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Agenda ltem 9

By: Paul Carter, Leader of the Council
Geoff Wild, Director, Governance and Law
Amanda Beer, Corporate Director, Human Resources

To: County Council, 15 December 2011
Subject: Change to Keep Succeeding — the next steps
Classification: Unrestricted

Electoral Division: All

Summary: This report proposes changes at senior management level to the
operating framework introduced under the Authority’s medium term plan, Bold Steps
for Kent, including the deletion of the post of Managing Director from the
organisational structure.

Recommendations:
County Council is asked to:

e agree the deletion of the post of Managing Director from the operating
framework

o agree that the Head of Paid Service responsibilities are designated to the
Corporate Director of Business Strategy and Support

o approve the revised job descriptions for the Corporate Director Business
Strategy and Support; the Corporate Director Customer and Communities;
the Corporate Director Human Resources and the Director of Governance
and Law

o agree the change of reporting line for the Director of Public Health to the
Corporate Director Families and Social Care

e agree that the posts of Director of Education Standards and Director of
Education Planning and Access as part of the senior structure in ELS

e designate the Director of Governance and Law as the Returning Officer

o support a proposal being made to the Lord Lieutenant that the Director of
Governance and Law becomes the Clerk of the Lieutenancy for Kent

o note the proposed change in the contracts of employment for the
Corporate Director Families and Social Care as described in Section 9 (8)

e authorise the Monitoring Officer to make any necessary changes to the
Constitution as outlined in Section 9 (9) and set out in Appendix 3.
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Introduction

In December 2010, the County Council approved the introduction of the current
operating framework and the creation of five new Directorates. This structure,
outlined in the report to County Council “Change to Keep Succeeding”, was
implemented in April 2011.

A set of Organisation Design Principles was agreed as part of Bold Steps for
Kent, which has informed all the changes to our organisation structure and
culture over the last year. Section 3 of this report explores the relevance of
these to the proposals in this report.

Under the Managing Director, Katherine Kerswell, significant progress has been
made and improvements introduced to align the organisation to these principles
— many sooner than anticipated.

These improvements have been achieved against a background of
unprecedented change in local government generally and Kent County Council
in particular. These changes include the need to respond to the realities of the
global economic situation, the resultant squeeze on local government funding,
the localism agenda and significant national changes in Education and Health.
Put this against the realities of changing demographics and the expectations of
our customers and service users and the need for continuous development and
improvement is unprecedented.

It is this background, coupled with the Cabinet desire for a new way of working
enshrined in both this report and the report on new governance arrangements
that is before the County Council today, which has led to the proposals outlined
here.

Background

The seriousness of the current economic situation facing local government
cannot be underestimated. Having been expected to make some £340 million
savings by 2015 following the last Comprehensive Spending Review, the
Chancellor's Autumn Statement 2011 makes it clear that austerity measures will
now continue for at least the first two years of the next Parliament. Even if this
proves accurate, the likelihood is that financial pressure on local authorities will
continue for the entirety of the next Parliament (i.e. until 2020) and beyond,
especially given demographic pressures. Only radical and transformational
change, beyond that even envisaged two years ago, can deliver the changes
local authorities must make.

It is increasingly accepted that the leadership model for local government must
adapt to the new financial reality. For example, there is a pre-existing trend for
some local authorities to share their Chief Executive or other senior
management posts. The executive mayoral model set out by the Government
for the English core cities fundamentally challenges the notion of traditional
local government leadership, placing greater emphasis on the elected Leader
as the driver of transformational change, rather than drawing distinction
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between officer and member roles. The importance of the democratic mandate
in shaping service provision around the wishes of the local communities is
further reinforced through the proposals for elected Police and Crime
Commissioners for England and Wales.

Some local authorities, in particular many south eastern councils, are now
moving towards a new operating model which will see them increasingly
commission services from the private, voluntary, community and social
enterprise sectors, rather than provide them directly. Combined with the
challenge of localism and the shift towards greater personalisation, the
commissioning authority approach does not lend itself to traditional hierarchical
and linear management structure. Rather, commissioning authorities must
instead respond quickly to the varied and different groups and individuals who
will be service commissioners in the future - be they individual service users,
the local community or the executive KCC member. In a commissioning
authority model, flexible and responsive strategic management becomes the
critical success factor, and a streamlined and more integrated approach to
conducting business a pre-requisite.

Bold Steps for Kent and Policy Framework

The Organisation Design Principles are an integral part of Bold Steps for Kent.
These principles include the statements:

(@) The organisation must be leaner, with less duplication and more
responsive decision making.

(b) The chief officer team will be one team — collectively responsible for
advising, responding and delivering Cabinet’s agreed priorities effectively
and efficiently to build member confidence across all service areas.

(c) KCC is a single organisation delivering a cohesive service offer.
Organisational silos which increase replication, duplication and undermine
our ‘One Council’ approach will be changed to deliver as one organisation.

(d) Our structure will be as flat as possible to ensure the appropriate number
of tiers between the Corporate Management Team and the front line (no
more than five tiers of management) with effective spans of control
throughout the organisation.

(e) Planning, monitoring and management systems will drive corporate
accountability for delivery by officers across all levels of the organisation.

(f) Provides a framework for creative discipline for managers with a
“‘tightloose” relationship which allows decisions to be taken at the
appropriate level and managers having operational freedom within an
underpinning ‘one council’ approach. Only those decisions that need be
escalated up the management chain will be, and managers will be
personally held to account for delivery.

The County Council is now working with fewer silos and ensuring that decisions
are made and accountabilities are held at the appropriate level in the
organisation. This must be applied at all levels in the Authority. Cabinet believes
that now is the right time for members of CMT, working collaboratively with the
Leader and their Cabinet portfolio holders, to be held more directly accountable
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not just for the service delivery in their Directorates but also for the performance
of Kent County Council as a whole.

It is believed that at this point in the Authority’s development, the principles and
ambitions outlined above are most likely to be achieved if the post of Managing
Director is deleted from the operating framework. The redistribution of the
responsibilities of that post in the way proposed in this report does not lead to a
change of more than 25% compared to their current roles for any of the existing
CMT members. Formal consultation has therefore been conducted with the
Managing Director, whilst other senior managers and members have been
involved in informal consultation.

Katherine Kerswell has taken the lead in reshaping the new approach to service
delivery and recasting our overall management arrangements. The Authority
has shifted from an approach that was highly departmentalised to one based on
the whole organisation working together. Cabinet and chief officers will now
work much more collaboratively together. This structural change has already
resulted in improved services to Kent's residents and better value for money for
Kent's taxpayers.

As these arrangements have begun to bed in, Katherine Kerswell has
discussed the next phase of change with the Leader and this report is a result
of those considerations. It is agreed that now is the appropriate time to put this
proposal to the County Council.

The proposal to delete the post of Managing Director
Background

Whilst recognising the professionalism and contribution of the current
incumbent, it is proposed that the role of Managing Director is no longer
required as part of the Council’s new operating framework.

The pace of change in local government and the public sector generally, as well
as the impact of the wider UK and world economy, has been even greater and
more fundamental than envisaged when the appointment was made.

It is important that the Council adopts a dynamic and flexible approach to
ensure that it has the appropriate structure in place to meet the future needs of
the communities of Kent.

Furthermore, it is important to recognise the agenda of both central government
and the Council’s administration towards greater involvement by Members in
the executive and strategic management of the Council, with aim to ensure a
Member-led, locally-focused authority.

Following discussions held with the three Group Leaders, it has been agreed
that the mutual termination of Katherine Kerswell’s contract of employment, as
approved by the Personnel Committee on 28 November, be formally concluded
in the form of a confidential compromise agreement. The only decision that
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remains for the County Council to take is whether the post of Managing Director
should be deleted from the operating framework.

Factors Informing Change

There are a number of factors that inform the proposal to delete the post of
Managing Director. These are explored further in the course of this report and
include:

(a) Consistency with KCC'’s strategic direction

(b) The desire to become a more visibly and explicitly Member-led Authority
(c) To fundamentally change the relationship between CMT and Cabinet
(d) To improve the outcomes of KCC as one Council

(e) To improve mitigation of organisational risk

(f)  Sharing ownership for delivery

(g) Potential cost savings

4.2.1Consistency with KCC’s strategic direction

(1)

(2)

3)

Whilst it is recognised that the role of Managing Director is a relatively new one
(being ratified as part of Change to Keep Succeeding in December 2010), it is
felt that such is the pace of change both within the Council and externally, the
role is no longer consistent with the strategic direction the Council needs to
take.

It is no longer expected that one individual needs by definition to be the single
lead officer figurehead for the organisation. The strategic direction going
forward requires Chief Officers to work together as a team to a corporate
agenda, focussed on delivery, in a more joined up way. The job descriptions of
all KCC’s most senior officers already include a number of corporate
responsibilities, so the change required can be achieved within minimum
disruption to the organisation.

It is believed that the flatter officer hierarchy will help ensure Member queries
are given quickly by the appropriate senior officer.

