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SOLACE has signed a new alliance with
software giant Oracle. The partnership will
help SOLACE promote the climate of
business change in local government
necessary for the delivery of modern local
government.

SOLACE DG David Clark said: ‘This is a
very exciting alliance for the Society.
Partner working opens up important lines
of communication and opportunities. It will
provide the Society with the chance to
share expertise, resources and experience
across public and private sectors.’

The partnership, which was signed at the
SOLACE 2001 Conference, has come about
as a result of the SOLACE Corporate
Partner Programme, which promotes and
encourages building business alliances to
support and develop local government
modernisation.

SOLACE will receive financial backing
from Oracle and the opportunity to work
closely with a leading global IT company,

said Clark. ‘Oracle will be able to provide
feedback on areas such as: a supplier’s
perspective on how local government is
adopting e-government; obstacles to the
delivery of the 2005 ESD targets; and
early views of applied use of new
technologies elsewhere in the world.’

Oracle UK VP of Public Services
Stuart Turner said: ‘The alliance
will provide Oracle with new ways
of interacting with local
government at the highest levels
to exchange creative ideas,
improve communications and
work together to develop
innovative products and
services.’

Oracle has a strong relationship
with local government, on which
it is keen to build in helping
authorities meet the challenges
of e-government and modernised
service delivery, said Turner. ‘The

more we understand the needs of
authorities, the greater chance of us
delivering products and services to meet
those needs. This in turn means
authorities will be better placed to deliver
services to their customers at a price that
represents best value to taxpayers.

Focus
Oracle looks to SOLACE page 1 of 1
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The new code of conduct for elected
members will be a considerable
improvement on its predecessors says
local government minister Nick Raynsford.
In response to a Parliamentary question,
he said: ‘It is easier to understand and
easier for members to apply to their day-
to-day duties.’

He said the code would help safeguard
and raise standards of conduct in local
government, ensuring the highest
professional standards were met. Its
provisions would be kept under review, and
he would from time to time ask the
Standards Board for England to review the
efficacy of the code. 

The new national code, laid before
Parliament in early November under the
Local Government Act 2000 following
consultation with local government was
welcomed by Janie Barrett Chair of
SOLACE Professional Matters Panel. The
new ethical framework has long been

treated as the Cinderella of the
modernisation agenda, she said.

‘While authorities have been inundated
with guidance, support and expert advice
on best value and new constitutions, little
attention has been paid to the new ethical
standards regime, perhaps because of the
very long gestation period.’

The new code must be adopted by all

councils, including town and parish
councils, within six months. At the end of
six months, it will come into automatic
effect. All councillors will be required to
sign up to it within two months of its
adoption, failure to do so will result in a
councillor losing the seat.

The National Standards Board is an
independent body that will define, monitor
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‘It is easier to understand
and easier for members
to apply to their day-to-
day duties’

Nick Raynsford
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and maintain standards of conduct, not
just for local government but also for the
police, fire, national parks. It is made up of
Tony Holland, chair, Lord Phillips of
Sudbury OBE, Lord Filkin of Pimlico CBE,
Patricia Hughes CBE and Councillor Peter
Charke CBE. Chief executive is Allan
Cairns.

Once the code is in effect, complaints
may be made to the Standards Board
about member conduct. Rules include
registration, declaration and conflict of
interest. No retrospective complaints will
be considered. Principal authorities are
required to set up Standards Committees
and a Monitoring Officer, who will also act
for towns and parishes in the area.

‘There are still outstanding questions,’
said Barrett. ‘No-one yet knows the level
of complaints there will be, particularly as,
at the moment, the only people who have
a duty to report breaches are other

councillors. The system might, perhaps, be
abused by vexatious complainants or by
their party political agenda.

‘It already appears associations
representing town and parish councils are
opposed to district councils having an
investigation or adjudication role in
relation to complaints against their
councillors.’

On the immediate agenda, she said, must
be a massive training and support
initiative for monitoring officers, senior
officers who advise councillors, councillors
who serve on Standards Committees, the
wider council membership and indeed, the
public.

‘As part of this, following the launch in
London, the Standards Board will take to
the road with regional launches,’ she said.
‘Nevertheless, it is likely a considerable
burden of raising awareness and detailed
training will fall upon principal authorities.’
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SOLACE Enterprises has been named as
one of the country’s leading executive
coaching specialists in the publicity
surrounding the launch of a new one-to-
one mentoring service for chief executives
and top managers.

The IDeA, in partnership with SOLACE
Enterprises, launched the National
Coaching Partnership. The scheme will see
private sector representatives recruited to
act as coaches and befriend chief
executives, directors and department
heads.

SOLACE Senior Vice President Mike Pitt
said: ‘Each of us are individuals, and each
of us have individual needs, and even
though there are numerous courses,

programmes, conference and seminars we
can attend, do any of them focus entirely
on us, as individuals?

‘Coaching is one developmental approach
that does. It is cost effective and
immediately pertinent to the job. With the
right coach you get straight to the nub of
the issues.’

IDeA created the National Coaching
Partnership, specifically for local
government. It offers an individually

focused service, which guarantees quality,
relevance and value for money. The six
leading executive coaching specialists are
SOLACE Enterprises, Penna, Barnes
Kavelle, The Human Dimension,
Management Futures and The Colosseum. 

The scheme offers three distinct
coaching packages, an individual coaching
package, consisting of six, two hour
sessions; team coaching and the
development of in-house coaching
capability. 
■ More information at
www.idea.gov.uk/manager/coaching.htm
or contact Tom Martin-Herbert on 
020 7296 6627.
Email: tom.martin-herbert@idea.gov.uk
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The challenge of leadership in
modernisation is the focus for the SOLACE
(Scotland) annual conference. Scottish
chair-elect Tom Aitchison, CEX City of
Edinburgh, said: ‘Delivering on the
Government’s agenda requires leadership
from chief executives. The conference will
explore the key issues and help us see the
challenge more clearly.

‘The 2001 conference builds on last year’s
but places the issues in a more immediate
timescale. Both the UK and Scottish
Governments are committed to the
modernisation of public services and the
issues associated with this were brought
into sharp relief during the recent
Westminster general election.’

Session topics will include: Modern
Leadership for Modern Services (Zoe van
Zwanenberg; CEX Scottish Leadership
Foundation); NHS Scotland – a Time for
Action/a Time for Change (Trevor Jones,
CEX NHS Scotland); Modernising Policy (Sir

Roy Cameron, Chief Constable, Lothian and
Borders Police and Her Majesty’s Chief
Inspector of Constabulary, Designate); and
Leading e-Government – People or
Technology? (Graeme Wilson, Principal
Consultant Anite Scotland).

The conference will be held on 22-23
November at the Edinburgh International
Conference Centre.
■ Enquiries to Corinne Paine. 
Tel: 01926 614420. 
Email: corinne.paine@solace.org.uk
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The role of chief executives in education
was the key focus of a joint meeting for
SOLACE members in Wales with Welsh
directors of education. Issues included the
extent to which schools understood the
wider corporate agenda and vice-versa,
said SOLACE (Wales) chair Ken Sawyers.

A two-day seminar with professional
colleagues from the National Assembly
for Wales was held jointly to look at the
theme of Step Change in Organisations.
Speakers included Zoë van Zwanenberg,

CEX Scottish Leadership Foundation;
Hilary Sears, A T Kearney Recruitment
and Ian Briggs of Leeds University and
architect of the Top Managers Programme.

‘We are anxious to develop closer links
with colleagues in Scotland and, indeed, in
due course with Northern Ireland,’ said
Sawyers. ‘A priority within Wales remains
the development of our own senior
management development programme.
All in all, with modernisation, best value
etc, it is no place for the timid.’

Wales – no place for the timid



Examples of innovative technology, which
can be used at the customer interface are
being sought by the newly named SOLACE
Management Practices and e-Government
Panel. The Panel aims to develop an idea
or a concept into a practical application at
least once a year, said Panel Chair Bill Taylor.

