ORGANISATIONAL REVIEW OF THE AUTHORITY

WDA/04/07

Recommendation

1. That Members approve the ‘top level’ structure of the Authority’s management team attached at Appendix 3, as the first phase of the review, to ensure its fitness for purpose going forward and to provide an infrastructure to maintain continuous improvements.

2. That Members grant delegated powers of the Authority to the Director to complete the Organisational Review, in consultation with the Clerk to the Authority from within the 2007/08 budget, and with no addition to the Levy for 2007/08 in line with the financial framework laid out in paragraph 6 of the report.
ORGANISATIONAL REVIEW OF THE AUTHORITY
WDA/04/07

Report of the Director

1. Purpose of the Report

To approve the ‘top level’ structure for the organisation as per the attached organisational structure attached at Appendix 3 and to approve delegated authority to complete the review, to be funded from within budget.

2. Executive Summary

2.1. The Authority is embarked upon a programme of change and the implementation of a fundamentally different waste infrastructure on Merseyside to that which exists at present.
2.2. Members approved the principle of a review in November 2006 (WDA/36/06) in recognition of the fact that the Authority is entering into a new phase in the procurement process and the management of complex projects. A number of drivers impacting on the Authority were considered, including the volume and complexity of projects and contract interface management issues, which warrant a review of structure and deployment of required skill sets across the Authority as a whole, in order that the Authority will continue to be ‘fit for purpose’ during the next few years.
3. Direction of Travel
      3.1
There are a number of key aspects impinging on the Authority’s 


capacity and capability to deliver the extensive programme of 


projects now underway.
      3.2
The Authority must strategically manage a maturing waste 



partnership with the Districts and a procurement process which now 

includes Halton B.C.

3.3

The procurement process is already producing a new direction of 


travel for the Authority.
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3.4

In particular, the Authority must manage its Landfill Allowance 


Trading Scheme position (in the context of the early results of the 


landfill procurement and subsequent contract procurement), 



outstanding issues prior to the end of the current contract with 


MWHL (including preparing for the TUPE transfer), and Authority 


decisions to acquire sites, proceed with planning applications 


(including the extensive public consultation programme which will 


accompany them) and fund and procure the build of a second 


Material Recycling Facility (MRF), further In-Vessel Composting 


Facilities (IVC) and new Household Waste Recycling Centres 


(HWRC’s).

3.5

Furthermore, service and corporate needs are increasing as 



improvements in financial management, data management and 


administration are required to support the Waste Partnership. 

3.6

Capacity is required to manage the closer working relationships 


with Districts as waste disposal and waste collection decisions 


become evermore inextricably linked e.g. serving on District Project 

or Procurement Boards.
3.7

The Merseyside Waste Partnership presents an opportunity for 


much greater joint working with Districts, building on the success to 


date, which has included the Joint Strategy, tonnage-based levy, 


Memorandum of Understanding and sign-up to the affordability and 


process of the Procurement Strategy, including the PFI Recovery 


Contract.
3.8

New contracts (for landfill, recycling and recovery) and new 



facilities will be coming on stream in the next year or so, and the 


preparatory work and negotiations have already begun.  Post 


October 2008, the Authority must be in a position to effectively 


manage a whole new set of contractors, operating as private sector 

companies, in a wholly new ‘client’ role.

3.9

This is an opportunity to appoint strategic managers to take forward 

key projects, integrate resources and benefit from the experience of 

the Procurement Director and advisory/project management team 


in advance of the new regime.

4.  Areas addressed in Phase 1 of the review:

4.1            Strategic Management Capacity

4.1.1
The Authority’s current management structure is attached at 



Appendix 1.  As a result of the first phase of the review of the 


Authority’s establishment, it is proposed to structure the Authority’s 


Management Team into a Group structure, with two Groups, each 


headed by an Assistant Director, to address the need for strategic 


and senior management experience that exists below the Director, 


as follows:

· Group A - Strategy and Resources Group

· Group B – Operations Group

Group A will encompass the responsibility for Strategy, Corporate Services, Business Support (Accounting) and Project Management.

Group B will encompass the responsibility for Planning and Environment, Facilities and Contract Management.

   
4.1.2
A revised organisational chart for the interim period has been 




attached at Appendix 2 and a final structure is attached at Appendix 



3.  In addition it is proposed to add to the establishment, the post of 



Business Support Manager. 

      4.1.3
It should be noted that the Procurement Director appointment will 


cease at the conclusion of the Procurement of waste management 


contracts. This senior management capacity will no longer be 


available and there is opportunity to achieve significant learning 


and knowledge transfer before this time.

      4.1.4
The interim management structure is attached at Appendix 2 for 


Members information and indicates the transition from current 


structure whilst the Procurement Project is still live.