4.2.2The desire to become a more visibly and explicitly Member-led Authority

(1)

The Council will shortly move to a new Cabinet committee structure, which was
endorsed at October’'s County Council meeting and further debated at this
meeting. This will result in a significant change in the way that the Council
makes its decisions. The key objectives of this approach can be summarised
as:

(a) strengthened policy development, allowing non-executive Members
greater input into shaping the County Council’'s policies and major
decisions

(b) greater accountability of decision makers

(c) fundamentally changed dynamic of pre-scrutiny of decisions (rather than
post-scrutiny)
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(d) a streamlined committee infrastructure

(e) greater transparency and openness, making the decision making process
more inclusive, robust and accessible

(f) supporting Cabinet Members to make more effective decisions

(g) improved performance management

(h) ensuring the impact on the Members’ Allowances Scheme is cost neutral

The change will necessitate a new way of working, and Members of the
Administration will, under this new system of governance, be able to take a
more explicit executive leadership role which, in turn, fundamentally calls into
question the need for the post of Managing Director.

Whilst the Cabinet system has served KCC well in many ways, the speed of the
decision-making process can sometimes lead to significant numbers of
Members feeling removed from the decision-making process. There are
significant opportunities for the new model to resolve some of these issues and
these would be helped by a flatter officer hierarchy with members of CMT taking
more individual responsibilities for decisions relating to their service delivery
functions.

4.2.3To fundamentally change the relationship between CMT and Cabinet

(1)

(2)

The Leader and Cabinet believe that KCC will be better placed to move to the
highest performance levels and adapt to future challenges and that Cabinet will
be better supported to deliver their strategic objectives if:

(@) CMT and Cabinet work more collaboratively as a leadership team, taking
key strategic decisions together, allowing things to happen faster and
minimising any problems associated with mixed messages. The
framework for achieving this ambition is described below.

(b) CMT provides better support to Cabinet by itself taking a much more
collegiate leadership approach and taking responsibility as a group for
overall KCC performance

(c) Corporate co-ordination is at the highest level with the new corporate
Divisions working even more effectively and offering cohesive support to
Cabinet and the business

(d) CMT is responsible for delivering the Administration’s objectives, and
supporting the political leadership with appropriate overview, balance and
impartial, coherent advice.

(e) Managerial leadership is achieved through a combination of a team of
senior officers working seamlessly with their executive elected
counterparts, without needing a single officer conduit through which to
channel activity

(f) Members of CMT will continue to provide briefings to Members from all
political groups

Traditional policy, administrative and managerial functions will continue to be

performed by CMT, who will also hold the trust and confidence of those they
lead and with whom they work. The leadership qualities needed in an

Page 6



3)

organisation the size of KCC cannot be uniquely vested in one senior officer
role.

Cabinet will support CMT to bring the best out of a team of chief officers, who
will take responsibility strategically for the whole organisation, the ONE Council
(see 6, below).The role of Managing Director is seen as superfluous with this
changed relationship.

4.2.4To improve the outcomes of KCC as ONE Council

(1)

(2)

3)

Significant progress has been achieved by the Managing Director in delivering a
more unified approach in the way that the Council carries out its functions. The
next stage is for the Council to create greater effectiveness and joined up
working between Cabinet and CMT.

The removal of the Managing Director post provides the opportunity for a
different and improved overall organisational leadership. There will be scope for
fewer perceived tensions between the agendas and decisions of Cabinet and
CMT, which can lead to lack of clarity and delay. Similarly, a more joined up
way of working will lead to fewer actual tensions and avoid duplication of effort.

KCC will become a truly “joined up” organisation with a modern approach to
delivering excellent services and value for money and the ability to put the latest
thinking on effective organisational leadership in place.

4.2.4Sharing Ownership for Delivery

(1)

(1)

By moving to a structure that demands an even more collegiate approach from
Chief Officers, working alongside the Leader and Cabinet, KCC will broaden
their experience, enhance their roles and get better value for money from their
input. There will be greater corporate assurance through collective working.
Innovation will become more essential and lead to a culture of providing
solutions, not just highlighting problems or protecting self-interest.  This
approach has already been seen to add value through the improved joint
working between Children’s Specialist Services, Education, Learning and Skills
and the Health Service. Quicker, “one and done” decision making will mean that
there is less likelihood of a decision being made in isolation by one part of the
organisation which is then challenged by another, delaying action and causing
frustration and potential tension between different parts of KCC.

Factors for consideration

In considering how KCC will organise its senior manager team and ensure all
the duties of the Managing Director are properly reallocated, a number of
aspects need to be considered:

(@) The job description

(b) The statutory responsibilities of Head of Paid Service

(c) The delegated authorities in the Constitution

(d) Other duties and activities not explicitly covered in the above documents
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(e) The leadership of the officer cadre, including line management
arrangements

The aim is to build on the corporate responsibilities already enshrined in senior
job descriptions and keep the amount of change to other posts to a minimum.

Other duties and activities

The Managing Director fulfils a number of other duties, particularly in relation to
civic responsibilities and representing KCC on external groups and bodies.
These duties will be reallocated to other senior managers, ensuring a match to
their existing areas of responsibility wherever possible, and Members may
represent the Authority at some others.

Leadership and line management

This is a critical aspect of this new working arrangement being effective. The
most important factor will be the closer interchange and working relationship
between the Leader, Cabinet and CMT as a whole and the individual portfolio
holder, corporate directors and the Leader.

There are five aspects which need to be considered under this heading:
Joint working between Cabinet and CMT

Improved joint working and decision making between Cabinet and CMT will be
achieved primarily through a change in the current prevailing culture, but it will
also require a suitable framework for discussion on decision making to be put in
place. It is suggested that a regular joint meeting, building on the format and
membership of the current Cabinet Briefing which is made up of Cabinet, the
Corporate Director members of CMT and the Director of Governance and Law.

The CMT will operate in the way described above. Members of the team will
take collective responsibility for a sharper, more responsive approach which
delivers the strategic agenda through a cohesive approach which makes best
use of resources across the Authority.

Performance Management

The Cabinet portfolio holder, reporting to the Leader, will be responsible for
leading the discussion with the relevant Corporate Director to agree the key
performance measures and deliverables for the services in that portfolio. These
will be formally agreed by Cabinet and individual corporate directors will then be
held accountable for delivery. In essence, this replicates the current
arrangements that exist between the Leader and the Managing Director, which
will be put in place for each Corporate Director and Cabinet member.

In the event of any significant issues arising about an individual’s performance

or a matter that has longer term implications for the Authority, the Corporate
Director Business Strategy and Support (CDBSS) will be expected to liaise with
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the Leader, Cabinet Member responsible, take advice from the Monitoring
Officer, Section 151 Officer and/or Corporate Director of HR, as appropriate.
Each of the senior managers will have an obligation to keep the CDBSS
informed of issues of strategic importance on which they are liaising with
members, each other or external partners.

If there are divergent priorities or differences of opinion that cannot be resolved
by the individuals concerned, the CDBSS will take responsibility for resolving
them in consultation with the Cabinet members and Leader. Similarly, any
formal performance monitoring or disciplinary action needed will be initiated by
the CDBSS in consultation with the Leader and on advice from the Monitoring
Officer and/or Corporate Director of HR. Any performance issues concerning
the CDBSS will be initiated by the Leader with advice from the Monitoring
Officer and Corporate Director of HR and subsequently dealt with as prescribed
in the Constitution. If there are complaints or issues with a Cabinet member
these will be dealt with by the Leader and the CDBSS.

Day to day line management

By nature of his designation as Head of Paid Service, essential line
management functions (for example agreeing leave, signing off expenses,
dealing with sickness absence), will be undertaken by the CDBSS, as will any
more informal support and advice needed by individuals in the CMT. The
current line management arrangements in place for the Corporate Directors of
HR and Finance will continue (i.e. the reporting line to the CDBSS). He will also
take responsibility as Head of Paid Service for any employee relations issues or
personnel issues at a very senior level. If any such issues arise concerning the
CDBSS they will be dealt with by the Leader with advice on appropriate process
to be followed from the Corporate Director of HR.

Leadership of the broader staff group

Leadership of staff at KCC is a critical factor in the Authority’s on-going success
and it is critical that there is a visible leadership cadre giving clear strategic
direction and developing a staff group with high morale and sense of shared
purpose. Whilst the Head of Paid Service retains the ultimate responsibility for
staffing issues across the authority, leadership will be shared between CMT
with each Corporate Director being very visible amongst both their own staff
group and across the Authority. There will be an increased role for the Leader
and Cabinet members in this area. The Pioneer group of Directors will also
have a critical role to play in staff engagement and leadership. The continuing
improvement of internal communication will be essential to the success of this
approach.

Other proposed changes to operating framework
Following previous discussions, it is proposed that the Director of Public Health
reports to the Corporate Director, Families and Social Care. It is felt that this

change will ensure that Public Health is properly supported through being part
of the Directorate management team meetings in FSC and that the post-holder

Page 9



(2)

3)

(1)

(2)

3)

(4)

(1)

has the opportunity to discuss issues, policy and strategy with a line manager
who has the most relevant set of experience and expertise.

