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PERTH AND KINROSS COUNCIL

Strategic Policy and Resources Committee — 15 June 2016
Scrutiny Committee — 15 June 2016

GOVERNANCE AND SUPPORT OF THE COUNCIL’S TRANSFORMATION
PROGRAMME

Report by Depute Chief Executive, Environment
(Sustainability, Strategic and Entrepreneurial Development)

This report proposes a new governance arrangement to meet the evolving
requirements of the Council’'s Transformation Programme (2015-2020).

This model will deliver oversight of the Programme, ensuring that the Programme and
individual projects are managed in a consistent, transparent and robust manner
resulting in optimal outcomes and benefits.

1. BACKGROUND/MAIN ISSUES
Introduction

1.1  The Council’s “Building Ambition” Transformation 2015-2020 Strategy
highlights the need for good governance to be at the heart of our
transformation programme. It states that good governance needs to allow
our people the freedom and confidence to be innovative and creative in the
pursuit of successful transformation. We also need to ensure that our
governance arrangements are sufficiently robust to give assurance to senior
management and Elected Members that progress is being made with the
Transformation Programme, and that issues are raised and resolved as
early as possible, at the appropriate level.

1.2  The Transformation 2015-2020 Programme is underway with an evolving
series of reviews:

e Phase 1 reviews (those initiated in 2015/16) have moved through from
initial approval of outline business case (OBC), to scoping and full
business case (BC) preparation.

e Phase 2 reviews (those initiating in 2016/17) were considered by the
Strategic Policy and Resources Committee on 10th February, with 9
reviews being approved to proceed.

e Phase 3 submissions will be considered in early 2017.

e There is emerging activity with collaborative transformation projects, in
partnership with Angus and Dundee City Councils, and this was reported
to the Strategic Policy and Resources Committee on 20 April 2016
(report number: 16/187).


http://www.pkc.gov.uk/CHttpHandler.ashx?id=35745&p=0

1.3

1.4

1.5

1.6

1.7

With the substantial resource investment in Transformation, the evolving
Transformation Programme, the review of Corporate Governance currently
underway, and the recommendations from the Audit Commission regarding
the need for strong governance during this period of reform, the current
governance arrangements for Transformation have been reviewed.

There is an opportunity for the Transformation Programme to learn from the
success of the work which has gone before in terms of the implementation
of sound project management governance across the organisation. In
particular, Capital Programming uses a tailored project management
approach to maximise the potential for success through standardisation of
methodologies, particularly in areas of project and programme
documentation; authorising and reporting lines; exception reporting; risk
management; issue logging; and financial scrutiny. The approach taken in
this report has incorporated lessons learned from development of the
Council’'s Capital Programme activity.

Current Arrangements

The Transformation Programme is currently managed using well-
established arrangements with senior management teams sitting as
Programme Transformation Boards for the projects within their respective
Service remits. The Executive Officer Team (EOT) acts as the Corporate
Transformation Programme Board to promote cultural change and direct,
support, challenge and scrutinise Senior Management Team (SMT)
Transformation Boards. The EOT ensures reviews and projects achieve
their objectives and the Council achieves its outcomes, with update reports
from project boards and related groups being considered on an eight-
weekly basis.

Progress updates are provided to the Modernising Governance Member
Officer Working Group (MOWG) at each of its meetings. The MOWG
provides challenge and scrutiny for the Transformation programme and
makes recommendations accordingly. Reports are submitted to the
Strategic Policy & Resources (SP&R) Committee where there are requests
for funding, and to provide progress updates on spend and savings targets.
A report is submitted to full Council on an annual basis.

