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	Introduction

	· Alongside the Organisational Improvement Programme and the Council Plan, the Workforce Strategy sets out the work we will do to ensure we have the right people in the right place with the right skills to deliver great services and continue to improve for the benefit of the people of Allerdale.

· This is more important now than in recent years, as we face significant financial challenges. We also have more freedom to determine our future improvement focus at a local level as national performance frameworks and inspection regimes are replaced with self and peer regulation.

· This Strategy sets out the key challenges we face and our commitments to address those challenges over the coming three years. This work will be done with staff, members and with our partners.

· The success of the Strategy involves us all taking a hard look at the skills, systems and approaches so we have the best equipped, motivated and skilled workforce to do our work. 



	Why a workforce strategy?

	Change has become the agenda for all public services, including local authorities. Driven by a strong desire to do more for our communities in times of reduced funding, we have to look at a range of new approaches. This means that our employees will face new and different challenges in a range of new roles. To be an efficient and effective council we need to ensure that we have a performance-focused workforce with relevant skills, new ways of working, embracing flexibility and appropriate attitudes and behaviours. 

A workforce strategy is about achieving the skilled, motivated, flexible and diverse workforce that Allerdale residents need to deliver value for money services that make a difference to the communities we serve. This means, in part, setting out to predict future workforce demands so we have the right staff with the right skills available at the right time in order to achieve the Council’s objectives.

In the past we were relatively well-resourced, that led to us having capacity to do the things that were important to us and felt right for the Council and the community. Our ambitions for our communities were often rooted in protecting our rural beauty or driving regeneration: addressing the legacy issues from the areas industrial past, wanting to provide work. Focused on our localities, we said “yes” whenever we could to our customers and workforce. 

As a council we were cash rich and our accountability to the outside world was often in the form of targets. The services we delivered were sound in many areas and whilst we developed some exciting initiatives, maybe we were less challenging and performance-driven than we might have been. We got on with what we were doing, often working informally, not always taking on rigorous and professional business practices and approaches to make us as efficient and effective as we might be.



	Our present
We are in a transitional period. We have new management and a new focus for our work (the Council Plan). Money is tight and we are entering an era of austerity that will be with us for years. Our communities need us to focus on value for money services, without frills, that make Allerdale a better place to live.

The target-driven, inspection culture of the past is beginning to disappear. We are no longer driven so much by externally imposed regimes. We have less money, but more freedom to determine our services and service levels.

Internally, we are becoming more organised, focussed and more professional; but we need to go further on this journey. To achieve more with less resource requires us to take a positive, common sense approach to planning and managing the changes. It is not a comfortable time and there will be anxieties for staff. 


	Our future

To meet the challenges upon us, we will have a smaller workforce, delivering fewer services that people value and where we are best placed to do ourselves. The workforce will need to be more flexible, focused, skilled and supported. We will determine our top priorities and work in ways that ensure we are knowingly planning and using our resources to deliver those priorities. Our approach will be increasing project-based and project-managed. 

There will be things that we will stop doing. There will be more that we will do through and with others: partners and communities. We will all be more accountable for the part we play and the resources we spend. Over time, we will build a new culture of challenge, change, innovation, speed of response and rigorous management; this will become the new ‘norm’. 



	The big challenge

Perhaps the biggest single challenge facing the organisation and delivery of the Council Plan over the new few years is our financial sustainability. Over the coming years we have significant savings to make, which require us to be working on several fronts simultaneously:
· Achieving the savings within each year’s set budget

· Identifying and delivering ongoing service level changes or reductions and associated savings 

· Putting in place service transformation and system change to develop new ways of working to realise even more savings in subsequent years.

So, what are we asking of our people? People are stepping into the spaces that are left by changing structures and reducing posts; they are asked to broaden the spectrum of their roles to respond to changing demands and arrangements. We are asking our staff to do new and different things; to be even more flexible and creative and to take on new challenges. And staff have been rising to the challenge. It is not only in times of floods and disasters that our people go beyond traditional roles and responsibilities. 

We will need different roles, skills and experience. We will need the ability to:

	1. Be absolutely clear, active and resolute in pursuing our priorities

2. Employ rigorous processes to manage and control our activity
	3. Build the knowledge, skills and confidence to act

4. Be accountable for the results we achieve



	We will be more flexible and 'fleet of foot' with our staffing resources. This means not only getting the right staff employed on the right projects, but supporting them to develop the skills and competences to continue to do the best job for the people of Allerdale, as change continues. We cannot yet know the full implications on council staffing of some of the new context and agendas such as locality working.



	Strategic workforce priorities

	These five strategic priorities for workforce development were identified through work done nationally on the changing face of the local government workforce. They fit well for us in Allerdale and it makes sense for us to use these headings to shape our thinking around.

Within these five strategic areas, this strategy will set out the priority areas, current issues and headline targets for action.
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	Priority areas
	Issues
	Actions

	Organisational development
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	The Allerdale Borough Council of the future is likely to look different from that of the past. 

This will be driven by us having a clear vision of what our services will look like in the future, and the structures, working arrangements and policies that will enable us to deliver them. 


	1. Shape the structures and roles for a flexible and diverse workforce to drive transformation


	· Pursue a workforce profile reflective of the community it serves

· Actively develop more flexible resourcing


	
	
	2. Develop fit for purpose employment arrangements and HR policies and procedures


	· Review the HR policy framework to be fit for purpose 
· Review Service Manager generic role to clarify expectations



	
	
	3. Improve our workforce information to support better strategic workforce planning

	· Complete comprehensive workforce information capture


	Leadership development
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	Building visionary, ambitious and effective leadership to make the best use of political and managerial roles, in a partnership context


	4. Develop the service, strategic and political leadership the Council will need 


	· Complete the Leadership and Management Programme

· Develop a management competency framework
· Agree and implement a Member development programme



	
	
	5. Develop leadership accountability routes and processes to support delivery
	· Develop a prioritisation and accountability approach based on strong project management around a renewed Organisational Improvement Programme



	
	
	6. Strengthen leadership collaboration to ensure strong teamwork
	· Agree terms of reference and work programmes for strategic management team and service managers team

· Implement team working skills development


	Skills development
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	With partners, developing employees’ skills and knowledge, in an innovative, high performance, multi-agency context


	7. Develop a skills development plan to address current priority and anticipated skills gaps
	· Complete a qualifications and skills audit 
· Improve learning and development record-keeping

· Develop a learning programme to meet key workforce skills needs


	
	· 
	8. Develop partnerships and approaches to learning that meet needs in the most cost effective way


	· Develop and roll-out e-learning Explore low-cost learning opportunities with partners

	Recruitment and retention
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	With partners, taking action to recruit and retain the right workforce; address skills shortages; develop talent and address diversity issues


	9. Have effective action and approaches to recruit and retain the right workforce
	· Develop policy and protocol for temporary resourcing 
· Work with partners to better share skills and capacity



	
	
	10. Identify, develop and motivate talent and address diversity issues
	· Develop a talent management programme 
· Continue to action agreed equality plan

	Pay and rewards
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	Implementing effective approaches to reward the workforce while controlling employment costs; enabling new ways of working


	11. Review pay and reward, exploring the best way to reward staff in a cost-effective way, whilst seeking to deliver reductions on the total reward bill
	· Review current pay and reward mechanisms 
· Explore linking pay progression with contribution 
· Work with partners to develop a Total Rewards package
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