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1 Executive Summary 

1.1 This report presents our proposals for the revised senior management structure 
required to enable Cheltenham Borough Council to become a strategic 
commissioner of services.  In developing our proposals, we have engaged with a 
selection of senior stakeholders inside and outside the organisation, assessed the 
implications of the Council’s approach to commissioning and partnership working 
and drawn on emerging practice in other local authorities. 

1.2 Building on its track record of delivering effective, value-for-money services, the 
Council has ambitious plans for the future, working with its partners in the 
Cheltenham Strategic Partnership to deliver a sustainable quality of life for the town.  
The Council is undertaking a number of major programmes of work to foster 
economic development and establish a development framework that will allow the 
town to thrive while enhancing its cultural and physical heritage.  The Council is also 
working with other authorities to help reduce its costs by sharing services against the 
background of a sharp reduction in public spending. 

1.3 The Council’s plans and strategies are designed to deliver broad outcomes that 
require the Council to work in partnership to achieve success.  In order to address 
those outcomes more effectively, the Council plans to adopt a ‘strategic 
commissioning’ approach.  This would require the Council to work with its partners to 
identify and the meet the needs of its citizens by commissioning the delivery of 
services in the most effective way, rather than relying on the Council’s and partners’ 
existing methods of service delivery. 

1.4 Commissioning practice in the public sector has been shaped by the frameworks 
initiated in the health and social care sectors.  The various methodologies that have 
been developed share a number of characteristics and are based on a cycle of 
activity in which needs and options are analysed; outcomes identified and plans 
developed for addressing those outcomes; services commissioned or procured; and 
the results tracked and reviewed.  If this cycle of commissioning activity is to be 
delivered effectively, an investment is needed in an organisation’s capacity and 
capabilities. 

1.5 The Council has invested time and effort in collaborative working and is considered 
by its partners to be a committed, open and positive partner.  The Cheltenham 
Strategic Partnership is well-supported by partners and provides a sound platform for 
the development of a ‘place-based’ and localist approach to delivering improved 
outcomes and value-for-money. 

1.6 We have assessed the readiness of the Council’s senior management arrangements 
to meet the requirements of strategic commissioning, drawing on comparisons with 
developments in other authorities.  We have also compared the size of the Council’s 
current senior management structure with those of other district councils. 
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1.7 This analysis has informed our recommendations to develop a new management 
structure that builds on the successes and potential of the current arrangements.  
We have recommended a new management structure that is designed to support a 
strategic commissioning framework in which the Council will work closely with its 
partners to achieve the outcomes that will ensure a sustainable and successful future 
for Cheltenham. 

Summary of Recommendations 

1.8 The proposed design for a new senior management structure is based upon our 
recommendations that: 

Structure 

1. The Council retains the core of its current senior management arrangements 
in order to provide a sound platform for embedding strategic commissioning 
and to provide the range of experience and skills needed to meet the 
Council’s ambitions. 

2. The delivery of the Council’s major programmes continues to be supported by 
the two Strategic Director posts which would take on overall responsibility for 
strategic commissioning. 

3. The number of Assistant Director (AD) posts is reduced by consolidating the 
functions of those posts with narrow spans of control. 

4. A temporary AD level post is created to provide additional capacity to oversee 
the organisation’s transition to a strategic commissioning model and facilitate 
the creation of shared services. 

Commissioning Support Division 

5. A commissioning support division is established which contains the key 
functions needed to ensure the effective management of the Council’s 
commissioning process. 

6. A new ‘partnership and contract management’ function is created within the 
Commissioning Division that would include the council’s procurement support 
and act as the day-to-day client and relationship manager for large-scale 
contracts and partnerships. 

7. New, permanent capacity is created within the Commissioning Division to 
ensure effective engagement with citizens so that their views and ideas are 
systematically captured and responded to. 

Commissioning Practices 

8. The Council adopts a framework for commissioning that is highly flexible so 
that it can more easily adapt its approach to reflect the commissioning 
methodologies of its partners. 
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9. The Council draws on the knowledge and experience of its partners to help 
refine its own commissioning practices and to develop the competencies 
required for effective commissioning. 

10. Commissioners and providers collaborate closely to enhance their 
understanding of citizens’ needs; of opportunities for innovation to achieve the 
outcomes required; and of opportunities to work more effectively with 
partners. 

11. The Assistant Director posts responsible for in-house public service provision 
should be increasingly generic, focusing on the business and general 
management skills needed to lead a diverse portfolio of business units. 

Learning and Development 

12. An investment is made in an executive development programme to address 
the skills, knowledge and experience required for effective commissioning. 

13. The executive development programme is integrated with a member 
development programme designed to support elected Members to lead and 
participate in the commissioning process. 

14. An investment is made in formal programme management training for senior 
managers engaged in and leading change programmes. 

 Partnership Working 

15. The Council continues to work with its partners at county and local level to 
refine the integration of strategic planning so that locally driven priorities more 
directly inform, and are informed by, county level plans. 

16. The Council articulates its philosophy for partnership working, setting out the 
relationships that the council seeks to establish with its partners and 
identifying the behaviours and skills needed to foster those relationships. 

17. Each partnership is kept under review to assess its effectiveness and its 
overall return on investment, in terms of its delivery both of benefits to citizens 
and of efficiencies. 

Implementation 

18. The reorganisation takes place over two phases with the second phase being 
implemented within approximately 18 months of the implementation of the 
first phase. 
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2 Introduction 

Our Brief 

2.1 We have been engaged to provide independent advice on the senior management 
structure required to support Cheltenham Borough Council’s plans to adopt the 
principles of strategic commissioning. 

2.2 This report presents our advice to the Council, including: 

 A recommended structure for the top two tiers of the organisation, specifying the 
number of posts and overall spans of control. 

 Summary definitions of the roles, accountabilities and competencies for each 
post in the new structure. 

2.3 Our report also includes recommendations to support the implementation of a 
commissioning approach and a suggested programme of learning for the senior 
managers who will be taking up the posts in the proposed new structure. 

Our Methodology 

2.4 In undertaking this study, we have set out to ensure that the structure provides the 
senior management capacity and capabilities needed to address: 

 The council’s vision, ambitions and objective for Cheltenham. 

 The impact of strategic commissioning on the work of management. 

 The implications of working in partnership to deliver those ambitions. 

2.5 We have engaged with key stakeholders through a range of mechanisms, including 
workshops with the Council’s Cabinet members and its Senior Leadership Team 
(SLT); interviews with members of SLT, the Leader of the Council, and senior staff 
engaged in the delivery of the Commissioning Programme. 

2.6 We have interviewed senior representatives of a number of the Council’s partners in 
the Cheltenham Strategic Partnership (CSP).  We have also conducted a workshop 
with the Management Board of the Partnership. 

2.7 We have reviewed a range of documents, including the Sustainable Community 
Strategy, the Council’s Strategic Plan, committee reports, draft commissioning 
framework documents and the current job descriptions and person specifications for 
the members of SLT. 

2.8 We have supplemented our interviews with a detailed questionnaire completed by 
SLT members to explore in greater depth their perceptions of a number of issues 
related to the Council’s readiness to meet the requirements of strategic 
commissioning. 
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2.9 We have reviewed trends in the design of senior management structures and have 
also compared the Council’s current senior management structure with those of 
other District Councils in EightyTwenty Insight’s database. 

2.10 In making our recommendations, we have sought to design a structure that meets the 
Council’s future needs while recognising the strengths of the current arrangements 
and addressing the suggestions and concerns of the stakeholders with whom we 
have engaged. 

2.11 In accordance with the scope of this assignment, we have proposed a high-level 
design for the top two tiers of the Council’s structure.  We have described the broad 
functions and accountabilities for each post in the proposed structure, not the 
detailed structures that sit beneath each post and we have not listed all the Council’s 
smaller functions.  We have set out the high-level requirements and competencies 
for each post; we have not developed the detailed job descriptions and person 
specifications.  This would need to be addressed by the Council before finalising any 
proposed new management structure. 

This Report 

2.12 This report sets out the results of our study.  Section 3 examines the Council’s 
ambitions, the nature of its objectives and the financial challenges it faces.  In section 
4, we review key strands of thought in the theories of strategic commissioning and 
the implications for management practice.  Section 5 assesses the Council’s 
approach to partnership working, its progress towards the principles of ‘total place’ 
and the implications of Cheltenham’s emerging approach to commissioning.  Section 
6 explores the design considerations which the structure will need to address, 
drawing on our readiness assessment, comparisons with those of other district 
councils and with recent trends in structural and job design in local government.   

2.13 At the end of each of the first five sections, we draw out the key implications that will 
need to be addressed in designing a senior management structure.  In Section 7 we 
draw together and analyse these key implications before recommending a new 
senior management structure, a phasing plan, next steps and summarise key areas 
for development.  Appendix 1 provides proposed structure charts, Appendix 2 
includes job profiles and competencies for each post in the new structure and 
Appendix 3 includes an outline of an executive development programme to support 
the learning required to ensure the effective implementation of strategic 
commissioning. 

2.14 Our recommendations are based on our assessment of the extent of the journey 
required if the Council is to embrace confidently the principles of strategy 
commissioning.  The design of the structure seeks to take into account the Council’s 
ambitions, its challenges and affordability. 

2.15 This report presents our recommendations.  The Council will, of course, need to 
decide which of our recommendations it wishes to accept before confirming its own 
proposals.  It will then need to initiate the policies and procedures that fall within the 
scope of the Council’s Change Management Policy, seeking the views of affected 
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staff and trade unions before confirming and implementing the final plan that 
emerges following consultation.  There are likely to be consequential changes to the 
posts that sit beneath the new senior management structure and these will, in turn, 
need to be addressed in accordance with the Council’s Management Policy. 

2.16 We are deeply grateful for the readiness with which people have responded to our 
demands on their time and to our requests for information.  The frankness and co-
operation that we have encountered have been exemplary, in an exercise that will 
inevitably have created both uncertainty and anxiety. 
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3 The Council’s Ambitions 

The Council’s Plans for the Future 

3.1 The Council is recognised as an organisation that performs well and delivers value 
for money1.  It is committed to further improvement and has ambitious plans for the 
future which are captured in the Sustainable Community Strategy2, developed with 
its partners in the Cheltenham Strategic Partnership, “the partnership of partnerships 
for Cheltenham”3. 

