everyone's needs, but perhaps
it is about making everyone
feel valued as an individual.
There are also idiosyncracies
and | was amused by Lucy's
story of the person who said
she could not possibly relocate
to the North because she was
a vegetarian. Her individual
package might need to include
a briefing on the fact that
they grow vegetables north of
Watford and there are even one
or two vegetarian restaurants!

Hard facts and HR

Yvonne Skingle and Tom Baker say customer
and staff information needs to be more
closely aligned in an era where data is more

important than ever

pen data, data
sharing, use  of
data for smarter
outcome based

commissioning are part of
the rhetoric and debate that
surround the future of local
public service.

A
Yvonne Skingle is Directér :
at Penna Executive Search

and PPMA National Policy
Lead

Knowing what communities
want from the public sector
and understanding more

about our service outcomes
and workforce have to be top
priority as we move towards
the adoption of new models of
public service delivery.

Tom Baker is Business
Development Director -
Smart and Healthier Cities at
BT Global Services

It is the view of many that
public sector HR hasn't had
the greatest of track records
of being the "top of the league’
for using data for decision
making. HR needs to build

understanding  about  the
increasing role that data, its
use and application will have
in shaping our workforce and

their skills.

There is an acceptance that
there is a need for a stronger
focus on evidence based
commissioning  but  what
could this mean in terms of
the public sector workforce?
Our need to be certain in
the decisions we make has
never been more acute, either

in terms of organisational
models or the delivery of
integrated care.

Recently =~ we  debated
the linkage between
data, information and the

workforce, talking about data
and its use, how we share it
within the public sector and
beyond and what this could

mean for the shape of things
to come.

When there is a focus on
cost, evidence is key and
understanding outcomes is
imperative. In a sector like
ours where people are our
primary cost is now the time
for HR to embrace the data
revolution?
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