The progress updates are provided largely by way of a report taken from
the Verto project management system, (see Appendix 1 for an extract from
the system). Ongoing management of the Transformation Programme has
been led through a cross service Transformation Team. The team was set
up as a transformation ‘start up’ group chaired by the Head of Strategic
Commissioning and Organisational Development and consisting of senior
manager participants from Finance, Organisational Development, Human
Resources, Communications, Legal & Governance and ICT.
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(b)

2.1.2

2.1.3

PROPOSALS
Proposed Structure

Programme Governance Model

The Programme governance model is based on the widely used Prince2
structured model and methodology of programme and project management,
reporting and escalation. The proposed governance model is represented in
chart form within Appendix 2a of this report. The key features are:

e SMTs as Boards for Service based projects (continuing as per current
arrangements)

e The continuation of an ICT Board as a corporate Board for technological
Transformation projects; the creation of the Board was agreed by EOT
in November 2015

e The current Transformation Team will become the Board for corporate
projects unattached to other Boards, (e.g. Reviews of Support Services,
Finance, Performance Management, Sponsorship of Council Assets) —
see section 2.3 for more details

e The Corporate Board will also act as a Board for Cluster reviews on a
rota basis; this is detailed further in section 2.3

e With the establishment of the Integration Joint Board for Health and
Social Care (IJB) acting as a strategic partner with the Council, its Chief
Officers Group will act as a Transformation Board for joint Health and
Social Care Transformation projects and reviews that come under the
IJB’s remit

e Formal reporting arrangements to Elected Members remain unchanged
with updates and reports being provided, as identified in 1.6 above.

Project Level Governance Model

Similarly to the Programme governance, the Project governance is based
on a structured model of project management, reporting and escalation, and
is laid out in chart form within Appendix 2b of this report. This consists of a
Project Board incorporating the Executive Sponsor and Senior Responsible
Owner (SRO) for the project. This reflects the arrangements articulated in
the Outline Business Cases and Scoping reports for Transformation
Reviews.

The responsibilities for all concerned are described in detail within Appendix
3 of this report. The key issues are:

e At the most senior level there is an Executive Sponsor, who takes
corporate responsibility for the project and would normally be a Depute
Chief Executive, or the Director of the Service in which the project sits.

e Each project has a Senior Responsible Owner (SRO) and a Project
Manager.
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e The Project Support team has responsibility for providing specialist
advice for subject matters such as finance and other technical aspects.
The depth of detailed involvement from support functions such as
finance will depend on the level of complexity and risk with the project.

e The extended project team members are responsible for work activities
appropriate to their role and area of expertise, under the direct
leadership of the Project Manager. The project team may extend beyond
the confines of the service in which the project sits, including other parts
of the Council, and may also extend outwith the Council to Community
partners for example.

It is essential that each project employs and adheres to a consistent model
of governance to ensure constancy in working practice, and fulfilment of
respective responsibilities and tasks, in order to achieve the objectives of
the projects.

In addition to the formal governance process, there are a range of groups
and individuals that serve as enablers for the promotion of the
transformation agenda and achievement of transformational outcomes.
These are detailed in section 2.5 and Appendix 4.

Roles and Responsibilities

At all levels there should be clarity, agreement, ownership and transparency
of the roles and responsibilities required to implement the Transformation
Programme, across the full scope and all levels of the governance
framework and the project management structure. The full range of roles
and responsibilities of all parties directly involved in delivery of the
Transformation Programme is set out in Appendix 3 to this report.

Corporate Project Board

The roles and responsibilities of the original Transformation team have
been adapted to fit with the proposed governance model. It is proposed that
this group now takes on the role of a Corporate Project Board, sitting within
the governance structure alongside Service SMT Project Boards and
reporting to the EOT. The proposed responsibilities of this Board are:

(1) It will sit as the Corporate Project Board, with responsibility to
oversee the Transformation projects that do not have a natural fit in
terms of oversight at specific Service SMT Project Board level

(i) Many transformation projects have the potential to cross cut
each other, creating mutual dependencies and a risk of conflict in
actions and/or outcomes. It is proposed that projects are grouped
into clusters (as set out in Appendix 5) so that they can be
considered together in broad themes by the Corporate Project Board.
It is proposed therefore that on a rota basis this Board considers
projects in clusters of grouped themes.
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(i)  The Corporate Project Board will also fulfil a corporate enabling
approach across transformation projects in overseeing the
organisational elements of transformation, for activities such as
Organisational Development, Communications, Finance, Legal,
Strategic Planning & Improvement, and Human Resources, in order
to ensure full support is provided across all projects.