‘We are especially looking at experience
of using handheld systems which enable

staff not only to log customer enquiries
but also to monitor progress at various
transaction stages. If you know of any
examples please let me know,’

Over the past six months the Panel has
been very much reinvigorated and is
working through an ambitious 10-point
action plan. At its next meeting (Monday
10 December) SOLACE President James

Hehir will join the Panel to discuss the e-
government think tank, Sing When You’re
Winning. ‘We hope to be able to examine
what we can do to bring some of the ideas
to fruition,’ said Taylor.
■ If you want to find out more or suggest
an example, contact Taylor through his
assistant Mary Gardner. Email:
mary.gardner@westlancsdc.gov.uk
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Overview and scrutiny offers a unique
opportunity for local government to
reconnect with its electorate and ensure
local policies and decisions reflect
community needs, says Mike Sanders,
associate director SOLACE Enterprises.

Delegates at the Held To Account?
Learning from Scrutiny workshop heard
Sanders say that democratic renewal
stood equally alongside service

improvement and community leadership
as an objective of the new constitutions
and 21st century councils.

‘Handled well and with enthusiasm the
scrutiny and overview role offers a
vehicle to overcome the feelings of
disconnection at local level. The current
guidance is reasonably flexible and allows
a great deal of latitude and room for
experimentation,’ he said.

The workshop, organised jointly by
SOLACE Enterprises and LGIU, brought
chief executives and senior councillors
together to consider how scrutiny measures
can be developed to ensure that new emerging
council executives are held to account.

SOLACE honorary secretary Clive Grace
co-chaired the event and Helen Ball, Head
of Scrutiny and Equalities Bristol CC led a
breakout session.

Opportunity for local government to reconnect with electorate



Cyber Safety Patrols and the role of the
internet in cutting the number of deaths
and injuries caused by fire will be
discussed at an international conference
on community fire safety in Liverpool
next May.

Jointly organised by Merseyside Fire
Service and SOLACE Enterprises How Do
We Prevent It? will focus on how to
achieve reductions in fire death, fire
injury and fire loss.

Topics will include education, leadership
and community action, political and
strategic leadership, the role of
politicians in achieving fire safety and
disaster resistant communities, the role
of volunteers and partnership working.

Developments in sprinkler and smoke
alarm technology will be examined
together with the 5-star fire safe home,
the role of telemarketing in delivering
community fire safety and cyber safety
patrols and the role of the internet in fire
safety.

The conference is designed for senior
fire officers, politicians, civil servants,
government advisors, community leaders
and fire consultants. The full programme
and registration form will be available in
February 2002. 
■ More information from Philip George.
Tel: 08456010649.
Email:philip.george@solace.org.uk
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achieving reductions in
fire death, injury and loss
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The need to transform service delivery
was key, said SOLACE President James
Hehir, when he addressed the Northern
Ireland LGA Conference, organised by
SOLACE. He outlined current
challenges and demands on local
government. 

The conference discussed the future
role of local government. ‘Many of the
issues are very similar to those in
Great Britain,’ said Hehir. ‘When
Professor Colin Knox of the University
of Ulster produces his paper on the
future of local government in Northern
Ireland, it should be considered by
SOLACE.’ The President was welcomed
by Robert Gilmore, LGA Chair Northern
Ireland.

Role of local government
highlighted at Northern
Ireland LGA conference
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Smaller authorities struggling to find the
resources, time or interest to develop e-
government might be interested to learn
what Warwick DC is working on.

Janie Barrett Warwick CEX and chair of
the SOLACE Professional Matters Panel,
emailed SOLACE DG David Clark after
reading in his weekly bulletin about
comments made by some of the smaller
councils at a session he had attended at
Liverpool CC to see the work they had
done with Oracle.

She wrote: ‘I can understand the
comments of some of the smaller
authorities in finding the resources, time
or interest to develop e-Government. I
think this is probably a true reflection of
the position of the vast majority of local
authorities despite what is said in their
relevant IEG Statements.

‘I am not saying by any stretch of the

imagination that I have answers but
Warwick was the only District Council to
receive funding from the Government
under the original invest to save
allocations and has been developing its
own approach to e-Government for the
past two years. We have been working with
our technology partner, ITNet to develop a
range of initiatives, including One-Stop-

Shops, a contact centre, video
conferencing etc.

‘We do have some published material if
you think this would be of any help in
encouraging smaller authorities to at least
start to think about some of these issues.’
■ Contact Janie Barrett through her
office. Email: dtims@warwickdc.gov.uk
Tel: 01926 456001

Too small for e-government? 

Think again…

Putting together development programmes
Has your authority commissioned any
large scale management development
programmes involving external
consultants in the last two or three years?
If so would you, or one of your staff, be
willing to share the experience in order to
help identify best practice?

Danny Chesterman, Adviser to SOLACE
on its Scheme for Continuous Learning, is
collaborating with a small group of
consultants from other agencies to see
what can be learned from the way

authorities and consultants work together
in commissioning, designing, delivering
and evaluating management development
programmes. 

‘The idea is that lead staff from the
authority and the consultancy tell their
respective stories of the initiative, which
are then matched together for
publication,’ said Chesterman. 

If you are willing to tell your story,
contact danny.chesterman@
solace.org.uk, Tel 01622 676453 

Does size matter? page 1 of 1



Voting on-line, voting by electronic
machine rather than pencil and paper, all-
postal voting, telephone voting, as well as
electronic counting must be
comprehensively piloted in next May’s
local elections, says local government
minister Nick Raynsford.

Delegates at the SOLACE, AEA, LGA
Elections Conference Where Next? heard
that the Government was making £3.5
million available to local authorities
holding local elections next May if they
hold an electoral pilot.

‘The five experiments into electronic
voting and counting which took place in
2000 were interesting but small-scale,’

he said. ‘This time we want to see a little
more adventure. We would like to see
more experiments into electronic voting –
that is, voting in a polling station, but
using an electronic machine rather than
pencil and paper. We want to see further
experiments into electronic counting and
more experiments combining voting and
counting.

‘More importantly, we want to see
experiments in an area that has not been
tried – on-line voting. We want to make it
possible to vote from anywhere using
email.’

He admitted there were problems with
both voter authentication and voter

acceptability. ‘If by running successful
electronic pilots, we can demonstrate
that there are systems robust enough –
and reliable enough – to deliver an
accurate election result quickly and
efficiently, it will do more than any
argument – however cogent – to win over
the sceptics.’

Falling turnout was a serious problem. ‘If
the way we vote now does not accord with
modern lifestyles, we have to change it. 

‘We cannot expect people to change the
way they live – we then have to change
the way we vote, or rather to build in more
flexibility to allow voters to choose the
most convenient way for them,’ he said.

Focus
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Research by the Electoral Commission
found that 43% of 18-24-year-olds would
be encouraged to vote if they could do so
on the internet. The same survey found
that 53% of all age groups supported
changing the way to vote. ‘We cannot
ignore that,’ said Raynsford.

‘We live in the age of the internet but
our voting system still reflects the
pattern established in the nineteenth
century. 

‘Mr Gladstone would be entirely at
home, but sadly all too many of today’s
youngsters are not. We need to look
forward and change.’

Research into remote electronic voting,
supported by SOLACE, is underway at De
Montford University. It will investigate
public attitudes to the idea of remote
voting; take the views of key
stakeholders; look at how prepared local
authorities are; examine the

technological options; and investigate
some of the legal issues

The whole range of electoral services –
registering to vote, applying for postal
votes, voting itself, as well as counting,
would be included in an e-democracy
consultation paper. ‘We need to allow our
citizens to take part more actively not just
in voting, but in policy-making and the
delivery of other services,’ said Raynsford.
‘Technology can provide a way to give
people a voice outside the ballot box.’

He warned against anyone dismissing
the value of the pilots and research
projects. ‘Critics will say isn’t it just
playing games? Technological toys for
psephological boys? In truth, I don’t think
so,’ he said. ‘We must not forget that
elections are the foundations of our
democracy – the base on which
everything rests. We must ensure that
our electoral systems does its job.’
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■ The elections conference had a
number of heavy hitters from both

within and outside SOLACE. It was well
attended and was opened by SOLACE
President James Hehir. A number of
sessions were chaired by David Monks,
chair of the SOLACE Elections Matters
Panel. One session was chaired by Sam
Younger, the chair of the new Electoral
Commission. 