3.2 Those plans are summarised in the Strategy’s twenty year vision: 

“We want Cheltenham to deliver a sustainable quality of life, where people, 
families, their communities and businesses thrive; and in a way which 
cherishes our cultural and natural heritage, reduces our impact on climate 
change and does not compromise the quality of life of present and future 
generations.”4 

3.3 The vision of the Sustainable Community Strategy for 2008-2011 is supported by 
three underlying principles: 

 “Community engagement and participation; 

 Tackling inequalities and promoting cohesion; 

 “Tackling climate change; 

3.4 These help to inform the longer-term ambitions on which the partners “will take 
concerted and co-ordinated action”: 

 “Promoting community safety; 

 Promoting sustainable living; 

 Promoting a strong and sustainable economy; 

 Building healthy communities and supporting older people; 

 Building stronger communities and supporting housing choice; 

 A focus on children and young people; 

 Investing in environmental quality; 

 Investing in travel and transport; 

 Investing in arts and culture.” 
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3.5 The vision of the Community Strategy is used to drive the Council’s own ambitions 
and objectives.  In its Corporate Strategy for 2010 to 2015, the Council has chosen 
to focus on five objectives which will contribute to the achievement of the ambitions 
set out in the Community Strategy.  These include three ‘community objectives’: 

 “Enhancing and protecting our environment; 

 Strengthening our economy; and 

 Strengthening our communities.” 

3.6 There are also two ‘cross-cutting’ objectives: 

 “Enhancing the provision of arts and culture; and 

 Ensuring we provide value for money services that effectively meet the needs of 
our customers.” 

The Scale of the Council’s Ambitions 

3.7 The Council’s ambitions are founded on a track record of success in delivering its 
objectives.  This is acknowledged in the Audit Commission’s latest Organisational 
Assessment of the Council: 

“Overall, Cheltenham Borough Council performs well.  The Council delivers 
value for money well.  It manages its performance well.”5 

3.8 The Council is committed to further improvement by refining its approach to council-
wide performance management and building on its progress in establishing sound 
programme management techniques and governance.  These strengths will be 
particularly important in addressing the risk of ‘trying to do too much’ and in 
managing the change required to adopt a council-wide commissioning framework 
and philosophy. 

3.9 Drawing confidence from the Council’s past progress, the Council has refined its 
strategic planning process further, embedding a focus on outcomes and partnership 
working and setting out the objectives for the Council’s major strategic projects.  
These include Civic Pride, the Sourcing Strategy, the Joint Core Strategy, the 
Economic Strategy and Bridging the Gap.  These and other strategic projects require 
significant senior management capacity to ensure their effective development and 
implementation. 

The Pressure on Resources 

3.10 Even before the announcements made in the Government’s Emergency Budget on 
22 June 2010, the Council had embarked upon a Medium Term Financial Strategy 
that required sizeable budget reductions.  Through its ‘Bridging the Gap’ programme, 
plans had been put in place to generate significant savings in each of the following 
three years. 
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3.11 The Council, like all public services, is now having to reconsider those plans in the 
light of the reduction in public spending announced in the Emergency Budget and in 
anticipation of the outcome of the Comprehensive Spending Review which is due to 
be published in the autumn. 

3.12 The Council’s latest planning assumptions project a budget gap for 2011/12 of 
£2.4m, assuming a 10% cut in Revenue Support Grant.  Looking further ahead, the 
latest projection of the Medium Term Financial Strategy1, assuming a 25% in 
government support, is £4.7m.  It is recognised by officers that the effect could be 
worse, given the suggestions by some analysts that 'non priority' services might be 
facing cuts nearer to 40%.  Officers will be using these assumptions as part of the 
Council’s budget consultation exercise over the summer. 

3.13 Given the size of the budgetary challenge facing the Council, the search for efficiency 
savings will undoubtedly intensify further and will require the scrutiny of every part of 
the Council’s cost base, including the current senior management structure.  That 
scrutiny will require a judgment on the balance to be struck between securing 
economies in the structure and preserving the effectiveness of the senior 
management support the Council will need if it is to continue to meet its duties; 
deliver its objectives; and manage the changes required to realise the necessary 
reductions in the Council’s overall budget. 

Taking an Outcomes-Based Approach 

3.14 In keeping with its duties to engage citizens, lead its communities, and find new and 
more effective ways to deliver high quality services, the Council has adopted an 
outcomes-based approach: 

“Working to secure value for money and deliver the best possible outcomes 
that meet the needs of our citizens, communities and service users.”6 

3.15 Rather than focus on narrow performance measures or outputs, the Council has 
identified a series of broad outcomes that inform the more detailed plans set out in 
the Strategy: 

                                            

 

 

1 A five year projection for the period 2011/12 to 2015/16. 
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Table 1: Corporate Strategy Objectives and Outcomes7 

 

3.16 The Council recognises that these outcomes demand a partnership-based approach 
to service planning; 

“Some of these outcomes we will be able to deliver by ourselves, but for 
many other outcomes we will have to work in partnership with other 
organisations.”8 

Becoming an Effective Commissioner 

3.17 In order to support the outcomes-based, partnership-focused approach signalled in 
the Council’s Corporate Strategy, the Strategy includes an improvement action to 
“develop an approach to commissioning services”9.  Since the approval of the 
Strategy, the Council has been working on plans to develop a framework that would 
enable the Council, across the full range of its services, to implement “the effective 
commissioning of services10”. 

3.18 At its meeting on 28th June 2010, the Council received a report setting out progress in 
developing a Strategic Commissioning approach and agreed the principles set out in 
the report.  It was reported that the Council would be asked to consider future reports 
including a business case and the formal Section 4 report that would be required for 
any structural change. 

3.19 As part of its preparatory work, officers have established a programme of work to 
develop a sound draft commissioning framework.  This includes the design of the 
commissioning process, the design of the commissioning support function and the 
associated HR and change implications.  The emerging practice and experience of 
other authorities including pioneers in the field, eg Torbay, have been reviewed in 
preparation for the development of a business case for change. 
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3.20 Discussions have taken place with partner organisations including partners within the 
Cheltenham Strategic Partnership to gauge the level of support and commitment for 
working in partnership to commission services.  The responses are reported to be 
positive and the CSP has considered reports from other partners on county-wide 
commissioning initiatives (addressed further in Section 5 of this report). 

Stakeholder Views 

3.21 In our interviews and workshops with Cabinet Members, partners and members of 
the SLT we have found positive levels of support for the introduction of strategic 
commissioning. 

3.22 There is a strong sense of confidence among senior managers in their ability to meet 
the challenges posed by this new approach.  In our research we found that SLT 
members shared:  

 A strong sense of pride in the borough and a deeply felt commitment to 
preserving and enhancing its characteristics. 

 A recognition of the challenges faced by the town and many of its citizens and a 
drive to help improve their prospects. 

 A commitment to work in partnership both within the town and the county. 

 A willingness and readiness to change. 

 A shared mindset and language that encouraged debate but ensured cohesive 
managerial leadership. 

 Experience of working in ways consistent with the principles of strategic 
commissioning. 

3.23 We also found among the interviewees positive interest in the opportunities that 
commissioning would present, including: 

 An opportunity to find ways of avoiding damaging cuts to services by working 
with partners to find better and more cost-effective approaches to delivering 
positive outcomes. 

 The potential to generate more innovation in service delivery models, building on 
the success of Cheltenham Borough Homes and Cheltenham Festivals. 

3.24 Although there was strong support for a commissioning approach, there was also a 
recognition of a number of risks and challenges: 

 The need to develop new arrangements for political leadership and 
accountability and to support Members in the new roles that would emerge. 

 The fear that some approaches to commissioning could be overly bureaucratic 
and might increase costs. 
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 The risk that partners may not be as committed to a shared approach to 
commissioning. 

 The need to deepen understanding of the commissioning approach and develop 
new skills and knowledge. 

 The risk that a commissioning model might have an adverse impact on the staff’s 
positive attitude and commitment to team-working. 

Key Implications for the Senior Management Structure 

3.25 The strengths identified by internal stakeholders, external partners and by 
independent reviews, suggest that the Council is capable and confident of managing 
a transition to strategic commissioning.  There is, though, a realistic appreciation of 
the challenges and risks that will need to be overcome. 

3.26 Given the Council’s philosophy and ambitions and the threat of major budget 
reductions as a result of the forthcoming Comprehensive Spending Review, there 
are a number of key implications that will need to be addressed in the design of the 
senior management structure: 

Requirements Particular Issues 

Capacity to deliver 
change 

The Council’s ambitious plans require 
strategic support and programmes of 
change, including the Sourcing Strategy, Civic 
Pride and Bridging the Gap.  These will require 
skilled and experienced senior management 
capacity to ensure their successful delivery. 

Value for money The Council is seeking significant savings as 
part of its Bridging the Gap programme and all 
areas of the Council’s cost base will need to be 
scrutinised, including the Council’s senior 
management structure. 

Performance and 
delivery 

The Council is perceived to perform well, 
building on core strengths, including a clear, 
shared purpose and a deep commitment to 
succeed for the residents and businesses in 
the borough. 
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4 The Commissioning Movement 

Introduction 

4.1 To understand the implications of strategic commissioning for the Council’s senior 
management arrangements, it is helpful to set it in the context of efforts by 
successive governments to stimulate: 

 Greater diversity in the provision of public services. 

 Collaboration between public services at the local level. 

 The reinvigoration of local democratic leadership and of civil society. 

4.2 There are a number of consistent threads across several decades of policy-making 
that challenge traditional approaches to public service management and that require 
new skills and competencies among senior managers.  The implications for the 
Council’s senior management arrangements are set out at the end of this section. 

The Role of Social Care in the Commissioning Movement 

4.3 Social care has been adopting aspects of commissioning since the NHS and 
Community Care Act 1990 gave councils new responsibilities to commission, rather 
than just provide, services, based on an assessment of an individual's need.  

4.4 Since the post-war National Assistance arrangements, adult care services had been 
funded by largely unrestricted, means-tested entitlements to receive residential or 
nursing home care in the private or voluntary sector.  In 1993, the budget was 
transferred to councils, who were given the responsibility to confirm need and 
purchase care. 

4.5 This pattern was continued by the Labour government which, from 1997 onwards, 
embarked on a radical reorganisation of education and social services departments 
to create new arrangements to deliver better outcomes for children, young people 
and families through ‘Every Child Matters’; and for health and social care through the 
green paper, “Independence, Well-being and Choice”. 

4.6 Integrated commissioning was encouraged by the Health Act 1999 which introduced 
new powers to enable health and local authority partners to work together more 
effectively.  Section 31 of the Act prescribed partnership arrangements for health 
organisations and local authorities to pool funds, introduce ‘lead commissioning’ and 
integrate provision. 
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NHS’s Influence on Commissioning 

4.7 Public sector commissioning has been significantly influenced by developments in 
commissioning in the NHS from the Conservative Government’s 1991 reforms, which 
split NHS purchasers from providers, through to the New White Paper which 
proposes the transfer of commissioning decisions to GPs by 2011/12. 

