ORGANISATIONAL REVIEW OF THE AUTHORITY
WDA/36/06
Recommendation

1. That Members approve an organisational review of the Authority’s resources to ensure its fitness for purpose going forward and to provide an infrastructure to maintain continuous improvements.
2. That the North West Employers Organisation be invited to conduct a skills audit and review of revised job descriptions and grading following approval of the new structure.

ORGANISATIONAL REVIEW OF THE AUTHORITY
WDA/36/06
Report of the Director

1. Purpose of the Report

To approve a proposal to:-
Complete an organisational review of the Authority resources to ensure its fitness for purpose and ability to maintain continuous improvements.

To ensure that the financial impacts of the organisational review are considered and incorporated into the budget-setting process for 2007/08.

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. The Authority has already addressed the resource needs of the Procurement Strategy, in a report received by the Authority in October 2005 (WDA/31/05).
2.3. Members last considered the overall structure and deployment of in-house resources in February 2004 (WDA/03/04).
2.4. Since that time, and one year on in terms of the implementation of the Procurement Strategy, the Authority is entering into a new phase in the process and a number of factors are impacting on the Authority which warrant a review of structure and deployment of required skill sets across the Authority as a whole, and call into question whether the Authority will continue to be ‘fit for purpose’ during the next few years, if left unaddressed.


A number of areas require attention. In summary, these are:
2.4.1 Strategic Management Capacity

2.4.2 Operational Management Capacity

2.4.3 Legal capacity
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2.4.4 Planning and Construction management capacity
2.4.5 Contract Management Capacity
2.4.6 Support capacity
3. Drivers for Change
3.1. Scale and Scope of Work Programme 
3.1.1
.The Authority is running over 100 projects under its work 


programme and is seeking to manage the largest of those to 


recognised Project Management Standards.

3.1.2 Whilst the largest of these – the production of a Procurement Strategy, is relatively well-resourced, (including through the expanded use of Advisors), the Procurement Process itself is highlighting certain weaknesses in the capacity and deployment of current Authority resources.  There is an opportunity to put in place staff now, in order that they may benefit from the knowledge-transfer from Advisors and be better equipped to manage once the Advisors work has finished.
For example, as part of the Procurement of what will be a range of infrastructure facilities, the Authority seeks to deliver a challenging programme of building further facilities in a relatively short space of time.  Given planning, contracting, design, site acquisition and construction lead-in times, the Authority may wish to finance and develop certain new facilities under its own Prudential Borrowing, in order to deliver those facilities ahead of the best date an incoming contractor could deliver.  Very large Planning Applications with their inherent strategic management requirements will be made in 2007 for at least 2 prime sites.

`                     3.1.3
Equally, the Authority is running a considerable range of strategic Partnership Projects – with each District, but also projects with the commercial and community sectors, with ever-wider stakeholder engagement.  Those strategic projects carry potential risk and require experienced senior management capacity to deliver.


Essentially the Authority has to conduct greater outreach activity and facilitate a greater degree of engagement, not just with Partnership projects but also with politicians and the general public, in order to deliver the desired results of the JMWMS, e.g. Waste minimisation re-use recycling, recovery etc., as well as the required facilities for handling waste.

3.2 

Operational Interfaces and Project Management

3.2.1 Where the Authority is seeking to build facilities and projects which are based on the needs of District Councils e.g. MRF’s, IVC’s, it has to ensure that the project is delivered on time, to cost and at the required quality.


The inter-connected nature of the collection and treatment elements of the system have to be carefully managed, so as to synchronize both parts of the system and ensure that the system as a whole works effectively and efficiently.