The afternoon included lively
contributions from Peter Riddell, Sunday
Times political editor, and Claire Fox,
Institute of Ideas Director, as to why
people don’t vote. The conference
concluded with Nicola Wood’s outline of a
practical way forward through e-
elections and the Electoral Process Hub
Project – on which David Monks
represents SOLACE’s views and input.



Ashford Borough Council
chief executive Alan
Baker died on Thursday
25 October. Alan had been
ill for some time. He died
in Pilgrim’s Hospice in
Willesborough.

Alan, who was 48, joined Ashford
Borough Council as chief executive in
February 1998, having moved from
Aylesbury Vale, where he had been the
District Council’s Chief Financial Officer.
He was a member of SOLACE.

An MA graduate from Magdalene College,
Cambridge, and a CIPFA-qualified
accountant by profession, Alan joined the
borough council at a challenging time.
With substantial changes in the work of
local government, greater community
involvement and a raft of other new
initiatives to be tackled, Alan was quick to
make his mark on the authority.

He led the borough council at a time of
considerable change and oversaw the

transition from the old committee system
to the new Leader and Cabinet-style of
local government, as well as helping the
council take on such initiatives as Best
Value. He took a keen interest in staff
issues and was delighted when the council
was awarded the coveted Investors in
People status

Alan was heavily involved in local
initiatives such as the Ashford Chamber of
Commerce and Industry, of which he was a
director, the Ashford Town Centre
Management Board and the Ashford
Development Partnership.

Away from work, Alan was a keen
gardener and a member of the Royal
Horticultural Society. He enjoyed
swimming and was pleased to find a handy
swimming pool next to the Civic Centre,
although his appetite for work meant he
found little time to take advantage of it. He
was also a member of Ashford Rotary
Club.

An accomplished cook, Alan’s other
passion was for reading. He confessed to a
love of sci-fi novels but kept an eye on the
real world by reading New Scientist. His
interest and belief in new technology
helped to drive the authority into the
information age and he was a keen
supporter of the council’s new intranet.

He and his wife Teresa have three
children, Matthew (20), David (17) and Erin
(14). David’s diabetes prompted Alan to
play an active part in fund-raising for
Diabetes UK.
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Alan took a keen interest
in staff issues and was
delighted when the
council was awarded the
coveted Investors in
People status
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Conference special

Change not technology was the focus of
the SOLACE 2001 conference in Ipswich.
Cultural transformation is more important
than technology, said SOLACE President
and Ipswich BC CEX James Hehir to the
400 delegates at the annual conference.

He said: ‘Some of you feel the agenda of
SOLACE is technology itself. This is not
the case. It is much more important, much
more radical than that. The challenge is to
change the culture of local authorities and
deliver better services.’

James told Focus that partnership
working and new relationships between
the private sector, other councils and the
Government were key. To emphasise the
point, it was the first time a SOLACE
conference had been held in two locations

SOLACE president James Hehir at a ‘dynamic and different’ conference
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and at a private sector company. The
importance of developing partnerships
between business and local government
was highlighted by many of the speakers,
he said. As was the need to realise what e-
government was and how it could be used. 

‘The feedback from everyone who
attended or was involved in organising
SOLACE 2001 was extremely positive,’
said James. ‘We had an excellent panel of
speakers on each of the three days and it
was significant that three Government
Ministers were among them. It is
important that all of us in local
government develop a new relationship
with each other, with the Government, with
the Civil Service and with the private
sector. SOLACE members are leading the

way and have an influential role. I would
like to thank everyone who took part in the
conference and particularly BT, Zurich
Municipal and Oracle who helped to make
it such a success. 

‘I have received many phone calls and
met many members who have commented
favourably on SOLACE 2001 being such a
different and dynamic conference. I have
to say that such sentiments should be
directed to the 400 delegates who were
the real stars of the show. 

‘If they learned as much I did during
SOLACE 2001 we in local government
should be confident that we will meet our
e-government targets but even more
important be well on the way to changing
the culture of local government.’

page 2 of 2SOLACE president James Hehir at a ‘dynamic and different’ conference

‘We had an excellent panel of speakers on each of the three
days and it was significant that three Government Ministers
were among them’

If you were not able to attend this
year’s SOLACE conference or 
simply want copies of the 
speeches or presentations from the
workshop sessions, there is a 
post-conference website. Click here to
go to www.solaceconference.org.uk
and download ‘contributions’.



A call for some form of ‘national
framework agreement’ between central
and local government was made by Sir
Michael Lyons in an optimistic assessment
of the future of local government as he
completed 17 years as CEX Birmingham
and left to take up his role as director of
Inlogov. ‘There is no such dialogue at
present,’ he said, ‘and the gap is obvious.’
But he sensed there was a move to ‘new
concordat’.

‘Councils across the country find
themselves driven between the rocks of
competing Government priorities,’ he said.
‘The only solution is a new contract
approach based on sound performance
management principles. It will require
clear priorities, reduced uncertainty, a
shared review of constraints and
initiatives, and a realistic timetable. Most
important of all, it will involve helping
people to feel confident and be powerful.’

He felt local government was in a

stronger position to ‘strike a new deal’
than at any time in the last 25 years. We
were currently watching a realignment of
the Government’s position. Centrally

driven strategies like Best Value had not
delivered the goods as fast as expected.
Prime Minister Tony Blair had stressed the
importance of a national framework of
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standards; chancellor Gordon Brown had
quietly built up a Treasury team with real
experience and understanding of local
government.

Local government, itself, had changed.
‘We have learned some hard lessons over
the last 20 years. Now we are clear about
who is in charge. The Government of the
day is entitled, and indeed expected, to
spell out its national priorities. Local
government has no choice but to work
within that framework. We recognise that
the independent status of local
government cannot provide licence for
debate about whose view should prevail or
active guerrilla warfare,’ he said.

‘We have become better collaborators,
capable of working with a complex range of
other organisations and agencies. We have
learned some important lessons and skills
from the private sector but we have also
demonstrated that we have some

distinctive strengths and qualities of our
own. We have recognised the importance of
the information and communications
revolution for public services even though
we are struggling to find either the
investment or the skills to realise the
quality of response we know to be possible.’

In a new national framework agreement,
the Government would have to be upfront
about its key priorities and the services for
which it wished to set national standards,
he said. It would involve some ‘giving up’
by local government and the prize would
have to be a grown-up debate about the
resources necessary to achieve those
standards and an end to the ‘unfounded

mandates’ which had marked recent years.
Shaping a new national framework would

give an opportunity to emphasise that
local government was not just about
service delivery. ‘It would draw attention
to the wider historic role of local
government in promoting the cohesion of
communities,’ he said. ‘The danger today is
that our work in building stable
sustainable communities goes without
adequate credit or debate simply because
we have no performance indicators.’

He stressed that today there was a real
opportunity to strike a new deal for local
government in the form of an explicit
contract with government about both
obligations and entitlements. ‘That will
only be attractive if it is supported by
sound performance which focuses on
inhibitions and constraints as much as
progress achieved. The prize for us as
chief executives is a do-able job.’
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Local government must transform many of
its processes before it can move towards
e-government, said Dr Toregas, president
of Public Tech, a joint venture set up by
government agencies. He spoke of a little
town in America which had 635 forms, of
which only eight contained 95% of the
information needed.

‘Don’t put forms on the web and say, I’m
doing e-government. Think about why you
have got all these forms. Eliminate. That is
part of the transformation. It is useless to
put lots of forms on a website or provide
more computers, without reforming the
processes,’ he said. ‘It is like putting
lipstick on a pig – it doesn’t look any
better.’

In one American project he said 10 to 15
cities had got together. It took them six
months to come up with one form and
then one week to computerise it. Lessons

learnt in America included the need for
open architecture, non-exclusivity, risk and
profit sharing, policy under public control
and an exit strategy.