4.8 The NHS Act 2006 represented a fundamental shift towards integrated services 
provided in local communities and a significant move towards outcome-based 
commissioning.  It was swiftly followed by the Commissioning Framework for Health 
and Well-being (2007) setting out eight steps that health and social care should take 
in partnership to commission more effectively.  It was aimed at commissioners and 
providers of services in 
health, social care and 
local authorities. 

4.9 In order to support the 
development of improved 
commissioning practices, 
the NHS invested in the 
development of the ‘World 
Class Commissioning’ 
framework.  This sought to 
enable a more strategic 
and long-term approach to 
commissioning services, 
with a clear focus on delivering improved health outcomes.  Aspects of the World 
Class Commissioning framework, such as the “competencies” for commissioning, 
have been adapted and incorporated into commissioning approaches across the 
public sector. 

The Duty to Work in Partnership 

4.10 While the concept of the ‘enabling’ or ‘strategic’ authority can be traced back to the 
1967 Redcliffe-Maud report into the restructuring of Local Government, the Local 
Government Act 2000 changed the emphasis by giving local authorities both the 
power and the duty to promote and improve the economic, social and environmental 
well-being of their area, working in partnership with other agencies.  The Act placed 
a duty on local authorities, with partners, to prepare a Community Strategy and the 
Local Government and Public Involvement in Health Act 2007 created a duty for local 
authorities to prepare a Local Area Agreement, with agreed priorities, in consultation 
with others (including PCTs, NHS Health Trusts, and NHS Foundation Trusts).  The 
Act also introduced a requirement on relevant local authorities and Primary Care 
Trusts to undertake ‘joint strategic needs assessments’. 

4.11 This was followed in 2007, by the Lyons Inquiry into Local government, which 
promoted place-shaping and value for money (VFM).  The inquiry recognised the 
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strategic importance of the local authority in using powers and influence creatively to 
promote the well-being of a community:  

“it is essential that public expenditure is allocated to best meet the needs and 
preferences of the community – delivering the right priorities rather than just 
doing them as cheaply as possible”.   

From Place-shaping to Total Place 

4.12 The role of councils as 'agents of place’ as set out in the Lyons Inquiry’s 
recommendations for local government can be summarised as: 

 Strong governance and leadership through the Local Strategic Partnership. 

 Developing a shared vision set out in the local Sustainable Community Strategy. 

 The involvement of local people. 

4.13 The ‘Total Place’ initiative was announced as part of the Treasury's Operational 
Efficiency Programme (OEP) alongside the 2009 Budget, stating that all parts of 
Government, including councils, could make £9 billion in annual savings from:  

‘”back office operations and IT, collaborative procurement, asset 
management and sales, property and local incentives and empowerment”. 

4.14 Pilots started in June 2009, examining how public services and agencies in the 
locality can pool strategic effort and budgets.  One of the intended outcomes of the 
project was to explore ways in which business, voluntary and public sector bodies 
can work together to provide a wide range of public services.  

4.15 Although it is likely that the term ‘Total Place’ will not be retained, aspects of these 
themes have been pursued further through the new Government’s commitment to 
the concepts of ‘Big Society’, ‘radical devolution’ and ‘localism’.  In its submission  to 
the new Government, the Local Government Association has proposed  ‘place-based 
budgeting’ which would require: 

“the integrated strategic commissioning of services from the public, private 
and voluntary sectors”11 

Different Strands of Thought in Commissioning 

Models of Commissioning 

4.16 There are various approaches to commissioning in local government, often reflecting 
the different outcomes authorities are seeking to achieve.  There are also varying 
models for how these outcomes are incorporated into commissioning, procurement 
and contracting processes:  

 Collective and place-based: strategic and pooled commissioning undertaken 
by one or more public agencies. 

17 
 



Senior Management Structure Review 

 Outcome-focused: a strategic commissioner defines outcomes it seeks for an 
end-user, group of end-users, or community and then procures contractors. 

 User-led: ‘personalisation’ and the direct purchase of services by individuals or 
neighbourhoods.  

 Investment-based: the use of investment-based vehicles, such as local 
education partnerships, to commission education services and wider social 
outcomes.  

Methodologies 

4.17 There have been various government commissioning frameworks, methodologies 
and toolkits Each of the commissioning frameworks have been influenced by 
different ideas and models of delivery:   

 Programme management models such as the Floor Targets Action Planning 
(FTAP) process used by the former Neighbourhood Renewal Unit. 

 Data-driven approaches used by the Home Office in its work on crime reduction 
and in the Analysis of Policing and Community Safety (APACS) performance 
framework. 

 Outcomes thinking, and the work of Mark Friedman on Outcomes-based 
Accountability (OBA), which influenced 'Every Child Matters' and the Department 
of Culture Media and Sport’s 'Passion for Excellence'.  

 Customer-centric models linked in with the agenda around community 
empowerment and the Transformational Government agenda.  

 Competency frameworks such as NHS World Class Commissioning programme, 
also an important element in the National Improvement and Efficiency strategy 
(NIES) and the work of the RIEPs in building LSP capacity. 

4.18 This diversity, while reflecting different strands of public service delivery, can make it 
harder for public service professionals to collaborate, using a shared language of 
commissioning.  Whereas there are generic standards for programme and project 
management through the Office of Government Commerce’s ‘PRINCE2’ and 
‘Managing Successful Programmes’ standards, there are not yet equivalent 
standards for commissioning.  This is being addressed through the recently 
published draft ‘National Occupational Standards for Commissioning’ produced by 
Government Skills and the work of the Institute of Commissioning Professionals to 
professionalise commissioning practice. 

4.19 In the absence of common standards and methodologies across the public sector, 
commissioning in partnership will require flexibility by the partners in applying their 
commissioning methodologies and a clear understanding of the process to be 
followed in each commissioning exercise. 
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The Role of Commissioning within Local Authorities 

4.20 Despite the absence of common standards for commissioning practice, 
commissioning is now well established in upper tier authorities.  However, for most 
local authorities, it is still largely the preserve of adult social care and children’s 
services. 

4.21 This is gradually changing as more authorities are making it central to their overall 
corporate management.  As a result, the range and scope of services being 
commissioned strategically is broadening.  Examples of authorities adopting a whole-
organisation commissioning approach include Oldham, Brighton and the London 
Borough of Barnet. 

4.22 While many district councils engage in commissioning, they are largely doing so as 
part of other, larger partners’ commissioning exercises.  Exceptions include Reigate 
and Banstead Borough Council, which in April 2010 adopted a Sourcing Strategy 
which envisaged a programme under which all of the Council’s services would be 
subjected, in a series of tranches, to a commissioning process which may result in 
them being provided in partnership with other public bodies or by the private, 
charitable and voluntary sectors. 

What Makes for Success in Commissioning? 

People and Politics 

4.23 Some commissioning exercises have been criticised for underplaying the importance 
of user engagement; over-emphasising the importance of the market mechanism; 
and ignoring the role of politics and ideology.  Just as the definition of need is subject 
to conjecture, so the allocation of resources will be the subject of dispute.  Political 
judgement is inherent in the process of commissioning and political engagement at 
all stages of the commissioning process is both legitimate and necessary.  Councils 
are civic institutions with a responsibility to make decisions regarding the distribution 
and rationing of public goods to meet local community needs (‘the wicked issues’).   

4.24 Ensuring that the user and customer remain at the heart of the process demands 
high levels of interaction with citizens, including those who are ‘hard to hear’ and will 
demand a more continuous process of interaction, using a variety of techniques.  
While there will still be a need for traditional methods of engagement such as public 
meetings and surveys, there will be a need for greater use of social networking 
media and focus groups to explore needs and alternative service design. 

4.25 While elected members have more regular exposure to public engagement through 
their community role, senior managers in commissioning roles will need to engage 
more actively with users and citizens and the ‘hard to hear’ and will need to develop 
a broader range of public engagement techniques and skills.  New approaches will 
also be needed to support elected members in their roles in this new environment. 
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Managing the Commissioning Cycle 

4.26 Across the many different approaches to commissioning, the processes involved are 
often depicted as a cycle.  One of the most commonly used models was developed 
for the Department of Health by Oxford Brookes University (see figure 1).  

Figure 1: the Commissioning Cycle12 

4.27 The processes of the 
commissioning cycle will require 
effectiveness in the four phases of 
the cycle: 

 Analyse: the analysis of need, 
of capacity and resources and 
of the capability of the market. 

 Plan: gap analysis, stakeholder 
engagement, the design of a 
commissioning plan. 

 Do: implementing the 
procurement plan, facilitating 
the market and developing an 
outcome-based contract. 

 Review: contract monitoring and reviewing the effectiveness of the strategy. 

Cross-cutting Commissioning Competencies 

4.28 Whereas much public policy-making has been evolutionary, building on received 
wisdom and ‘best practice’, the systematic application of commissioning principles 
has the potential to drive greater innovation. 

4.29 Skilled needs analysis and procurement are essential base requirements for effective 
commissioning.  However, the delivery of better outcomes and sustained change 
depends on a set of competencies that are required at every phase of the 
commissioning cycle.  These cross-cutting commissioning competencies (see 
table 2 below) are: 

 Partnership working: the pooling of leadership and the ability to forge common 
cause with partners and to manage tensions and disagreement. 

 Service design: the ability to generate new insights and new solutions using 
whole-systems approaches to outcome mapping and service design. 

 Change management: the rigorous planning and implementation of change 
programmes, working across sectors. 
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 Stakeholder engagement: a deep commitment to, and focus on, the views and 
interests of citizens and an understanding of complex group dynamics. 

 Resilience: the confidence to respond and adjust to alternative approaches or to 
see through necessary changes even if they are contentious. 

4.30 These organisational competencies demand both sufficient managerial capacity and 
capability.  In many organisations that apply commissioning principles, the co-
ordination of the professional functions on which commissioning relies is sometimes 
weak, with limited investment in effective project management.  As a result, 
commissioning projects are often inadequately planned and resourced.  One way of 
addressing this risk is to create a single, integrated commissioning support function 
that contains the majority of the activities which contribute to the commissioning 
process. 