A host of complex factors have to be taken into account in the project planning, including the timing of collection changes, the nature and form of feedstock materials, the required equipment and operating standard, the staffing and operational plan, the best value markets for the recycled materials and the overall performance of the system.  A balance between needs or demands and operational performance often has to be made and compromises agreed with Districts to ensure the best overall effectiveness and performance of the system.  There is a lack of operational capacity and experience in the Authority, although there is experience in the LAWDC.  An opportunity exists therefore to review the roles and functions of MWHL employees in conjunction with the management of the company, with a view to possibly utilising the LAWDC resources and achieving good value for money.
3.2.2. Also, robust project management skills are required to drive forward the project in a controlled fashion and identify and manage the many risks in the ‘system’ being installed (collection and disposal) and deliver the maximum benefit.  Inevitably, there are significant changes to the projects, which may be three years or more in the making, both in terms of collection decisions, treatment and end markets.  Good project management is essential if best value is to be realised in the project and to maximise opportunities for greater benefit. 
3.3 Changing Contractor Relationships

3.3.1 As part of the Procurement Strategy, MWHL are not being invited to bid for the new contracts.
3.3.2 A great deal of work has already been done by Advisors, the company themselves and by the Director and Procurement Director in particular, to identify ongoing business issues which will require to be ‘managed-out’ between now and 2008, to ensure a successful transition of business, including physical assets and staff, to the winning contractor.

Senior staff are now engaged in a much closer management relationship with the Board of MWHL and are involved in considering the detail of a number of management issues with the company and putting together strategies and plans to minimise risks, improve performance and get the company in the best possible ‘shape’ for a successful transfer (and thereby to offer the best possible protection for staff who transfer).  This work, together with the direction of other strategic projects, is having the effect of leaving a ‘vacuum’ in terms of the senior management experience in the Authority in the ability (capacity) to deliver on these issues.
4. Areas to be addressed:
4.1. Strategic Management Capacity


Addressing  the ‘vacuum’ which exists below the Director in 


    
 terms of senior management capacity and experience.

4.2
Operational Management Capacity


Operational capacity was transferred for the LAWDC in the past 


 and is now required in the Authority itself, together with project 


 management skills and experience.  A review of the LAWDC 


 roles and functions is proposed in conjunction with company 


 management, which may give rise to opportunities.
4.3 Legal Capacity
The current use of a Lawyer on a temporary (Agency) basis has been invaluable in moving projects forward and there is an ongoing requirement as more facilities and projects are delivered.  

A detailed understanding of the legal and financial aspects of   

 the new contracts needs to be developed prior to 2008.
4.4 Planning and Construction Management Capacity


A range of new facilities are likely to be built in the next few years by the Authority, including a MRF, and at least two new Household Waste Recycling Centres (HWRC’s).

There is insufficient capacity in the Facilities Management Team at present to complete this Programme.

4.5 Contract Management Capacity

The Authority has, in these early stages of Procurement, endeavoured to create an ‘intelligent client’.

The ‘intelligent client’ concept contains two elements.  The first relates to the management of contractual arrangements – an intelligent client is one which provides strategic direction and high-level guidance to the contractor, has good sound data on which to base decisions, and performance manages the contract, rather than purely monitors it.  It works in partnership with the contractor.  

The second element is a partnership focus, with both the contractor and the District Collection Authorities in particular.  It enables the progression of the waste strategy, through its facilitation and support of both the Districts and the contractor, throughout the life of the contracts.  The two key elements of contract delivery and strategic thinking are equally important.  
4.6 Support Capacity



A function of the expanding work programme, with particular 



pressure on communications, education and awareness and data 


management.  There is an opportunity to work with St. Helens 


Council to look at value for money, especially around Support 


Services.
5. Suggested Process for Transition to revised Organisational Structure
	Approval to conduct Review

Phase 1

· Review of roles and functions (and inc. of LAWDC)
· North West Employers Organisation Skills Audit

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

Phase 2

· 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. 
· Recruitment

Consultation

· Consultation with staff and Trade Unions at all stages.
· Consultation with Chairman, Clerk and Treasurer  
   prior to enactment of decision.


	November 2006

February 2007

April 2007

Throughout


6. Financial Implications

      
There may be financial implications arising from the organisational review.  
The results of this review and any financial consequences will be reported 
to Members and taken into account in setting the Authority budget for 
2007/08.
7. Conclusion
7.1 
2007 will see the Authority enter a new phase in the strategic 
management of waste in partnership with Districts.  Planning 
applications for the reference projects will need to be made, 
facilities (financed under Prudential Borrowing) built, and 
stakeholder engagement extended considerably.
7.2 
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.
7.3 
An organisational review and a flexible resource deployment plan 
are necessary 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.

