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1. Overview
Rochdale Borough Council, with the support of STAR procurement are looking for external consultancy support to work with the Joint Leadership Team to help develop a renewed purpose and vision for transformation.

We are looking to appoint a professional consultancy organisation, with extensive experience in local authority transformation to support the Council and CCG to help us step up and accelerate our approach and delivery of transformation across the organisation(s).

This will be a short and intensive piece of work which will provide us with expertise, independence and constructive challenge in order to:

· design and deliver, a cross organisational assessment of significant opportunities to improve efficiency via transformation, which involves the utilisation of a tool/technique to understand what activities staff across the organisation are spending their time on; help us prioritise and agree our strategic transformation initiatives emerging from that assessment which will have the biggest impact; 

· develop a roadmap and clear plan of action for the next 12- 18 months; and

· make recommendations to help us develop and embed a positive culture around transformation which will help us to deliver lasting change.

The expected timeline for this work is as follows:-

· 22nd Sept – project on The Chest requesting Expressions of Interest from interested companies

· 8th to 15th Oct – Companies invited to attend and present their proposals about how they would look to proceed, including indicative costs and timelines

· Mid Oct – selected companies asked to submit formal bids

· Mid to late Nov – bids reviewed and successful bid announced

· Early Dec – stand still period post any EJEU / FTS process if applicable  

· Early Jan –  contract starts

2. Background and context
Local authorities have faced unprecedented reductions in Government funding since the Government Spending Review 2010. Coupled with rising costs and increased demand for services by local residents this has meant that the Council has had to make significant budget savings. Over the last eleven years the Council has approved £184m of ongoing savings to bridge the gap between falling resources, rising costs and increasing local demands.
Before Covid, public services already had significant challenges in terms of increasing and changing demands and uncertainty around government funding. The impact of Covid has exacerbated these pressures even more, impacting on the health and wellbeing, poverty and inequality, economy and education in our borough.
In order to continue to meet the needs of residents and be able to balance our budgets we need to build upon transformative work underway and completed. However, we also have to take full advantage of the transformational opportunities available to us, through public service reform, advancements in technology, innovative approaches and cultural change.
This is a unique opportunity to radically reconsider how we work across the system and within our own joint organisation and to explore new ways to deliver outcomes for residents by overcoming organisational barriers to achieve improved outcomes.
The Council is facing significant budget pressures, with a budget gap of £5.1m in 2022/23 rising to £13.4m in 2023/24. Salami slicing budgets is not a sustainable or palatable option. Instead the Council wants to look more strategically across the organisation at how we can step up our approach to transformation to help us address our current and future challenges and deliver against our priorities. To do this we need a clear vision and principles for transformation, together with a prioritised and achievable transformation programme.
The Council is not new to transformation and there are many good examples of transformation programmes and projects being progressed across the council. These range from small process improvements such as changing the way we publish public notices in the local press to significant system wide transformation around climate change and digital, and lots in between. Whilst there are a number of transformational projects, transformation has not been used to balance the Council’s budget.  Examples of current transformation projects can be found in the annex.
In order to truly transform consideration must be given to how we can further progress collaborative and partnership working across organisational boundaries to improve and protect public services. This may mean organisations relinquishing some power and responsibility if it is better delivered elsewhere in the system.
In addition, we also need to consider the Greater Manchester Model for aligning public services. The GM white paper sets out an innovative new model for public services and aligns closely with many of our local priorities for change and we may want to ensure that our approach to transformation aligns more closely to it.

Transformation Board
A Transformation Board has been established in April 2021 to provide strategic direction and oversight of council wide transformation and reform activity.

It is chaired by the Chief Executive and includes senior and key representatives from across the Council and CCG.

The board, together with the wider joint leadership team are commissioning this work to help them to develop and agree the drivers, priorities and design principles for transformation and establish a clear understanding of where we are and how we work now, and how we want to work/operate in the future. 

The board will ensure that transformation aligns to the council’s corporate priorities with board members being able to articulate how transformation activity can more quickly and effectively help the organisation to achieve its outcomes through new and different ways of working.

This understanding and clear vision will then be used as a basis for agreeing and overseeing a focused, ambitious and cross cutting transformation programme.

3. The Requirements
This next section provides details of the key requirements of this work, however if there are additional proposals which may compliment or further enhance what we are trying to achieve then these can be included within a proposal as long as they are clearly identified as additional and optional.
Review of current transformation activity

In 2019 a review of transformation activity across the council identified over 80 projects. Each of the projects could be aligned to one or more of the following transformation categories:

	Theme
	Summary

	Alternative delivery models
	Projects which aim to deliver services via new and alternative models such as through an arm’s length company or shared services.

	Public service reform
	Projects about designing, implementing, embedding and improving place based integrated system wide delivery models.

	Digital transformation
	The use of technology to transform the way we work and the way we deliver services.

