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Good morning and thank you for the invitation to speak and to share a Chief executives perspective on how we in Haringey are responding to the current financial situation.  Secondly my apologies for having to leave just after I finish but I am afraid I have to get back to the office for a series of meetings.  

We are as they say in very challenging times.  Any government returned in the last general election would have had to address the public sector deficit.  Indeed Chief executive’s were well aware of this and had been for some time.  We forget all too often that the public sector had already been delivering significant efficiencies and the track record of Local government following the Gershon review was impressive.  However we all know that the banking crisis and associated impact was going to make the demand for public sector savings even greater.  What I find a little hard to take however is the constant attempt by some of the media and some politicians to take the line that the current crisis is exclusively fuelled by too much public spending.  This is disingenuous and in my view undermines the seriousness of the situation we are facing which for me is a public and a private sector crisis and we will need to work together to get through the difficult time ahead

Haringey in perspective ... facts and figures

Haringey is a very diverse borough .  If you board the bus in the east of the borough by the time you get to Tottenham your life expectancy will drop by 9 years, your prospects of work will be less, your chances of being out of work , homeless or living in child poverty also increase dramatically.  The borough’s wards range from some of the most affluent to some of the most deprived in London.  We are also a very diverse community and experiencing demographics that we are seeing across the nation.. our older generation is living longer with high dependency towards the end of life with other needs prior to then.  We also have a growing younger population with an increase in the number of under 5’s. We are also still an importing borough due to the operation of the housing market in London.  Because of our relatively lower rents we are targeted for the placement of homeless households.  In one case alone a family with 12 children on CPs was placed in the borough.  This one family alone required us to fund an additional social work post.

Such characteristics place a range of demands on the Council.  The current model is to try and meet these demands on a universal basis with equal access to services being provided across the borough.  For example in ‘the years of plenty’ Haringey established a network of 16 children’s centres across the borough and a wide range of adults services catering for a wide range of needs.  This universal service model is one that is now being severely tested by the current financial restraints.  It is the localised version of the national debate about the welfare state paradigm and what can replace it in the 21st century.

The financial impact .. 

The impact of the CSR on Haringey is extreme giving us a target of reducing revenue expenditure by £83m over the next three years. It is the biggest reduction in local government finance I have ever experienced in my career and it has been profoundly challenging.   For the forthcoming financial year I have had to put before the Council plans to reduce expenditure in a single year by £42m.   This is made up of a £34m loss of grant funding combined with the need to ensure we set a budget that adequately funds the demand we face in our children’s services  , our adult services and cope with the financial consequences of changes in the housing subsidy regime.  These cuts also go alongside Haringey’s long campaign to be recognised as an inner London Borough. This is fully supported by any analysis of the needs in the borough but successive governments have refused to recognise this.  When added to an understated population it means Haringey is already facing an uphill battle to match resources and needs even before this current financial crisis.

The other critical factor for me is that this government has ignored all please on front loading.  The frontloading of the cuts has taken from us the time we needed to complete vital transformations in services that would have netted savings but also ensured a reasonable level of service.  We need time for example to work on the development of early intervention and prevention services which in the long run can reduce the costs of children in care.  We need time to build capacity in our communities for greater self help networks which will support the elderly.

I am therefore managing a very real tension in Haringey -that between the need to immediately and fairly brutally cut the budget and our need to transform services to try to maintain our ability to have a real and positive impact on people’s lives.  These two agenda’s are not good bedfellows and this could have been avoided by a more measured reduction in budgets over 4 years.  

The other restriction on our ability to manage this change is the rules that govern our finances.  Haringey is facing the prospect of reducing management posts by 30 % and the overall workforce by 25% - that is over 1000 jobs.  We face a redundancy bill of at least £25m – and the government response was to allow us to capitalise £780k.  The redundancy costs will reduce our £60m reserves to the bare minimum.  No commercial business in my view would manage such changes in this way.  They would set a 4 year plan , they would allow for natural wastage and they would borrow to allow these costs to be managed over a longer period.