Following consultation with the new Corporate Director Education, Learning and
Skills, the new Cabinet portfolio holder, the Managing Director and the Leader,
two revised Director posts have been agreed for that Directorate and the new
structure for ELS is now out for consultation. The job descriptions for these
posts, the Director of Education Standards and the Director of Education
Planning and Access, and the proposed structure are included at Appendix 1.
The costs of two Director level posts in ELS were included in the Change to
Keep Succeeding report agreed by the County Council in December 2010.

In line with the strengthening of procurement capability across the Authority, the
establishment of a Procurement Board and the appointment of a new Head of
Procurement, Commercial Services will be managed through a Board chaired
by the CDBSS. This will ensure the proper separation, in line with good
procurement practice, between “decider” and “provider” which can become
blurred under the current arrangements. This will be effective from April 2012
at which time Commercial Services will cease to part of the Enterprise and
Environment Directorate. Both the Boards mentioned will include members of
Cabinet and CMT.

Financial Implications

Decisions on how to structure a Council’s staff base rightly belong to elected
Members. The proposal to delete the post of Managing Director has not been
taken lightly and the desire to ‘balance the books’ has not been allowed to
override the need to maintain good corporate governance.

However, whilst not the most significant factor in this proposal, the financial
advantages to be had from removing such a senior post cannot be ignored.

The proposal for the deletion of the post of Managing Director and the impact
on the current postholder have been considered by the Section 151 Officer and
the District Auditor. Neither has raised any objections to the proposal. The
details of the costs of implementing these proposals have been fully considered
and agreed by the Personnel Committee at its meeting on 28 November 2011.

The annual costs of the Managing Director post when employer’s costs are
taken into account are £265,000 per annum. Savings will therefore accrue from
its deletion and will begin to be visible during the second financial year. Any
changes to other officers’ terms and conditions will be reported to the next
Personnel Committee in January 2012.

Legal Implications
It is open to the Council to delete the post of Managing Director from its
Management Structure. There is no legal requirement for the Council to retain a

chief executive/managing director position, provided that it ensures that the
legal duties and governance obligations that were previously designated to the
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Managing Director are properly assigned and undertaken elsewhere. This
includes the roles of Head of Paid Service and Returning Officer.

Head of Paid Service

(2) The Council has a statutory duty under section 4 of the Local Government and
Housing Act 1989 to designate one of its officers as the Head of Paid Service.
The Council’'s Constitution currently designates the Managing Director as the
Head of Paid Service. It can, however, be discharged by any officer, other than
the Monitoring Officer. The main statutory provisions are described below:

(a) Itis the duty of every authority:

i. to designate one of their officers as the head of their paid
service; and

ii. to provide that officer with such staff, accommodation and other
resources as are, in his opinion, sufficient to allow his duties to
be performed.

(b) It is the duty of the Head of Paid Service, where he considers it
appropriate to do so in respect of any proposals of his with respect to
any of the matters listed below, to prepare a report to the authority
(and copied to each member of the authority) setting out his
proposals:

i. the manner in which the discharge by the authority of their
different functions is co-ordinated;
ii. the number and grades of staff required by the authority for the
discharge of their functions;
iii. the organisation of the authority’s staff; and
iv. the appointment and proper management of the authority’s staff.

(c) The authority must consider any report by the Head of Paid Service
at a meeting held not more than three months after copies of the
report are first sent to members of the authority.

(3) Itis proposed that the various statutory and non-statutory duties outlined in the
Managing Director’s job description are reallocated to members of CMT and the
Director of Governance and Law as shown in the revised Job Descriptions
attached at Appendix 2. In particular, it is proposed that the duties of the Head
of Paid Service are duly designated to the Corporate Director of Business
Strategy and Support. The appendix includes a number of tracked changes to
enable members to see where text has been inserted and deleted.

Returning Officer

(4) Section 35 of the Representation of the People Act 1983 requires the Council to
appoint an officer of the Council as Returning Officer for local authority
elections. This is a personal appointment, and, once made, the Returning
Officer is not subject to the direction of council or members. It is proposed that

Page 11



the duties of the Returning Officer are duly designated to the Director of
Governance and Law.

Arrangements to support the Lieutenancy

()

(6)

(7)

The historic office of Lord-Lieutenant dates from the reign of Henry VIII, at
which time the holder of the office had responsibility for the maintenance of
order in the Lieutenancy and for military measures necessary for defence. A
Lord-Lieutenant is appointed by Her Majesty the Queen for each County in
England and Wales, and each area in Scotland. Section 5 of the Lieutenancies
Act 1997 provides that there must be a Clerk of the Lieutenancy for each county
or area, appointed by the Lord-Lieutenant. In many counties, the role is carried
out by the chief executive of the county council. Customarily in Kent, the Chief
Executive/Managing Director has been appointed Clerk of the Lieutenancy.

The duties of the Clerk of the Lieutenancy may be summarised as follows:

(a) Publishing in the London Gazette and other media as required the names
and date of commission of newly appointed Vice Lord-Lieutenants and
Deputy Lieutenants.

(b) Maintaining the Lieutenancy roll showing the residential qualifications of
the Vice Lord-Lieutenant and all Deputy Lieutenants.

(c) Preparing the commissions of the Vice Lord-Lieutenant and the Deputy
Lieutenants.

(d) Undertaking all necessary administrative work in connection with the
functions of the Lieutenancy, including arrangements for Royal Visits, and
a wide variety of other activiies and ceremonial duties, including
presentations on behalf of Her Majesty.

Guidance issued in April 2008 by the Association of Lord Lieutenants states
that the Lord Lieutenant may appoint whichever person of standing and integrity
he wishes to be Clerk of the Lieutenancy. In the absence of a Managing
Director and subject to the agreement of the Lord-Lieutenant, it is proposed that
the Director of Governance and Law would be an appropriate officer to assume
the role of Clerk of the Lieutenancy.

DCS/DASS roles

(8)

The Corporate Director Families & Social Care is both the Council’s Director of
Children’s Services and Director of Adult Social Services. Government
guidance (to which the Council must have regard) suggests that these posts
should report directly to the Head of Paid Service who, in turn, reports to the
council on the performance of its officers. The accountability and responsibility
of the DCS/DASS to assure the Head of Paid Service and, through him, the
Members of the authority that he is fulfilling his statutory safeguarding
responsibilities, will be written into the two contracts of employment of the
officers concerned and the Accountability Protocol for the Director of Children
Services revised accordingly.
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The Council’s Constitution will require revision to reflect changes to the senior
management structure and, in particular, the deletion of the post of Managing
Director and the re-designation of the roles of Head of Paid Service and
Returning Officer. The Council is asked to authorise the Monitoring Officer to
make any necessary consequential changes to the Constitution, including those
to the Articles set out in Appendix 3.

Impact Assessments

An equality impact assessment has been undertaken as a result of the proposal
to delete a post from the senior structure of the Authority. It concludes that
there is no equality issue to be addressed.

Risk and Business Continuity Management

Removal of the post of Managing Director will facilitate improvement in better
prioritisation, mitigation of organisational risk and overall good governance.
The leadership cadre will be responsible for the delivery of overall objectives,
and have to understand and take part in the decision making for other parts of
the organisation. Importantly, this will mean they will have an understanding
and ownership of the impact of their plans/actions on other services.

The unified approach will lead to a greater sense of risk evaluation, mitigation
and understanding. In the future structure, all the Authority’s most senior
officers would also be directly responsible for elements of business delivery as
well as being part of the collegiate CMT. An open discussion around risk can
take place in an environment where the evaluation and impact of that risk is a
shared exercise.

The risks, and their mitigation, of deleting the post of Managing Director can be
summarised as follows:

(@) The risk of senior managers not supporting the new framework and
actively opposing changes. This risk has been mitigated due to the nature
of many positive comments from and the explicit support of these staff.

(b) KCC not being represented in key stakeholder meetings and events due to
lack of capacity among CMT members. Careful consideration has been
given to the civic duties of the Managing Director and the key fora at which
she has represented KCC. The risk will be mitigated by ensuring no
individual member of CMT is expected to take on a disproportionate share
of these meetings and by making use of the strategic potential that exists
within Directors at Pioneer level, as appropriate. The careful review of the
job descriptions for CMT roles has ensured the impact is not significant for
any individual.

(c) Performance management and service delivery standards suffer because
of the lack of a direct report line to a single senior officer for all members of
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CMT. This risk is mitigated by the clarity of the mechanisms being put in
place for a joint group of Cabinet and CMT which will be a focal point, in
addition to the other formal governance structures, for decision making
and performance monitoring. This mitigation is further enhanced by the
changes to governance arrangements and the formation of Cabinet
Committees. The most recent iteration of the quarterly monitoring
information and the improvement and centralisation of performance
monitoring across the Authority will also help mitigate this risk.

Consultation and Communication

Katherine Kerswell has been formally consulted on the proposal to delete her
post. All members of the Corporate Management Team and the Director of
Governance and Law have been informally consulted on aspects of these
proposals.

The three political group leaders have been involved and consulted on all
aspects of the proposal. The Cabinet has considered and endorsed the
proposal to delete the post of Managing Director.

Sustainability and Rural Proofing Implications

There are no issues or impacts to report under this heading.

Staffing or Health and Safety issues

The staffing issues inherent in this proposal have been covered in the main

body of the report above. The remaining senior officers in the operating

framework are not impacted significantly by the proposed changes.

