Calderdale Council
Wards affected: All
Cabinet 
13th July 2009 

Going Local in Calderdale 
Report of the Group Director, Community Services

1. Issue

1.1
We want to improve service delivery and resident satisfaction in Calderdale. This report explains how the Council can work more closely with communities in the Borough to find out more about their needs, and how we can respond to them at a local level. 
1.2
This report suggests how the Council can respond to the recent Place Survey results. The Place Survey is one of the ways the performance of all councils is judged and is part of the Comprehensive Area Assessment (CAA) process. The survey showed that many local residents would like to be more involved in decisions that affect their local area. It also showed that the Council could do more to demonstrate value for money, and to improve people’s satisfaction with the way the Council runs things. 

1.3
Analysis of the Place Survey results shows there is a clear link between how much people feel they can be involved in decisions that affect their local area and levels of satisfaction with their local authority.
1.4
This report suggests how the Council can work more efficiently and effectively with partners to ensure people are better informed, consulted and involved. This needs to be done in a way that does not cost local taxpayers any more, and shows that the Council values the money it spends on their behalf. 
2. Need for a decision

2.1
A review of Calderdale’s Area Forums has been carried out. It included consultation with
· people who attended a forum
· people who have not attended a forum

· Calderdale Council’s Elected Members
· Town and Parish Councillors, and
· the Council’s partners. 
This review has shown us how we can learn from what we have done with the Area Forums. It will help us to improve the ways in which we consult and involve residents, which in turn, will lead to better local service delivery and value for money.
3. Recommendations
3.1
A business case for the development of new Ward based Forums should be prepared. This needs to include detailed financial information about costs. The Chief Finance Office and Director of Community Services will need to approve the business case, in consultation with the Portfolio Holder for Community Services. If approval is given, local Ward Forums could be established as follows from September 2009:

(a) Quarterly meetings in each Ward. This will link up with the existing Neighbourhood Policing Team meeting structure. Joining up in this way means we could share costs and administrative duties. It also provides an opportunity to work in partnership with the Police, and help residents understand that we work together. 
(b) Each Ward meeting will be chaired by a named Head of Service from Calderdale Council. They will act as a ‘Ward Champion’. A Calderdale Council Director will have overall responsibility for each ‘Area’ of four Wards. (There will be five in the Lower Valley Area.) Each Ward will be able to ask for meetings with one or more Wards where there are issues which matter to them all. 

(c) As soon as possible, each Ward meeting should explore Parish Council, Town Council or other community governance arrangements for the Ward. This could include adjacent Wards too.
(d) Ward-based Forums will be a key part of our new arrangements for working more closely with neighbourhoods. This will give a clearer link between involving our communities and improving service delivery. Park Community Initiative (which is going to change its name to Halifax Central Initiative) will organise and support the Halifax Central forums and the North Halifax Partnership will do the same for the Halifax North and East Forums. This is part of the work agreed by Cabinet in December 2008.
(e) Agendas for each meeting will be set by the Chair (Head of Service). They will work with Ward Councillors to set the agenda, and will reflect the issues members of the public have raised. In those Wards covered by Town or Parish Councils, agenda setting should involve the Town and Parish Council Liaison Group.
 
(f) Each meeting will give local people an opportunity to meet with, and make representations to, their local Councillors and to managers from partner agencies. People will be able to raise issues of local concern and to receive feedback on things raised at previous meetings. The structure of the meetings should allow Members to fulfil their role as community champions and as democratic representatives. Meetings should also involve and empower local residents. Guidance for the conduct of meetings will be developed working with the previous Chairs of Area Forums.
(g) Each Ward Forum must look for ways to work closely with community groups and voluntary organisations to add greater value to the meetings.
(h) Forums should not be a ‘talking shop’. They will be encouraged to take issues forward though systems like ‘Councillor Call for Action’ and Scrutiny. Each Forum should link closely with locality and neighbourhood working arrangements in the area.
(i) The Council’s Constitution needs to be updated to reflect the recommendations in (a) - (h) above. This will include terms of reference for Ward Forums and guidance about taking issues further through the formal processes of the Council. 
(j) A report will be brought to Cabinet once a year on the work of the Ward Forums. Summary reports will be put together and submitted to Community Services Scrutiny Panel on a quarterly basis. Issues such as further devolution of decision making, including devolved budgets, will be reviewed annually.