      4.1.5
Draft Job Descriptions for the 2 proposed Assistant Director posts 


are attached at Appendix 4 for Members information.
5. Areas to be addressed in Phase 2 of the review

· Legal capacity
· Planning and Environmental Management capacity

· Facilities Management capacity
· Contract Management Capacity
· Support capacity
6. Process for Transition to revised Organisational Structure

      6.1
Following the implementation of Phase 1 of the Review, the 



detailed examination of skills and capacity needs will be concluded 


and structures, roles and responsibilities considered in order to 


effect the best overall deployment of resources, in line with the 


Authority’s objectives.

      6.2
As with Phase 1, any additional resource funding will have to be 


met from within the budget for 2007/08, which does not propose 


any addition to the levy as a result of the re-organisation.

      6.3
It will be necessary therefore to look for compensatory savings, 


other (external) funding partnership working (pooling resources) 


and operational efficiencies, in order to finance any additional posts 

or changes in grading.

      6.4
It is intended to appoint the two Assistant Directors at the earliest 


opportunity and to work with them and Managers within the Groups 


to identify compensatory savings and efficiencies. Detailed 



discussions will be necessary with staff and Trade Unions following 


these assessments and prior to implementation.

      6.5
It is intended to appoint an independent technical assessor 



(probably a senior professional with Local Authority experience) to 


provide an impartial external perspective on Assistant Director  


candidates skills, abilities and experience, as part of the recruitment 

process.
6.6
The North West Employees Organisation has been consulted in the 

preparation of this report and will undertake the salary / grading 


benchmarking required as part of the review.

	Approval to conduct Review

Phase 1

· Review of roles and functions of senior management

· Development senior management level structure   
job descriptions and person specifications.

Phase 2

· North West Employers Organisation Skills Audit 

· Development of resource deployment plan.

· Consideration of transfer of knowledge from 
Advisors and secondment / employment opportunities from Districts/MWHL.  Work with St. Helens Council to 
look for value for money around some Support 
Services.

· North West Employers Organisation grading review (as necessary). 

· Recruitment

Consultation

· Consultation with staff and Trade Unions at all stages.

· Consultation with Clerk prior to enactment of decision.


	November 2006

February 2007

April 2007

Throughout


7. Financial Implications

7.1

The financial implications arising from the organisational review 


have been considered by the Director, in consultation with the 


Treasurer in the light of other budgetary pressures and potential 


levy increases to be accommodated by the Authority.

7.2

It is proposed that the Organisational Review be funded from within 

existing budgets by making compensatory savings, and that there 


will be no addition to the levy arising from the review.

  
7.3

The anticipated cost for the organisational review is £367,000.  



These costs are made up as follows:-
	Phase 1

2 x Assistant Director posts      c. £60,000    plus




          £20,000    salary





                overheads




             
1 x Business Support Manager  c.£50,000    plus




           £17,000    salary 






      overheads
	£160,000
£67,000

	Phase 2

Anticipated new posts and regrades as a result of increased roles and responsibilities
	£120,000

	Non-employee costs 
(ICT and office equipment)
	£20,000

	





TOTAL
	£367,000



The sources of funding are as follows:-
	Service Area
	£
	% of the total savings



	Vacant posts (3) 
(budget savings of 7% of employee costs)
	96,000
	26%



	Communications 
(budget saving of 27% of communications costs)
Note:  

Communications budget is still increased by £86,000 on last year’s (2006/07) budget.
	94,000
	26%

	Strategy 
(budget saving of 26% of strategy budget)
Note:

Reflecting change from fundamental review of Joint Strategy to simpler upgrade process
	70,000
	19%

	Reduction in support costs from St. Helens MBC – see Business Support Manager above
	67,000
	18%

	Closed landfill sites (budget savings of 11%)

Note:

More effective management of maintenance programme
	40,000
	11%



	



   TOTAL
	367,000
	100%


8. Conclusion

8.1

2007 will see the Authority enter a new phase in the strategic 


management of waste in partnership with Districts. The Authority 


has an extensive Work Programme and must manage the transition 

of MWHL and begin to organise for new contractual management 


arrangements in order to maximise the benefits to Merseyside. A 


process of phased organisational review and a flexible resource 


deployment plan are proposed to maintain fitness for purpose.
The contact officer for this report is Carl Beer Merseyside Waste Disposal Authority, 6th Floor, 17 North John Street, Liverpool L2 5QY 

Tel: 0151 255 1444   

Fax: 0151 227 1848 

E-mail: 

The background documents to this report are open to inspection in accordance with Section 100D of The Local Government Act 1972 - Nil.