Table 2: Organisational Commissioning Competencies  

Dimension  Organisational Capacity  
Organisational 
Competencies  

Partnership  Resources to support 
relationships  

Leadership, outward focus 
and a collaborative ethos 

Service design Research and analysis  
Whole system thinking and 
innovative culture  

Change 
management 

Transformation support  
Effective programme and 
project  management  

Stakeholder 
engagement 

Communication delivery and 
analysis  

Customer (and citizen) focus 
and engagement  

Resilience Resources to respond to 
events  

Adaptability and business 
continuity 

 

4.31 The successful application of the skills required for the commissioning cycle and the 
cross-cutting commissioning competencies will increase the complexity and 
sophistication required of management within public services. 
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4.32 The complex relationships required for partnership-based commissioning will occur at 
all levels of an organisation and will challenge traditional ‘command and control’ 
organisational models across public service.  Where once, matrix management or 
core/periphery management models were seen as advanced, the reality of 
management will be akin to the complex, organic online networks characterised as 
Web 2.0 (see figure 2): 

Figure 2: The Increasing Complexity of Management Models 

 

 

 

 

 

 

Key Implications for the Senior Management Structure  

4.33 The Council’s embrace of the principles of strategic commissioning has a range of 
implications for the design of a senior management structure.  Commissioning, 
partnership working and Total Place present a greater intellectual challenge and a 
higher level of sophistication than have been previously been expected of local 
authority management.  The Council’s senior management structure will need to take 
the following requirements into account: 

Requirements Particular Issues 

Capacity to deliver 
change 

Commissioning demands experienced 
leadership and highly developed change 
management skills. 

Accountability Strong political leadership is essential to the 
delivery of commissioning-driven change, 
supported by knowledgeable and responsive 
senior officers and underpinned by clear 
accountability and governance frameworks. 

Engagement A focus on citizens’ needs lies at the core of 
the commissioning process, requiring 
sophisticated research and analysis and active 
public engagement. 

Commissioning 
fundamentals 

The commissioning process will benefit from a 
fully integrated commissioning support 
function that will be responsible for supplying 
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Requirements Particular Issues 

and co-ordinating the support activities 
required for the commissioning process. 

Commissioning requires good management 
of the market, including sound market 
intelligence and procurement practices and the 
ability to build productive relationships with 
providers. 

Partners will need to show flexibility in 
commissioning methodologies in the light of 
the current diversity of practice and while 
national standards are still in development. 

Achieving positive outcomes, which depend on 
more than one partner to deliver, require an 
investment in partnership working, 
committing the time and resources needed to 
ensure the success of joint plans. 

Partnership working 

Working with partners to meet complex needs 
and deliver challenging outcomes will require 
subtle relationship management and a 
commitment to joint problem-solving. 
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5 Cheltenham: Commissioning in Partnership 

Introduction 

5.1 In this section we examine how the principles of commissioning, Total Place and 
partnership working are being addressed in Cheltenham, the rate of progress and 
the implications for the work of the Council’s senior managers. 

Cheltenham Working in Partnership 

5.2 The Council has made a strong commitment to partnership working, investing in a 
small support team to work with Cheltenham Strategic Partnership (CSP) and 
facilitate the work of its thematic partnerships.  The Council’s efforts are recognised 
and respected by its partners who have praised the Council’s “vision”, leadership and 
the “can-do”, open and honest attitude of its staff.  As a result, the CSP is described 
by partners as one of the most effective in Gloucestershire. 

5.3 Within the county, the Council is also seen as an active and committed partner.  The 
Council contributes actively to the work of the Gloucestershire Strategic Partnership 
at both a county and sub-county level, such as the Joint Core Strategy on which it is 
collaborating with Tewkesbury Borough Council and Gloucester City Council. 

5.4 The Council has played a very active role in establishing shared services with other 
districts councils.  New shared services have been established with Tewkesbury 
Borough Council for legal and building control services and with Cotswold District 
Council for internal audit.  The Council is also playing a leading role with district 
council partners in Gloucestershire and Oxfordshire in developing plans for a shared 
service with a group of district councils for finance, HR and procurement services.  
Among other benefits, these shared services present the opportunity to reduce the 
senior management overhead in each authority. 

5.5 The partners in the CSP have worked hard to make a success of the partnership and 
have regularly reviewed key aspects of the partnership’s work and its effectiveness.  
Last year’s peer review by the IDeA of the Council’s approach to partnership had a 
number of implications for its work with CSP partners, including the need to work 
more strategically and to consider the interrelationships between the work of the 
CSP and the framework within Gloucestershire. 

5.6 For some of the Council’s county-level partners, this continues to be seen as a 
source of additional complexity and can place a strain on the capacity to engage with 
the CSP.  There is widespread recognition of the need to redraw the county/district 
strategic planning framework.  This may also help to address some of the tensions 
apparent in some of the Council’s relationships with larger partners. 

5.7 We would recommend that further consideration is given to the Council’s 
relationships with partners, building on the existing strengths and helping to define its 
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approach to influencing larger partners and to working effectively with peers and 
smaller partners.  

Commissioning in Partnership 

5.8 The prospects for collaborative commissioning within the county appear to be 
promising.  The County Council is signalling a new commitment to partnership 
working with district councils.  The Primary Care Trust has embraced a more localist 
agenda with the appointment of a Commissioning Director for Cheltenham, although 
the implications of the new health White Paper on health commissioning have yet to 
be worked through.  There are valuable resources at county level to support 
commissioning, including Inform Gloucestershire (of which Maiden forms a part) 
which provides an impressive shared resource to support data gathering and needs 
analysis.  This resource has been made possible through collective investment by 
partners within the county. 

5.9 A number of the partners in the Gloucestershire Strategic Partnership have longer 
experience of commissioning practices and the Council could usefully benefit from 
their expertise as it builds up its own commissioning competencies.  Examples of 
strengths in other sectors include the use of research into the determinants of health 
and the statistical analysis of data by the police. 

5.10 The CSP has been working together on plans for both the way services are 
commissioned and for new approaches to service delivery based on commissioning 
principles, focusing on needs and outcomes.  Challenging CSP-sponsored projects 
have included the St Paul’s Stakeholder group which is working on a highly targeted 
project to address childhood poverty in a small cluster of families and the Carbon 
Reduction Partnership which has worked successfully to share knowledge among 
organisations and businesses in Cheltenham in order to achieve the outcome of a 
reduction in carbon use. 

5.11 Whereas there are perceived to have been some difficulties in the relationships 
between the Council and the Voluntary and Community Sector (VCS) in the past, it is 
recognised that the Council has worked hard to improve its partnership with the VCS 
and VCS representatives have acknowledged the resources committed to the work 
of the CSP and the welcomed the Council’s leadership role.  The Council’s 
commitment to working in partnership to tackle disadvantage and to collaborate at 
the neighbourhood level is viewed positively.  The Council’s support for the Compact 
Commissioning Code is welcomed and is seen to provide an important platform for 
making greater and improved use of the potential of the VCS. 

How Far to Go in the Total Place Journey? 

5.12 The CSP has demonstrated the ability of its partners to tackle ‘wicked problems’, ie 
social policy issues which are complex in origin and difficult to define.  While such 
initiatives are valuable, they are relatively small in scale and the work of the CSP has 
so far had limited impact on the totality of public service activity within the borough. 
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5.13 If the CSP is to take advantage of the opportunities presented by the national drive to 
encourage localism and radical devolution, each partner organisation will need to 
consider its willingness to embrace the principles of Total Place and the extent to 
which it wishes to engage in the joint commissioning of services.  There are fears 
that the cuts in public spending may lead to partners concentrating inwardly in order 
to meet their savings targets and that this may foster tensions between partners.  On 
the other hand, it has been suggested that, faced with the scale of potential budget 
reductions, only a collaborative, problem-solving approach will allow service levels 
and outcomes to be protected. 

5.14 The Council itself has shown considerable commitment to ‘joining up’, but it is 
acknowledged that the process is more advanced in some parts of the Council than 
others.  While senior stakeholders have expressed a desire to embrace levels 4 and 
5 of the ‘total place journey’ (see Figure 3 below), it is perceived that, currently, most 
council services are between levels 2 and 3.   

5.15 If the Council and its partners are to progress further in the total place journey, they 
will need to continue to build on the atmosphere of trust and commitment that has 
been successfully established. 

Figure 3: The Total Place Journey  

 

Commissioning: the ‘Cheltenham way’ 

5.16 In section 4, we looked at different commissioning philosophies and methodologies.  
The Council’s Commissioning Programme is now reviewing the alternative models 
available as it works to draft a proposed approach for Cheltenham.  Although this is 
still in development and will benefit from close consideration by the cross-party 
member group established by the Council, a picture is emerging of the potential 
model that could be recommended as being appropriate for Cheltenham. 
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5.17 Suggestions that have been made for the key characteristics of the Cheltenham 
approach to commissioning include: 

 Political leadership: there will be active engagement by elected members in 
partnership working and throughout the commissioning process. 

 Citizen focus: there will be close collaboration with partners to commission 
services to meet the needs and outcomes of citizens and build a sustainable 
future for Cheltenham. 

 Contestability: options for the most appropriate service delivery model will be 
evaluated, underpinned by a business case for each strategic option. 

 Market orientation: if the Council does opt to source from the market it will work 
to encourage a level playing field of providers and participation by the VCS. 

 Contracting: contracts and specifications will focus on outcomes rather than 
inputs and over-prescriptive output measures. 

 Provider freedom: providers (including in-house providers) will have a high 
degree of freedom to innovate in the way services are delivered. 

 Accountability: political and managerial accountability will be defined, including 
the shared accountability of the commissioners and the providers 

 Collaboration: commissioners will work in partnership with providers, whether 
external or internal, to help inform the commissioning process. 

 Corporate cohesiveness: in-house providers will operate within a clear 
framework of corporate support and be able to commission their own operational 
services. 

5.18 The characteristics of the Cheltenham approach to commissioning will need to be 
refined further, taking account of feedback from stakeholders which includes the 
importance of: 

 Understanding the difficulty of relying solely on outcomes to measure 
effectiveness when those outcomes may materialise over a number of years. 

 Developing good governance that manages risk and fosters productive 
relationships, learning from positive examples, such as Cheltenham Borough 
Homes. 

 Accepting that evidence-gathering can be a time-consuming process which will 
also need to recognise and address the role of political policies. 

 Being able to influence partnership activity rather than rely on control. 

 Engaging with and developing markets, including the VCS market, rather than 
relying just on a procurement process to deliver the desired outcomes. 
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 Fostering collaboration and the values and vocation of public service 

 Judging how the Council will decide, when the opportunity arises, whether to be 
commissioned as a delivery agent. 

Key Implications for the Senior Management Structure  

5.19 Solid foundations have been built with the Council’s partners for a collaborative 
approach to commissioning.  The Council has engaged actively in partnership 
working and is recognised for its vision and commitment and the CSP has 
demonstrated a willingness to tackle challenging and sophisticated projects together. 

