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Scrutiny Panel: Corporate Services

Introduction

The new Chief Minister and Minister for TreasurydaResources welcome this
constructive report, which makes a positive cootidn to the CSR debate and
endorses the progress that has been made. Inceditihighlights the challenges
ahead which the Council of Ministers acknowledd#srk is already in progress to
ensure the target savings are achieved in the ¢efesWe will work through all of
the Panel’'s recommendations with officials and tekevard a number of the positive
suggestions that have been made.

Findings

Findings Comments

n@he objective of the CSR has been cleg
sdefined in successive Business Plans
sBudgets. The 2012 Business Plan stated
Rthe CSR is about controlling publ
nspending but it is also about introducir
iehanges intended to extend the Sta
j planning horizons and give stability f
departments to plan their services over
idonger timescale.” However, it is alsd
I iecognised that, in order to achieve a 10%
- target saving, the States has to do things
rdifferently and the process of change is now

arly
and

that
C
ng
ates
Or

a

There is no vision between t
2key Ministers. There i
confusion about the objective
scope and role of the CS
Programme and what is with
the scope of other initiatives. T#
Minister for Treasury an
Resources viewed CSR as
programme that was re-definir
the shape of the States — wha
did and how it did it. It was all
encompassing.  However,

contrast, the Chief Minister sal
the CSR essentially focused up
achieving £65 million short-tern
savings within the 3 year period

wembedded. The previous Chief Minister and
othe Minister for Treasury and Resourcgs,
nalong with an Assistant Minister for
Treasury and Resources, comprised [the
Ministerial Steering Group for the CSR
which met every 2 weeks during this yepar.
That Group was clear of its remit in relation
to CSR and both Ministers were aligned| in
the vision and objective of the programme,
even if expressed in different ways. The new
Chief Minister endorses both the short- and
longer-term objectives of the process.
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Findings

Comments

Defining Core Services has on
happened in some Departme
and not in the context of g
overall vision and definition o
the role of government in Jerseg
despite the initial assurance tha
would occur. Even within a “cor
service” there will be elements
non-core activities which must &
identified, costed, and approprig
strategies developed. Soft mar}
testing with private and thir
sector organisations is
effective way to develop
challenge to the existing servic
model.

~

[

IYDefining core and non-core services can
ntselpful when evaluating savings propossé
nand the Scrutiny Panel in its repd
facknowledges that the CSR proc
ysuggested Departments ask themselves 7
I questions to assess whether a service sh
ebe provided and, if so, by whom and w
bEhould pay. Ministers completely agree t
emarket testing is beneficial and helpful, a
tés currently being undertaken for a range
girocurement services with the aim of sav
d£6.5 million by 2013. However, whether
rservice is designated as core or non-g
adoes not exclude it from being provided
ean external supplier — the critical question
to ensure that service is delivered efficier]
and effectively to the public.

be
als,
ort
PSS
key
ould
ho
hat
nd
of
ng
a
ore
by
is
tly

The Programme Managems
Office would appear to b
effective in _managinghe CSR
Programme, but the Pan
questions the value it is offerin
in providing capability to hel
Departments really transform.

rMthough in the first 6 months of this year

it

eis probably true to say the Programme Office

was fully engaged in setting up t
eonitoring and reporting processes for
CSR, it is now actively supportin
) Departments and projects specifically w
project management skills (especially
Health and for the Terms and Conditiq
Project) and also assisting Departments

identifying required resources as appropria

he
the
J
ith
in
ns
in
ate.

The lack of congruence betwe
the vision of the Chief Ministe
and Minister for Treasury an
Resources has contributed to 1
absence of a clear Busine
Transformation Programme. T¥
qualities required to run the CS
programme are not the same
those required to run a Busing
Transformation Programme.

elt is agreed that the skills and resour
rrequired to change a business will

ddifferent from those needed to progress
heSR and the wider and broader Busin
s§ransformation Programme is now bei
neonsidered along with the resources i
Rapabilities required to successfully achie
tio. However, many Departments are alreg
sactively engaged in transforming the
businesses/services, such as —

TTS — working with staff to review term
conditions and practices for new EFR
plant.

is being progressed in parallel to C{
savings, so the business is moderni
ahead of any potential alternative serv
model being considered.

