[image: image1.png]on of West Yorkshire Authori




Association of West Yorkshire Authorities
West Yorkshire Approach to Shared Services 

May 2012
Pragmatic Approach
Over the past four years, the Association of West Yorkshire Authorities has remained committed to exploring the potential benefits of working together across the sub-region to generate significant efficiency savings and to improve the quality of services offered to our residents. To date we have already generated savings of £1.4 million, identified over £1.5 million more and will continue to secure significant savings in the future. We have always recognised that our objectives can be achieved through a wide range of collaborative approaches, ranging from a full scale shared services model to more informal arrangements. For this reason, we have also always been clear that we need to be pragmatic when deciding which approach is best suited to the service under consideration, if indeed the case for change is even proven, and flexible in terms of the level of involvement of the different authorities. In some instances, there is a stronger case for pursuing bi-lateral and tri-lateral collaborations than for imposing a solution on all five authorities. 
We have been insistent that our shared services approach needs to complement our internal change programmes. For that reason we have prioritised the latter, generating significant back office savings as a result, with a view to utilising collaborative approaches to release further savings and support the re-designed services that remain. It is imperative that we balance the desire to identify further savings with the need to maintain and support services that have already been significantly reduced due to recent budget cuts and internal restructures.
Wherever possible, we have focussed on identifying savings through refining our processes, better aligning our systems and embarking on joint procurement initiatives rather than simply reducing staffing costs. Similarly, we have, and will continue, to pursue all opportunities to increase the revenue generated by a number of our services, such as environmental health and building control.
Potential for Efficiency Savings
In considering the results of the detailed feasibility work that has been initiated at a West Yorkshire level, the potential efficiency savings have been central to the decision making process. In many cases, the exploratory work has indicated that the significant up-front costs associated with implementing large scale change will far outweigh the resultant benefits. Evidence of this argument is becoming increasingly common as local authorities across the country are failing to secure the savings that they believed their shared services approach would deliver.  The problem regarding the cost of shared services solutions is further compounded by the fact that it takes many years for any savings to be realised. The current budget situation demands immediate action that will deliver improvements and savings in this spending review period.

Local Discretion
The importance of retaining local discretion in certain key service areas has also proven critical when assessing the viability of different collaborative arrangements. Local nuances and distinctions often compel local authorities to retain their own approach rather than applying a ‘one size fits all’ model that doesn’t in fact reflect the needs of each service and every community.  

District Level Partnerships
It is the recognition of the importance of ‘place’ in designing local services that has also led the West Yorkshire authorities to balance their approach to sub-regional collaboration with their approach to progressing partnership arrangements at district level. Community budgets, multi-agency working and joint commissioning at the local level all hold equal weight in terms of their potential to deliver efficiency savings and service improvements whilst not compromising the extent of local control over service design and delivery.
Future Opportunities

Although we have had to prioritise solutions that will deliver short term benefits, we have not lost sight of the need to be preparing now for collaborative opportunities that can only be capitalised on in the future. Incompatible systems and existing contractual arrangements pose a significant barrier to the immediate implementation of shared services solutions although, not necessarily an insurmountable barrier, if we identify where future opportunities lie.
Achievements to Date
On the basis of the approach outlined above, the AWYA has already achieved a great deal in terms of its commitment to closer collaboration on service delivery across the sub-region. Outlined below is a short summary of the various pieces of work that have been pursued with this objective in mind.  
Legal Services

What have we done?
· All signed up to a joint Memorandum of Understanding which sets out the broad principles and processes that will
· maintain and raise the standard of legal support delivered to the authorities at a time of significant change and reductions in budget

· ensure that the authorities operate lawfully, the vulnerable and disadvantaged are protected and authorities are able to support economic growth and regeneration

· Established a WYLAW Board to oversee the implementation of the MoU and to record all cashable and non-cashable efficiency savings.

· Reduced fees paid to external solicitors and Counsel Chambers by an average of 20% following collective negotiations.

·  Undertaken a joint procurement process for a panel of barristers leading to a more competitive rate.

· Ensured no work is outsourced before checking whether another authority can fill the capacity gap.

· Replaced agency staff wherever possible.
· Held a series of workshops to improve our approach to demand management
· Agreed a shared costs draftsman resource to be hosted by Leeds Council

· Developed a virtual talent pool to address capacity gaps in governance, ICT, advocacy, employment and the use of third party vehicles to deliver services.

· All new staff are appointed on terms and conditions allowing them to undertake work on behalf of any one of the five authorities.

· Rationalised and renegotiated contracts for library and research resources resulting in savings of up to 35%.

· Set up an electronic hub populated with information/ documents that can be used by all five authorities.

· Moved towards a single case management system.
· Been shortlisted for the LGYH Making a Difference Awards 2011 and the LGC Awards 2012.