Political leadership was essential too, he
said. ‘It is important to include elected
members. I know some of you will
say…anything but that, I’ve got work to
do… but ultimately it is essential.’

Issues facing the implementation of e-
government in the US include identity and
branding; the need for multi-lingual, multi-

cultural and multi-channel; privacy versus
security needs; and digital equity – e-
citizens.

Instead of putting aside money for e-
government, councils should look at their
budget as a whole, and ask how IT helps
each existing service area, he said. ‘If you
want to know what your council website is
like try accessing it on a Sunday night.
That is the best time to find out if your
website really is 24 hours-a-day, seven
days a week.’
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We need you! 
Local government

must join the ‘war for
talent’ by making
greater efforts to sell
the enormous variety
of careers they offer,
said monster.co.uk

head of seminars Mike Hunter.
Research by the website showed most

young people ‘didn’t think of working for
you, didn’t know what you did, or the
breadth of opportunities you can offer’, he
said.

Councils should tell young people about
themselves as employers ‘again and again’,
in order to compete against the ‘branded
organisations that get to them first’. He

said candidates were no longer loyal to a
company but to their CVs. 

To project a positive image to young
people, councils must inform and improve
the understanding of the role and
importance of local government; 
they need to tell would-be employees
about the opportunities to develop; 
they need to be flexible in developing
young people; they need to provide work
placements and academic support; 
and they need to speak to young people in
a language they understand. 

‘You need to use the young people you
have to speak for local government. They
are the best advocates for local
government,’ said Hunter. 
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A hardcore 40%of the population show no
sign of using the internet and are a
concern to the Government, said e-Envoy
Andrew Pinder. ‘We are concerned that
40% show no sign of using the internet.
They tend to be less liberated, old, often
female, poor and in the north of Britain.
We are seeing quite a marked split.’

One of the issues faced by the e-Envoy’s
office was to look at how to include more
people in the e-revolution. He spoke of an
advertising campaign that will try to show
that the internet is for everyone and the
6,000 UK on-line centres that will give
‘reasonable’ access to the population.

But these were not enough. ‘One of the
big issues we face is that we tend to pitch
our websites at people with a reading age
higher than the average reading age in the

UK’, said Pinder. ‘I suspect many local
authorities sites are the same.’

We needed to get more transactions on-
line, rather than information-only sites. ‘It
takes longer to put these sites together
and to organise the back-office issues’, he
said. ‘Then we will need to look at getting
people to use these facilities. Some central
government departments are employing
marketing managers to market
departments.’

The target to get all public services on-
line by 2005 was a challenging one. ‘But
we must not forget what we are trying to
do here, not to let it become something to
do for its own sake’, he said. ‘We have a
real opportunity to jump ahead. What we
are really trying to do is make ourselves an
e-economy.’
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Ever have problems sleeping? Is your
relationship with your partner suffering?
Do you have a relationship with your
children? Are you one of those people who
has ‘no time’ to exercise? Questions that
we all need to ask ourselves from time to
time, said Suzanne Daley an Australian
personal balance expert.

Daley, who believes leaders need balance
and self awareness in order to be able to
lead effectively and to manage their own
well-being, says people should take stock.
‘We need to stop and review ourselves. To
ask ourselves questions. If you are having
problems sleeping or a relationship is
suffering maybe you should ask yourself if
you are happy with the goals you set. Do
you need to set new goals?’

Stress costs governments billions each
year, said Daley. A more balanced and

healthy approach to life would help combat
stress and make more effective leaders.

A 73-year-old friend she jogs with was
diagnosed with throat cancer at the age of
59 and given six months to live. A CEO
with an international company he realised
he hadn’t done much living, said Daley, so
he chucked in his job and travelled around
the world looking for alternative therapies.

‘It took a death sentence to realise he
had his priorities wrong,’ said Daley. ‘Most
of us don’t get that wake up call. We just die.’
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People want their technology to be leading
edge and simple to use. ‘They want it to be
like the telephone has become’, said Pierre
Danon, CEX BT Retail. 

Customers – whether they belonged to
BT or to local government – should be at
the heart of what large companies or
organisations provide. BT was aiming to be
customer centred. ‘If you transform
customers to citizens it is similar. They
want their own specific solution, they want
leading edge technology and they want it
to be simple’, he said. 

In a bid to tackle the ‘e-management’
challenge and to put the customer at the
centre of BT, 12 months ago introduced a
horizontal approach to management. ‘BT is
transforming itself. It was vertically
integrated, one of the root causes of us

missing opportunities’, he said.
‘A year ago we introduced three

horizontal layers. They are: Network
(infrastructure); Innovation (management
of solutions); and Retail (management of
relationships). There is flexibility between
the layers. It has become a simple
organisation. The focus is on results and
delivery. The outcome counts.’
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The single must important ingredient in
change management is leadership. Culture
comes from the ‘top guy’. You can’t dictate
culture it ‘seeps through your skin’.
Change has to start at the top. Clear
leadership is very important. These are
the views of the three senior managers
who led the session on the Dynamics of
Cultural Change, which looked at how
cultures are established and changed. 

Guy Munnoch, MD Zurich Municipal believes
the single most important ingredient in
change management is leadership. He
sees his role as leader to set and drive the
strategic agenda, to help others achieve
their goals and to inspire staff. 

Before a company or a local authority
could create a ‘change friendly culture’ it
needed to be absolutely clear what its
culture was. He said that at ZM they

regularly reviewed what it was they wanted
to be known for. ‘You have got to
understand the brand, the image or the
reputation you are trying to create for your
customers and make it real to your staff,
whether it is a porter or a chief executive.’

Referring to ZM’s takeover of Eagle Star,
he said they had managed to turn the
company around in two years. It had taken
strong leadership and a clear plan. There
was a great deal of communication and staff
rallied round a common purpose, he said.
‘There was a real sense of energy.’ Munnoch
describes that time as a ‘burning platform’.
He said: ‘Staff had no option, apart from
getting off. Failure was not an option.’

He compared the opportunities local
authorities faced with modernisation and
e-government to its own burning platform.
It was important to remove obstacles, said
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Munnoch. The culture of ZM was now far
more transparent and streamlined. ‘We are
rapidly creating a community where
change is part of the process,’ he said.

Staff development and training was
crucial to ZM. ‘It is no good trying to win
new games with old skills. When the rules of
the game change you need to look at your
staff,’ he said. ‘A new breed is emerging with
a far broader and deeper skill set.’

But there was also need for balance
between the old and the new ways, he said.
To this end ZM had created a ‘creation lab’.
One idea in place was the taking away of
frontline staff to a place off-site where they
– because they understood the problem –
could try to come up with a solution. The
solution is then presented to chief
executives who would agree – or not agree
– on the spot and give their reasons. ‘It is an

incredibly powerful way of working. You get
immediate buy-in.’ he said. ‘It’s not ok not to
try. We’d rather have people try than not try
to try. We reward people for it, even if it fails.’

Julian Harris, CEO Smart421, believes
cultural change has to be part of any
organisation. ‘It’s not a case of do it once
and get it right. Things change all the
time,’ he said. ‘The culture comes from the
top guy. You can’t dictate culture. It seeps
through your skin.’

The internet had fundamentally changed
the way the world works. Before the
internet his company had been delivery
focused with a ‘can do’ attitude. Since the
arrival of the internet people had to
understand collaboration. ‘You can’t do it
all yourself,’ he said. 

The imagination and innovation he had
seen had been amazing. To encourage that
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imagination and innovation he had
introduced ‘innovation labs’ and allowed
his staff to work and develop ideas in their
own time. ‘They are CEOs of their
imagination at night.’ 

He said that the world put ‘blinkers’ on
people through experiences with their
family, their school, large companies etc.
The internet had removed those blinkers.
He said we would soon see technology
rolled out that would allow people
watching a football match to bet during a
game. You could bet on whether a player
would score from a corner or not or on
who gets the next yellow card. ‘The
biggest challenge to innovation now is the
technology itself,’ he said.

Richard Christou, CEX ICL, says change
has to start at the top. ‘Clear leadership is
very important,’ he said. ‘Change is painful.