EDD is progressing an alternative serv|
model for some of its services.

ces
be
the
ess
ng
and
Bve
ady
Rir

5,
W

The Housing Transformation Programme

5R
sed
ice

ce
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Findings

Comments

The Treasury is now actively managi
the Balance Sheet and not just
departmental expenditure/incon
elements.

The Tax Transformation project is nd
underway and will transform the way th
Department does its business.

Some Departments are doi
better than others regardiy
making their savings. Som
Departments have rated nea|
their entre CSR  3yed
programme as green; therefo
they are confident in achievin
their savings targets. Howevg
we also note that in March 201
54% of the overall total wa
defined as red. We woul
therefore question the likelihod
of the CSR achieving its oversa
target by the end of 2013.

ng was true that in March this year over 5(
1gpf the target saving was rated as R

rlgnd this includes the £7 million unidentifi¢
rsavings in Education, Sport and Culty
r¢ESC] as a result of the States’ debate
gP.72/2011 as amended. CSR target saV
erfor 2011 were over-achieved by nea
1£500,000 — more than compensating for
SESC schools subsidy saving that was
ddelivered.

d
|l

The average total compensati
package for the public sector ng
significantly exceeds th
equivalent for the private sector

poAccepted; and that is one reason why
wWerms and Conditions Review w

conceal significant variance at differeg
salary levels.

ng
the
ne

w
at

%
ed.

eHowever, at present, only 18% is Red rated

ed
Ire
on
ings
rly
the
n't

the
as

eimplemented. However, the average may

nt

The review of Staff Terms an
Conditions is one of the mo
critical indicators to the CS¥
Programme’s success, and th
are significant risks attached
the realisation of this saving.

drhe Ministers agree with this finding and t
SICSR  Programme Office is now active
Rsupporting the Project Team to assist in {
erroposal.
to

he

ly
his

It appears that the biggg
spending Departments
unlikely to achieve their targe
which will endanger the succe
of the CSR  Programm
objectives.

aremow has £7 million unidentified out of i

st is true that Education, Sport and Culty

<11 million target, and that the other bigg
sPepartments have some red-rated proje
ebut only £4.7 million out of the total @
£65 million. The CSR Programme Office
working with these Departments to mitigg
against the risks of not delivering, includi
identifying alternative proposals should th
be required.

ire
S
jer
cts,
f
is
ite
ng
ey
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Findings

We have found examples
Good Practice that should
shared more widely among
Departments.

Panel's Independent Advisor attached
9 Departments where good practice has |

include the larger Departments — Ho

Affairs, Health and Social
Education, Sport and Culture. In additig
and as mentioned in the advisor's rep

process now meet on a regular basig

practice.

10

The evolution of the publi
service is an ongoing process.
some Departments, the priori
has been to make savings uf
2013, with no vision for 2014 an
beyond.

c Agree that the evolution of the public serv
Iis ongoing and, although the current C
tyProgramme covers the 3 years 2011 to 2(
itihe period thereafter will be fully discuss
din Strategic Plan deliberations with the n
Council of Ministers and States Assembly.

11

Ministers need to acknowledg
the importance of cross-cuttir]
initiatives. Cross-cutting
initiatives are fundamental to th
CSR process. The Panel belig
that there is insufficient evideng
of resources being allocated
allow for significant cross-cuttin
savings to be initiated.

jeThe Ministers acknowledge the importan
oof cross-cutting initiatives and the Scrulti
y Panel has recognised the work be
aindertaken on  procurement, buildi
veaintenance and ICT. Funds from

eRestructuring Provision have been alloc
tin 2011 to support
g Transformation Programme, together w
the Terms and Conditions Review a
support for organisational review, and
requirement has been highlighted in 2012
support ICT initiatives.

