Introduction

Lincolnshire has a track record of success in collaboration, however this has

tended to be individual authorities working together or small clusters of authorities

coming together driven by common issues The Lincolnshire Shared Services

Partnership (LSSP) aims to encourage more authorities to work collaboratively on

an agreed range of service areas. One of these is the key area of Training which

is a valuable enabler in ensuring other service areas are appropriately skilled to

deliver their respective services.

The Training workstream has now completed the first stage of the shared service

process by producing a Strategic Outline Case (SOC). The contents of this SOC

are consistent across all the workstreams and have been based on the guidance

provided by the Department of Communities and Local Government (DCLG). This

Executive Summary provides a synopsis of the main content and conclusions of

the SOC.

The workstream sponsor, Steve Lumb, has been leading the process through an

inclusive approach which has been taken to ensure representatives from each of

the partner authorities have actively been engaged throughout. This has been

achieved by running workshops, gathering data and exploring alternative delivery

options

Training is about Workforce Development and Workforce Learning and should be

considered as a key enabler of real business transformation. It is fundamental in

enabling other services to provide better and consistent services. The outcomes

identified in this SOC are essential to the successful delivery of transformational

change and therefore the shared services agenda.

This SOC forms the first stage and establishes the strategic case for proceeding

with Training as a shared service. Potential options for change will be analysed

further in the Outline Business Case and Detailed Business Case.

Current Position

The current situation in Lincolnshire is largely of single authority provision with the

Training service being provided and/or arranged independently by an in-house

person or team in each of the District authorities. Within the County Council,

strategic planning for learning and development and the delivery of corporate

training requirements are managed centrally. Service specific training is managed

through the various departments. Specialised professional training, for example,

statutory social workers, fire workers and teachers is guided by central

government. HBS delivers a significant amount of the corporate training and any

training commissioned to meet specific development of individual service areas.

HBS do not deliver professional training.

Training is generally regarded as a service which arranges or provides training

across all levels in individual Authorities by utilising both third parties and inhouse

resources. However, Training, operationally, underpins the strategic

workforce development planning and identification of development needs, the

outcome of which is a range of interventions which may include arranging or

providing training to accommodate the learning needs, for example

leadership/management training.

There are currently no consistently recognised or commonly adopted parameters

across the partners. The one common factor is the minimal number of staff

dedicated to managing training services throughout the county.

Arguably, Training should be considered as a strategic element as an enabler to

improving service delivery across all services and for the purposes of this project

has been considered in the wider context of workforce development.

It is the intention therefore to consider how Training Services at a strategic level

may contribute to workforce planning strategies and be delivered on a

collaborative basis.

There are currently some examples of successful joint working in evidence where

individual authorities share training events. Examples include two/three

authorities sharing the delivery of training for diversity, health and safety etc. In

addition, where joint officer working groups exist for some professional services

such as environmental health and planning, and the respective number of officers

in individual authorities is small, some joint training is carried out to help defray

costs.

There has also been a sharing of experience and information to derive service

and business benefit and officers from the different authorities also provide

mutual support to each other. However these are in a minority and are generally

not formalized and it was concluded that approach to shared working is not

sufficiently radical to meet the service objectives set out in the Strategic Outline

Case from a county wide perspective. The LSSP provides the impetus and

opportunity to review and potentially develop a collaborative management

strategy.

Partnership through the collaborative provision of Training services was seen as

a means to overcome these issues.

Strategic Outline Case (SOC)

The SOC makes an assessment of whether a shared approach to Training

Services Management fits with the overall programme objectives and identifies

specific objectives for the service.
Specific Objectives

To achieve a shared approach, a small working group of officers representing the

Training function of each authority met on a regular basis to explore the options

and to develop a structured and logical way forward. As part of their overall

approach a set of key objectives were agreed that were specific to Training, yet

which supported the overall aims and objectives of the Partnership.

Training is considered to be a key enabling, supporting and facilitating service to

other service functions and it was agreed that the core aims of adding value to

other services and ensuring continuous improvement in service provision and

delivery are inherent in each of the specific objectives.

These key objectives are:

1. To raise the profile of training and development as a strategic corporate

function.

2. To create the infrastructure to enable the Lincolnshire authorities to develop

a skilled workforce to meet current and future business objectives

3. To increase efficiencies and effectiveness to achieve value for money by

making better use of current resources, accessing external opportunities

and utilising joint purchasing power.

4. To identify and meet common needs and solutions.

5. Developing joint traineeships/apprenticeships and other opportunities

across the Lincolnshire authorities.

Service Delivery Options

To achieve these objectives a number of options were considered. The current

position was the starting point, with discussion about whether the workstream and

partnership objectives could be met without any fundamental changes being

made. It became clear that maintaining the status quo would not deliver a step

change to the way that Training is currently provided as the weaknesses of the

current approach were barriers to significant gains.

Identified weaknesses include:

Uncoordinated approach across authorities

Current arrangements not necessarily providing value for money

Fragmented approach to managing training within individual authorities

Skills development not being consistent across the County
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It was recognised that some improvements have already happened through

informal partnership working, but these have been on a fairly piecemeal basis. To

make a significant impact a completely different approach was necessary. There

are no restrictions regarding the appropriate method of service delivery and local

authorities can therefore meet their obligations via a variety of options including

internal provision, private sector provision or a combination of both.

The following options were therefore considered:

1. Do Nothing

2. Centralised Service (Hub and Spoke)

3. Specialist Lead Authorities (Distributed Service)

4. Informal collaborative working - ‘Help each other out’

5. Formal collaborative working

6. Outsourcing via a managed service

7. Outsourcing via a Partnership

8. Clusters

The options were subsequently scored against the objectives and were then

subject to a SWOT (strengths, weaknesses, opportunities, threats) analysis.

Following this appraisal, options 2 and 5 emerged as the most favourable options

which would both meet the agreed objectives and lead to an improved level of

service for all concerned. This approach is in line with the overall objectives of the

Lincolnshire Shared Services Partnership.

The possibility of an arrangement including the County Council or not was also

discussed but not taken further. It was considered that strategic management of

Training and the anticipated benefits to be derived would be nullified without the

inclusion of the County Council. This will also ensure a consistency of training in

core subjects, such as basic ICT, to support other shared service initiatives as

they move forward.

The creation of a single organisation could be managed in a variety of ways. It is

highly likely that some form of outposted resource will need to be maintained in

each authority.

The implementation of an alternative method of service delivery will deliver the

vision and outcomes of the Partnership but may take several years to fully deliver

due to existing contractual constraints.