Conclusions

Through this further change to the organisational structure, it is felt that the

organisation will be even better placed to meet the needs of the communities of

Kent.

The steps and processes outlined in this report will ensure the success of the

proposal by delivering robust arrangements for managing the organisation if the

post of Managing Director is deleted.

Recommendations

County Council is asked to:

e agree the deletion of the post of Managing Director from the operating
framework

e agree that the Head of Paid Service responsibilities are designated to the
Corporate Director of Business Strategy and Support

° approve the revised job descriptions for the Corporate Director Business
Strategy and Support; the Corporate Director Customer and Communities;
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the Corporate Director Human Resources and the Director of Governance
and Law

agree the change of reporting line for the Director of Public Health to the
Corporate Director Families and Social Care

agree that the posts of Director of Education Standards and Director of
Education Planning and Access as part of the senior structure in ELS
designate the Director of Governance and Law as the Returning Officer
support a proposal being made to the Lord Lieutenant that the Director of
Governance and Law becomes the Clerk of the Lieutenancy for Kent

note the proposed change in the contracts of employment for the
Corporate Director Families and Social Care as described in Section 9 (8)
authorise the Monitoring Officer to make any necessary changes to the
Constitution as outlined in Section 9 (9) and set out in Appendix 3.
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APPENDIX 1

Job Descriptions for the two new Director posts in ELS

Job Description: Director Quality and Standards

Directorate: Education Learning and Skills

Unit/Section: Education Standards

Location: Maidstone

Grade: KR17 (subject to evaluation)

Responsible to: Corporate Director — Education Learning and Skills
Job outline:

The principle requirements of the role are to:
1. Promote high standards of education in all settings 0-19 years

2. Improve education and skills provision for 0-24 year olds around the needs of
children and young people and the Kent economy.

3. Ensure that every child receives their educational entittement, and that the
needs of vulnerable learners are championed

4. Line manage the Heads of Service for Standards and School Improvement,
Skills and Employability, and Advocacy and Entitlement

5. Support the Corporate Director, including deputising when required.

The Director Quality and Standards reports directly to the Corporate Director,
Education, Learning and Skills, and works as part of the senior management
team with the Director Planning and Access, the Director School Resources and
other senior officers. The Director assists in co-ordinating and leading the cross
remit work of the ELS Directorate.

The role of the Director Quality and Standards is to coordinate and lead on
driving real improvements in the Early Years sector, schools and 14-19 sector.
He or she must ensure good systems are in place for policy development,
performance management, support and challenge for schools, EYs settings and
14-19 providers, analyzing and using data and promoting effective partnership
working and user engagement.

The role is also to lead on the Council’s 14-24 strategy to increase learning
opportunities for learners, promote work based learning and increase
employability.

The Director Quality and Standards leads on all evaluation and impact work in
the Early Years sector, schools and the 14-19 sector.

The Director Quality and Standards ensures policy and performance is informed

by best practice in equalities, safeguarding, and professional learning, and
should be able to advise schools on all aspects of education policy.
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The Director Quality and Standards also has responsibility for developing and
monitoring progress on the relevant ELS Directorate key service plans, including
elements in the corporate and strategic plans of KCC.

These responsibilities will be achieved by:

Providing strategic leadership of educational standards for delivery of services for
the 0-24 age range.

Developing the Directorate’s strategy for skills development for Kent young
people aged 14-24

Working in partnership with schools, academies and early years settings to
ensure maximum engagement of the education community on raising standards
and negotiate with statutory agencies where necessary.

Consulting with FE colleges and other vocational providers and employers to
ensure maximum opportunities for young people to develop high levels of
qualifications, work related skills and gain employment.

Providing information and guidance to inform Member decisions on early learning
and education standards, skills and employability.

Ensuring that the Council’s SEN Strategy is subject to regular review and
consultation, so that there is good provision to match SEND learners’ needs and
Members and stakeholders are engaged and support implementation.

Promoting inclusion and challenging schools where pupil exclusions are
unreasonable

Promoting good attendance in schools and taking appropriate action where
parents are in breach of the law on school attendance.

Liaising effectively, and working in a coordinated way, with managers in the
Families and Social Care Directorate to ensure there are integrated services for
all children and young people

Managing a range of budgets in accordance with Council standards and manage
and develop a wide range of staff.

Promoting KCC'’s corporate objectives and values and actively pursuing the
objectives of ELS Directorate action plans and priorities.

Building a positive reputation for Education, Learning and Skills, and KCC, in
Kent, regionally and nationally through effective internal and external
communications, stakeholder engagement, and as an effective advocate for the
organisation.

Services and Functions

J Early Years
o Standards and School Improvement
o Governor services

. Skills and Employability for 14-24 year olds

o Adult and Community Learning
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. SEN Strategy

o Advocacy and Entitlement (school attendance, inclusion and pupil referral
units)

Corporate Responsibilities

All senior staff will operate as one leadership and management community,
connecting across services and drawing together strategy and delivery as
appropriate.

All senior staff in Kent County Council will fully engage with staff to understand
the detail of service delivery models and challenge the practice that exists in
order to eliminate unnecessary processes and activities to minimise the
resources necessary to deliver services to the people of Kent.

All senior staff are corporate parents to the Council’s looked after children and
must take an active part in ensuring the needs of these children in our care are
met.

Customers & Partners

Engage with and build positive relationships with customers to ensure that their
requirements are at the centre of the design and delivery of services in
accordance with the Council’s customer strategy.

Ensure that the needs of everyone in Kent are met by modelling behaviour that
fosters equality of opportunity in service provision and employment.

Contribute to the development and delivery of the one Council brand, enhancing
the overall reputation of Kent County Council.

Build and promote successful partnership working with private, voluntary and
other public sector organisations and with service users to deliver more cost
effective and valued services.

Commission effective and efficient services through a range of direct delivery,
innovative partnerships and commercial arrangements which meet the three
ambitions of the medium term plan “Bold Steps for Kent”.

Leading Services

Ensure that the Council performs its duties and functions in fulfillment of its
statutory obligations. In pursuit of this responsibility, senior managers need to
ensure that they, and their relevant staff, keep abreast of the Council’'s changing
legal obligations and mandates. Responsible for ensuring relevant compliance
with the financial regulations and standing orders of the Council.

Responsible for the managerial leadership of those services and functions that
are set within the direction of this post as well as for Council services corporately.
Promote managerial responsibility for cross-organisational team working, and
across boundaries with other agencies and partners, to improve services and
solve problems in a coherent and integrated manner.

Ensure that relevant and best professional advice, guidance and information is
available in an intelligible and timely fashion to the Cabinet, Scrutiny, all elected
Members, as well as to other stakeholders.

Sustain and improve the overall reputation of the Council and act in the best
interests of Kent through effective representation locally, regionally and/or
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nationally.

Leading People

Demonstrate the Council’s managerial leadership values and behavioural
competencies — providing positive leadership, acting with openness, honesty and
integrity, and instilling a clear sense of direction, priority and pace. Leading
people in an inclusive way to deliver strategic and operational objectives.

Ensure that effective arrangements are in place to secure the overall well-being
and the health & safety of all employees and people delivering services for the
Council.

Performance, Finance and Risk

Develop and embed a performance culture that delivers results through rigorous
open challenge, personal accountability, disciplined execution and continual
improvement. Ensure that all services/functions are delivered within and to
budget.

Provide managerial leadership to the improvement of corporate and service
performance by ensuring that resources are targeted on the Council’s priorities
and meeting customer needs.

Improve the overall management of resources (financial, human and other) in
serving the public of Kent. Discover new ways to reduce the cost of services to
taxpayers and their overall productivity and value for money to service users
through a range of approaches, including: the strategic re-design of services and
their costs; the use of business and operational process improvements; the
smarter use of supply (through out-sourcing, co- sourcing and in-sourcing where
appropriate); the better use of demand management; and improved asset
management. Ensure managers within the directorate fully use the Council’s
systems, become self supporting through the use of technology and reduce
duplication.

Ensure that effective risk management arrangements are in place to minimise the
Council’s exposure to risk and uncertainty. Responsible for resilient business
continuity arrangements and robust response and recovery arrangements in the
event of emergencies and critical incidents locally — in accordance with the
requirements of the Council’s Emergency and Business Continuity Plans.

Promote and ensure compliance with policies and procedures, all Statements of
Required Practice for managers and the Council’s Code of Conduct.

Take an active role in promoting and ensuring the Council’s responsibilities for
safeguarding are met for adults and children.
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Job Description: Director Planning and Access

Directorate: Education Learning and Skills

Unit/Section: Education Planning and Access

Location: Maidstone

Grade: KR17 (subject to evaluation)

Responsible to: Corporate Director — Education Learning and Skills
Job outline:

The main requirements of the role are to:

1. Lead the commissioning process to plan and secure the provision of high
quality school places across a diverse range of schools for children and young
people at all ages, helping to improve parental choice.