Governance Reporting Themes
It is proposed that Transformation Governance arrangements are
standardised at programme and project level to ensure that the following

key themes are closely scrutinised:

Financial stewardship

Transformation funding approvals

Spend to date on transformation funding
Savings targets

Projected and actual realisation of savings

Financial monitoring will be part of each project on a routine basis, to
provide appropriate support and scrutiny at Project Board level, similar to
that given to business-as-usual financial performance monitoring within
services. Monthly financial performance monitoring across the
Transformation Programme is taking place, which will help inform EOT and
Elected Members on financial progress across the Programme.

Milestones and progress to date

This is already a feature of Transformation performance monitoring,
reported to senior managers and Elected Members, through the Verto
system, and will be continued, with progress tracked through a Red, Amber,
Green (RAG) Status report.

The Verto system has the technical capacity to detail and support the
management of project risks which is not currently included in the
management reports on transformation.

Embedding risk management at the core of transformation governance will
help to promote a risk positive ethos and reinforce the need for risk
management to be treated as a “business as usual topic” within services.

Enabling and Supporting Transformation

It is recognised that one of the major causes of projects and programmes to
not fully realise their projected outcomes is a lack of buy-in and
engagement from staff, from any level within the organisation. It is proposed
therefore that a joined up approach to programme support in its widest
context is approved, in order to help enhance staff engagement and identify
and remove any blockages.



2.5.2 Support for projects is multi-faceted but can be split into two main areas:

Support for the changing organisation: this is to ensure the cultural
readiness of the organisation, addressing the enabling elements
necessary for success and the capability of staff to adopt new ways of
working. It is recognised that when systems, processes, procedures,
protocols and services change, the largest single element to secure
success is in enabling the workforce to deliver the ‘new way of doing
things’. This is being addressed through the Councils’ ‘Learn Innovate
Grow’ philosophy.

Support for project and programme delivery including: the technical
support to solve issues; financial support covering budget, spend to date
and savings realisation; human resources support in terms of the
personnel needed to deliver the projects and programme; organisational
development support in terms of ensuring the skills are in place that are
necessary to deliver the project and programme.

2.5.3 There are a range of Programme and project support roles, and these are
identified in Appendix 4. Oversight of enabling and support activities will be
undertaken by the Corporate Project Board/Transformation Team, as
detailed in section 2.3 of the report.
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3.1

3.2

Two further support features have been included in the arrangements:

(@)

(b)

The Depute Chief Executive (Sustainability, Strategic and
Entrepreneurial Development) is meeting monthly with each Service
Director and the Head of Strategic Commissioning and
Organisational Development, to discuss progress, issues and
challenges with Service reviews.

The recently appointed Transformation Manager has programmed to
attend each SMT Transformation Board, and also meet with Project
Managers as part of the reporting and monitoring cycle. These
meetings should provide a forum to raise issues and identify the need
for further support.

CONCLUSIONS AND RECOMMENDATIONS

The Transformation Programme is well underway and is making good
progress.

It is recognised that with such a large and complex programme, sound
governance is key. Governance is achieved by providing a fit for purpose,
enabling structure which results in decisions being taken that secure the best
chance of success and maximise benefits.



3.3.  The programme requires a robust but flexible approach to governance, with a
common understanding, and appropriate decisions being made by the right
people at the right level within the organisation, at the right time, to ensure
success.

3.4  The Strategic Policy and Resources Committee and Scrutiny Committee are
asked to:

@) Note the governance proposals for the Transformation Programme and
supporting roles and responsibilities as detailed in this report.

(b)  Agree to a review of these governance arrangements after 6 months,
to assess their fitness for purpose.

Author(s)
Name Designation Contact Details
Chris Jolly Team Leader CSJolly@pkc.gov.uk
(Strategic Planning Improvement Tel: 01738 475265
and Risk)
Steve Homer Transformation Manager SHomer@pkc.gov.uk
Tel: 01738 475606
Approved
Name Designation Date
Jim Valentine Depute Chief Executive, 2 June 2016

Environment
(Sustainability, Strategic &
Entrepreneurial Development)

If you or someone you know would like a copy of this
document in another language or format, (on occasion, only
a summary of the document will be provided in translation),

this can be arranged by contacting the
Customer Service Centre on 01738 475000.

