Agenda item 6 

Herefordshire Partnership Executive Group
Friday 22nd July 2011 
Framework For The Implementation Of Locality Working

Purpose 

To brief Herefordshire Partnership Executive Group (HPEG) on initial feedback on the proposals to roll out the Locality Strategy and to seek approval for the approach outlined in the attached paper on the implementation of locality working across Herefordshire.  
Herefordshire Community Strategy

The current Community Strategy is based on a number of themes, and it is anticipated that locality working will deliver outcomes across all these themes, but recognising that there are different priorities and issues, which relate to place. This approach is expected to be a key consideration when developing the new Community Strategy.   
Considerations 

1. Over the past year, the Herefordshire Partnership has been working  to develop an improved approach to meeting the needs of local communities The aim of locality working in Herefordshire is to gain a better understanding of place and to encourage service providers to work better together to improve the life of residents.  In essence it is about community engagement leading to empowerment, community leadership and localised service delivery. 
2. At the HPEG meeting on 16th May, it was agreed that a focused Task and Finish Group would be set up, drawing on key partners to oversee the development of locality engagement, including partnership working.  There was a requirement to report to the meeting on 22nd July outlining the framework for this.  The Task and Finish Group has met on two occasions (20th June and 12th July).  Its membership consists of various divisions within HPS, West Mercia Police, Wye Valley NHS Trust, HALC and the Interim Third Sector Board.   The attached paper reflects the feedback from the Task and Finish Group and other comments received, in particular from local members and parish councils.  

3. What is becoming clear is that there is no appetite for additional partnerships to be set up in each locality with a membership of officers, community representatives, members and parish councils.  Another clear finding from the feedback is the need to have a flexible approach and acknowledge that one size does not fit all.  A more detailed summary of the feedback is contained within the paper.  

4. The approach proposed is therefore to build on what already exists and is effective.  It is proposed that local members lead on engagement and involvement.  Partners will be encouraged to identify senior managers to lead on a particular locality, to work together to address issues and priorities.  A wider network of key contacts will also be developed and shared across partners, to be involved in a variety of ways, but also to meet at least once a year to hear and provide feedback.  
5. There is now a short timescale to develop the approach in each locality.  It is therefore proposed that those senior managers already identified take the lead over this initial period.  HPS has identified senior managers in each of the localities, and it is therefore proposed that they take the lead, but working closely with other partners, especially those senior officers who have already been identified.  
6. A report on progress will be provided to the HPEG meeting on 5th October 2011, in order to gain endorsement of the approach being developed overall and in each locality.  Subject to this, rollout of locality working will then commence by the end of October 2011.   
Recommendations 

The Herefordshire Partnership Executive Group is recommended to:

1. Agree the approach outlined in the attached paper.
2. Agree to HPS senior managers leading on the development  of the approach within each locality, but working closely with other partners.

3. A further report presented to 5th October meeting to gain endorsement of the approach being developed overall and in the individual localities.  
Risk Management

1. Achieving the timescales – initially a commitment to setting up locality partnerships was made for October 2011.  It is anticipated that an initial approach to working in each locality is achievable by October 2011, with the understanding that each approach will develop further over time.

2. Failure to secure buy-in by key stakeholders – initial feedback has been responded to, with the development of a less prescriptive approach.  It is likely to be an organic approach, but it is hoped by being able to demonstrate that concerns have been taken on board, further commitment will be secured. 

3. Managing a flexible approach – it is likely to be more difficult to assess whether the key objectives of locality working are being achieved if there are nine different approaches to locality working.  However, it is anticipated that the working principles will ensure that this is the case and that the small central hub will provide the necessary checks and balances.  

Consultees 

Localities Task and Finish Group
Herefordshire Public Services Leadership Team

Appendices

Framework (below)

Appendix

FRAMEWORK FOR THE ROLL OUT OF LOCALITY WORKING ACROSS HEREFORDSHIRE

PURPOSE

The purpose of this paper is to propose a framework for the roll out of locality working amongst partners across the county and to shape the discussion around further developments. 