3.2
It is recommended that the following principles should guide the Council’s future approach to community engagement and involvement:

(k) Consulting and involving local residents in shaping council services will be valued. It will help to improve customer service and satisfaction, deliver services more efficiently and achieve better value for money;
(l) There will be increased opportunities for all people to engage with the Council. We will no longer depend on Area Forums as the main/only way for people to get involved. We will offer more ways for people to learn about services and new initiatives, and influence their development;

(m)  Improved access to services and better co-ordination of service delivery at a local level. This will help people see that we (and our partners) have listened to and acted upon what we have heard from communities.  
3.3
It is also recommended that “Safer, Cleaner, Greener” teams should be created within the Council’s new Community Engagement service. This would give a focus to delivering services at a local level. The new service would be renamed “Neighbourhoods and Community Engagement” to reflect their new, central role. 
4. 
Background
4.1
The Council’s Comprehensive Performance Assessment (CPA) in 2007 made it clear that the Council needed to consider ways to improve its consultation and engagement work with local citizens and communities. The 2008 Direction of Travel statement said that “engagement with local residents is not consistently good”. The new Comprehensive Area Assessment (CAA) process places even stronger emphasis on understanding and responding to local needs. In order to secure a good rating under the new framework, the Council must be able to show it has a strong approach to engaging with and involving local people.
4.2
Calderdale residents consistently see community engagement as an issue for the Council. The final Local Government Best Value User Satisfaction Survey in 2006/7 showed that only 28% of residents felt able to influence decisions made locally, with a small percentage of residents feeling that the Council listened to them. This figure dropped further to 27% in the 2008 Place Survey, putting Calderdale in the bottom 25% of authorities. (The questions for the 2008 survey were asked before the pilot Area Forums had time to become established. This means the results cannot really be used to evaluate the Forums, but does show the Council needs to do more to connect with local communities.) 
4.3
It is clear from an analysis of the 2008 Place Survey results that there is a correlation between poor performance on this ‘influence’ indicator, a greater desire to be involved in decisions and low levels of satisfaction with the Council. Local people generally want to influence decisions and when they feel they can’t, they become dissatisfied with their local council.
4.4
There are also statutory requirements for the Council to fulfil. This includes the Local Government and Public Involvement in Health Act 2007 which places a duty on local authorities to inform, consult and involve local people when carrying out any functions.
4.5
In December 2007, Council agreed to establish four Area Forums. These were set up so the Council could meet its statutory obligations and to consult and involve the public in new initiatives and service delivery arrangements. This was intended as a pilot project, with a commitment to review the process and the value of the programme in spring 2009. 

4.6
The Area Forums were designed to help residents influence decision-making, and give them opportunities to raise local issues. The Forums also gave public services a way to consult with communities about service developments. Four Area Forums were established in 2008/09. They were:
· Upper Valley - covering Todmorden, Calder, Luddendenfoot and Ryburn wards;

· Halifax North and East - covering Illingworth and Mixenden, Northowram and Shelf, Ovenden and Warley wards;

· Halifax Central - covering Park, Skircoat, Town and Sowerby Bridge wards; and

· Lower Valley - covering Greetland and Stainland, Elland, Rastrick, Brighouse and Hipperholme and Lightcliffe wards.
4.7
The pilot programme began with a half-day conference in each Area in June/July 2008. There were then a series of Ward-based meetings, mainly focussing on the issues identified at the area conference. The programme concluded with a round-up conference for each Forum in March 2009.
4.8
In December 2008 the Access to Services inspection noted the progress which the Council was clearly making in consulting with and involving people. The inspectors also said that “…engagement with local residents is not consistently good. Some individuals and groups without a strong voice struggle to be heard by the Council, and their task is made more difficult by lack of capacity within communities and lack of joined-up working within the Council.”
5.
Summary of Review Findings
5.1
The review of the pilot programme included consultation with residents, Calderdale Council’s Elected Members, Town and Parish Councillors, council officers and staff from partner agencies, such as West Yorkshire Police, Pennine Housing and Calderdale Primary Care Trust.
5.2
It identified the fact that many Calderdale residents continue to feel that the Council does not do enough to listen to them or take their views seriously. This reflects the Council’s performance against national performance indicators which ask whether people think they can influence local decisions and whether they are satisfied with their local council. As indicated in paragraph 4.2 above, the Council was in the bottom quartile of national performance in 2006/7 relating to people feeling they can influence local decisions, and on the edge of the bottom quartile for satisfaction. The most recent information from the 2008 Place Survey shows that local performance has actually deteriorated against both indicators.
5.3
It was also clear that most people would like to have an opportunity to raise issues with local public service providers and to find out more about services and new initiatives. Again, this is shown in the recent the Place Survey results; Calderdale has one of the highest percentages of people saying that they would like to be involved in the decisions that affect their local area. It appears that there is an appetite for engagement and involvement amongst local residents, but they do not yet feel that things are in place for them to make their voices heard. 