	Income generation
	Projects which deliver new sustainable income streams for the Council, including large scale capital investments or other commercial opportunities.

	Efficiency savings
	Projects which deliver cashable or non-cashable savings by making changes to how we work for example through reviewing structures, processes and budgets.

	Procurement and commissioning
	Projects which include the renewal/review of contracts and commissioned services and may lead to new ways of working, changes to service delivery and financial savings.

	Service redesign
	Projects which look to review and transform the way services are delivered. This could include changes to internal and/or external service delivery.


	Green agenda
	As the climate change strategy is developed it is anticipated that there will be a wide range of projects which will change and transform our systems and services to enable us to meet targets relating to the reduction of carbon emissions and address environmental concerns.

	Supporting projects
	This would include project which will support and enable the wider transformation programme, including organisational workforce development and communications which will help to ensure that staff are engaged in change and transformation and have the right skills, training, capacity and culture to ensure that transformation is successful. 



Design Principles for Transformation

Ensuring that the joint leadership team have a clear and consistent understanding of what the organisation wants to achieve through transformation is vital to the successful delivery of a strategic transformation programme for the organisation.
As such, we are looking for support to work closely with our joint leadership team to quickly work through rapid engagement sessions develop and agree a set of design principles for transformation. The aim of the design principles is to develop a clear consensus about the role and purpose of transformation in the organisation and to provide framework against which existing and future projects can be assessed and prioritised and which generates ownership across the whole leadership team.
Prioritisation of opportunities 
Capacity to deliver transformation is limited and is predominately undertaken in addition to officers existing duties. While work is underway to look at additional resourcing to help drive transformation, it is essential that we focus our resource (staffing and financial) on the activities which are going to make the biggest impact to the delivery of our strategic priorities and transformation design principles

In order to help identify the most significant transformation opportunities available to us at this point, we anticipate the need to complete some form of cross-organisational “opportunity assessment”. We understand that such tools are regularly utilised by experienced consultancy organisations.
Once a clear understanding of current and planned transformation activity is in place, together with a clear understanding of what the organisation wants to achieve through transformation, we are looking for support to organise and prioritise our transformation activity.

This should include prioritising a small number of strategic and ‘big hitting’ transformation programmes which will be overseen by the new Transformation Board. These strategic transformation projects or programmes are likely to be:

· Cross-cutting with borough or organisational wide impacts (e.g. Climate Change or Digital Strategy delivery);
· Significant in terms of the organisation playing a leading role in system wide change (e.g. Covid Recovery);

· Significant and would benefit from a more centralised, cross directorate focus, with substantial support from enabling services such as HR, Legal and Finance.  (e.g. Housing Transformation or Intelligent Automation).
· Deliver to our £8m ambition of recurrent reduced costs, to be achieved over 2 financial years.  (2023/24 onwards)

For each it will be essential to understand the extent of the financial and non-financial benefits that can be realistically achieved by the Council.

The current thinking is that the strategic transformation programme will be agile in approach. The programmes and projects within this category will be regularly reviewed and will change over time. Some may be at this level for the lifetime of the programme/project while others may move in and out at key stages, where strategic direction and enhanced support may be needed, but then move back to be delivered within directorates at the most appropriate point.

Below this, we need to understand how other ‘medium’ transformation projects align to and support delivery of the transformation principles including giving consideration to any projects or programmes which should be redirected or stopped.
In addition it will be important for the joint leadership team to develop a deeper understanding of any gaps, risks or weaknesses within our current transformation programme, understand best practice and insight from all sectors relevant to our design priorities and from this identify and consider any new opportunities.
Developing a roadmap for change

Once we have a clear vision for transformation and have a collective agreement of the strategic transformation programmes which will make the biggest impact, we then need a clear roadmap which will enable the organisation to turn intentions into concreate actions which will help us to move forwards at pace.  This should include consideration of, but not be limited to the areas detailed in the table below.
	Key area
	Points to consider

	Understanding the capacity and skills needed to deliver transformation successfully.
	This should include reviewing any existing plans to resource the transformation activity, highlighting if necessary any gaps in skills or capacity or any alternative delivery options which should be considered. If required this should be accompanied by a clear business case for any additional investment or approach that is proposed.



	Consideration of the benefits a light touch and consistent approach to managing and monitoring transformation activity.


	We have pockets of good project management practice which could be built upon to create a light touch and consistent approach to support the successful deliver of transformation activity. It should include an a standard approach to: 

· how projects are identified;

· how business cases are developed and presented;

· how issues can be clearly escalated within a supportive culture; 

· identifying and delivering both cashable and non-cashable benefits; and

· how they are planned, resourced and monitored. 


	Consideration as to how we could more effectively use data and intelligence to inform strategic decision making and play a significant role in developing an evidence based transformation programme that will make the biggest positive impact on priorities.