The paper is divided into three sections

· Section One 
A summary of the policy framework and the locality strategy for the county.

· Section Two
Initial feedback from partners and ward members to initial proposal.

· Section Three
Proposals for roll out covering working principles, outline methodology, a suggested menu of options for localities and support that should be considered for each locality from partners.

Section Two and Three of the document will be updated as the process evolves

SECTION ONE SUMMARY OF POLICY FRAMEWORK

Over the past year, the Herefordshire Partnership has been working to develop an improved approach to meeting the needs of local communities. 

The aim of locality working in Herefordshire is to gain a better understanding of place and to encourage service providers to work better together to improve the life of residents.  In essence it is about community engagement leading to empowerment, community leadership and localised service delivery.  

In 2010, the Herefordshire Partnership agreed nine localities as a basis for delivering services closer to Herefordshire communities and to address local needs.  These localities are: Hereford City, five market towns (Leominster, Bromyard, Ross-on-Wye, Ledbury and Kington) and three rural areas (Weobley, Golden Valley and Mortimer).

The nine areas consist of three distinct groups, the Rural Areas, the Market Towns and the City.  These are categorised as follows:

· Tier one: Rural areas serving the needs of their immediate customers

· Tier two: Market towns serving the needs of their customers, as well as those of surrounding rural areas 

· Tier three: City providing a broad range of facilities and serving both the needs of its customers as well as those of the County

The localities are based on the Civil Parish Boundaries that constitute the secondary school catchments.  It’s important to note that the boundaries outlining the nine areas are intended to be fluid and people will be able to continue to access services in a way which suits them best.  The areas provide the basis for a joined up approach to delivering services reflecting local need and choice.

This tiered approach recognising the different roles of the City, Market Towns and Rural Communities has been endorsed by Herefordshire Partnership and a number of partners are actively working to shape services which can be delivered on the basis of these nine areas. 

SECTION TWO INITIAL FEEDBACK

Following the elections in May, two strands of work have been pursued:

1. Consultation, discussion and dialogue with key partners, including parish councils and ward members (a written consultation has been issued to Parish Council’s with a deadline of 31st July for return of comments).

2. A task and finish group has been set up by Herefordshire Partnership Executive Group.

Feedback from the task and finish group is that:

· Progress has been made by public sector organisations to organise service delivery according to localities. Most are working to boundaries which will enable the 9 Localities to be disaggregated statistically and are aligning their management systems accordingly.

· There is a need to develop a way of working to share intelligence to inform better service planning and understand needs as well as tap into the rich resource of community activity.

· A flexible approach to developing partnership working in localities would be desirable.

Thus far other feedback has highlighted the following issues:

· Community leaders express concern about how locality working and the role of the proposed area based partnerships will impact on their activities and existing working arrangements.

· Some parish councils indicate that there may be a level of confusion and concern about how locality working could lead to increased complexity and bureaucracy.

· Respondents from the Third Sector have requested greater clarity about the intentions of the changes so that organisations can understand how and where to engage and the potential benefits.

· Those Ward members who have expressed a view, have highlighted the following issues: 

1. Improved communication and clear messages – what locality work is and is not

2. Locality working arrangements that engage with all members of the community, particularly the hard to reach

3. Avoid ‘one size fits all’.

· Members recognise the importance of this new approach to working in localities and see themselves in a key leadership role, representing their communities and ensuring that services reflect local needs.  

· There is a degree of confusion between the proposals emerging from the Decentralisation and Localism Bill and Herefordshire’s local approach to localities.

SECTION THREE THE PROPOSED APPROACH 

The following process to roll out locality arrangements in Herefordshire is proposed:

Working Principles

· Flexibility within each locality about how locality working will operate, with the requirements that it achieves the following: 

a) Strengthened community leadership;

b) Local service delivery meeting the needs of communities;

c) Joined up local services; and

d) Working in partnership with empowered communities

· Leadership and commitment from each partner to engage in and champion locality working

· Leadership by senior managers from partner agencies will be encouraged, particularly reflecting the emerging issues identified in each locality.