5.4
The review identified that, in principle, the Area Forums approach is a good idea. More than half of the people interviewed who had not attended a Forum said they would like to know more and would be likely to attend a future meeting, and people who had attended the pilot Forums were generally satisfied with the meetings.
5.5
The main review findings can be summarised as follows:
· Most people aren’t aware of the Area Forums or other ways to make their views heard about service delivery in their communities or wider decisions made about the future of the Borough;

· Most people are cynical about the traditional routes to do this, whether through Calderdale Council or Town and Parish Council meetings, Ward Surgeries, or direct contact with those providing services;
· Most people would like to be made more aware of a public space where they are comfortable to raise issues and find out more about how services are delivered and how they can changes things, even if they don’t want to attend;

· Of those people who are aware of Area Forums, despite satisfaction with the meetings, there is a widespread view that they should:

· Have a clearer role and more visible impact on the way the Council runs services and makes decisions.
· Have more relevance to Calderdale’s communities - cover smaller geographical areas that have greater links with ‘natural communities’. 

· Give local people greater control over agendas - people want Councillors and Council or other public service staff ‘to listen more’ at meetings.

· Make better links with other civic and voluntary sector groups, and service providers, so that an Area Forum co-ordinates views being expressed by local people about the needs of their communities.
· Be promoted more energetically, to actively encourage people to attend and express their communities’ needs. 

· Make sure that relevant services are on hand to answer questions (immediately, if possible) and generally be more responsive to the needs of local communities. This could perhaps include having a small fund available to provide ‘local solutions to local problems’, which could be under the control of Ward Members.
6. A Proposed Way Forward

6.1
Involving and listening to local people is core business for Calderdale Council as it strives to:
· improve access to Council services, and  improve the services people receive
· deliver services that respond to the particular needs of all communities and individuals in the Borough
· show it is proud that Calderdale is a place where everyone is different, and demonstrate that it is a place where everyone matters.
6.2
Doing this will mean that the Council can achieve better value for money and greater efficiency. We will not waste money, and will maximise the impact of every pound of taxpayers’ money which we spend. It will also help to improve the standing of the Council in the eyes of local people and communities.
6.3
Listening to residents and communities is not an optional extra - no business could operate successfully without understanding its customers’ expectations and requirements. Public services are no different.

6.4
There is a growing agenda at a national political level to re-engage people in public and civic life. There is a drive to strengthen the role of elected representatives as leaders of their communities, able to reflect local feeling and be advocates for their constituents.
6.5
It is therefore proposed that each Ward should have a quarterly Ward Forum. This will fit in with the existing cycle of Neighbourhood Policing Team ward meetings. This means every third monthly meeting will be broadened out to include wider issues and other organisations. It would be promoted as a ‘local Ward Forum’.
6.6
In addition, a wide range of work with local residents, community groups and voluntary organisations will take place, arranged and supported by local staff and area based ‘Safer, Cleaner, Greener’ teams.
6.7
Similarly, there need to be clear routes for issues arising from this work to be fed into service delivery arrangements. It is the Council’s intention to increase co-ordination of local service delivery and to extend the network of Customer First access points across the Borough. These will be based around Calderdale’s main towns.
6.8
The Senior Management Review has set out plans for new Community Engagement and Customer Services functions. This gives the Council the opportunity to work more efficiently and effectively with partners, and to make strong links between involving local people and improving service delivery. A business case will be drawn up for discussion with the Portfolio Holder for Community Services, and approval by the Chief Finance Officer and Director of Community Services.
6.9
The recommendations in this report are based on the suggestion that each main town would benefit from a community participation worker. They would work across the area to generate community involvement and activity, including participation in the Ward Forums. They would feed issues into locality teams, which bring together all the key agencies operating in the area. These teams would be responsible for coordinating a response which meets local needs. Following the reorganisation of parts of Community Services, it is hoped that ‘Safer, Cleaner, Greener’ teams will fulfil this role. Agencies will be located together where this is possible.
6.10
The community participation workers will work flexibly to bring together communities and neighbourhoods who share common issues and concerns. Ward Forums will be free to meet with neighbouring Wards or other Wards as they see fit.
6.11
Appendix 1 shows how work on listening to communities, responding to their needs and improving access to services fit together. Appendix 2 illustrates how the Ward Forums will function as part of a wider programme of work with communities. This will be tailored to the needs of each particular area. In addition to ‘face to face’ activity, innovative approaches will be used, and will exploit the potential offered by modern technology.