You can also send us a text message on 07824 498145,

All Council Services can offer a telephone translation facility.
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ANNEX

1. IMPLICATIONS, ASSESSMENTS, CONSULTATION AND
COMMUNICATION
Strategic Implications Yes / None
Community Plan / Single Outcome Agreement Yes
Corporate Plan Yes
Resource Implications
Financial Yes
Workforce None
Asset Management (land, property, IST) None
Assessments
Equality Impact Assessment None
Strategic Environmental Assessment No
Sustainability (community, economic, environmental) No
Legal and Governance Yes
Risk Yes
Consultation
Internal Yes
External None
Communication
Communications Plan None
1. Strategic Implications

Community Plan / Single Outcome Agreement

1.1  The award of contracts to facilitate approved expenditure contributes to the
delivery of the Perth and Kinross Community Plan / Single Outcome
Agreement in terms of the following priorities:

0] Giving every child the best start in life

(i) Developing educated, responsible and informed citizens

(i)  Promoting a prosperous, inclusive and sustainable economy
(iv)  Supporting people to lead independent, healthy and active lives
(v) Creating a safe and sustainable place for future generations

Corporate Plan

1.2  The awarding of contracts to facilitate approved expenditure contributes to the
achievement of the Council's Corporate Plan Priorities:

0] Giving every child the best start in life;

(i) Developing educated, responsible and informed citizens;

(i)  Promoting a prosperous, inclusive and sustainable economy;

(iv)  Supporting people to lead independent, healthy and active lives; and
(v) Creating a safe and sustainable place for future generations.
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3.1

3.2

3.3

3.4

3.5

3.6

Resource Implications

Financial

There are no financial implications arising from this report.
Assessments

Equality Impact Assessment

Under the Equality Act 2010, the Council is required to eliminate
discrimination, advance equality of opportunity, and foster good relations
between equality groups. Carrying out Equality Impact Assessments for plans
and policies allows the Council to demonstrate that it is meeting these duties.

The information contained within this report has been considered under the
Corporate Equalities Impact Assessment process (EglA) and has been
assessed as not relevant for the purposes of EqlA.

Strategic Environmental Assessment

The Environmental Assessment (Scotland) Act 2005 places a duty on the
Council to identify and assess the environmental consequences of its
proposals.

The information contained within this report has been considered under the
Act. However, no action is required as the Act does not apply to the matters
presented in this report.

Sustainability

Under the provisions of the Local Government in Scotland Act 2003 the
Council has to discharge its duties in a way which contributes to the
achievement of sustainable development. In terms of the Climate Change Act,
the Council has a general duty to demonstrate its commitment to sustainability
and the community, environmental and economic impacts of its actions.

The information contained within this report has been considered under the
Act. However, no action is required as the Act does not apply to the matters
presented in this report.



4.1

4.2

5.1

Consultation
Internal

The following officers were consulted in the preparation of this report — Head
of Finance, Chief Accountant, Finance and Resource Manager (TES), Head
of Legal and Governance, Corporate Human Resources Manager, Enterprise
and Engagement Manager, Head of Finance and Support Services (HCC),
Capital Programme Manager, Corporate Communications Manager and
Employee Innovation and Engagement Manager. The governance model was
also subject to consultation at the Corporate Management Group, and
approved by the Executive Officer Team.

The Chief Finance Officer for the Integration Joint Board was also consulted
in the preparation of this report.

Communication

The paper has been discussed and tabled at Service Transformation Boards,
on an informal basis.

BACKGROUND PAPERS
No background papers, as defined by Section 50D of the Local Government

(Scotland) Act 1973 (other than any containing confidential or exempt
information) were relied on to a material extent in preparing the above report.

APPENDICES

e Appendix 1 — Extract from Verto

e Appendix 2a — Transformation Governance Structure
e Appendix 2b — Project Level Governance Structure

e Appendix 3 — Transformation Programme Roles

e Appendix 4 — Additional Support for Transformation

e Appendix 5 — Transformation Projects by Cluster
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