	The value of data and intelligence has been highlighted in the last year as essential in response to Covid, however while the organisation holds significant amounts of data, in many cases we struggle to extract useful data from our systems and when we do, we have limited capacity and skills to analyse it. 


	Proposals for how engage and enthuse the workforce in transformation. Creating a culture of continuous improvement and innovation at all levels and promoting accountability and ownership across the organisation.

	We want to change mind-sets of our workforce so they positively challenge existing ways of doing things and continually look for and progress opportunities to innovate, improve and learn from what works and collectively identifies the benefits.



	Providing direction to the workforce and OD plan to ensure that we support and develop the knowledge, competencies, behaviours and values of our workforce to successfully enable transformation and change.

	Developing a positive culture and supporting and engaging our workforce in change will be essential to the successful of the organisations transformation agenda. We need to help our staff to be resilient and adaptable to change and where necessary ensure that we support them to develop new skills as ways of working change.
The Council and CCG’s OD strategy does incorporate activity to support transformation, but this should be reviewed once the transformation design principles and strategic programmes are in place to ensure it is fit for purpose as our approach to transformation accelerates.



	Working closely with the leadership team and transformation board to ensure clear governance arrangements are in place.
	This may include:

· Defining clear roles, expectations and accountabilities within the programme and ensure these are at the right levels.

· Utilising existing boards and governance arrangements and creating connections between them where needed.

· Obtaining a balance between providing assurance and not creating an industry of reporting which may also stifle innovation.

· Manage expectations so those with oversight roles know what they are getting and when.




Overall the leadership team must have assurance and confidence that the transformation activity is deliverable, will address the organisations(s) business challenges and will help us to deliver against our transformational design principles and organisational priorities.

4. Approach and outputs expected
We are looking to appoint a professional consultancy organisation, with extensive experience in local authority transformation to support the Council and CCG to help us step and accelerate our approach and delivery of transformation across the organisation(s). 

Your submission should include case studies of significant transformation and reform work you have already undertaken across Councils / CCGs. 
The Director of Resources, will be the key contact for this work, however the outputs of the work will be presented and signed off by key members and the transformation board.

The key outputs have already been noted in Section 1 – Overview, however in addition to responding to each of the areas within the bid please provide details of the following:

· Stakeholders - Your approach to identifying and engaging key stakeholders in this work.

· Resources and experience - Please provide details of the relevant experience of the consultants who would be allocated to work with us.  
· Timescales – Please provide an indicative plan, breaking down each element of the requirements into stages and timeframes.
· Costs – Please provide details of the cost per stage as well as the day rates for each consultant who will be involved.
· Project Management – Please outline your approach to project managing this work and how you would provide regular highlight reports setting out how work is progressing against the plan.
5. Timescales and Milestones
We are looking for a professional consultancy to work closely with us for an initial period of approximately 4 months, beyond which we expect to have a clear and aligned vision and plan for transformation across the organisation and a clear and realistic roadmap for how best to progress and accelerate a successful approach to transformation.
The anticipated start date for the project is January 2022.
6. Constraints
The Council expect to have a new Strategy Lead for Transformation & Reform in post by the start of January 2022. Should there be a delay in this it would make sense to slip the start of the project to align it with his or her actual start date.
7. Social Value

Rochdale Council is signed up to delivery of social value in accordance with the Greater Manchester Social Value Framework, which identifies the priority key themes and outcomes for Greater Manchester. Delivery against the following themes identified is of great importance to Rochdale Council:
1. Promote employment & economic sustainability – tackle unemployment and facilitate the development of skills. 
2. Raise the living standards of local residents – paying or working towards the Living Wage, maximising employment and targeting those in greater need to develop career opportunities for local people. 
3. Promote involvement in the local community, e.g. volunteering through practical support to the local voluntary and community groups. 
4. Promote environmental sustainability – reducing waste and energy consumption and procuring materials from sustainable sources, promoting and supporting sustainable modes of transport. 

We are looking for an organisation(s) who will include as part of their bid a clear commitment to delivering against one or more of the council’s social value themes.  You should outline how you will monitor, report and demonstrate the social value outcomes that you have committed to deliver.
Rochdale Council are particularly interested in any support bidders can provide to existing projects, organisations and groups in the borough which are addressing the social value themes highlighted. Where relevant, bidders should therefore identify how existing local projects and organisations will be utilised in delivery of these social value themes, in order to avoid duplication of activity.  

8. Annexes
· Medium Term Financial Strategy 2021/22 to 2025/26
· The Corporate Plan 2019 -2022

· Co-operating for better health and wellbeing – Rochdale Borough Locality Plan 2020 – 2024

· Examples of current transformation projects.

· Transformation Board terms of reference

· High level organisational structure (Council + CCG)

· Organisational Development Strategy