2. Promote fair access in admissions to all educational settings and ensure
Admissions policy and practice meet legal requirements

3. Develop the Directorate’s strategy and policy making process for Special
Educational Needs Assessment

4. Line manage the three Area Education Officers and the Heads of Service for
Fair Access and Assessment

5. Support the Corporate Director, including deputising when required.

The Director Planning and Access reports directly to the Corporate Director,
Education, Learning and Skills, and works as part of the senior management
team with the Director Quality and Standards, the Director School Resources and
other senior officers. The Director assists in co-ordinating and leading the cross
remit work of the ELS Directorate.

The role of the Director Planning and Access is to coordinate and lead on

driving effective school place planning and provision, making real improvements
in choice and diversity, and increasing the capacity of local provision to cater for
the needs of SEND pupils with more complex needs. He or she must ensure
good systems are in place for strategy and policy development, performance
management, effective coordination with capital programmes, analyzing and
using appropriate trend data and promoting effective partnership working and
user engagement with schools.

The role is also to lead on the Council’s strategy for SEND assessment to ensure
the needs of learners are met effectively within timescales and budget, and
parents are fully engaged in decisions about provision for their children.

The Director Planning and Access leads on all evaluation and impact work in

school organisation, places planning and provision, admissions and SEND
assessment.
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The Director Planning and Access ensures policy and performance is informed
by best practice in school organization, admissions and assessment and should
be able to advise schools on all aspects of policy.

The Director Planning and Access also has responsibility for developing and
monitoring progress on the relevant ELS Directorate key service plans, including
elements in the corporate and strategic plans of KCC.

This role will be responsible for developing highly effective partnership working
with a range of providers and admissions authorities, so that admissions
arrangements and the development of new school provision are well coordinated.

These responsibilities will be achieved by:

Promoting choice and diversity in provision for children and their parents, and
meeting the aspirations of the community.

Shaping the education market in Kent to ensure a sufficiency of high quality
places in all schools and settings.

Consulting regularly with schools, academies and early years settings to ensure
maximum engagement of the education community on provision of places, and
negotiate with statutory agencies where necessary.

Providing information and guidance to inform Member decisions on education
organization and provision planning, including implications for capital spend.

Ensuring that parents receive sufficient information to help them through the
admissions process and to give them fair access to places in maintained schools.

Developing open and transparent communication processes so that parents can
fairly challenge any decision on access to school places, including the
management of statutory appeals and SEN Tribunals.

Ensuring that delivery of the Council’s SEN Strategy is subject to regular review
and consultation by commissioning sufficient places in mainstream and special
settings.

Ensuring SEND statutory assessment processes are well managed and
completed within timescales and there is effective liaison and joint planning with
health and social care where relevant

Ensuring the Educational Psychology service works with schools to maximize the
capacity to meet the needs of SEND and other learners and to improve the ways
their needs are assessed.

Liaising effectively, and working in a coordinated way, with managers in the
Families and Social Care Directorate to ensure there are integrated services for
all children and young people.

Managing the Authority’s obligation to assist in any serious dispute resolution
where school stability is threatened.

Managing the Local Authority response to major emergencies across the
education service.

Managing a range of budgets in accordance with Council standards and manage
and develop a wide range of staff.
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Promoting KCC'’s corporate objectives and values, and actively pursuing the
objectives of ELS Directorate action plans and priorities.

Building a positive reputation for Education, Learning and Skills and KCC, in
Kent, regionally and nationally through effective internal and external
communications, stakeholder engagement, and as an effective advocate for the
organisation.

Services and functions

o School places planning and provision

o Strategy and procurement of places for children and young people with
complex needs

o Fair access to school places and school admissions policy and practice

o School transport

o Educational assessment processes for pupils with special educational
needs and disabilities

J The Educational Psychology Service

o The work of the Area Education Officers

Corporate Responsibilities

All senior staff will operate as one leadership and management community,
connecting across services and drawing together strategy and delivery as
appropriate.

All senior staff in Kent County Council will fully engage with staff to understand
the detail of service delivery models and challenge the practice that exists in
order to eliminate unnecessary processes and activities to minimise the
resources necessary to deliver services to the people of Kent.

All senior staff are corporate parents to the Council’s looked after children and
must take an active part in ensuring the needs of these children in our care are
met.

Customers & Partners

Engage with and build positive relationships with customers to ensure that their
requirements are at the centre of the design and delivery of services in
accordance with the Council’s customer strategy.

Ensure that the needs of everyone in Kent are met by modelling behaviour that
fosters equality of opportunity in service provision and employment.

Contribute to the development and delivery of the one Council brand, enhancing
the overall reputation of Kent County Council.

Build and promote successful partnership working with private, voluntary and
other public sector organisations and with service users to deliver more cost
effective and valued services.

Commission effective and efficient services through a range of direct delivery,
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innovative partnerships and commercial arrangements which meet the three
ambitions of the medium term plan “Bold Steps for Kent”.

Leading Services

Ensure that the Council performs its duties and functions in fulfillment of its
statutory obligations. In pursuit of this responsibility, senior managers need to
ensure that they, and their relevant staff, keep abreast of the Council’'s changing
legal obligations and mandates. Responsible for ensuring relevant compliance
with the financial regulations and standing orders of the Council.

Responsible for the managerial leadership of those services and functions that
are set within the direction of this post as well as for Council services corporately.
Promote managerial responsibility for cross-organisational team working, and
across boundaries with other agencies and partners, to improve services and
solve problems in a coherent and integrated manner.

Ensure that relevant and best professional advice, guidance and information is
available in an intelligible and timely fashion to the Cabinet, Scrutiny, all elected
Members, as well as to other stakeholders.

Sustain and improve the overall reputation of the Council and act in the best
interests of Kent through effective representation locally, regionally and/or
nationally.

Leading People

Demonstrate the Council’'s managerial leadership values and behavioural
competencies — providing positive leadership, acting with openness, honesty and
integrity, and instilling a clear sense of direction, priority and pace. Leading
people in an inclusive way to deliver strategic and operational objectives.

Ensure that effective arrangements are in place to secure the overall well-being
and the health & safety of all employees and people delivering services for the
Council.

Performance, Finance and Risk

Develop and embed a performance culture that delivers results through rigorous
open challenge, personal accountability, disciplined execution and continual
improvement. Ensure that all services/functions are delivered within and to
budget.

Provide managerial leadership to the improvement of corporate and service
performance by ensuring that resources are targeted on the Council’s priorities
and meeting customer needs.

Improve the overall management of resources (financial, human and other) in
serving the public of Kent. Discover new ways to reduce the cost of services to
taxpayers and their overall productivity and value for money to service users
through a range of approaches, including: the strategic re-design of services and
their costs; the use of business and operational process improvements; the
smarter use of supply (through out-sourcing, co- sourcing and in-sourcing where
appropriate); the better use of demand management; and improved asset
management. Ensure managers within the directorate fully use the Council’s
systems, become self supporting through the use of technology and reduce
duplication.
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Ensure that effective risk management arrangements are in place to minimise the
Council’s exposure to risk and uncertainty. Responsible for resilient business
continuity arrangements and robust response and recovery arrangements in the
event of emergencies and critical incidents locally — in accordance with the
requirements of the Council’s Emergency and Business Continuity Plans.

Promote and ensure compliance with policies and procedures, all Statements of
Required Practice for managers and the Council’s Code of Conduct.

Take an active role in promoting and ensuring the Council’s responsibilities for
safeguarding are met for adults and children.
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APPENDIX 2

Revised Job Descriptions

Job Description:

Corporate Director — Business Strategy & Support and Deputy-Managing
Director-Head of Paid Service

Date: BDecember20140-December 2011

Directorate: Business Strategy & Support

Division:

Location: Variable

Grade: KR20

Responsible to: The County Council
M inaDirect
Member-Chair of the Corporate
Management Team

Job Outline

To be the County Council’'s Head of Paid Service and undertake the
responsibilities of this role as defined in law and KCC’s Constitution and to be
the County Council’s principal advisor directing the management process and
officers of the Council to deliver the objectives of the Administration.

Lead and direct the strategic and operational delivery of a range of business
support activities via business partners for each directorate ensuring they fully
support the Council’s medium term plan Bold Steps for Kent, Change to Keep
Succeeding and all council strategic service strategies to enable effective
service delivery by all directorates to the people of Kent.

Direct the corporate policy and business strategy function and develop Council
wide policy, cross service strategy and joint working on key issues to enable the
effective strategic management of the County Council.

Direct the business intelligence and performance function to enable innovative
and responsive services to be delivered by all Directorates.

Direct the Council’s strategic role in Regeneration and Economic Development.
Work effectively with partners to establish and deliver actions to meet our
strategic objectives.

Deliver an effective Information & Communication Technology Council wide
infrastructure which supports the Council’s service delivery.
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Working with the Section 151 Officer, lead and develop strategies for the
development and provision of robust and legally sound procurement processes
and procedures.

Lead and direct the management of the organisation’s capital and estate
portfolio and the creation of a corporate landlord service.

Lead and develop strategies for effective Human Resources support across the
Council to enable cost effective and appropriate use of skills and resources to
support all council services.

Working with and through the Monitoring Officer develop strategies for effective
democratic services and Corporate Governance, including the provision of
effective legal support and advice to officers and Members within a sound
governance and assurance framework.

Ensure that all services provided by this post are actively reviewed as to the
‘right source’ option for their future delivery — that will cover options of
outsourcing, co-sourcing or in-sourcing to ensure the most effective and
efficient delivery method has been chosen.