The other equation which we are missing is the impact this will have on our community . 50 % of my workforce are residents of the borough. There is a shortage of private sector jobs and until we regenerate the Lea valley this is likely to remain.  The net impact is we will create more people dependent on the benefits system which will increase demand on the very services we are cutting and I am not convinced that the overall benefit to the public purse will be positive.  We needed more time to plan for this change including getting the work programme running properly so we could manage more people out of public sector jobs into the private and third sectors.

The policy change agenda

In addition to the financial challenge we also have to recognise that the government has committed itself to a radical change in policy.  The last government left us the personalisation agenda requiring sweeping changes in the way we fund and deliver adult services.  This government has introduced changes to the way we work with schools, has radically changed the whole housing agenda, the way in which regeneration is managed, a complete reorganisation of the NHS  and is proposing to radically reform the benefits system.  This last agenda is one I hope can be delivered.  In Luton the experience of our Total place pilot showed convincingly that our fragmented benefits system delivered by too many different agencies should be radically reformed.  I hope this government learns from such work.

However collectively the financial challenge and these policy changes leave us facing the biggest management of change challenge I have ever seen and it is going to be quite a task.

Dealing with it

I have been in Haringey for 1 year and it has been a challenging year to say the least.  Local and national elections the biggest financial crisis for years and a need to continue the excellent work of my predecessor in continuing to develop the Council as an excellent Council.  We have made significant progress which is not well served by our reputation as reflected in the media.  We struggled to change this despite the facts:

· Educational achievement has increased year on year

· Haringey is safer – we have managed significant reductions in crime
· Children and young peoples health is improving .. teenage conception rates are down

· Adult social care is judged as performing well

· Ofsted have just confirmed our progress in children’s services with an overall judgement of adequate for service delivery and good prospects for improvement

· Those living in temporary accommodation reduced by 22 5

· Carbon emissions have reduced by 2%

And I could go on.

One area however that I was not satisfied with when I arrived was the whole budgetary culture.  It was heavily based on departmental culture characterised at worst by a tendency for Directorates to hold on to their budget irrespective of capacity to reduce costs.  I also inherited significant and identifiable over spends particularly in children’s services.  This is not my way of budgeting.  There is in my view only one budget it is the Council’s and it is distributed year on year against service priorities.  The system whereby an annual budget is rolled forward plus inflation without in depth scrutiny has never been my style.  We are slowly changing our approach but it is still work in progress.  Take for example the search for savings.  The organisation still responds better to the ‘what is my target / share I have to take’ approach than my preferred approach of how efficiently can you run this service or even do you need to run this service at all or in this way.   Whatever happens to public sector finance in the future I personally hope we never go back to the old style of departmental budgeting.  The corporate approach also needs new disciplines.  All potential back pockets need to be put on the corporate table.  The quid pro quo is we work collectively to solve any real increases in costs rather than utilise the ‘consume your own smoke ‘ model.  This too is challenging as it needs a great deal of trust in the corporate team that nobody is withholding any budgets or for example by having inflated staffing numbers retains their own ‘rainy day’ reserve in that manner.

On staffing I am also a bit of a traditionalist.  In my service management days I always had an agreed staffing establishment and the rules were simple.  If you needed to create new posts either delete a current one and replace or make a convincing case for growth.  We have taken almost a year to re establish this discipline .

Prior to the CSR our strategy was to work on getting our basic budget and spending approach more tightly managed.  For example , we have reduced the number of consultants and agency staff at the Council.  Again this has been a significant task but in 6 months we reduced over 50 consultant and interim posts funded from our revenue budget to just 16.  We have reduced our use of agency staff by about 20%. Again this still produced the difficulty of collecting the savings.  In a departmental culture it is interesting to note that such posts can be afforded until such point where they are deleted and then the virement that was possible to employ the consultant somehow doesn’t seem to be available to produce the saving.  

We have also put a lot of effort into getting the basics right in terms of setting budgets and controlling spending to ensure that we only spend what we have to to achieve our goals. This approach including considerable work on better procurement has had a considerable impact and enabled us to contain an in year overspend of just over £13m largely due to unavoidable costs of children in care.