The most important thing to do is to admit
that something doesn’t work.’ The only two
reasons for change was that it was too
painful not to change and because there
was an opportunity to change. 

Change must be driven by the needs of
customers. ‘If your market doesn’t change
there is no reason to change. You might as
well keep on doing what you do. There is
no point in changing to an ideal market if
it isn’t in response to your customers.’

Christou’s four personal priorities as a
manager are: customer satisfaction;
having the right number of staff in the
right place at the right time; performance
management; and communication. ‘As
much as I can I talk to people,’ he said. ‘I
try to talk in straightforward, ordinary way.
Communication should be simple. It is no
good hiding behind long words.’
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Old values, the old groupings
between business, local government,
central government and the
voluntary sector, should really be no
more, says Cabinet Office minister
Barbara Roche. ‘We’re all in the same
business of improving the lives of our
citizens.’ But these partnerships had
to be genuine. ‘This is a new age, a
new time. This is an opportunity to
make new arrangements and ways of
working together.’

She added: ‘I’ve been a minister
since 1977. For all that time I have
been departmental. When you’re in
government as a departmental
minister you are driven by
departmental imperatives. I can now
step back and look at it from the
centre. It is working. There’s now an
idea there of people forgetting their
own departments.’

WWee  mmuusstt  wwoorrkk  
ttooggeetthheerr,,  ssaayyss  MMiinniisstteerr

E-government is not about technology it is
about returning to the basics of local
government – how we communicate with
people, says Lewisham LBC CEX Barry
Quirk. Local government isn’t about
technological change, it is about creating a
moral community. We need to see
technology as a way of releasing people to
create that moral community. ‘Technology
should do the boring stuff and free people
to do what they do best – respond at an
emotional level to other people,’ he said.

Chief executives spend too much time
with other chief executives. ‘We insulate
ourselves from real life,’ he said.’ I was
queuing in Catford post office recently.
That’s where you see real life.’

The essence of management was to try to
improve things. ‘It is not about strategies
and numbers. It is about emotions. That
doesn’t mean we don’t have strategies’, he
said. ‘We need to actively manage e-
government but our strategies must excite
people. The drive for progress does not

come from an external force or law it
comes from our emotions. It is people who
drive progress. The progressive drive
comes more from emotion than from
reason. We must have e-enthusiasts.’

As managers the most important thing
we could do was to make people feel proud.
‘If you push someone, they push back. It is
absolutely natural,’ he said. Reading from a
piece about eagles he said the most
important role of the mother eagle was to
push her young off their perch so they
would learn to fly and to soar. ‘We must
apply the right sort of pressure, the right
sort of push.’
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The future of local government will to a
‘very large degree’ be determined by the
way councils approach e-government, says
local government minister Nick Raynsford.
‘E-government is not just an IT project – it
is fundamentally about the way local
government operates and the way it
relates to its customers – the people’, he
said.

‘The way councils approach e-
government will to a very large degree
determine the way local government
evolves and develops in the years ahead.
The opportunities it offers – the
expectations it is already raising – are
issues of critical importance for all of us
involved in the public services, and the
lead must come from the top.’

The Government’s aspirations for e-
government and how it relates to the rest
of the modernisation agenda would be an

integral part of the forthcoming Local
Government White Paper and a national e-
local government strategy. ‘We must not
lose sight of why e-government matters. It
is so that we can make a difference to the
quality of life of service users and
residents, and improve the quality and
efficiency of council services,’ he said. 

Councils must bridge the digital divide to
reach the 60% of households not yet with
their own access to the internet, he said.
‘Many councils have made firm links
between their Local Strategic Partnerships
and e-government partnerships. E-
government is an integral part of
community government. We must focus on
enabling and e-enabling the joined-up
services people want.’

But he warned against expensive
investment in ICT without a clear
justification in either efficiency or better

services. ‘We must ensure that e-
government does provide Best Value,’ he
said.

‘Over the last year I have sensed a sea
change in local government attitudes to e-
government. E-government now has a
place at the top table – for members and
senior managers. It is seen rightly as a
fundamental part of the modernisation
agenda, not just the responsibility of
colleagues working in the IT department. 

‘If local government is to deliver the
quality services people need, at a price the
nation can afford it must embrace the e-
revolution. If councils are to become open
and accountable community leaders, they
must embrace the e-revolution. The
SOLACE e-government think tank’s
excellent report Sing when you’re Winning
has made an important contribution to this
new perspective.’
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MJ Editor
Michael Burton
shares his
impressions 
of this year’s

SOLACE Conference
I’ll be honest. When I first heard that this
year’s SOLACE conference was taking
place at a technology park outside Ipswich
with delegates ferried about in buses I
imagined that attendance might be a tad
down. 

I was wrong. Firstly, the venue at BT’s
Adastral Park gave the conference a
cutting edge sense as if tomorrow had
already overtaken us and we were
temporarily part of Adastral Council plc.

Then the feedback from the delegates I
spoke to was overwhelmingly positive.
‘Best SOLACE conference I’ve been to,’
some enthused. Even the exhibitors, often
critical at the way chief executives
studiously ignore them at such events,
seemed pleased. And the buzz in the
exhibition area was hyper-active. 

The conference was not of course without
its idiosyncratic moments. The tour of
Ipswich’s suburbs returning back to the
hotel from the park could have passed
quicker perhaps if we had a tour guide on
board. ‘And on your left is Acacia Street,
constructed c 1935. On your right is the
Post House which we will be reaching in 20
minutes after a trip round the one-way
system.’

And I won’t reveal the name of the chief
executive who took a taxi from the hotel

downtown on the night of the conference
dinner but asked to be dropped off near the
football ground to catch the Ipswich Town
game (no, it wasn’t Jim Hehir).

I also welcomed the no-dinner jacket rule
for dinner and thought Baldrick, almost
unique among after dinner speakers, had
researched his audience even though he
stumbled over the ‘Department of trade,
local government and the regions’ (sic – but
well, who can blame him?). 

My neighbours at the table incidentally
were from Holland and were overwhelmed
with excitement that Baldrick himself was
actually speaking. Apparently Blackadder
is big in the Netherlands and their daughter
is a huge fan.

Delegates, too, are spare on the small talk
and get down to business. A 20-minute ride
at midnight from the conference dinner
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back to the hotel is an excuse for a quick
discussion about housing policy in the
Thames Valley. At 1am in the hotel bar
we’re talking about the Government’s RSG
settlements for northern authorities. At
breakfast it’s ‘pass the marmalade’ then
down to a quick round-up of what’s in the
next local government White Paper. My
head is spinning and that’s without the
Chateau SOLACE served at dinner.

I couldn’t attend all the seminars as there
was a small matter of editing that week’s
issue of The MJ but the ones I saw were of
high standard. 

And I enjoyed the BT glimpse into the e-
future which got me thinking (always
dangerous for a journalist). One day, if we
all end up working from home, then the
wheel will have turned full circle, back to
the pre-industrial revolution days. And all
the town halls will end up presumably like

today’s redundant banks, converted into
trendy wine bars. 

But one of the main features of the
conference is to network. It is a chance to
meet chief executives I know and some
whom I have never met before. It enables
you in turn to buttonhole me about your
particular concerns as well as give your
views about The MJ (you’re either far too
polite or you really do like our new look). 

And most important of all it’s good fun.
Don’t listen to the knockers bemoaning so-
called fusty local government officers
because it’s all b*****ks as our columnist
White Van Man would say. 

SOLACE members are open-minded,
humorous, intelligent, involved, concerned
about social issues and dedicated to their
work (that’s enough praise). I like your company,
thoroughly enjoyed meeting you this year
and I look forward to the 2002 conference. 
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Shared services across public bodies could
and should play a much more prominent
part in the drive to improve the
performance of local services, says CIPFA
CEX Steve Freer.

The government’s policy for the future
delivery of local government services
includes an expectation that local
authorities will increasingly share service
delivery with private sector service
providers. CIPFA believes there are also
benefits to be gained from local
authorities entering into shared service
arrangements with other public bodies.