Direct Reports:-

Corporate Director of Finance & Procurement

Director of Business Strategy

Director of Governance & Law

Director of Property & Infrastructure Support

Corporate Director of Human Resources

Director of Information and Communication Technology

Corporate Responsibilities:

As chair of CMT, develop a dynamic and collaborative relationship within the
team and between Cabinet and Chief officers as the leadership team, taking
key strategic decisions together.

Provide and facilitate advice to all elected members ensuring that significant
issues of leqgislative, regulatory and County importance receive full and proper
consideration within the democratic process.

All Al senior staff will operate as one leadership and management community,
connecting across services and drawing together strategy and delivery as
appropriate.

All senior staff in Kent County Council will fully engage with staff to understand
the detail of service delivery models and challenge the practice that exists in
order to eliminate unnecessary processes and activities to minimise the
resources necessary to deliver services to the people of Kent.
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All senior staff are corporate parents to the Council’s looked after children and
must take an active part in ensuring the needs of these children in our care are
met.

Customers & Partners
As a member of CMT, work with the Cabinet to lead and develop relationships

with key stakeholders in government, business and communities in Kent,
creating partnership to influence views and decisions for Kent’'s benefit.

Engage with and build positive relationships with customers to ensure that their
requirements are at the centre of the design and delivery of services in
accordance with the Council’'s customer strategy.

Ensure that the needs of everyone in Kent are met by modelling behaviour that
fosters equality of opportunity in service provision and employment.

Contribute to the development and delivery of the one Council brand, enhancing
the overall reputation of Kent County Council.

Build and promote successful partnership working with private, voluntary and
other public sector organisations and with service users to deliver more cost
effective and valued services.

Commission effective and efficient services through a range of direct delivery,
innovative partnerships and commercial arrangements which meet the three
ambitions of the medium term plan “Bold Steps for Kent”.

Leading Services
Innovate and challenge established methods to secure continuous improvement

to keep KCC at the cutting edge of local government. Implement change in the
shortest possible timeframe.

Ensure that the Council performs its duties and functions in fulfillment of its
statutory obligations. In pursuit of this responsibility, senior managers need to
ensure that they, and their relevant staff, keep abreast of the Council’s changing
legal obligations and mandates.

Responsible for ensuring relevant compliance with the financial regulations and
standing orders of the Council.

Responsible for the managerial leadership of those services and functions that
are set within the direction of this post as well as for Council services
corporately.

Promote managerial responsibility for cross-organisational team working, and

across boundaries with other agencies and partners, to improve services and
solve problems in a coherent and integrated manner.
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Ensure that relevant and best professional advice, guidance and information is
available in an intelligible and timely fashion to the Cabinet, Scrutiny, all elected
Members, as well as to other stakeholders.

Sustain and improve the overall reputation of the Council and act in the best
interests of Kent through effective representation locally, regionally and/or
nationally.

Work as part of CMT to take early action if performance against corporate
objectives is less than excellent.

Leading People

Demonstrate the Council’s managerial leadership values and behavioural
competencies — providing positive leadership, acting with openness, honesty
and integrity, and instilling a clear sense of direction, priority and pace.

Leading people in an inclusive way to deliver strategic and operational
objectives.

Ensure that effective arrangements are in place to secure the overall well-being
and the health & safety of all employees and people delivering services for the
Council.

Performance, Finance and Risk
Develop and embed a performance culture and standards for service delivery

that delivers results for the people of Kent through rigorous open challenge,
personal accountability, disciplined execution and continual improvement.

Ensure that all services/functions are delivered within and to budget.

Provide managerial leadership to the improvement of corporate and service
performance by ensuring that resources are targeted on the Council’s priorities
and meeting customer needs.

Improve the overall management of resources (financial, human and other) in
serving the public of Kent. Discover new ways to reduce the cost of services to
taxpayers and their overall productivity and value for money to service users
through a range of approaches, including: the strategic re-design of services
and their costs; the use of business and operational process improvements; the
smarter use of supply (through out-sourcing, co- sourcing and in-sourcing
where appropriate); the better use of demand management; and improved
asset management. Ensure managers within the directorate fully use the
Council’s systems, become self supporting through the use of technology and
reduce duplication.

Ensure that effective risk management arrangements are in place to minimise
the Council’s exposure to risk and uncertainty. Responsible for resilient
business continuity arrangements and robust response and recovery
arrangements in the event of emergencies and critical incidents locally — in
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accordance with the requirements of the Council’s Emergency and Business
Continuity Plans.

Promote and ensure compliance with policies and procedures, all Statements of
Required Practice for managers and the Council’s Code of Conduct.

Take an active role in promoting and ensuring the Council’s responsibilities for
safeguarding are met for adults and children.
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Job Description
Corporate Director — Customer & Communities

Date: December 2011

Directorate: Customer & Communities

Division:

Location: Variable

Grade: KR19

Responsible to: Managing Director The County Council

Member of the Corporate Management Team

Job Outline:

Lead and commission the provision of an efficient, focused, integrated “one
front line” customer service approach across all council services, ensuring
professional and timely responses and maximum value from the ‘one front line’
infrastructure in which the Council has invested.

Identify and lead on programmes of innovation and modernisation that put
service users at the heart of services, redesign services, improve access to
services and help maintain the independence of service users by giving them
greater choice and control over the way in which their needs are met.

Identify, lead and commission strategies to improve public safety, through
provision of services such as Trading Standards, Emergency Planning and
Community Safety Teams.

Identify, lead and commission strategies, in partnership, designed to improve
the co-ordination and delivery of community wide services leading to improved
independence and growth for young people, adults and specific targeted areas.

Ensure KCC takes a prominent role in community leadership working through
complex partnerships with other public agencies and making things happen for
Kent by giving coherence to the collective voice.

Ensure the role of Director of Service Improvement works across the council
creating the new “right source” environment in the commissioning and
procurement of all council services.
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Identify, lead and commission strategies to improve engagement, consultation
and communication both within the organisation and to the wider community of
Kent, ensuring the Council’s objectives are properly communicated to gain
understanding of the contribution to the quality of life made by all_concerned-

Identify and lead on strategies to deliver an effective and high performing Youth
and Youth Offending Service in Kent.

Ensure effective partnership and commissioning and delivery through KDAAT
and Supporting People Services.

Ensure that all services provided by this post are actively reviewed as to the
'right source' option for their future delivery - that will cover options of
outsourcing, co-sourcing or insourcing to ensure the most effective and efficient
delivery method has been chosen.

Direct Reports:-
- Director of Service Improvement
- Director of Customer Services

- Director of Communications and Engagement

Corporate Responsibilities:

As a member of CMT, develop a dynamic and collaborative relationship within
CMT and between Cabinet and Chief Officers as the leadership team, taking
key strategic decisions together.

Provide and facilitate advice to all elected members ensuring that significant
issues of leqgislative, regulatory and County importance receive full and proper
consideration within the democratic process.

All senior staff will operate as one leadership and management community,
connecting across services and drawing together strategy and delivery as
appropriate.

All senior staff in Kent County Council will fully engage with staff to understand
the detail of service delivery models and challenge the practice that exists in
order to eliminate unnecessary processes and activities to minimise the
resources necessary to deliver services to the people of Kent.

All senior staff are corporate parents to the Council’s looked after children and
must take an active part in ensuring the needs of these children in our care are
met.

Customers & Partners
As a member of CMT, work with the Cabinet to lead and develop relationships

with key stakeholders in government, business and communities in Kent,
creating partnership to influence views and decisions for Kent's benefit.
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Engage with and build positive relationships with customers to ensure that their
requirements are at the centre of the design and delivery of services in
accordance with the Council’s customer strategy.

Ensure that the needs of everyone in Kent are met by modelling behaviour that
fosters equality of opportunity in service provision and employment.

Contribute to the development and delivery of the one Council brand, enhancing
the overall reputation of Kent County Council.

Build and promote successful partnership working with private, voluntary and
other public sector organisations and with service users to deliver more cost
effective and valued services.

Commission effective and efficient services through a range of direct delivery,
innovative partnerships and commercial arrangements which meet the three
ambitions of the medium term plan “Bold Steps for Kent”.

Leading Services
Innovate and challenge established methods to secure continuous improvement

to keep KCC at the cutting edge of local government. Implement change in the
shortest possible timeframe.

Ensure that the Council performs its duties and functions in fulfillment of its
statutory obligations. In pursuit of this responsibility, senior managers need to
ensure that they, and their relevant staff, keep abreast of the Council’s changing
legal obligations and mandates. Responsible for ensuring relevant compliance
with the financial regulations and standing orders of the Council.

Responsible for the managerial leadership of those services and functions that
are set within the direction of this post as well as for Council services
corporately. Promote managerial responsibility for cross-organisational team
working, and across boundaries with other agencies and partners, to improve
services and solve problems in a coherent and integrated manner.

Ensure that relevant and best professional advice, guidance and information is
available in an intelligible and timely fashion to the Cabinet, Scrutiny, all elected
Members, as well as to other stakeholders.

Sustain and improve the overall reputation of the Council and act in the best
interests of
Kent through effective representation locally, regionally and/or nationally.