12

Although frontline staff are abl
to suggest savings through th
managers, the Panel has fol
insufficient evidence thg
Managers are working “with
their staff in order to mak
significant cultural changes. Th

command and control philosophyitally important in transforming how th

still permeates the States’ syste

eThere are areas of excellence across
piptates, and many staff are maki

g-urthermore, staff engagement is conside

nBtates works. To this end, work is underw
to enhance engagement — Treasury’s re
‘We All Count’ training day for staff in
support services across the States was a
success in identifying and sharing b
practice, team work and engagement.
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Appendix A to the Scrutiny Report cites

identified. The 3 not specifically mentioned
me
Services and

Comments
oAgreed and accepted and, although |the
p&scrutiny Report cites 6 Departments where

ssuccess has been recognised, the report of

at

een

nu

DI,
departmental officers involved in the C$R

to

discuss successes and issues and share best

ce

SR
D13,
ed
eW

ce

ny

ng

ng

he
ted

the Procurement

ith

nd
a
to

the
ng

religgestions either to their managers, through
tthe Value Jersey initiative or via the C$R

' e-mail address. In fact, over 500 suggestions
ehave been received and are being considered.

red
e

ay
cent

great
pst



Recommendations

Recommendations Comments

The Panel recommend that thBiscussions on the new Strategic Plan

CSR Programme, as a matter |ahcorporate the current CSR and a vision
urgency, clarifies the objectivesthe future. This will be widely consulteg
scope and role of the Programmelpon before a States debate.

It is also recommended that this|is

within the context of a wider

discussion to determine the visipn

for the Island and the role of

government. To this aim, the

Panel recommend that there

should be a public debate, led py

Executive politicians about the

role of the States.

A clear statement must

produced from the Council

Ministers on the direction th
intend to take the Island, and|a
vision for the level of government
expenditure and priority areas fpr
that expenditure.

This vision may relate to th
provision of the most effectiv
public services in Europe as|a
catalyst to attract further inward
investment. Such a vision could

& he Strategic Plan will provide this.
f

will

for

clearly be a mechanism to stop
benchmarking of practice i
mainland UK (often to fing
reasons not to change) and meé
Jersey the ultimate benchmark.

It would also reinforce the conce
of CSR being with the States f
life, not just 3 years.

he
n

ke

pt
Dr

The Panel recommends that it
imperative for all Departments 1
once again revisit what are t
Core Services to the
Department — which services 3
no longer required and whig
services are mandatory or politig
necessities. Also if they_ ar
required, who is best to deliv
them — the Department, anoth
Department, the private sector,
the third sector. There should
no areas that are not open
challenge.

iShe Ministers agree that there are no ai
onot open to challenge — the CSR W
némplemented on the basis of ‘no sac
rcows’. Although the analysis of core a
reaon-core services is not considel
hparticularly  helpful, answering th
ar questions as originally put forward
eCSR and included in the Scrutiny Panel
>iReport is completely supported and, | if
egppropriate, this exercise can be facilitated
owithin Departments to ensure all service
pareas are challenged as to whether they
tshould be provided, by whom and who
should pay.

eas
as
ed
nd
ed
e

Y
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Recommendations

Comments

Councils such as Birmingha
City Council (Appendix C) havg
properly constituted, high leve
teams with political ownershi
and Directors of the main cro

cutting services (Huma
Resources, Informatio
Technology, Property an
Procurement).

In order to take Busines
Transformation forward, ther

needs to be a high-level tes
within the States of Jersey takit

ownership with effective political

leadership.

mrhe Ministers agree that a robd
> governance structure is required. CSR h;
sIstrong  political and executive governar
pstructure and any Business Transformat
s$rogramme will be established according
n

n
d

S
e
m

9

The CSR Programme must ens
that there is complete consisten
on the application of Red, Ambe
Green reporting status definitions

urgree; although definitions of the RA
catings to be used were agreed by
rrelevant groups in the governance struct
5.for the CSR. However, in the future, t
CSR Programme Office will ensure that
Departments are working towards the s3
definitions and interpretations of the rati
system so no misunderstandings occur.