‘Although they are not always high
profile, many potential prototypes of these
arrangements are already in existence
around the country,’ he said. A survey by
CIPFA received 123 examples of shared
service delivery across 32 different local
authorities. Each of the main type of
authority was represented. 

The survey, Shared Service Delivery in

Local Authorities, cannot be used as a
representative sample to draw conclusions
about the whole population of local
authorities, said Freer, but it does reveal a
significant degree of effort being put into
achieving better value from the use of
public money by combining resources,
skills and activities across different
organisations and sectors. 

Where they have been created, shared
service partnerships are often expected to
improve efficiency, quality of service, skills
and resources.
The key messages were:
■ Shared service delivery can deliver
benefits at a very small local level for key

groups of people, for example travellers,
children with behavioural difficulties and
road users, as well as being applied on a
larger scale, for example to achieve the
transfer of whole services to a different
provider or sharing the delivery of a whole
service across a number of organisations
to achieve efficiency savings;
■ The people involved are of prime
importance. The service improvements
often resulted from key individuals –
service managers as well as Chief
Executives – spotting an opportunity in
discussion with colleagues from other
organisations and being able, and having
the energy, to involve other colleagues and
the whole organisation. Encouraging the
skills and organisational processes to
support this form of innovation is an
important requirement, as well as ensuring
that shared working is continually
supported and reinforced as personnel and
circumstances change;

Focus
Sharing services for best effect page 1 of 2

The electronic newsletter from the Society of Local Authority Chief Executives & Senior Managers
November/December 2001

GONext pageGOPrevious pageGOBack to contents page GOFeedback

PARTNERS

Private sector
partnerships are not the
only way forward, says
CIPFA



■ External stimuli can lead to innovation
and better use of resources. Declining
resources or scarce/expensive skills and
equipment prompted the formation of
consortia arrangements between
authorities for internal audit services,
trading standards services and
environmental health services. The
pressures of competition and profitability
within local authority trading units led to a
raft of new initiatives and joint working –
for example a national consortium of
building control authorities with a range of
marketing and customer support services,
and the development of a County Council’s
property services function by winning
work from many adjacent authorities;
■ Creating joint working requires a high
degree of time, energy and commitment.
This was evident for all forms of shared
services – sharing resources through to
formal contracts and trust arrangements.
The more formal the agreement, the

greater the level of financial and legal
complexity and skills required. If shared
service delivery vehicles are going to be
used more often or more widely all local
authorities will need to ensure that their
staff are skilled in communication,
negotiation and performance
management. The authorities will need
robust but flexible planning, strong
management and effective financial and
information systems to reduce both the
set-up costs for these types of
arrangement and the organisational
barriers. If arrangements involve a formal
contractual basis, authorities will need
access to affordable legal and financial
advice.
■ Read the whole report on the CIPFA
website: www.cipfa.org.uk
CIPFA is the leading professional
accountancy body for public services,
whether in the public or private sectors.
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‘External stimuli can lead
to innovation and better
use of resources.
Declining resources or
scarce/expensive skills
and equipment prompted
the formation of
consortia arrangements
between authorities for
internal audit services,
trading standards services
and environmental health
services’



All senior managers must be aware of the
added value procurement can bring to
services and best value reviews. That is
the recommendation of Sir Ian Byatt’s
report on local government procurement
in England, Delivering Better Services for
Citizens.

Central to the report is the development
of a corporate procurement function by
each local authority so that a procurement
strategy can be developed and an
understanding obtained of what each
authority spends, with whom, and for
what.

‘Procurement is critical to the successful
delivery of services,’ says Dave Wheller.
‘Twenty-one of the report’s 39
recommendations refer to actions every
local authority should take to improve
services by addressing procurement
issues.’

Chair of the Society of Procurement
Officers in Local Government, SOPO,

Wheller says all local authorities should
map their procurement activities and
identify areas where procurement
resources can have the most impact.

‘The report highlights the importance of
gathering and sharing information
between authorities and working together
in a co-ordinated way to deliver better
services,’ he said. ‘Procurement expertise
should be integrated into best value
reviews.’

As a first step, Wheller recommends
senior managers talk to their own
procurement staff and give them the
opportunity to explain how the authority
can take advantage of this opportunity.

The report specifically charges a number
of organisations with taking action to
deliver a step change through
procurement. These include DTLR, IDeA,
LGA, SOPO, Local Government Employer’s
Organisation, Chartered Institute of
Purchasing and Supply, the Office of

Government Commerce.
Wheller says some of the

recommendations are expected to be in
the White Paper due out soon. In the
meantime, SOPO has called together the
organisations mentioned in the report for
a National Procurement Forum- to which
SOLACE is invited- to identity how,
together, it might be possible to provide
support for the local government
community.
■ Dave Wheller is Head of Corporate
Procurement and Direct Services, 
Essex CC.

Focus
Crucial impact of procurement page 1 of 1

The electronic newsletter from the Society of Local Authority Chief Executives & Senior Managers
November/December 2001

GONext pageGOPrevious pageGOBack to contents page GOFeedback

PARTNERS



The creeping crisis

in public sector

recruitment is

now becoming a

grave concern,

says Keith

Handley.
I do not have to tell members of SOLACE
that local government is facing some of the
most significant changes in its long and
somewhat roller-coaster history. 

At your own recent conference change
was in the air. Whether it is called best
value, modernisation, community leadership
or e-government, the new agenda is putting
unprecedented demands on the skills,
imagination and commitment of people at
all levels in the sector.

Which is why with your colleagues in local
government HR you have recognised it is
vital we recruit and retain the right people
to deliver this change. And why SOCPO

agrees with the respondents to your recent
survey that the sector’s problem in recruiting
good people is a major barrier to change.

The public sector recruitment crisis has
been creeping up on us for some years but
is now beginning to be a grave concern for
anyone who believes that a thriving public
service is important to the health of the
nation. For years there have been problems
recruiting key professionals such as social
workers and teachers. Now you can talk to
council officers across UK and find they have
vacancies at every level in every function. 

Increasingly councils are having difficulty
attracting good quality senior managers to
fill key vacancies – even authorities offering
decent senior salaries of between £70-
£90,000 are failing to put together a
credible shortlist. 

There are of course market forces working
here, but equally local government has been
allowing this important resource to dribble
away for too long. We have encouraged
older workers to take early retirement or

failed to spot and address issues such as
stress and ill health. In our survey last year,
many experienced but early retired
managers told us that they had not wanted
to leave local government in the first place
and would consider a return to the sector if
only we could be more flexible in the way we
employed and rewarded them.

At the other end the lifeblood of any
organisation looking to survive and flourish
in the long term – i.e. young people – are
increasingly difficult to attract to a career in
the public services. As many of you will
have heard at the SOLACE conference,
research that we have carried out with TMP
Worldwide shows that we are really failing
to get the message across to what should
be the chief executives, planners and
personnel officers of the future. Ignorance
of what local government does and the kind
of jobs that are available, compounded by a
negative image of public services, is turning
young people away from us.

Recruits are becoming much more
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sophisticated about how they look for work,
the kind of careers and employers they would
prefer and the way they want to balance their
home and work lives. In the old days we
would expect a candidate to prove to us why
we should employ her; now we have to
persuade her that we are the kind of attractive
organisation she wants to work for. We are
moving from employability to employer-
ability. A subtle but dramatic change.

If all this wasn’t challenge enough the
Internet has given us a new and fascinating
technology, which should certainly
transform the way we can target and
engage with new recruits, as well as our
existing employees. Yet all too often
employers are using it just to post basic job
adverts and failing to use its capabilities to
help promote the culture of their
organisations, to establish two-way
communication with potential recruits and
to make the recruitment process faster and
more efficient

The conclusions from all this should be
clear to us.

Using Best Value as a model, are we really
challenging our approach to recruitment
strategy, or searching out new ideas and
best practice, even if it means learning from
and working with the private sector?

How can we attract a young person who
wants to spend one or two years training
with us before travelling the world for a
year and then returning later to resume her
career? How can we retain the expertise of
an older worker who wants a better balance
of home and worklife? How do we really the
harness the power of technology to provide
flexible employment to experienced women
(or men for that matter) who want to raise a
family? How can we reward performance
and recognise achievement within obvious
budget restrictions?