5.20 If the Council is to fully embrace a ‘total place’ approach, partnership working will 
need to be embraced further across both the Council’s and its partners’ activities, 
ideally through the commissioning process.  This will be facilitated by a redefinition of 
the interrelationships between the Gloucestershire Strategic Partnership and the 
CSP’s strategic planning framework and by closer working with the County Council.   

5.21 The Council will also benefit from sharing the work and experience of commissioning 
with its partners.  This could include the exploration of joint commissioning with 
partners and at a county and sub-county level, in which the Council could take on the 
role of lead commissioner or delegate to a partner the role of lead commissioner, 
thereby helping to share the burden and costs of commissioning. 

Requirements Particular Issues 

Value for money The Council’s commitment to reaping the 
benefits of shared services with other 
authorities and those shared services in 
development present opportunities to reduce 
the overall senior management overhead in 
each partner authority.   

The Council would benefit from aligning its 
own commissioning process to those of its 
partners and drawing on the commissioning 
experience of its partners, which may help to 
reduce the cost of learning. 

In the early phases of the commissioning 
process, active managerial leadership will be 
required in developing markets and 
encouraging the VCS. 

Commissioning 
Fundamentals 

The experience of other partners can be used 
to develop cost-effective joint 
commissioning, pooling effort and adapting to 
others’ commissioning frameworks. 

Political leadership The commissioning process will require the 
active political sponsorship and involvement 
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Requirements Particular Issues 

and a new approach to supporting elected 
members. 

To ensure that the Council is able to influence 
the achievement of outcomes which it is not 
able to directly control, the Council will need to 
extend its networks and patterns of influence 
based on an articulated philosophy of 
partnership working. 

Partnership working 

The development of localist and total place 
approaches to the redesign of services will 
require partners to engage in the close 
examination of opportunities for integrated 
working. 
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6 Addressing Organisational Design 

Impacts on Organisational Design 

6.1 There is no consensus on the ideal senior management structure necessary for the 
effective leadership and management of local authorities – or of organisations in 
general.  Senior management structures tend to evolve and change gradually unless 
there are fundamental shift in an organisation’s strategic direction or in response to a 
crisis.   

6.2 Effective organisational design requires an analysis of the capacity and capabilities 
required to meet an organisation’s objectives.  There is no scientific method for 
measuring those requirements; instead a series of judgements are required.  In this 
section, we review the practices of other local authorities and comparative 
benchmarks.  We also review the readiness of the Council’s senior managers to 
meet the challenges of commissioning, drawing on our interviews and workshops 
and their responses to our structured questionnaire. 

Influences on Senior Management Structures 

6.3 Senior management structures in local government have traditionally been influenced 
by factors including: 

 Ambition: large-scale regeneration or organisational change programmes will 
require the support of experienced senior resources. 

 The scale of the task: population size and the needs of the area dictate the 
revenues required and the size of the challenge that will need to be managed. 

 Sourcing: the extent to which outsourcing and shared services have provided 
opportunities for rationalising management structures. 

 Policies and service levels: the degree to which a council seeks to intervene in 
an area and the level of service offer informs the level of resources that need to 
be managed. 

 Culture: the nature of political engagement with the work of the organisation, 
degrees of delegation and empowerment and managerial competence will shape 
the demands and expectations placed on management 

 Collaboration: in the early phases of partnership working, collaboration can 
create an additional overhead. 

6.4 As well as influencing the structure and number of posts, these factors will also 
impact on the roles and skills that are perceived to be required.  Given the 
challenges of partnership-based commissioning that we have described in sections 4 
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and 5 above, radical changes might have been expected in the structures, job 
descriptions and person specification criteria in local government. 

Commissioning and structures 

6.5 Despite the widespread adoption of commissioning practices in local government, 
there has been relatively little change to senior management structures and roles. 

6.6 Although posts of commissioning directors and heads of commissioning have been 
created, these posts frequently have roles very similar to the posts that they have 
replaced and often have neither direct control over, nor explicit call on, the functions 
required to manage the commissioning process.  Some ‘commissioning’ roles still 
have operational responsibility for the management of in-house provider functions 
and the job descriptions make little reference to the key requirements of the 
commissioning process.  In general, little attempt appears to have been made to 
ensure that person specifications articulate the particular competencies needed to be 
an effective commissioner. 

6.7 There are exceptions.  Brighton and Hove City Council has created a framework of 
commissioning roles and competencies for its four Strategic Directors who have 
overall responsibility for the delivery of the outcomes attached to their posts.  Other 
authorities have adapted the NHS world class commissioning competencies to 
shape the design of their commissioning posts. 

6.8 While some attempt has been made to address the requirements for the role of 
commissioner, little attention appears to have been paid by authorities to the specific 
requirements of the roles of heads of in-house provider functions.  Nor has their 
relationship with the Council’s commissioning function been explicitly addressed. 

6.9 Some authorities have embarked upon strategic commissioning programmes before 
considering changes to their structures, whereas others have reorganised in 
advance.  In our view, imposing a commissioning philosophy on a conventional 
management structure risks blurring accountability and weakening the capacity and 
disciplines needed for effective commissioning. 

Comparative District Council Structures 

6.10 Few district councils have fully embraced the principles of strategic commissioning 
and our database does not yet include any district councils that have explicitly 
amended their structures to provide for strategic commissioning roles, although we 
are aware that this is due to change shortly. 

6.11 Most district councils have a traditional hierarchical management structure, with two 
or three strategic directors each directly managing a group of service heads.  
Managerial spans of control are relatively narrow in comparison with unitary and 
county councils although, like Cheltenham Borough Council, a number of councils 
have been gradually slimming down the number of director level posts. 
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6.12 Cheltenham Borough Council has sought to re-define the roles of Strategic Directors, 
relieving them of the day-to-day operational management of services in order to free 
them to address broader strategic responsibilities.  There are some examples of 
other district councils taking a similar approach and others that have created board-
level ‘programme director’ roles. 

6.13 The total number of posts in the Council’s first and second tiers is slightly above the 
norm among the 174 district councils in our database.  However, such comparisons 
must be treated with caution as many authorities do not keep their published 
structures up-to-date and there are significant differences in the status and salary 
levels of posts in councils’ first and second tiers.  For example, where councils have 
flattened their structures, they may have increased the number of posts nominally 
shown in their second tier and included posts which, in most other respects, are 
equivalent to third tier posts at Cheltenham Borough Council.  We have sought to 
exclude such posts from the samples selected. 

Table 3: Number of Senior Management2 Posts in District Councils 

Authorities  Lowest 
Lower 

Quartile 
Median 

Upper 
Quartile 

Highest 

All District Councils (DCs) 5 7 8 10 23 

DCs with similar net budgets3  5 7 8 9 12 

DCs with similar population 
size4  

5 7 7 9 18 

DCs with both similar budgets 
and population size 

5 6.5 7.5 8.5 9 

Cheltenham Borough Council (actual)5 10.5  
 

Source: EightyTwenty Insight’s District Council structures database. 

6.14 There is likely to be an acceleration in the trend towards flattening and streamlining 
management structures as authorities anticipate the impact of a reduction in budgets 
and as more district councils move to share their management. 

                                            

 

 

2 Includes first and second tier posts, excluding the Head of Paid Service. 
 
3 Includes all authorities whose net budget is within 10% of Cheltenham’s. 
 
4 Includes all authorities whose total population is within 10% of Cheltenham’s. 
 
5 Shared Borough Solicitor and Monitoring Officer included as 0.5 fte. 
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6.15 There are a number of Assistant Director posts in the Council’s structure with 
comparatively narrow spans of control.  Given the overall strength of the senior 
management of the Council, this does suggest the potential for reducing the number 
of posts by consolidating some posts. 

Readiness to Undertake Commissioning 

6.16 We have assessed the senior management group’s readiness to undertake the key 
requirements of a commissioning framework, including both their readiness to 
engage in the commissioning cycle and the cross-cutting commissioning 
competencies described in table 2 at 4.30.  

6.17 For the assessment of the senior managers’ readiness to undertake the various 
activities in the commissioning cycle, we have relied on the responses to the 
structured questionnaire.  Using Red, Amber or Green (RAG) ‘traffic light’ 
descriptors, we have indicated those areas where the perceptions of the group were 
largely positive (green) and those where the perceptions were neither predominantly 
negative or positive (amber).  There were no perceptions that were predominantly 
negative. 

Figure 4: Readiness Assessment for Commissioning Cycle 

 

6.18 Overall, there were predominantly positive perceptions of their and the organisation’s 
ability to manage the ‘review’ phase.  There were, though, areas in which a 
significant proportion of respondents lacked experience, knowledge or confidence.  
These included: 

 Analyse: the analysis and definition of service outcomes; knowledge of overall 
public service delivery arrangements in the area; analyse of the effectiveness of 
public service provision.  

 Plan: gap analysis techniques; stakeholder engagement; service modelling and 
service design; generating innovation. 

 Do: procurement of services; alternative service delivery models; outcome-based 
contracts or service agreements; pooled budgeting and joint commissioning; 
contract  
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6.19 The responses and the willingness of respondents to identify areas for personal 
development indicate an overall readiness for the challenges ahead, building on 
significant levels of relevant experience, a willingness to learn and a confidence in 
their own abilities. 

6.20 In assessing the Council’s readiness to meet the cross-cutting competencies for 
commissioning summarised in figure 5, evidence has been drawn from interview 
responses, our knowledge of the Council from the information provided and 
responses to the structured questionnaire.  Our assessment of the RAG status of the 
capacity and competencies for each of the dimensions is shown below: 

Figure 5: Readiness Assessment for Commissioning Competencies 

 

6.21 While there are a number of areas for development, we have found a number of 
significant strengths that provide a sound basis for the successful implementation of 
strategic commissioning.  The Council has a positive attitude to working in 
partnership; has developed systems thinking knowledge; has developed sound 
programme management skills and shown resilience when facing significant change 
or adversity. 

6.22 The areas that require strengthening include: 

 Partnership: partnership working needs to become more prevalent across the 
Council’s services and more senior management engagement will be required in 
the work of the CSP. 

 Service design: the systems thinking work conducted to date has been focused 
largely on council services and a more outward focus will be required in future, 
working with partners to create a ‘whole systems’ approach. 

 Change: although programme management support has been provided to some 
external projects, such as Supporting People, these resources will increasingly 
be required to support multi-agency commissioning projects. 
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 Stakeholders: although some staff are deployed on an ad hoc basis to support 
engagement with citizens, service users and the ‘hard to hear’, a permanent 
capacity will be required to support public engagement throughout the 
commissioning cycle. 

