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Democratic Services: I. Willett 

 
 
 
 

 4. NEW DIRECTORATE STRUCTURE -  DRAFT HEAD OF PAID SERVICE REPORT  
(Pages 3 - 18) 

 
  (Chief Executive) At the last meeting, members of the Panel requested a further report 

on a three Directorate option. A briefing on the current state of progress on the 
preparation of the Head of paid service’s report will be given at the meeting. A copy of 
the presentation is attached. 
 
The presentation includes an analysis of the 3 Directorate option discussed at the last 
meeting and a summary of consultation responses is also attached.. 
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Agenda

• Summary of Consultation feedback
• Three Director Structure
• Pros and Cons
• Legal Update
• Voluntary Redundancies (Exempt session)
• Questions?
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Consultation Feedback

• See Summary Feedback Report
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Possible 3 Director Structure

• See Organisation ChartP
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Three Director Structure

• Pros
– Salary saving of £100k pa (maximum)
– One less ‘silo’

• Cons
– Risk of insufficient resource to manage the transition
– Need to re-consult (delays =cost)
– Statutory Officer Positions more challenging
– Higher Redundancy costs (extra compulsory)
– More risk of challenge
– Larger Directorates more difficult to manage

P
age 7



Legal Update

• Legal advice has been sought on the process
• Preliminary findings

– Process adopted looks very sound
– Change to 3 directorates would require a further consultation
– Don’t necessarily need separate job descriptions for statutory roles
– Equalities review should be completed (already being considered)
– Minor changes to the 4 directorate structure would not require further

consultation
– Proposed appointments process looks sound

• Formal advice due early November
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Voluntary Redundancies

• See ReportP
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Questions?P
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Staff Directors Cllrs Unions Total

Explicitly in favour/supportive 4 1 2 1 8
Support values and behaviours 6 1 2 0 9
Dislike Place title 4 2 1 0 7
Put Planning under Communities 1 0 0 0 1
Support combination of PR functions 2 0 0 0 2
Put Policy & Grants under Community Services 1 1 0 0 2
What happens to Executive Assistants? 1 1 0 0 2
Main regulatory services sit in Place and not as stated in Law & Gov 0 1 0 0 1
What happens with Economic Development after the interim period? 0 1 0 0 1
Concerns about separating safer communities team from ESS 3 0 0 0 3
Dislike title Law and Governance - why not Governance? 1 0 0 0 1
Dislike AD Democractic Services title and AD Human Resources 1 0 0 0 1
Wrong names used for PIU and Equality 1 0 0 0 1
PIU & PR should report to CEO 3 1 0 1 5
Complaints should be independent of any Directorate 1 0 0 0 1
Concerns about on-going Exec Admin support of complaints 1 2 0 0 3
Restructure not radical enough - why not 3 directors? 2 1 2 0 5
Add Housing to the Communities title 0 2 0 1 3
PR should report to Law & Governance 1 1 0 0 2
Concerns about incorporating meetings allowances into salary 0 1 0 0 1
Absence of an overarching vision for the Council 1 0 0 0 1
There has been a mixed response to values and behaviours work 1 0 0 0 1
There will be a need to change structures below AD level 1 0 0 0 1
Licensing should report to Governance & Law 1 0 0 0 1
Put Housing and Grounds maintenance together and call it Place and renanme remai 1 0 0 0 1
Policy work should report to Governance and Law 1 0 0 0 1
Depots, car parking estates and valuations should report to Resources 1 1 0 0 2
Organisational development should linked to PIU and report to CEO 2 0 0 0 2
Restructure carried out top down 1 0 0 1 2
Put forward planning and development control back together 4 2 1 1 8
Not enough ADs in Place Directorate 1 0 0 1 2
Keep separate support and IT functions in the directorates 2 0 0 1 3
Internal Audit should report directly to CEO 1 0 0 1 2
Economic development should report to Law & Governance 1 0 0 0 1
Make team briefings mandatory 1 0 0 0 1
Some functions omitted - not clear how GIS fits into the new structure 2 0 0 1 3
More resources required to deliver economic development 1 0 0 0 1
Combine directorate communication teams into a single corporate PR team 1 0 0 0 1
Leisure Management should report into Communities 0 1 0 0 1
Housing Benefits should report to Communities 0 1 0 0 1
Equalities should report to CEO 1 0 0 0 1
IT and FM should remain separate 1 0 0 0 1
Rename Private Sector and Resources to include support functions 0 1 0 0 1
Building Services should report to Resources 1 0 0 0 1
Country Care should report to Forward Planning 1 0 0 0 1
Concerns about capacity of senior management 0 2 1 1 4
Various issues around statutory designations, DCE and solicitor to the Council 0 2 0 0 2
Require legal advice on report, process and documentation, consultation and appoin 0 1 1 0 2
Concerns about legal resources under 3 directorate structure 0 1 0 0 1
Inconsistencies on recommendations 0 1 0 0 1
No compulsory redundancies 0 0 0 1 1
Pay differentials between AD's and D's too great 0 0 0 1 1

61 29 10 12 112
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Summary of Consultation Responses 
 
There has been a healthy response to the consultation process with 112 comments 
received in total.  A frequency distribution of summarising the comments made is 
included as a table and individual replies are available as a background paper.  All 
replies have been redacted to prevent specific comments being attributable to a 
particular respondent. 
 