7. Options Considered
7.1
One option is to abandon the Area Forum programme and not replace it with any alternative arrangements for resident and community involvement. This would disappoint the majority of residents surveyed; attendees and non attendees of the forums have expressed a wish to meet more often with the Council on issues of concern. It would impact negatively on future assessments of performance, as demonstrated by the recent Place Survey results.
7.2 
Another option is to ‘Parish’ the entire Borough. Evidence from elsewhere suggests that Parishing is best driven by the expressed will of the people. There is no evidence of a demand for Parishes in all Calderdale’s communities, and further, the percentage of vacant/uncontested seats at Parish level is a concern. It also needs to be acknowledged that there are financial implications in making Parishes, both for Calderdale Council and for the local community. They would become liable for any precept that the Parish Council subsequently charged. It is therefore suggested that local views are sought through Ward Forums on this matter. 

7.3 
A further option is to consult through existing community forums. However, community activity is unevenly spread throughout the Borough. Some communities would therefore be disadvantaged by such a proposal. The recommendations recognise the potential for existing forums to provide opportunities for consultation and to be part of the wider involvement activity carried out by local workers. 
7.4
The recommended option builds upon the experience of the pilot Area Forum programme and the views given as part of the review. Key points to emerge were that forums needed to be at a more local level and that they needed to be better linked into other local community activity. The recommended option also responds to the point that there needs to be a clear and transparent process for making sure that issues and views expressed in forums are responded to by local service providers. A number of visits have taken place to other local authority areas that are highly regarded for their local community engagement. These visits have also informed the proposal.
7.5 
In some authorities extensive devolvement of decision making and budgetary control has taken place. This have been done to area and even Ward level through small grant giving powers, devolved highways and street lighting budgets and Ward budgets for minor improvement works. The review of Area Forums showed some people were interested in this idea. It is suggested that the Council monitor how well this is operating in other areas, and considers the idea in more detail in the future. 
8.       Consultation

8.1
The review of the Area Forum pilot used a number of different methods to ensure that as many people as possible were able to contribute:
· Calderdale residents: 
· Survey sent out to all residents listed on the Area Forum database. 
· Survey sent to residents on the Calderdale Engage database. This gave access to people in the Borough who are active in civic life but who have not necessarily been involved with Area Forums.

· Random face-to-face surveys were completed at local markets (Hebden Bridge, Sowerby Bridge, Elland, Brighouse and Halifax) and at Morrison’s Supermarket in Illingworth. 

· Feedback forms from each of the 26 Area Forum meetings were also analysed.
· Calderdale Councillors: 
· Surveys sent to all 51 elected Members. 

· Follow up conversations were held with a number of Members to obtain more in-depth comments.
· Presentations to Party Group meetings and the Upper Valley Members’ Steering Group.
· Town & Parish Councillors:
· Surveys to Town and Parish Councillors (77 in total).
· Presentation to Town and Parish Council Liaison Group.
· Council Officers & Partners: 
· Officers and staff from partner agencies who attended the Forums were given the opportunity to complete an online survey.

· Follow up conversations were held with a number of Council officers to get a more in-depth understanding of their comments.

· The Neighbourhood Managers for Park Community Initiative and Ovenden and Mixenden Initiative were specifically consulted about the link between Area Forums and the more established locality working arrangements in their areas. 

· The Area Forum Team was consulted collectively and on a one-to-one basis. 

· The Community Development Team was consulted specifically about the relationship between the Community Development Team and the Area Forum Team.
· The Review Team attended a number of Action Planning Team meetings to obtain feedback from partner agencies.

8.2
This report will be considered at Council on 29th July, but will also be presented to Cabinet (13th July), Community Services Scrutiny Panel (2nd July) and the Town and Parish Council Liaison Group (7th July).  Calderdale Community Forum (representing the Voluntary and Community Sector) and the Boards of the current Neighbourhood Management Initiatives (Ovenden and Mixenden, and Park) will be considering the proposals before the Council meeting in July. The Stronger Communities Delivery Group, which brings together a range of voluntary and statutory agencies, has also been consulted and broadly endorsed the way forward.
8.3
Community Services Scrutiny Panel considered the proposals on 2nd July. The Panel emphasised the need to set meeting dates well in advance and to publicise them widely. It also noted the importance of working closely with existing community organisations and the need to keep the possibility of devolved budgets under active consideration. The Panel endorsed the idea of quarterly ward meetings, linked to the existing police arrangements.  However, the Panel felt that if the process was to empower Members and enhance their role as community leaders, then it would be more appropriate for the ward Forums to be chaired by a Ward Councillor (on a rotating basis) or by a local resident.