6.23 It is essential that the transition to strategic commissioning is supported by an 
executive development programme which will provide senior managers with a shared 
language of commissioning and the opportunity to refine their skills and knowledge.  
A summary of learning and development needs is provided at Appendix 3 and a 
separate document has been provided which sets out the overall distribution of 
responses to the structured questionnaire, while protecting the confidentiality of the 
individual responses.  We would recommend that this executive development 
programme is planned alongside any member development programme that 
emerges from the work of the Commissioning Programme. 

Key Implications for the Senior Management Structure  

6.24 The implications of the comparisons with practices and benchmarks from other 
councils and our assessment of the Council’s and SLT’s readiness for the challenges 
of commissioning include: 

Requirements Particular Issues 

Engagement Effective commissioning will require a 
permanent capacity to engage with citizens 
in order to ensure that their views are 
embedded in the commissioning process at 
each stage. 

Commissioning 
fundamentals 

To ensure the effectiveness of the 
commissioning framework, an investment in 
learning and development will be required to 
build on the strong commitment among the 
senior management group and confidence that 
they can make it a success.   

 Clarity is required in specifying the 
respective roles of commissioners and 
providers supported by well-defined role 
descriptions. 

Value for money External comparisons and the strength of the 
Council’s senior management structure allows 
for some streamlining of management by 
broadening the spans of control of some senior 
management posts.   
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7 Proposed Structure 

Introduction 

7.1 In this section, we have summarised the implications for the senior management 
structure that have been identified in each of the preceding sections (see table 4).  
We have then examined each requirement in turn and set out the proposals for 
reflecting that requirement in the design of the new structure.  We then provide a 
recommended structure and a two-stage transition plan for its implementation. 

Table 4: Summary of Implications for Structures 

Requirements Particular Issues 

Accountability  Political leadership 

 New approach to supporting elected members 

Engagement  Focus on citizens’ needs 

 Permanent capacity to engage with citizens 

Capacity to deliver change  Ambitious plans require strategic support 

 Highly developed change management skills 

Performance and delivery  Building on core strengths 

 Positive spirit and culture 

Commissioning 
fundamentals 

 Integrated commissioning support function 

 Intelligent management of the market 

 Developing markets and encouraging the VCS 

 Flexibility in commissioning methodologies 

 investment in learning and development  

 Drawing on the commissioning experience of its 
partners 

 Cost-effective joint commissioning 

 Specifying the respective roles of commissioners and 
providers 

Partnership working  Investment in partnership working 

 Articulated philosophy of partnership working 

 Close examination of opportunities for integrated 
working. 

Value for money  Significant savings 

 Reaping the benefits of shared services 

 Streamlining of management 
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Meeting the Requirements 

Accountability 

7.2 To support elected members in providing political leadership to the commissioning 
process, we recommend that a strong strategic senior management core is retained 
to support elected Members to embed the adoption of the strategic commissioning 
framework.  Particularly during the period of transition and during the deployment of 
the first major projects to be addressed through the commissioning process, 
sufficient capacity will need to be retained to develop and refine the protocols for 
members.  This will include the development of a new approach to supporting 
elected members, including information needs and advice to members on their roles 
in relation to their governance, scrutiny and ward responsibilities. 

Engagement 

7.3 Both the elected Members and the senior managers leading the commissioning 
process and those delivering provider-side services will require ready access to 
needs analysis and public feedback in order to ensure that they can focus on 
citizens’ needs.  We recommend that permanent capacity to engage with 
citizens is established to support elected Members, senior managers and officers to 
ensure that citizens’ views and ideas are both captured and responded to.  This may 
not require additional resources as there are small pockets of resource across the 
Council which are responsible for communication and community development and 
engagement that could be consolidated.  This capacity should form an integral part 
of a commissioning support function. 

Capacity to Deliver Change 

7.4 The Council’s ambitious plans require strategic support.  The scale, complexity 
and importance of the Council’s major programmes, including the Sourcing Strategy, 
Bridging the Gap and Civic Pride, demand experienced, senior professionals to 
sponsor and direct the implementation of the programmes.  We recommend that the 
delivery of the Council’s ambitious plans for the future continue to be driven by two 
Strategic Director posts.  The seniority and level of these existing posts are 
appropriate for this role which they have already been undertaking since the 
reorganisation in 2009.  The Strategic Directors should also play a leading role in 
helping to steer and shape the development and implementation of the 
Commissioning Programme. 

7.5 The role of programme and change management in the commissioning process is 
often neglected and we recommend that senior managers with formal responsibility 
for leading change undertake formal accredited learning to help embed and refine 
the highly developed change management skills that will be required.  We also 
recommend that the Council’s programme management capacity forms part of the 
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commissioning support function and is, in turn, supported in adjusting to its new role 
through the proposed executive development programme. 

Performance and Delivery 

7.6 The Council’s progressive adoption of commissioning principles including an 
outcomes focus and strong partnership working mean that the transition to a 
commissioning organisation can be achieved by building on core strengths.  Many 
aspects of the Council’s current leadership and management arrangements already 
embody what is required for effective commissioning, including the programme 
direction role of Strategic Directors and the Assistant Directors’ increased 
accountability for service leadership.  We recommend that the current framework of a 
two-tier management structure is retained, albeit with a reduction in the number of 
posts as set out below. 

7.7 Extended delays in deciding on your structures will have a damaging impact on 
organisation’s focus and the positive spirit and culture that it is recognised for.  It is 
apparent that the senior mangers affected by a potential reorganisation would 
welcome early clarity on the future structure.  We recommend a two-phase process 
of change in which the anticipated final structure is published alongside an interim 
phase.  We recommend that additional capacity is retained in the interim phase to 
help manage the transition to the final structure and support the organisational 
development aspects of the transition. 

Commissioning Fundamentals 

7.8 The application of commissioning principles in addressing sets of needs and desired 
outcomes will demand the initiation of commissioning programmes and projects that 
will be complex and require the assembly of various resources.  We recommend that 
an integrated commissioning support function is established.  This 
recommendation is broadly consistent with the preliminary proposals emerging from 
the Commissioning Programme.  This function would bring together the Council’s 
policy, research, communication, community engagement, procurement, programme 
management, service development, partnership support and strategic land use 
activities.  The function would need to develop effective matrix management and 
scheduling in order to ensure that commissioning activities are properly resourced. 

7.9 The commissioning process will require intelligent management of the market - the 
development of knowledge of the potential market options available and a philosophy 
focused on developing markets and encouraging the VCS.  This approach will 
need to be underpinned by sound procurement practices, but will require a broader 
understanding of alternative service delivery models.  We recommend the creation of 
a ‘partnership and contract management’ function that would include the Council’s 
procurement support and would also act as the day-to-day client for large-scale 
contracts and partnerships, such as for Cheltenham Borough Homes.  Initially, the 
function would remain relatively small, unless and until the commissioning process 
resulted in the addition of new client responsibilities. 
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7.10 The Commissioning Programme is currently working to develop a proposed 
commissioning framework and set of processes for the Council.  We recommend that 
the Council’s new framework for commissioning allows for flexibility in 
commissioning methodologies.  This will enable the Council to focus on drawing 
on the commissioning experience of its partners.  We recommend that the 
Council seek to work with partners to help support the Council’s process of 
developing its commissioning practices; this may help to provide more opportunities 
to secure access to partners’ resources and to engage in cost-effective, joint 
commissioning. 

7.11 Specifying the respective roles of commissioners and providers is critical to 
ensuring that roles, responsibilities and the competencies required of each post are 
clearly understood.  We have developed job profiles for each post in the proposed 
new structure which, in summary, envisages the following key roles in the 
commissioning framework: 

Table 5: Commissioning Roles in the Proposed New Structure 

Posts Commissioning Roles 

Strategic Directors  Responsible for a portfolio of outcomes 
(which will be flexible and subject to periodic 
review). 

 Sponsorship of commissioning projects and 
implementation programmes. 

 Overall responsibility for partnership and 
contract management for services 
associated with their portfolio of outcomes. 

AD Commissioning  Responsible for the design and operation of 
the commissioning process. 

 Ensures that elected Members and Strategic 
Directors receive effective support for their 
commissioning responsibilities. 

Provider ADs  Responsible for the design and delivery of 
services to meet the outcomes defined 
through the commissioning process. 

 Accountable for the operational management 
of provider business units. 

 Engage with, and support, the commissioning 
process. 

 

7.12 We recommend that the Council avoids a ‘hard split’ that rigidly separates 
commissioners from providers.  Instead, we recommend that commissioners and 
providers collaborate closely to enhance their understanding of citizens’ needs; of 
opportunities for innovation to achieve the outcomes required; and of opportunities to 
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work more effectively with partners.  Commissioning projects may also benefit from 
the secondment of specialists from the provider functions to join the commissioning 
project teams.  If in-house services are exposed to external competition, ‘Chinese 
walls’ and formal protocols will, of course, need to be set in place. 

7.13 We recommend that Assistant Director roles responsible for in-house public service 
provision become generic, focusing on the business and general management skills 
needed to lead a diverse portfolio of business units.  In this way, in the event that 
commissioning projects change the number or size of business units, it will be 
possible to reallocate responsibilities more flexibly. 

7.14 The new roles will require new behaviours.  As a result, in our job profiles we have 
suggested the personal attributes that would be required to supplement the 
experience, knowledge and skills and abilities needed and we suggest that these 
attributes are refined further in the development of the person specifications attached 
to the new job descriptions. 

Partnership Working 

7.15 If the Council is to address broadly-based outcomes, it will need to collaborate with 
partners and maintain its investment in partnership working.  While, initially, 
partnership working may consume significant capacity, this should be treated as an 
investment designed to deliver better long-term value-for-money.  We recommend 
that each partnership is kept under review to assess its effectiveness and its overall 
return on investment, in terms of its delivery both of benefits to citizens and of 
efficiencies. 

7.16 To help inform the Council’s investment in partnership working, we recommend that 
the Council develops an articulated philosophy of partnership working which 
sets out the relationships that the Council seeks to establish with its partners and the 
behaviours and techniques that it will deploy to help ensure that partnerships are 
mutually beneficial.  This will also serve to facilitate a close examination of 
opportunities for integrated working including at neighbourhood level. 