Work as part of CMT to take early action if performance against corporate
objectives is less than excellent

Leading People
Demonstrate the Council’s managerial leadership values and behavioural

competencies — providing positive leadership, acting with openness, honesty
and integrity, and instilling a clear sense of direction, priority and pace. Leading
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people in an inclusive way to deliver strategic and operational objectives.

Ensure that effective arrangements are in place to secure the overall well-being
and the health & safety of all employees and people delivering services for the
Council.

Performance, Finance and Risk
Develop and embed a performance culture_and standards for service delivery

that delivers results for the people of Kent through rigorous open challenge,
personal accountability, disciplined execution and continual improvement.

Ensure that all services/functions are delivered within and to budget.

Provide managerial leadership to the improvement of corporate and service
performance by ensuring that resources are targeted on the Council’s priorities
and meeting customer needs.

Improve the overall management of resources (financial, human and other) in
serving the public of Kent. Discover new ways to reduce the cost of services to
taxpayers and their overall productivity and value for money to service users
through a range of approaches, including: the strategic re-design of services
and their costs; the use of business and operational process improvements; the
smarter use of supply (through out-sourcing, co- sourcing and in-sourcing
where appropriate); the better use of demand management; and improved
asset management. Ensure managers within the directorate fully use the
Council's systems, become self supporting through the use of technology and
reduce duplication.

Ensure that effective risk management arrangements are in place to minimise
the Council’s exposure to risk and uncertainty. Responsible for resilient
business continuity arrangements and robust response and recovery
arrangements in the event of emergencies and critical incidents locally — in
accordance with the requirements of the Council’s Emergency and Business
Continuity Plans.

Promote and ensure compliance with policies and procedures, all Statements of
Required Practice for managers and the Council’'s Code of Conduct.

Take an active role in promoting and ensuring the Council’s responsibilities for
safeguarding are met for adults and children.
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Job Description:
Corporate Director of Human Resources

Date: December 2011

Directorate: Business Strategy & Support

Division: Human Resources

Location: Variable

Grade: KR18

Responsible to: Corporate Director — Business Strategy & Support

Member of the Corporate Management Team
Job Outline

Direct and lead a professional, effective and efficient Human Resources service
to the Council ensuring strategies are in place that balance the needs of
individual directorate services with the need to deploy a flexible and cost
effective service across the Council and partner organisations to support
delivery of the Council’s objectives and goals.

Act as Head of Profession for the whole Council to provide direction, leadership
and guidance to staff in the Human Resources function and ensure the
improvement and implementation of Human Resources standards across the
Council and partner organisations.

Provide the means for the proper recruitment, retention and performance
appraisal of highly skilled staff able to contribute significantly and deliver good
quality and cost effective services for the people of Kent.

Enable the effective development of accurate, effective and timely personnel
information and payroll systems towards a one Council system, streamlining
processes and minimising bureaucracy. Ensure the development of manager
self support fully maximising the capacity of Oracle HR and other corporate
systems.

Lead the development and implementation of the Council’s Organisation
Development and Change programme and Human Resources strategy to
support the delivery of ‘Bold Steps for Kent’ and ‘Change to Keep Succeeding’.

Act as expert adviser on all personnel and development issues supporting
Members and senior officers on complex/high level matters, taking leadership of
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corporate consultation and negotiation to maintain an effective employment
relations climate and advising the Head of Paid Service to ensure the
organisational culture and structure of the Authority meets changes in service
requirements, statutory obligations and funding regimes.

Develop and implement a business partner model to support all directorates
and work in tandem with the other divisions supporting directorates in this way
with Business Strategy and Support (ICT, Finance, Communications, HR and
Property).

Lead and direct council wide learning and development activity to council
officers and partner organisations to ensure wider sector workforce
development.

Ensure that all services provided by this post are actively reviewed as to the
'right source' option for their future delivery - that will cover options of
outsourcing, co-sourcing or insourcing to ensure the most effective and efficient
delivery method has been chosen.

Structure

HR Business Operations

HR Employment Strategy

Organisation Development (inc. Learning & Workforce Development)

Business Partners — Directorate HR

Business Support

Health & Safety

Corporate Responsibilities:

As a member of CMT, develop a dynamic and collaborative relationship within
CMT and between Cabinet and Chief Officers as the leadership team, taking
key strategic decisions together.

Provide and facilitate advice to all elected members ensuring that significant
issues of leqgislative, requlatory and County importance receive full and proper
consideration within the democratic process.

All senior staff will operate as one leadership and management community,
connecting across services and drawing together strategy and delivery as
appropriate.

All senior staff in Kent County Council will fully engage with staff to understand
the detail of service delivery models and challenge the practice that exists in
order to eliminate unnecessary processes and activities to minimise the
resources necessary to deliver services to the people of Kent.

All senior staff are corporate parents to the Council’s looked after children and
must take an active part in ensuring the needs of these children in our care are
met.

Customers & Partners
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As a member of CMT, work with the Cabinet to lead and develop relationships
with key stakeholders in government, business and communities in Kent,
creating partnership to influence views and decisions for Kent's benefit.

Engage with and build positive relationships with customers to ensure that their
requirements are at the centre of the design and delivery of services in
accordance with the Council’'s customer strategy.

Ensure that the needs of everyone in Kent are met by modelling behaviour that
fosters equality of opportunity in service provision and employment.

Contribute to the development and delivery of the one Council brand, enhancing
the overall reputation of Kent County Council.

Build and promote successful partnership working with private, voluntary and
other public sector organisations and with service users to deliver more cost
effective and valued services.

Commission effective and efficient services through a range of direct delivery,
innovative partnerships and commercial arrangements which meet the three
ambitions of the medium term plan “Bold Steps for Kent”.

Leading Services
Innovate and challenge established methods to secure continuous improvement

to keep KCC at the cutting edge of local government. Implement change in the
shortest possible timeframe.

Ensure that the Council performs its duties and functions in fulfillment of its
statutory obligations. In pursuit of this responsibility, senior managers need to
ensure that they, and their relevant staff, keep abreast of the Council’s changing
legal obligations and mandates. Responsible for ensuring relevant compliance
with the financial regulations and standing orders of the Council.

Responsible for the managerial leadership of those services and functions that
are set within the direction of this post as well as for Council services
corporately. Promote managerial responsibility for cross-organisational team
working, and across boundaries with other agencies and partners, to improve
services and solve problems in a coherent and integrated manner.

Ensure that relevant and best professional advice, guidance and information is
available in an intelligible and timely fashion to the Cabinet, Scrutiny, all elected
Members, as well as to other stakeholders.

Sustain and improve the overall reputation of the Council and act in the best
interests of Kent through effective representation locally, regionally and/or
nationally.

Work as part of CMT to take early action if performance against corporate
objectives is less than excellent
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Leading People

Demonstrate the Council’s managerial leadership values and behavioural
competencies — providing positive leadership, acting with openness, honesty
and integrity, and instilling a clear sense of direction, priority and pace. Leading
people in an inclusive way to deliver strategic and operational objectives.

Ensure that effective arrangements are in place to secure the overall well-being
and the health & safety of all employees and people delivering services for the
Council.

Performance, Finance and Risk
Develop and embed a performance culture and standards for service delivery

that delivers results for the people of Kent through rigorous open challenge,
personal accountability, disciplined execution and continual improvement.

Ensure that all services/functions are delivered within and to budget.

Provide managerial leadership to the improvement of corporate and service
performance by ensuring that resources are targeted on the Council’s priorities
and meeting customer needs.

Improve the overall management of resources (financial, human and other) in
serving the public of Kent. Discover new ways to reduce the cost of services to
taxpayers and their overall productivity and value for money to service users
through a range of approaches, including: the strategic re-design of services
and their costs; the use of business and operational process improvements; the
smarter use of supply (through out-sourcing, co- sourcing and in-sourcing
where appropriate); the better use of demand management; and improved
asset management. Ensure managers within the directorate fully use the
Council's systems, become self supporting through the use of technology and
reduce duplication.

Ensure that effective risk management arrangements are in place to minimise
the Council’s exposure to risk and uncertainty. Responsible for resilient
business continuity arrangements and robust response and recovery
arrangements in the event of emergencies and critical incidents locally — in
accordance with the requirements of the Council’s Emergency and Business
Continuity Plans.

Promote and ensure compliance with policies and procedures, all Statements of
Required Practice for managers and the Council’'s Code of Conduct.

Take an active role in promoting and ensuring the Council’s responsibilities for
safeguarding are met for adults and children.
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Job Description:
Director of Governance & Law (Monitoring Officer)

Date: December 2011

Directorate: Business Strategy & Support

Division: Governance & Law

Location: Variable

Grade: KR17

Responsible to: Corporate Director — Business Strategy & Support

Di A he M ina Di if ired
Job Outline

Discharge the statutory duties of the Monitoring Officer for Kent County Council
so as to ensure the Council fulfils its lawful obligations, statutory duties and
performs its functions and activities in accordance with the law.

Ensure high quality legal and procedural advice is provided at all stages of the
Council’s decision making and ensure that a strong corporate governance
culture is achieved with decision making by members meeting the highest
standards of ethical and corporate governance.