· Saved over £700, 000 in cashable/ non-cashable savings since the completion of the MoU in July 2011.
Regulatory Services
What have we done?
· Commissioned a detailed business case to explore the potential benefits of a West Yorkshire wide approach to trading standards, building control, environmental health and the back office functions associated with licensing.
· Agreed not to pursue a shared services model for Regulatory Services at this time on the grounds that:
· The risks, resources and time needed to implement such a model would not be proportionate to the benefits accrued
· Many of the services are extremely sensitive to local priorities, local issues, local policy and service delivery issues
· Financial projections were based on assumptions about future resources

· The proposed governance arrangements would not offer the assurance customers, employers, and residents need.

· Committed to formalising and further developing the collaborative arrangements around Building Control to increase our competitiveness within the commercial market.
· Initiated an exploration of opportunities for collaboration around Environmental Health, including:

· Pooling resources and expertise across West Yorkshire to support services currently operating below critical mass and to reduce the need for future recruitment
· Implementing a ‘primary authority’ model to provide environmental health advice to businesses and generate income in the process

· Increasing the income generated across all five authorities through benchmarking current performance and activities
· Generating efficiency savings through joint procurement and responsible outsourcing
· Establishing a sub-regional approach to consultations, policies and procedures where appropriate and to support joint working.
Children’s External Placements

What have we done?
· Embarked on joint negotiations with eight key Independent Foster Agencies (IFA) leading to a combined saving of over £700,000 across West Yorkshire.
· Shared information regarding the pricing and usage of leading residential providers with a view to securing further discounts through joint negotiations.
· Prepared for the joint procurement of both the IFA and residential accommodation framework agreements in such a way as to allow other Yorkshire and Humber authorities to join the agreement on an annual basis and further increase our collective purchasing power as well as improving the quality of outcomes achieved by young people. 
· Prompted IFAs to provide new residential migration products, moving children from high cost residential places into lower cost fostering.
· Initiated a programme of support for small and medium sized suppliers to enable them to capitalise on future commissioning opportunities.
· Committed to two longer term goals:
· Developing the internal market to avoid becoming entirely dependent on external provision and to establish specialist provision that can deliver complex care packages
· Developing the external market to re-configure services and support providers to meet our long term objectives.
Human Resources

What have we done?
· Commissioned a feasibility study to identify opportunities for collaboration on pensions 
· Explored the implications of creating a joint pensions service with staff transferred to the West Yorkshire Pension Fund but agreed not to pursue this option at this time as:
· The resultant savings only amount to £12,000 per authority per annum and this figure doesn’t take account of transfer and set up costs
· Each Council’s ability to access pension advice in a timely and responsive manner would be reduced.
· There are likely to be changes to pension management arrangements at both a regional and national level in the near future
· Improved information sharing and informal joint working between the five pension teams.
· Assessed the benefits of joint provision of transactional HR processes and identified the following barriers:
· Authorities have different systems, mostly provided by external suppliers with supporting maintenance agreements and therefore existing contractual obligations with different end dates/ procurement timescales.

· There would be significant development and set up costs as well as on-going contract management costs

· Each authority has different priorities for business and service development and their own distinct requirements.

· Significant technical issues around data migration, data security and different hardware configurations

· Commissioned a feasibility study to identify opportunities for collaboration on CRB/ safeguarding checks. The feasibility study concluded that existing provision be unchanged as the Review of the Criminal Records Regime will result in reduced demand for CRB/ safeguarding checks in future.
Revenues and Benefits

What have we done?
· Commissioned a high level business case to look at how Bradford, Kirklees and Wakefield could jointly deliver certain aspects of the Revenues and Benefits service (three authorities only due to the compatibility of IT systems.)
· Forced to postpone making changes to the service after the Government announced its intentions regarding Universal Credit.  Instead, all five authorities are now working together to influence the Government’s approach to these reforms.
Highways
What have we done?
· Initiated exploratory work between the five Chief Highways Officers and Metro to decipher how greater efficiencies and collaboration could be achieved in highways and transportation services.  
· Identified savings of around £1.5 million per annum which can be achieved through a joint approach to Highways Maintenance procurement.
· Established a shared Bridges Service between Wakefield and Leeds with the possibility of creating a West Yorkshire wide bridges service by April 2013.
· Created a West Yorkshire Highways Design Alliance with an accompanying Memorandum of Understanding. A ‘virtual’ design hub is planned from April 2013 with the possibility of establishing a full shared service by April 2014. 

· Created a robust package of baseline information, data and ideas which can feed into work on the West Yorkshire Transport Fund, Major Scheme Devolution and the outcomes of the Cities Deal.
Next Steps

The Association of West Yorkshire Authorities will continue to approach the shared services agenda as outlined at the beginning of this document. Above all, we will be pragmatic and wherever possible we will generate efficiency savings and deliver service improvements by refining our processes and working more smartly together not by making further cuts to already streamlined services.  We will continue to engage with all relevant partners and regularly communicate our intentions and achievements. Where it makes sense to do so, we will work with additional local authorities, both at a functional sub-regional and a regional level, to guarantee the biggest possible impact. We will ensure that collaboration supports our most vulnerable services and that we build on the trust that is now well established between the five authorities.
For further information please contact the AWYA,  clare.elliott@awya.gov.uk, 01924 305323
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