Progress on this has already been made.  For instance:

·  HPS has identified  senior managers for each locality and it will be the responsibility of these managers to work with key partners to develop  the approach for working in the locality.  

· West Mercia Police has identified responsible senior officers based on its 4 service areas and each of these officers will act as the key contact for the localities within those 4 areas. 

· A locality network to be developed of key contacts in each locality

· A report outlining the preferred approach to locality working to be agreed  for each locality 

· A reporting mechanism  which will capture issues and actions and will be updated on a regular basis

· At least one annual  conversation each year in each locality to which all from the locality network will be invited

· effective arrangements for sharing information and intelligence at locality level

· effective arrangements for capturing information and intelligence centrally

· a central hub for monitoring and evaluating outcomes and the effectiveness of locality working

· an overview being held by Herefordshire Partnership Executive Group

Next Steps

Following agreement from Herefordshire Partnership Executive Group, HPS will seek approval of this approach from both Cabinet and PCT Board (by the end of July 2011).  It is recognised that other partners may have their own internal reporting and approval requirements.   It is also noted that parish councils are being consulted on the proposals and the deadline for comments is also 31st July 2011.

However, notwithstanding this, the following is proposed as a realistic way forward, both in terms of timescales and approach.

Step One 
Developing skills and growing understanding.

This stage will involve the senior managers for each locality developing  a clear understanding of the responsibilities of the new arrangements.   The nominated senior managers from HPS will consult with their local ward members and engage with service providers.  Local ward members will have the responsibility of engaging the parish councils within their ward and briefing them on the approach and listening to their views.   

Step Two
Developing Local Understanding

This stage will involve gathering  information on the locality and what the key issues are.  It will include:

· Using the locality profiles which will identify key statistics, profile trends of those who live in the locality, together with local intelligence provided through community engagement activity and customer services information.  These profiles will be updated on a regular basis;

· Available intelligence from current engagement activity and community leaders;

· Gathering knowledge on the mechanisms which already exist within the locality for engagement and multi-agency working;

· Developing an overall picture of resources being invested in the locality, together with an understanding of the scope for input into the design/redesign, delivery and devolution of services at a local level.

This will also be the stage at which the locality network begins to develop.   

Step Three
Developing an approach tailored to each Locality

Each locality will need to develop a plan for working which is right for their locality, based on Step Two.  This will need to reflect the working principles outlined above, but in essence is likely to have three element: mechanisms for  community engagement and involvement, led by local members; developing an approach to mullti-agency working with partner agencies, and building a locality network for wider conversations.  All three elements will build on effective arrangements which already exist.  For instance, HPS has made a commitment to set up local members briefings, building on a successful model developed in one area of the county.   

To support engagement and involvement a toolkit badged Reaching the Hearts of Herefordshire will be developed to provide guidance on the options which can be used.  

Step Four   
Reporting back to Herefordshire Partnership Executive Group

A report on progress will be provided to the HPEG meeting on 5th October 2011, in order to gain endorsement of the approaches being developed overall and in each locality.  Subject to this, rollout of locality working will then commence in earnest by the end of October 2011.

Step Five    
 Taking action and reporting back 

Within each of the nine localities, locality working will achieve on a number of levels, from developing effective targeted interventions to address the needs of the most disadvantaged, through influencing mainstream services related to place as well as working together to address issues which emerge at a community level.    

A mechanism for reporting back and capturing issues and actions taken will be developed, to allow shape to be given to reporting outcomes and highlighting successes and unresolved issues.  

Step Six 
Review and continual development

As locality working develops so will new ways of working to deliver localities work within each of the partner and community organisations.  It will be important to keep this under review and a small central hub of support will capture good practice, lessons learnt, provide advice and guidance as well as develop a mechanism for capturing issues which need to be flagged up at a sub county or countywide level,  providing a check and balance overall. 

An initial review will take place in December to understand how the approach to working in each locality is developing and flagging up issues, good practice and any challenges.

 As locality working matures, partners may explore a pooling of resources and funds to support joint delivery of local priorities, but this would require further development and approval.
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Further information on the subject of this report is available from  

Philippa Lydford, Partnership Officer on 01432 261788