These measures alone will not and have not produced the solution to our £42m challenge for 2011/12.  This has required much more dramatic and difficult decisions. 
  Over  a period of 4 months we met  twice a week with our elected members to go through endless lists of cuts.  I must admit I sympathise with them.  When I managed year on year cuts of 10% in hackney there was always choice available to members.  We would produce recommendations for savings which included maybe 25 items and to make the target elected members would have to agree on say 10 or 15.  This year the situation was that we produced such lists and said you need to agree all these and by the way we will be back next week with another 25 which you must agree.  Our elected members choice has been about trading bigger cuts in some services for lesser cuts in others.  We have , for reasons I will explain, agreed to keep all our 9 libraries open. The choices have however been very difficult and next year we will see reductions in our youth service provision, services for the elderly who fall outside our eligibility criteria and other services.

So in short the next year will see Haringey cut services quite dramatically whilst we endeavour to pursue our own agenda of transformation and efficiency in the face of and alongside these drastic reductions in staff and budgets.

Transforming

Just before Christmas i launched our rethinking Haringey paper which sets out the new structure for the Council and our ambitions to do things differently. I want to briefly outline our programme.

In responding to the challenges we face the council is proposing to adopt the following Vision

‘One Borough One Future:

Reducing inequalities - working for a better society’

Aim

To sustain and improve the life chances of our residents, especially those who

are most vulnerable, and develop a borough which is a good place to be born,

learn, work, have fun and grow old.

4. Our outcomes

We believe we can achieve our vision and aim by working to achieve a Haringey which is:

Outcome 1 Thriving

Outcome 2 Healthier

Outcome 3 Safer

Outcome 4 Sustainable

Outcome 5 Empowered

5. Our values

We intend to continue to be a values led organisation. Our values - the way we will behave - are critical to our success. Being a values led

organisation means making sure that those values are easily recognised in everything

we do. Our values underpin our purpose and influence our behaviours, systems and

processes.

Values

 Service – we work for the good of all our diverse communities

 Integrity – we keep our promises

 Improvement – we strive for excellence

 Passion – we are passionate about our work and proud of what we do

 One Council – we deliver by working together

6. Our principles

We have set out some strong principles about how we will work.

1. Strong community leadership through our elected members and the employees of the council

Our aim is to encourage local decision-making to become a regular part of everyday life, giving communities, neighbourhoods and individuals more say, choice

and ownership of their local facilities. . The council is committed to leading the way in delivering public services and working with its partners in areas like health care,

policing, education, and employment and skills, to promote the interests of the communities we serve.

One way to give people more control of the services they use, and make them more locally accountable, is through their elected representatives. We recognise decisions

should be taken as close to the people as possible as those working on the ground, know where the solutions can be found. Therefore we are proposing to introduce new area committees to work alongside our existing area assemblies. These area committees will provide the forum for ward councillors to influence decisions affecting the area and hold services to account for their performance
2. Communities that are active citizens, engaged and involved in service

Delivery - We aspire to have empowered communities which are self sustaining, active and involved. We aim to reduce dependency and encourage self reliance.
3. Efficient and effective use of council resources ensuring the best outcomes at the right cost

4. Joined up, easy to access services that make sense to our customers

5. Partnership working to improve outcomes for local people with ‘one public sector offer’

6. The right balance of universal, targeted and specialist services to meet the needs of the community which have a positive impact on reducing inequality

8. Rethinking the council structure

In order to move towards the new way of working and reduce our costs we have reviewed both the current council structure and the current service offer.

We are establishing a council which:

 is leaner and more integrated with a considerably smaller ratio of managers to staff

 focuses on outcomes

 is customer focussed with a higher number of staff directly delivering services than those in support roles

 commissions and designs services based on a robust understanding of its population

 maximises effectiveness and efficiency through the use of technology

 provides information and access to services via the internet where possible and in other ways where appropriate

 ensures safeguarding of vulnerable people

There are some key features of our new approach.

9. Modernising customer contact

As effective customer contact is a major factor in defining the quality and reputation of any council, we need to develop an approach that makes good customer service an integral part of our job. We will encourage residents to access services via the internet where possible, exploiting technology to provide the most efficient system for contact with our residents as customers.

10. Community hubs

The council is committed to ensuring easy access to key services. However, in the current financial climate we are unable to sustain the large number of council and

community services and buildings; therefore we will explore proposals to create community hubs through amalgamating service provision.