Value for Money 

7.17 The Council will need to retain sufficient senior management capacity to meet the 
demands of delivering on the Council’s ambitions; implementing and managing the 
new commissioning framework; and working in partnership.  However, we believe 
that significant savings in the senior management structure can be achieved by 
reaping the benefits of shared services and the streamlining of management.  
The Council has shown a strong commitment to sharing services and has made 
savings in management costs as a result.  There are also three posts in the current 
structure that are responsible for a rather narrow basket of services: the AD 
Community Services, the AD Human Resources and Organisational Development 
and the Chief Finance Officer.  We recommend a reduction in the number of AD 
posts by consolidating the functions of posts with narrow spans of control.  It should 
be noted that the implications of this change on the responsibilities and roles of third 
tier posts will need to be addressed. 
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7.18 It is recommended that a new post of AD Resources is created which initially includes 
strategic finance responsibilities, including section 151 responsibilities, along with 
internal audit.  Senior ‘resource’ posts in local government frequently manage related 
services, such as revenues and benefits, and it is recommended that these aspects 
of the Customer Access and Service Transformation Division (together with ICT and 
Customer Services) are transferred to the new Resources Division with the 
expectation that the shared support services planned in the Council’s Sourcing 
Strategy are pursued and established during phase 1. 

7.19 Once these shared support services are established, this will free the AD Resources 
to take on other strategic resources responsibilities, including HR strategy and 
Property and Asset Management.  Once fully established in phase 2, the Resources 
Division will provide a strong, integrated strategic resource planning and governance 
role. 

7.20  The programme management and service development functions, which have been 
successfully developed within the Customer Access and Service Transformation 
Division, will form core elements of the new Commissioning Division, supporting the 
programme management of the commissioning process and the ‘whole systems’ 
redesign of services to address the needs of the borough’s citizens. 

7.21 However, there will be two significant demands on capacity in the short-term: 

 To support the organisation in the transition to a strategic commissioning model, 
ensuring that the reorganisation is managed well and that the learning needs of 
the organisation and its senior managers are addressed. 

 To support the sponsor of the Sourcing Strategy in facilitating the development 
and creation of shared services. 

7.22 In the structure that we have proposed below, we recommend the creation of a 
temporary AD level post to help meet the demands of the transition to a strategic 
commissioning model and the creation of shared services.  The post of AD 
Organisational Development (OD) and Change would have particular responsibility 
for: 

 Leading the design and implementation of an OD and culture change 
programme to support the organisation in the transition to a commissioning 
model. 

 Supporting the programme management of the delivery of shared services, with 
a particular emphasis on leading business change management and the creation 
of consistent and active governance framework for the Council’s shared 
services. 

Proposed New Structure 

7.23 The requirements and recommendations set out above have been brought together 
in a proposed new management structure.  This structure: 
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 Builds on the strengths of the current management arrangements. 

 Provides clearly defined provider and commissioning roles. 

 Creates a strong and proportionate commissioning support function. 

 Reduces the number of first and second tier posts from 10.5 to 7.5 over an 
approximately 18 month period. 

 Includes the potential for a senior management post to be created to manage 
shared support services on behalf of its partners in the event that the Council is 
chosen to operate a number of ‘centres of excellence’ (in which case the 
management overhead would be shared with partners). 

 Provides additional short-term capacity to help support the transition to the new 
arrangements. 

7.24 We recommend that the reorganisation takes place over two phases with the second 
phase being implemented within approximately 18 months.  The key characteristics 
of each phase are summarised in table 6 below: 

Table 6: Phasing of the Implementation of New Structure 

Phase  Key Characteristics 

1. Interim (for up to 18 
months) 

 Number of posts is reduced from 10.5 to 8.56. 
 Includes a temporary post of AD ‘Organisational 

Development and Change’. 
 New commissioning roles and commissioning 

support division created. 
 New post of AD Resources takes on 

management of support services (until their 
transfer to shared service centres of excellence) 

2. Final  Deletion of post of AD ’Organisational 
Development and Change’ 

 AD Resources takes on responsibility for Asset 
Strategy and HR Strategy and OD. 

 Potential creation of a Head of Shared Support 
Services post, if required. 

 

                                            

 

 

6 The post of Borough Solicitor and Monitoring Officer shared with Tewkesbury Borough 
Council is treated as 0.5 fte. 
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Impact on Posts 

7.25 The impact on posts arising from the new structure would be as follows: 

 Limited change: the two posts of Strategic Director, AD Built Environment, AD 
Wellbeing and Culture, AD Operations have minor changes to their 
responsibilities, with some adjustment to the functions for which they are 
responsible. 

 Posts deleted: the posts of Assistant Chief Executive, AD Community Services, 
AD HR and Organisational Development, AD Customer Access and Service 
Transformation and Chief Finance Officer. 

 New posts created: AD Commissioning, AD Resources, AD Organisational 
Development and Change (temporary), Head of Shared Support Services (if 
required) 

7.26 It should be noted that the impact of these changes on current postholders will need 
to be formally assessed once job descriptions and person specifications have been 
developed, evaluated and approved following consultation and in accordance with 
the Council’s Change Management Policy. 

7.27 The draft new structure charts are shown at Appendix 1 for each of the two phases.  
In Appendix 2 job profiles are provided for each of the posts in the proposed new 
structure. 

Executive Development Programme 

7.28 Drawing on our assessment of the readiness of the Council’s senior management 
arrangements to meet the requirements of strategic commissioning, we have 
proposed an investment in an executive development programme to assist the 
postholders in the new management structure to become fully effective.  The key 
elements of the programme drawn from our assessment and the learning needs 
identified by current SLT members are shown in Appendix 3.  We recommend that 
this programme forms part of a wider OD programme to support the Council’s 
transition to a commissioning model. 

7.29 While it is necessary to invest sufficient time and resource to ensure that participants 
are supported to develop the skills and knowledge required to fulfil their new roles, 
we believe that ‘taught’ or ‘classroom’ based learning should be minimised, focusing 
instead on a structured, ‘action-learning’ approach.  We recommend that: 

 A commissioning competency framework is established which identifies the 
skills, knowledge and behaviours required for effective commissioning. 

 The new SLT develops its knowledge of commissioning by working collectively 
on one or two commissioning projects. 
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 That coaching and feedback is provided within those commissioning projects, 
focusing on the requirements of the commissioning competency framework. 

 That individual coaching and support is provided for individual members of SLT 
who have taken up new or altered roles. 

 That posts with particular responsibility for leading the commissioning process 
should enhance their knowledge and skills by shadowing commissioning 
exercises conducted by partners, such as the PCT. 

 The learning programme is extended, where appropriate, to other posts below 
second tier.  

Next Steps 

7.30 The Council will consider this report and its recommendations before finalising and 
consulting on detailed proposals for change in accordance with the Council’s Change 
Management Policy. 

7.31 We welcome feedback on this report and hope that it assists in the Council’s 
deliberations.
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Appendix 1 

 

Draft New Senior Management Structure 
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PROPOSED STRUCTURE – PHASE 1 

KEY REVISED ACCOUNTABILITIES AND FUNCTIONS 

Post 
Key 
Accountabilities 

Functions Managed 

Strategic Director  Strategic change 
 Portfolio of 

outcomes 
 Partnership and 

contract 
governance 

Strategic matrix management of : 
 Programme teams. 
 Partnership facilitation and 

development 
 Contract and agreement performance 

review 

AD Commissioning  Commissioning and 
partnership support 

 Policy and research 
 Communications and community 

engagement 
 Strategic land use 
 Partnership and contract management 

(inc procurement and CBH client) 
 Partnership support 
 Programme management 
 Service development 

AD OD and Change 
(temporary post) 

 Change support  HR Strategy and Organisational 
Development 

 Shared service facilitation 

AD Resources  Strategic resource 
management 

 Creation of shared 
support services 

 Strategic finance 
 Internal Audit 
 Other support services until shared 

services established: 
o ICT 
o Revenues 
o Benefits 
o Democratic Services 
o Electoral Services 
o Transactional Finance 
o Transactional HR 
o Customer Services 

AD Built 
Environment 

 Provider side 
management 

 Development Control 
 Building Control 
 Urban Design 
 Integrated Transport and Parking 
 Property and Asset Management 
 Housing enabling and strategic 

housing 

AD Wellbeing & 
Culture 

 Provider side 
management 

 Leisure @ 
 Healthy communities 
 Culture, Arts and Entertainment 
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Key 
Post Functions Managed 

Accountabilities 
AD Operations  Provider side 

management 
 Waste and Recycling 
 Landscape Services 
 Parks development 
 Cemeteries and Crematorium 
 Fleet Services 
 Public Protection 
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PROPOSED STRUCTURE – PHASE 2 

KEY REVISED ACCOUNTABILITIES, ACTIVITIES AND FUNCTIONS 

Post 
Key 
Accountabilities 

Functions Managed 

Strategic Director  Strategic change 
 Portfolio of 

outcomes 
 Partnership and 

contract 
governance 

Strategic matrix management of : 
 Programme teams. 
 Partnership facilitation and 

development 
 Contract and agreement performance 

review 

AD Commissioning  Commissioning and 
partnership support 

 Policy and research 
 Communications and community 

engagement 
 Strategic land use 
 Partnership and contract management 

(inc procurement and CBH client) 
 Partnership support 
 Programme management 
 Service development 

AD Resources  Strategic resource 
management 

 Strategic finance 
 Internal Audit 
 Property and Asset Management 
 HR Strategy and Organisational 

Development 
 Other support service functions unless 

transfer to shared service division or 
to another partner. 

AD Built 
Environment 

 Provider side 
management 

 Development Control 
 Building Control 
 Urban Design 
 Integrated Transport and Parking 
 Housing enabling and strategic 

housing 

AD Wellbeing & 
Culture 

 Provider side 
management 

 Leisure @ 
 Healthy communities 
 Culture, Arts and Entertainment 

AD Operations  Provider side 
management 

 Waste and Recycling 
 Landscape Services 
 Parks development 
 Cemeteries and Crematorium 
 Fleet Services 
 Public Protection 
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Key 
Post Functions Managed 

Accountabilities 
Head of Shared 
Support Services (if 
required) 

 Shared support 
service delivery 

 If CBC is responsible for extensive 
Centres of Excellence, eg: 
o ICT 
o Revenues 
o Benefits 
o Democratic Services 
o Electoral Services 
o Transactional Finance 
o Transactional HR 
o Customer Services 
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SUMMARY JOB PROFILES FOR POSTS IN THE 
PROPOSED NEW STRUCTURE 
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Summary Job Profiles 

Introduction 

We have prepared summary job profiles for the posts within the proposed new 
structure shown at Appendix 1.  These job draft profiles provide the basis for the 
development of detailed job descriptions and person specifications.  The job profiles, 
which are largely consistent with the Council’s standard structure for job descriptions 
and person specifications, contain the following elements: 

 Strategic job purpose: a summary of the key objectives for each post. 

 Strategic outcomes impacted: a summary of the outcomes which the post will 
be expected to contribute to.   

 Functional responsibilities: the service areas for which the post holder will be 
responsible. 