The easy solution would be
freeze the public sector's wag
bil. Evidence has shown th
there is an emphasis on “catch-y
once the freeze is lifted, and t
net effect is counter-productive.

The importance of the terms a
conditions revision cannot b
stressed too strongly. This is t

tdhe importance of the Terms a
pgonditions Review is paramount, and p
abf this recommendation has already be
pimplemented with assistance from f
h@rogramme Office to ensure the proj
stays on course, on timescales and dedic

sources are now in place. The Terms

e
eQ:onditions project has 2 elements —

ne

—

Savings of £14 million to be deliverg

most difficult area of the CSR

accomplish and it is likely to take
some time. It is, however, crucigl
and it is essential that adequate
resources are devoted to this area,
and that the implementation plan
deliver

is  fast-tracked to
significant  and long-lastin
changes to terms and conditions

0 by 2013 — the 2012 element has alre

been deducted from the base budget.

Modernisation of the Workforce — th
will simplify pay structures throughot
the States, review all benefits a
allowances and promote performarj
management to encourage and suppq
more flexible and responsive workfor
to meet the needs of the future 3
increase productivity.

I
aS a
ce
ion
y.

G
the
ure
he
all
me

ng

nd
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pen
he
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ated
and
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S
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Recommendations

Comments

Any failure in the Review of Sta
Terms and Conditions has t
potential to de-rail the entire CS
Programme. There is significa
evidence that this can be the ci
from the UK Mainland, wher¢
some authorities have not be
managed such reviews effective
resulting in all other initiates bein
put on hold for several month
We would recommend that this

considered as one of the mai

priorities and appropriat
resources in terms of engagem
as well as programm
management is invested into tk
area.

fAgree and, as mentioned, improved s
nengagement is now being
Rorogressed and project managem
ntesources identified.
Ase

IS

It is essential that changes
services are monitored to ensl
that alternative methods
delivery of services do deliver th
savings.

idgreed. The CSR Programme Plan has 4
Irdeveloped to ensure the savings made
pftracked, identified correctly and sustainal
e

The Panel recommends that e
major element of the CS
programme  must  have

developed contingency plan in t
event of non-delivery of thei
savings target.

adkgreed. It is crucial that alternatiy
Rproposals be developed in case a cur
groposal cannot be delivered and s@
n®epartments (for example, Home Affair
rhave already identified both short- and lof
term options for this very reason. The C
Programme Office will be collating thes
options for future consideration by t
Programme Board and Steering Group.

10

Departments must continue

evolve their services and evol
their thinking in order to mak
savings in future vyears an
become more efficient
Departments should be planni
to make further efficiency saving

in 2014, 2015, and 2016 and

beyond. There needs to be
cultural challenge to enab
continuous challenge arn
improvement.

tAAgreed. The CSR is the start of a changg
@roviding States services, and Departme
ewill be working on this. Again, the Strateq
dPlan will articulate and identify the visiq
.and the targets for the future.
g

S

a
e
d
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Recommendations Comments

11| The approach to improvingBusiness Transformation is key to the
services is an integral part pfuture; and the training of senior managgers
business transformation. Whilst| and staff at all levels in helping to change
leadership programme should bthe way services are provided has alrepdy
commissioned to develop andeen identified and started within
coach senior managers to be abl@epartments. Cultural change takes time,
to think laterally and deliverbut has started and there are alrepdy
services in a more effective wayexamples throughout the States where staff
there must be a change of cultyrare leading the way in changing how
throughout the States. services are delivered.

Conclusion

The Ministers agree with most of the conclusiond #rank the Scrutiny Panel for

recognising the successes within Departments amgrbgress that has been made.
The Ministers also acknowledge that there are shillllenges, especially with the

Terms and Conditions project, but note that actias already been put in place to
minimise the risk of non-delivery. The next stag®osiness Transformation needs to
be fully discussed within the new Council of Mit and then consulted on widely,

both within the States and with our customers datsio ensure full support for the

shape of public services in the future.
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