Ensure the creation of a robust and proactive officer governance culture with
sound practice and systems for supporting member decision making._Develop
the corporate framework to ensure the maintenance of probity, good
governance and the enforcement and review of policies within the democratic

process.

Lead the Council’s strategic response to ensuring that it meets current and
future requirements to publish data on its activities and be proactive in
developing systems to achieve the optimisation of transparency in relation to
the Council’s activities and that the information provided is robust, accurate and
resilient.

Act as the Council’'s Senior Information Risk Owner to ensure security of data.
Lead and direct strategies to ensure that the Council meets its responsibilities
under data protection legislation.

Ensure appropriate and cost effective support to Council Members and the
democratic process.
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Ensure that support services to elected Members are delivered to the highest
quality and professional standards.

Lead and direct the implementation of Council elections in close partnership
with District and Borough Councils.

Act as Head of Profession for the provision of legal services to the Council to
provide direction, leadership and guidance to staff in the Legal Services function
and ensure the improvement and implementation of standards across the
Council and partner organisations.

Ensure that the Council is provided with the best legal advice, that legal
services are effectively managed and that legal advice is appropriate to ensure
propriety of decision making.

Develop and deliver strategies for the delivery of legal services so as to
increase efficiencies and increase external income, as well as to strengthen the
resilience of the legal advice provided to and the governance of the Council.

Ensure that all services provided by this post are actively reviewed as to the
'right source' option for their future delivery - that will cover options of
outsourcing, co-sourcing or insourcing to ensure the most effective and efficient
delivery method has been chosen.

At all times the post holder has direct access to the Managing Director,
Cabinet and Members in order to fulfil the statutory duties of this post.

Structure

Information Resilience and Transparency

Corporate Data Protection

Democratic Services

Legal Services

Elections

Member Services

Corporate Responsibilities:

All senior staff will operate as one leadership and management community,
connecting
across services and drawing together strategy and delivery as appropriate.

All senior staff in Kent County Council will fully engage with staff to understand
the detail of service delivery models and challenge the practice that exists in
order to eliminate unnecessary processes and activities to minimise the
resources necessary to deliver services to the people of Kent.

All senior staff are corporate parents to the Council’s looked after children and
must take an active part in ensuring the needs of these children in our care are
met.

Customers & Partners
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Engage with and build positive relationships with customers to ensure that their
requirements are at the centre of the design and delivery of services in
accordance with the Council’s customer strategy.

Ensure that the needs of everyone in Kent are met by modelling behaviour that
fosters equality of opportunity in service provision and employment.

Contribute to the development and delivery of the one Council brand, enhancing
the overall reputation of Kent County Council.

Build and promote successful partnership working with private, voluntary and
other public sector organisations and with service users to deliver more cost
effective and valued services.

Commission effective and efficient services through a range of direct delivery,
innovative partnerships and commercial arrangements which meet the three
ambitions of the medium term plan “Bold Steps for Kent”.

Leading Services

Ensure that the Council performs its duties and functions in fulfilment of its
statutory obligations. In pursuit of this responsibility, senior managers need to
ensure that they, and their relevant staff, keep abreast of the Council’s changing
legal obligations and mandates. Responsible for ensuring relevant compliance
with the financial regulations and standing orders of the Council.

Responsible for the managerial leadership of those services and functions that
are set within the direction of this post as well as for Council services
corporately. Promote managerial responsibility for cross-organisational team
working, and across boundaries with other agencies and partners, to improve
services and solve problems in a coherent and integrated manner.

Ensure that relevant and best professional advice, guidance and information is
available in an intelligible and timely fashion to the Cabinet, Scrutiny, all elected
Members, as well as to other stakeholders.

Sustain and improve the overall reputation of the Council and act in the best
interests of Kent through effective representation locally, regionally and/or
nationally.

Leading People

Demonstrate the Council’s managerial leadership values and behavioural
competencies — providing positive leadership, acting with openness, honesty
and integrity, and instilling a clear sense of direction, priority and pace. Leading
people in an inclusive way to deliver strategic and operational objectives.

Ensure that effective arrangements are in place to secure the overall well-being

and the health & safety of all employees and people delivering services for the
Council.
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Performance, Finance and Risk

Develop and embed a performance culture that delivers results through rigorous
open challenge, personal accountability, disciplined execution and continual
improvement.

Ensure that all services/functions are delivered within and to budget.

Provide managerial leadership to the improvement of corporate and service
performance by ensuring that resources are targeted on the Council’s priorities
and meeting customer needs.

Improve the overall management of resources (financial, human and other) in
serving the public of Kent. Discover new ways to reduce the cost of services to
taxpayers and their overall productivity and value for money to service users
through a range of approaches, including: the strategic re-design of services
and their costs; the use of business and operational process improvements; the
smarter use of supply (through out-sourcing, co- sourcing and in-sourcing
where appropriate); the better use of demand management; and improved
asset management. Ensure managers within the directorate fully use the
Council’s systems, become self supporting through the use of technology and
reduce duplication.

Ensure that effective risk management arrangements are in place to minimise
the Council’s exposure to risk and uncertainty. Responsible for resilient
business continuity arrangements and robust response and recovery
arrangements in the event of emergencies and critical incidents locally — in
accordance with the requirements of the Council’s Emergency and Business
Continuity Plans.

Promote and ensure compliance with policies and procedures, all Statements of
Required Practice for managers and the Council’'s Code of Conduct.

Take an active role in promoting and ensuring the Council’s responsibilities for
safeguarding are met for adults and children.
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APPENDIX 3
CONSTITUTIONAL CHANGES
Article 11. Paragraph 11.1(2),(4) and (5). Page 10.
Delete:

(2) Structure. The overall management structure is determined by
the Council on the advice of the Managing Director and the Leader. The
Managing Director reports to the Cabinet and the Council on the manner in
which the discharge of the Council’s functions is co-ordinated, the number and
grade of officers required for the discharge of functions and the organisation of
officers. A description of the overall directorate structure of the Council showing
the management structure and deployment of officers is set out at Appendix 8.

Insert:

(2) Structure. The overall management structure is determined by
the Council on the advice of the Head of Paid Service and the Leader. The
Head of Paid Service reports to the Cabinet and the Council on the manner in
which the discharge of the Council’s functions is co-ordinated, the number and
grade of officers required for the discharge of functions and the organisation of
officers. A description of the overall directorate structure of the Council showing
the management structure and deployment of officers is set out at Appendix 8.

Delete:

(4) Appointment of Officers. The Head of Paid Service is appointed
by the full Council on the recommendation of the Personnel Committee. Other
Senior Managers (Chief and Deputy Chief Officers in terms of the Local
Government Act 1972) are appointed by the Personnel Committee acting on its
behalf. Appointment of all other officers is delegated by the Council to the
Managing Director and Senior Managers. The recruitment, selection and
dismissal of officers will comply with the Personnel Management Rules set out
in Appendix 2.

Insert:

(4) Appointment of Officers. The Head of Paid Service is appointed
by the full Council on the recommendation of the Personnel Committee. Other
Senior Managers (Chief and Deputy Chief Officers in terms of the Local
Government Act 1972) are appointed by the Personnel Committee acting on its
behalf. Appointment of all other officers is delegated by the Council to Senior
Managers. The recruitment, selection and dismissal of officers will comply with
the Personnel Management Rules set out in Appendix 2.

Delete:
(5) Head of Paid Service, Monitoring Officer, Chief Finance
Officer, Director of Adult Social Services and Director of Children’s

Services. The Council will designate officers to act as each of the following:
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(@) Head of Paid Service (Managing Director)
Insert:

(5) Head of Paid Service, Monitoring Officer, Chief Finance
Officer, Director of Adult Social Services and Director of Children’s
Services. The Council will designate officers to act as each of the following:

(@) Head of Paid Service
Delete:

Duty to provide sufficient resources to the Monitoring Officer and Chief
Finance Officer

The Council will provide the Monitoring and Chief Finance Officers with such
officers, accommodation and other resources as are in their opinion sufficient to
allow their duties to be performed.

Insert:

Provision of sufficient resources to the Head of Paid Serivce, Monitoring
Officer and Chief Finance Officer

The Council will provide the Head of Paid Service, Monitoring and Chief
Finance Officers with such officers, accommodation and other resources as are
in their opinion sufficient to allow their duties to be performed.

Article 14. Paragraph 14.2. Page 15.
Delete:

Changes to the Articles of the Constitution must be approved by the full Council
after consideration of the proposal by the Selection & Member Services
Committee and appropriate public consultation. Changes to factual references
or changes required by a change in the law will be made by the Monitoring
Officer. Changes to the Appendices of the Constitution will be published by the
Monitoring Officer to reflect decisions duly taken by the Council, Leader,
Cabinet, a Committee or the Managing Director.

Insert:

Changes to the Articles of the Constitution must be approved by the full Council
after consideration of the proposal by the Selection & Member Services
Committee and appropriate public consultation. Changes to factual references
or changes required by a change in the law will be made by the Monitoring
Officer. Changes to the Appendices of the Constitution will be published by the
Monitoring Officer to reflect decisions duly taken by the Council, Leader,
Cabinet, a Committee or Senior Officer.
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