9.       Financial Implications

9.1
In the 2008/9 budget, £80,000 was included specifically for the Area Forum pilot. This was part of a three year package to improve customer satisfaction. This was supplemented by £30,000 from Performance Reward Grant (Community Cohesion) and a further £16,000 from existing Community Services’ budgets - both of these were only available in 2008/9.  The total spend on the pilot Area Forum programme in 2008/2009 was £126,000.
9.2
At the moment, £80,000 is available within existing budgets for 2009/10 and 2010/11 to support the proposals in this report.
9.3
For Wards in Halifax Central and Halifax North and East, the quarterly Ward Forums will be arranged by Park Community Initiative and the North Halifax Partnership as part of commissioned work from the Council. This was agreed by Cabinet in December 2008.

9.4
This will mean that the £80,000 referred to above will support 36 meetings over the course of a year in Upper and Lower Valley (9 Wards). Community Development staff in Community Services will work alongside the Neighbourhood Policing Teams to deliver this programme.
9.5
A clear finding from the Area Forum review is that there is a direct relationship between how much is invested in face-to-face engagement and both levels of attendance and the overall impact of the initiative. The current level of resources will allow the proposals in this report to be delivered. The proposals are a basic yet strong approach to local engagement. The business case will address this issue and explore any need extra resources because of the benefits to be gained.  
9.6
As noted in paragraph 6.8 above, the implementation of the Senior Management Review will see the creation of a Community Engagement and a Customer Services function. In establishing these functions, and bringing services together from across the Council, a priority will be to deliver the ‘core offer’ of quarterly Ward Forums, along with a wide range of activity and support to locally based community and voluntary organisations. To do this, we will look at the work being done by operational staff, and find ways to focus their efforts and improve their skills. This will enable them to continue to deliver services while supporting local projects and initiatives. For example, staff would continue to maintain grass and flower beds, but could work with volunteers or apprentices to clean up and plant vegetables on areas of neglected land. By working in this way, the staff would pass on skills to local communities, and help them to be more self reliant. This approach has been used successfully as part of the ‘Incredible Edible’ initiative.
10.       Corporate Implications

10.1
The recommendations support the Council’s commitment to making Calderdale a place where ‘Everyone is different and everyone matters.’ It provides opportunities for people’s diverse circumstances and service needs to be heard and responded to.
10.2
Tailoring services to match what customers and residents tell us they want will lead to better levels of customer service and higher levels of satisfaction. We will be able to get the service ‘right first time’ and make more efficient use of resources.
11.       Conclusion

11.1
Establishing quarterly Ward Forums where local people can raise issues of concern with the Council and its partners takes forward the Council’s plans to work better with local communities. The recommendations build upon the experience and lessons learned from the Area Forum process. New arrangements for co-ordination of service delivery at a local level and for a network of ‘customer first’ contact points across the Borough will enable swift responses to issues raised about local service delivery.
11.2
Not only does evidence from the Area Forum review suggest that local people wish to have a public way talk to local public service providers, but the Place Survey also shows a clear desire from Calderdale residents to be more involved in decisions that affect their local area. By giving them this opportunity, Calderdale Council and its partners will be able to achieve better value for money for local taxpayers and increase levels of satisfaction with local public services and civic institutions. 

For further information on this report contact:
Andrew Pitts, Community Partnerships Manager, Community Services
Tel: 01422 393264
Email: andrew.pitts@calderdale.gov.uk
Documents used in preparation of this report:
· Area Forum Review - first year pilot, May 2009 
· Access to Services Improvement Programme, approved by Cabinet 16th March 2009
· Roll out of Neighbourhood Management in Calderdale - report to Community Services Scrutiny Panel, April 2009  
· Place Survey, Ipsos MORI, June 2009 
Documents available for inspection at:

3rd floor, Northgate House, Halifax
Appendix 1 - Operating model for ‘Going Local in Calderdale’
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� Community Services Scrutiny Panel did not agree with this recommendation, feeling that it would be more appropriate for the meeting to be chaired by a ward councillor or a local resident - see paragraph 8.3


� See footnote above.
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