We will consider:

 whether council services can be delivered more economically and effectively from fewer service points e.g. bringing together libraries, customer service centres,

children centres

 sharing locations with our other public sector partners e.g. Police /NHS and other neighbouring councils

 encouraging the sharing of facilities across the voluntary sector

Critical to the success of our community hubs strategy has been the decision to retain all 9 of our libraries and to develop them as our main hubs for the delivery of a wide range of services.

11. Strategic commissioning or direct delivery

Building up our strategic commissioning approach to service delivery means looking in depth at the needs of a local population, considering how those needs will be best met, by whom and in what ways, and then seeking provision accordingly. The choice facing many councils is how to ensure good outcomes for residents whether through

commissioning arrangements or a directly delivered service.Our challenge is to consider how to organise the council to get the best mix which delivers the improved outcomes we want. 

12. Changing the way we run our services.

One front line.

We have a range of services both delivered directly and in partnership which have a common ground in that they are all part of the visible street presence of the council

and our partners. Community safety , safer neighbourhood policing, street cleansing, refuse collection, environment, trading standards, parking and other enforcement

services  will be merged into a coherent structure  to produce ‘more for the same’. Through joined up management these services can be jointly tasked to deliver ‘one front line’, keeping Haringey clean, green and safe.  Our new contract with Veolia will be critical to delivering this single front line.
Other alternative models

The council currently devotes significant resources to services such as libraries, culture, recreation, leisure and parks. These services, some of which are discretionary, are very tangible and visible signs of the council’s commitment to its community. In the next few years, they will however be competing for scarce resources with other key services. It is important that the council explores options for sustaining these services at a lower cost, exploring alternative models for delivering them such as trusts, social enterprises or private partnerships whilst maintaining a balance between charges and subsidised access for those who need it.

around these issues. Our first social enterprise will be based on our services to support young people into work and to promote economic regeneration

 And we are exploring shared services . In particular we have signed a memorandum of understanding with Waltham forest to actively seek opportunities for shared services.  Shared services will not alone deliver the savings we need but they could contribute. They are also a means by which we can retain a strategic service which is not viable on a single council basis.  We are also working well with a consortium of 7 north London authorities to seek other opportunities for working together. Joint procurement again is featuring as a significant opportunity for cost cutting.

12. The corporate service support model

The current structure of the council is based on business units and directorates supported by a corporate centre. This has led to the duplication within the council of

roles such as Finance; Policy, Performance and Communications; Procurement; ICT and Human Resources. All these services are subject to Support Function Reviews and a corporate approach is being developed. 

Overall the new structure is nased on;
 A Place directorate responsible for commissioning the frontline delivery of the public realm, recreation, culture, regulatory and economic regeneration activities

including worklessness

 An Adult and Housing services directorate responsible for commissioning social care services, safeguarding, support for an enabled voluntary and community sector; retained housing functions

 A Children’s services directorate focused on safeguarding, supported by are organised prevention and early intervention function; schools, youth and youth

offending services

 A Corporate services directorate including finance, ICT, legal, benefits and local taxation, customer services, audit, corporate property

 A Chief Executive’s service providing the policy, business intelligence, transformational change capacity, support for democracy, human resources,

communication and consultation, scrutiny, partnerships and equalities functions

 A Public Health service directorate focused on health improvement, health protection, commissioning health services

13. Our staff – a crucial resource

Our workforce is the key to remaining an excellent council. We have an enormous challenge as at one and the same time we want to inspire and lead our staff to work

towards a better Haringey while knowing that there will be some reduction in the workforce and as a minimum job roles and work demands will increase. In developing our workforce we want to build on the best practices in employee engagement, promote innovation, devolve responsibility, encourage reflection and

learning rather than blame, support continuous improvement and create the conditions for staff to succeed. 

Managers will also have to play a new role in the re thought Haringey.  They will have to take more responsibility for financial planning and management, HR processes and other activities currently provided by back room services.

I hope I have given you a flavour of how we in Haringey are facing up to the current challenge. Our agenda is ambitious and will be challenging but we believe if we can deliver then in 3 years time we will still have a Council to be proud of making a difference to peoples lives.

Thank you for listening
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