Many of the comments represent an individual’s preference about where a particular 
department should report or alternatively raise questions about process.  Where 
these preferences score a frequency of 2 or less I have considered whether they 
raise any substantive concerns that should be addressed by either changing the 
structure or adapting the implementation process.  None of these lower frequency 
comments represent ‘show stoppers’ and whilst the structure could be changed as 
suggested, I have decided not to amend the proposal on the basis of an individual’s 
personal preference.  However, some of the suggestions about process would 
improve things and will be, or already have been, adopted e.g. seeking external legal 
advice about the draft report, change processes and appointments. 
 
Comments scoring a frequency of 3 or more are paraphrased below together with my 
observations. 
 

a) Explicitly in favour of the proposals and / or the values and behaviours 
 
It is very encouraging that the comment with the highest frequency is recording 
strong support for the values and behaviours.  Nearly as many responses registered 
explicit support for the proposals. 
 

b) Concerns that the new titles for Directorates would cause confusion 
 
It is clear that the proposed names for the new directorates have caused concerns 
with many.  The title of the Place directorate was disliked by a number of 
respondents because they thought it would cause confusion with the public when 
answering the phone.  A smaller number wanted to keep the word Housing as part of 
the Communities directorate for the same reason. 
 
My personal view is that the general public are less concerned than we are with the 
titles of internal departments.  By and large the public want the person who answers 
the phone to take responsibility for dealing with their query.  I would much prefer that 
staff answer the telephone “Epping Forest District Council” rather than using internal 
departmental titles.  If staff can’t answer a query directly they should find someone 
who can rather than handing off the caller to the switchboard or someone else who 
isn’t responsible either. 
 
The “One Council” value is particularly relevant here and I think it is important that 
the restructure signals a change rather than just restacking departments under the 
same old titles.  Having said that, I accept that it is important for staff to feel 
connected with their team so I am considering alternative names for the Place 
directorate which was clearly unpopular. 
 

c) Put Forward Planning and Development Control back together 
 
The next most frequent concern was about the proposal to restructure the planning 
function.  Many were concerned about what they saw as a separation of Forward 
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Planning from Development control because they thought there is a large overlap of 
skill sets and considerable cross working between the two departments. 
 
I understand these concerns and I have given the matter a lot of thought both in 
drafting the original proposal and in considering consultation responses.  Whilst I 
agree that there is a large overlap of skill sets and a considerable amount of cross 
working, I don’t see why this would stop because of the new structure – in fact it is 
essential that this doesn’t happen.  The proposal isn’t really about splitting these 
functions and building a wall between them.  It is more about recognising that 
Forward Planning ‘s focus is more about policy development and strategy setting and 
Development Control is more focussed on implementing and administering policies.  
Clearly both departments have an important contribution to make to place shaping 
and I think this can be achieved in the proposed structure. 
 

d) Various functions should report directly to the Chief Executive 
 
Some respondents felt that particular functions should report directly to the chief 
Executive, most notably Public Relations, Performance Improvement and Internal 
Audit. 
 
I suspect these suggestions arise from concerns about the cross cutting nature of 
some of those functions or the need to maintain an independent reporting line.  
Whilst I recognise that these functions have an important Corporate aspect and 
clearly as Chief Executive I would take a particular interest in them, I don’t think this 
means staff in them need to report directly to me.  The important thing is that these 
functions should have direct access to the Chief Executive on relevant matters rather 
than being managed directly. 
 
e) Various views about the capacity of senior management to handle the 

transition 
 
Some respondents thought that there might still be too many senior managers in the 
structure and that increasing financial constraints would probably mean further 
changes.  Others thought that the proposed changes would require considerable 
management resource and were concerned that there is insufficient capacity in the 
new structure.  I have to say that I can understand both points of view.  My 
experience in transformation or organisations has been that it is very important to 
invest enough senior management capacity to drive changes.  I agree that increasing 
financial constraints will probably require us to continually review ways of working 
and that in a steady state we might be able to manage with fewer directors.  
However, my personal view is that stripping out too much capacity will jeopardise the 
change management process and cost more in the long run. 
 

f) Keep Support and I functions separate in the directorates and concerns 
about GIS staff and Executive Assistants 

 
 Some respondents were keen to keep separate IT and Support functions in the 
directorates whilst others observed that no mention was made of Executive 
Assistants and were concerned that their roles had been deleted. 
 
There is no intention to delete the Executive Assistant roles and I am sorry if that 
impression was created by not specifically mentioning these roles on the organisation 
chart.  The chart was intended to explain the logic of the re-organisation of senior 
management directors rather than show every individual role and function. 
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In respect of the comment about maintaining separate IT and Support functions in 
the directorates, I can only say that I fundamentally disagree.  I recognise that it is 
vitally important to have the right support for all directorates but I believe we need to 
fundamentally review how we use new technology to optimise the delivery of 
customer service and administrative support.  This doesn’t necessarily mean that we 
should move everyone working in administrative support or IT within a directorate 
into one centrally located function but it does mean that we should keep an open 
mind, consider how the new telephone software can create a virtual call centre and 
look to remove duplication of effort. 
 
In closing I would like to thank all those that have responded for their thoughtful and 
constructive comments.  You will see when I issue the final report that many 
suggestions have been adopted.  I hope that this summary explains why others 
haven’t. 
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