Thirdly, how can we develop and position a
strong, attractive image for local government
and our individual authorities. Do we really
know how recruits perceive us and how we
can attract and persuade them to apply for
our jobs? Do we really care about our image
and have a credible marketing strategy to

change and then promote it to an
increasingly sophisticated constituency?

And once people do want to develop a
career with us, do we provide them with the
information and understanding they need?
And do we make it easy for them to apply
and move quickly and enjoyably through the
recruitment process? Above all, how can we
make our processes more effective and
cheaper, and free from the deadening
bureaucracy that always gives the public
service a bad name?

This is not just another of those
fashionable HR issues. It strikes at the heart
of your authorities’ ability to provide local
leadership and to meet effectively the
changing needs of your local communities.
Or to put it simply: until we modernise our
recruitment and retention strategies, we
will fail to improve our service to our
customers. And we all know that failure is
not an option.
Keith Handley is President of The Society
of Chief Personnel Officers in Local
Government (SOCPO)
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Mediation offered early-on in staff
disputes can provide resolutions to
situations that would otherwise
degenerate into conflict. It can empower
staff and encourage communication, says
Nikki Chesterman, a director of Working
Between Words (WBW) a new specialist
consultancy and mediation service, which
has recently formed an association with
SOLACE Enterprises.

Without mediation, niggles can
degenerate into longstanding disputes,
where disputants become entrenched and
the organisation loses considerable staff
hours and expense, she said. ‘We are all
aware of the chain reaction of such
disputes; staff absence through
“sickness”, lack of concentration and
colleagues being drawn into the conflict
where the dispute becomes the focus of
the team’s attention rather than the work.’

Chesterman, like many of the WBW
associates, was particularly involved in
local government consultancy and

mediation work at Kent CC, which set up
internal staff counselling 10 years ago.
‘Some 60% of the referrals have a
workplace/stress component to them and
a significant proportion involve some
conflict in the workplace, so three years
ago, Kent added a staff mediation service,’
she said.

‘Without mediation, the only way forward
is the use of formal procedures and
tribunal and appeal mechanisms. These
formal routes rarely bring satisfaction to
the parties or encourage dialogue.
Mediation is a way to repair relationships
and encourage better understanding for
the future; a way of achieving win-win

solutions which maintain the dignity of all
parties.’ 

The mediation service at Kent CC
successfully runs about 20 mediations a
year using a group of affiliate conciliators
and trained staff. ‘Working with managers
and staff and in large group conflicts, for
example in schools, made us realise that
mediation could have a much larger
impact in wider organisational terms,’ said
Chesterman. 

‘That is why those of us behind WBW felt
the time was now right to offer a
mediation service. At the heart of any
smooth running organisation is not a list of
rules and regulations but good
relationships. It doesn’t matter what
organisation you look at it is the ability of
people to communicate, or not, with each
that dictates the ethos of an organisation.’ 

Two members of WBW have been running
a growing conciliation service within the
NHS and have managed more than 300
cases of complaints in the last three years.
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much larger impact in
wider organisational
terms’



‘The evaluation has shown this to be
valuable and effective for customers and
practitioners’, said Chesterman. ‘These
have been mainly in primary care and
there are obvious advantages of this
system compared to other public sector
customer complaints systems.’ 

A culture of ‘complaint’ straight away
implies blame and an ‘us and them’

distinction, said Chesterman. It can
stimulate attack and defence, inhibit
learning and prevent the system growing.
Most complaints procedures are well
rehearsed now, and run fairly efficiently,
yet satisfaction with the system is poor. 

‘Mediation can invite participation as
citizens rather than customers and result
in authorities and citizens together

discovering a way to balance difficult
choices. Customer complaints procedures
can then be a way of revitalising the
democratic process, the way that the
agency listens to its community.’
■ If you would like to know more contact
Danny Chesterman.
Tel:01622 676453 
Email: danny.chesterman@solace.org.uk
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A Diploma in Local Government Law is
being run by a London college. The course,
which is designed for local government
lawyers, managers, committee
administrators, internal auditors and for
solicitors/legal executives working in this
field in private legal practice, will be delivered
over seven Saturdays in autumn 2002.

The diploma has nine modules which
include: the plan-led authority; new
political management arrangements; new
ethical framework; access to information;

e-government; best value; EU public
procurement regime; and external
controls.

The course, which is being offered by
Holborn College, will be taught through
lectures, workshops and guided private
study. The course will be assessed
through an exam (50%) and two
assignments (each worth 25%).

The course costs £735. An application
has been made to both the Law Society
and the Institute of Legal Executives for

accreditation for Continuing Professional
Development purposes. It is anticipated
this will be received before the course
starts to run.

Holborn College is in Greyhound Road,
London. The nearest tube stations are
Barons Court (Piccadilly Line) and West
Kensington (District Line). 
More information from Monica Stevenson
CPD Co-ordinator, Holborn College. 
Tel: 020 7385 3377. 
Email: hit@holborncollege.ac.uk

New diploma in local government law



When West Lindsey DC encountered delays
in appointing to the post of Head of
Planning Services – created as part of its
senior management restructuring last
year – it appointed an interim manager.
That interim was Rod Jones, former
Director of Planning at Sheffield CC.

‘He was absolutely superb,’ said West
Lindsey CEX Bob Nelsey. ‘I have said
several times, I only wish I could have
appointed him few years ago. He stepped
into the role immediately. He knew
planning and, more importantly, he knew
how to manage the service.

‘He was a breath of fresh air. He provided
the service with the management it hadn’t
had for a few years,’ he said. ‘I can’t sing his
praises too highly. He got the respect of the

staff and members at a stroke – and instigated
a range of sustainable service improvements
which will be of benefit for years to come.’

‘When we did appoint someone to the
role there was quite a long lead-in time
and Rod worked hand in hand with him. I
even kept Rod on after he had finished his
interim to complete some Best Value work
he had been involved in setting up.’

Rod Jones was fielded by SOLACE
Enterprises. Business Development
Director of Flexible Resources for SOLACE
Enterprises Liz Thring said: ‘One of the
great advantages of interim management
is that you can get someone of the calibre
of Rod Jones, as well as covering the gap.’
■ Flexible Resourcing can provide interim
management and professional placements

to cover vacancies, absences, workload
peaks, special projects and investigations.
‘Our hands-on practitioners are available
at short notice and are all quality assured
with a proven track record in their area of
expertise,’ said Liz Thring.

‘Our extensive database of practitioners
means we can offer personnel in virtually
every sphere of local government activity,
as well as certain spheres of the public
sector at a local, regional and national level.’

For more information contact 
Liz Thring. Email: liz.thring@solace.org.uk 
Tel: 0845 601 0649.
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Oxford City Council chief
executive Marion Headicar is
one of an increasing number of
CEXs recruited from outside
local government. Brought in as
a ‘change manager’ she reflects
here on the skills a new CEX
might need to draw.

All new CEXs have to go through a huge
learning curve, says Marion Headicar,
recently appointed CEX at Oxford CC. ‘The
toughest thing at the start for any new
CEX is to get to know all the people a local
authority works with and through – the
council staff, elected members, partners
and external organisation – all while doing
the day job,’ said Headicar. ‘A new CEX
must have stamina because in those early
months they will probably be working at a
level that is not sustainable in the long-
term. I know I am looking forward to
getting a life again.’ 

Appointed CEX Oxford CC in April 2001
Headicar, brought in as a ‘change
manager,’ had worked in central
government for more than 10 years. ‘The
fact I didn’t come from local government
was an advantage. It meant I could take a
fresh look at the ways of working. I wasn’t
too close to it all. I could pick up different
approaches and take a much more
objective view.’

She said change management had an
interesting curve. ‘Before you can start to
change an organisation you have to
unpack what you’ve got – you have to
unpack its processes. But it takes time
before you can put something back in its
place – so the curve must reach its nadir
before it goes up again. Unravelling an
organisation is a very unsettling time for
staff. As such it requires frequent and
positive communication to enable staff to
feel part of the process and to know what
is going on, when.’ Headicar cited good
communication as a major commitment
and although this took much of her time,
she felt it an essential part of a successful
change management programme.

The four areas Oxford CC wanted
Headicar to concentrate on were:
■ the ‘old silo mentality’ where nobody
would talk to each other; 
■ an improvement in its service delivery,
especially financial management;
■ the implementation of performance
management; and 
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■ political modernisation – the council has
opted for an executive cabinet and leader
system.

One of Headicar’s early achievements
was the agreement of an officer
reorganisation structure – complete with a
full consultation of staff – within three
months. The council’s old style five
directors and one assistant CEX has been
streamlined to just three directors. Only
having one of her three new-streamlined
directors in place, while the other two
were being recruited, meant the senior
team was very thin in the early months. 

What has surprised Headicar the most
are the small pockets of ‘resistance’ she
has encountered. ‘Although I have received
a great deal of support I have been
surprised by the strength of some of the
resistance. I had expected uncertainty and
fear but I did not expect such open
opposition to the changes I was consulting
on and implementing. It is only a handful
of people, but at times you need to find a
balance between open and transparent

working which encourages people to speak
their minds, and a more firm and forceful
approach which doesn’t allow pockets of
resistance to grow or to affect more junior
members of staff. 

‘I am sure the people who have said this
is good or this is much better have no idea
how helpful this is, particularly if it was
said on a day when I have had to face
difficult and negative discussions. As a
chief executive you have to be professional
you can’t let your emotions show. You have
to be optimistic. You have to remember
that people can be angry at the systems or
the fact they are not paid enough. It helps
if you have a supportive home life and a
sense of humour.’

To help staff deal with the process of
change, Headicar employed an external
consultant to run seminars and a focus
group on coping with change. ‘It has been
a time consuming exercise but helpful to
staff and me. I used the feedback I got
back from the consultant.’ A steering and
monitoring group which includes directors,

a cross party group of members, and union
reps was established. Its purpose is to
develop a corporate approach to resolving
change management issues. It will meet
for between six and 12 months.

When Headicar told her former colleagues
in central government she was off for a job
in local government, they told her she must
be mad. Who in their right minds would
want to work with elected members? They
could be ‘difficult and awkward’, they
warned her. Headicar explained ‘most civil
servants, except those at the very top,
don’t get much exposure to MPs and never
to the opposition. Of course, it is the
complete opposite in local government. But
I can honestly say, one of the nice surprises
of the job has been the cross-party support
I have received.’
■ Marion Headicar was recruited through
the Recruitment and Selection service
offered by SOLACE Enterprises. If you
would like to find out more contact
Dennis Artess. Tel: 0845 601 0649.
Email: dennis.artess@solace.org.uk
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Selection Matters
The science of recruitment and selection
has evolved rapidly during the past few
years and candidates are subjected to a
whole battery of tests and exercises when
trying to make the right career move.
Every important performance requires
training and practice. Selection processes
are no different and the opportunity to
understand the theory and to practice will
give you the competitive edge that can
make all the difference. Our unique
training workshop provides the
opportunity to do just that. 
28-29 November, Midlands.

Presentation Matters – Part 1
The ability to speak confidently and
communicate effectively to a wide range
of audiences is simply “part of the job” for
all Chief Executives and Senior Managers.
However, the skills and techniques needed
to enhance performance in this area are
rarely practised. This one-day workshop
offers the opportunity to do just that.
5 December, London.

Aiming to be a Corporate Director
More and more top jobs are being created
for Corporate and Strategic Directors. If
you aspire to this role our new one-day
workshop will be just the ticket. Find out
about the job, the skills and competencies
required and, importantly, your best route
there.
30 January, London

■ Courses run at intervals. Contact
Sue Rawlins: 0845 601 0649 or
email sue.rawlins@solace.org.uk

BOOK ONLINE Click on the course title to access the SOLACE website – and register your interest
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You are reading what we believe is a
pioneer in the next generation of
newsletter publishing.

We thought long and hard about how to
deliver news and information to a
professional audience and decided on the
logical route of electronic publishing.

SOLACE Focus is a Portable Document
Format (pdf) file, which means it can be
read on any personal computer which has
Adobe Acrobat Reader installed. This is a
free piece of software available for fast
download from www.adobe.co.uk

A pdf file such as this offers a screen-
based information dissemination solution.

Our comprehensive contents page flags
up all the stories in this edition and to get
to them, just click on the ‘Go’ button. It’s a
fast way for busy readers to get to the
information they want, as soon as they
want it.

What’s more, we recognise that some
readers will want minute detail on certain
topics while others will have different
requirements. Unlike paper-based

products, we can add as many pages as
necessary to cover a particular topic in
fine detail, without compromising the rest
of document. If you do not want to read a
section, simply click elsewhere.

The advantages in terms of cost-
efficiency and usefulness over a print-
based product become more obvious,
therefore, when you consider there are no
cost implications to adding pages to a pdf
file to make sure an item is given the
space necessary for a full and considered
explanation of the facts.

Navigation buttons are provided on every
page to easily guide you through the
document.

IIff  yyoouu  wwaanntt  ttoo  pprriinntt  oouutt  aa  ppaarrttiiccuullaarr
sseeccttiioonn,,  Adobe Acrobat Reader informs
you at the foot of document what page
you are on, so when you hit ‘print’ you can
produce a hard copy of just what you need,
without waste.

On the contents page is an option to get
to the SOLACE website, to find out more
about the organisation. Apart from that
one link to the Internet, this pdf file is
completely self contained and operates
off-line.

Wherever you see an email address, click
on it to activate your email software and
respond to the article’s author direct.
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SOLACE is the representative body for
senior strategic managers working in local
government. The Society promotes
effective local government and provides
professional development for its members. 

Members are drawn from a variety of
professional backgrounds and are:
■ Local authority Chief Executives
■ Senior Executives of local authorities (or

other related organisations)
■ Members of related International

organisations
■ Past Service Members

The Society is funded from member
subscriptions, profits from its commercial
company (SOLACE Enterprises) and
sponsorship. 

SOLACE is particularly grateful to its
sponsors for their support. Current major
sponsors are BT, Zurich Municipal and
Oracle. Sponsorship opportunities also
exist for smaller or one-off purposes.
Sonia Rheinlander (sonia.rheinlander
@solace.org.uk) has full details.

SOLACE headquarters: Hope House, 
45 Great Peter St, London, SW1P 3LT

Located in the heart of Westminster
[nearest underground is St James’ Park]
our new London headquarters offers a
range of facilities for Members. 

Provided as a ‘drop in’ facility for
Members, we have a comfortable
Members’ Room – ideal for relaxing,

reading the current Journals, or simply
having a cuppa. Or you can meet a
colleague then use our dedicated
computer terminals to access the Internet
and pick up your email or phone, fax and
photocopy. 
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Read something that interests

you? Concerns you? Annoys you?

Want a chance to put your view?

Want to find out more? Whatever

your view, please share it with us. 

SOLACE Focus is only as good as

the contributions it gets. It is

your newsletter, meant to reflect

your Society. Let us know if it is

(or isn’t) doing the job. 

Editor SOLACE Focus:

Eleri Evans Tel: 0845 601 0649.

Email: eleri.evans@solace.org.uk

SOLACE Focus is published by the
Society of Local Authority Chief
Executives and Senior Managers
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President James Hehir. Tel: 01473 432000. 
Email: james.hehir@Ipswich.gov.uk

Honorary Secretary Dr Clive Grace. 
Tel: 01495 766054. 
Email: clive.grace@torfaen.gov.uk

Director General David Clark. Tel: 0207 233 0081. 
Email: david.clark@solace.org.uk

Managing Director SOLACE Enterprises Andrew Coleman: 0207 233 0081. 
Email: andrew.coleman@solace.org.uk

Executive Manager: James Jeynes. Tel: 0207 233 0081. 
Email: james.jeynes@solace.org.uk

The Society of Local Authority
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