 Key competencies: the specific knowledge, experience, skills and abilities and 
attributes that would enable a post holder to perform the role successfully. 

Notes on the Job Profiles 

The job profiles are designed to summarise the key aspects of the posts in the 
context of the Council’s adoption of a strategic commissioning framework.  They are 
not exhaustive and are designed to provide a framework for the development of an 
integrated set of job descriptions and person specifications.  We have not included a 
number of smaller functions whose design and location will need to be considered 
further once any changes to third and fourth tier posts are considered in detail. 

The post of Borough Solicitor and Monitoring Officer, which is shared with 
Tewkesbury Borough Council has not been included and is unlikely to require review 
in the light of the proposed new structure.  A job profile for the Head of Shared 
Support Services is also not included.  If required, this would need to need to be 
developed in the light of the service mix and vision for the partnership, ideally in 
collaboration with the Council’s partners. 

The strategic outcomes within each job profile are largely based on the outcomes in 
the Council’s Corporate Strategy.  While they can be expected, in general, to be 
consistent from year to year, they will require periodic updating. 

To supplement the key competencies in each job profile, a set of standard generic 
competencies has been prepared.  These can be used to supplement the person 
specification criteria for each post. 

The “functional responsibilities” list the key service areas for which the post holder 
would be responsible and may not reflect their current titles. 
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Generic Competencies for Posts in New Structure 

Standard Competencies (to Supplement Job-Specific Competencies) 

1. Knowledge 
 Knowledge and understanding of the service and financial framework for 

local government and public services in general  
 Understanding of the political and democratic environment in which public 

sector bodies operate  
 Understanding of the principles of strategic commissioning 

2. Experience 
 Experience of operating successfully within political, corporate, policy and 

financial constraints 
 Track record of successful change management 
 Track record of making a positive impact on hostile interest groups and 

having sought and won active political engagement 
 Track record of personal leadership in achieving equality and diversity in 

service delivery and employment opportunity  
 Experience of working effectively in co-operation with wide range of 

internal and external bodies and statutory and non-statutory organisations 
3. Skills and Abilities 

 Outstanding communication and networking skills  
 Ability to understand and engage with a variety of audiences  
 Ability to think, plan and act strategically  
 Ability to foster and champion innovation 

4. Attributes 
 Personal commitment to public service values and a desire to serve all 

Cheltenham’s communities  
 Personally credible with high degree of integrity 
 Reflective and in touch with own psychology and reads and responds to 

group dynamics  
 Tolerates, and manages within, complexity 
 Leads in open manner and capable of working in partnership role other 

than leader 
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Post: Strategic Director 

Strategic job purpose Key competencies 

1. To support the Council in enabling Cheltenham to deliver a sustainable 
quality of life, where people, families, their communities and businesses 
thrive. 

2. To ensure that elected Members are supported by the organisation to 
ensure the effective implementation of agreed policies. 

3. To foster effective working with partners, particularly the Cheltenham 
Strategic Partnership, to deliver agreed outcomes. 

4. To act as the Council’s lead commissioner for the Strategic Director’s 
portfolio of outcomes and to direct the necessary programmes of change. 

5. To support the Chief Executive in ensuring and developing the 
effectiveness, efficiency and economy of the Council. 

Strategic outcomes impacted by the Strategic Director 

1. Working to secure value for money and deliver the best possible outcomes 
that meet the needs of our citizens, communities and service users. 

2. The council delivers cashable savings, as well as improved customer 
satisfaction overall and better performance through the effective 
commissioning of services. 
 

In addition, the post holder will be allocated a portfolio of strategic outcomes 
which will be subject to periodic review and adjustment. 

Functional responsibilities 

1. Principal adviser to the Council for their portfolio of outcomes. 
2. Sponsorship and programme direction of programme teams for 

commissioning and change programmes. 
3. Oversight and assurance of the governance of a portfolio of contracts and 

partnership agreements. 
4. Coaching and developing the Council’s senior managers. 

Knowledge 
 Knowledge of local government, public sector and VCS activities, 

responsibilities and operations 
 Understanding of service commissioning frameworks. 
 Knowledge and understanding of market mechanisms, sourcing, 

procurement and contract management practices. 
 Knowledge of programme and change management techniques.  
Experience 
 Delivered significant change programmes. 
 Commissioned services with positive results. 
 Conducted complex procurement exercises. 
 Successfully stimulated and managed markets. 
 Experience of strategic budget and cost analysis and of delivering cost 

savings. 
Skills and Abilities 
 Able to build lasting and positive partnerships 
 Able to interpret, assimilate and integrate outcomes sought by partners  
 Imposes clarity and structure on complex ideas 
 Ability to evaluate needs analysis and research data and facilitate 

exploration of innovative approaches 
Attributes 
 Facilitative, persuasive and democratic in manner  
 Drive, motivation and able to enthuse others 
 Commands the confidence of members and partners 
 Tactical nous and judgement 

 



Senior Management Structure Review 

 Post: AD Commissioning 

Strategic job purpose Key competencies 

1. To ensure the Council’s strategic planning framework addresses the 
needs of its citizens. 

2. To support the Council in ensuring that all services are commissioned in 
line with identified outcomes and are effective, efficient and economic. 

3. To ensure that partnership working is supported and is central to 
commissioning decision-making. 

4. To ensure the sound operation of the Council’s strategic commissioning 
process. 

Strategic outcomes impacted by the division 

1. The council delivers cashable savings. 
2. Improved customer satisfaction and better performance through effective 

commissioning of services. 
3. Commissioning decisions are made which address the outcomes identified 

in the corporate strategy. 
4. Partnership working is fully integrated with the developing commissioning 

framework. 
5. Our residents enjoy a strong sense of community and feel involved in 

resolving local issues 

Functional responsibilities 

Commissioning and partnership support: 
1. Policy and research 
2. Communications and community engagement 
3. Strategic land use 
4. Partnership and contract management (including procurement and 

CBH client) 
5. Partnership support 
6. Programme management 
7. Service development 

Knowledge 
 Knowledge of service commissioning methodologies and frameworks. 
 Knowledge and understanding of sourcing and procurement processes 

and contract management practices.  
 Knowledge of developments in the commercial and VCS markets. 
Experience 
 Experience of commissioning services with positive results. 
 Conducted complex procurement exercises. 
 Successfully stimulated and managed markets. 
 Experience of strategic budget management and of evaluating competing 

budgetary priorities within tight financial limits 
Skills and Abilities 
 Able to build lasting and positive partnerships 
 Able to articulate and integrate benefits required by partners  
 Imposes structure on complex ideas 
 Ability to analyse data and test for causality and inference  
Attributes 
 Facilitative, persuasive and democratic in manner  
 Drive, motivation and savvy, able to enthuse others and drive 

commissioning 
 Recognises and articulates own psychology and reads and responds to 

group dynamics 
 Commands the confidence of members and partners 
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Post: AD Operations 

Strategic job purpose Key competencies (Provider) 

1. To act as the council’s lead officer for enhancing and protecting the 
environment 

2. To act as the council’s lead officer for safer communities. 
3. To ensure that service management and development; policy advice and 

formulation; and resource management are informed by the council’s 
strategic priorities. 

4. To ensure that all business units within the division are run in an effective, 
efficient and economic manner. 

5. To ensure that business units are developed and perform in accordance 
with the outcomes and standards established through the council’s and/or 
other partners’ commissioning frameworks. 

Strategic outcomes impacted by the division 

1. Cheltenham has a clean and well-maintained environment. 
2. Carbon emissions are reduced and Cheltenham is able to adapt to the 

impacts of climate change. 
3. Cheltenham’s natural and built environment is enhanced and protected 
4. Communities feel safe and are safe 

Functional responsibilities 

Provider side management of business unit portfolio: 
 Waste and Recycling 
 Landscape Services 
 Parks Development 
 Cemeteries and Crematorium 
 Fleet Services 
 Public Protection 

Knowledge 
 Understanding of statutory and legislative framework for the areas of 

responsibility 
 Technical knowledge of service areas 
 Knowledge of quality management and systems thinking 
 Knowledge of developments in their market sector 
Experience 
 Experience of managing a relevant service 
 Experience of effectively managing budgets and delivering efficiencies 
 Experience of managing and supporting people 
 Experience of building productive partnerships 
Skills and Abilities 
 Ability to review and evaluate results against quality standards and to take 

decisive action to ensure that outcomes are achieved 
 Ability to create a climate where employees are involved, empowered and 

committed 
 Ability to apply an imaginative and flexible approach to service delivery 
 Skilful negotiator and ability to positively influence the perceptions of 

people internally and externally 
Attributes 
 Entrepreneurial approach to service design and business development 
 Passion for delivering excellent customer service 
 Sales savvy and acumen 
 Resilience in the face of change and uncertainty 
 Commands the confidence of members, staff and customers 
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Post: AD Organisational Development and Change (For Phase 1) 

Strategic job purpose Key competencies  

1. To act as the lead officer for the organisational and HR changes 
necessary as Cheltenham becomes a Strategic Commissioner. 

2. To ensure that policy advice and formulation and resource 
management are informed by the council’s strategic priorities. 

3. To ensure that all functions within the division are run in an 
effective, efficient and economic manner. 

4. To lead the facilitation of shared services. 

Strategic outcomes impacted by the division 

1. The council delivers cashable savings through the effective 
commissioning of services including the effective implementation 
of shared services in support of the Council’s Sourcing Strategy. 

2. Better performance leading to overall improved customer 
satisfaction. 

3. Skilled, engaged and informed and flexible workforce able to 
adapt to commissioning decisions. 

Functional responsibilities 

Providing change support to assist the organisation to develop into 
an effective commissioner of services including: 

 HR Strategy and Organisational Development 
 Shared service facilitation 

Knowledge 
 Up to date knowledge of statutory and legislative framework for the areas of 

responsibility 
 Technical knowledge of change management techniques and shared service 

delivery  
 Knowledge of quality management and systems thinking. 
 Knowledge of developments in commissioning practice and shared services. 
Experience 
 Experience of developing successful, business-focused HR strategies. 
 Track record of the successful design of change management strategies 
 Experience of building constructive relationships and negotiating effectively with 

Trade Union and staff representatives 
 Experience of managing and supporting people 
 Experience of building productive partnerships 
Skills and Abilities 
 Ability to review and evaluate results against quality standards and to take decisive 

action to ensure that outcomes are achieved 
 Excellent coaching and mentoring skills 
 Ability to create a climate where employees are involved, empowered and committed 
 Skilful negotiator and ability to positively influence the perceptions of people 

internally and externally 
Attributes 
 Pragmatic and creative approach to service design and business development. 
 Personal credibility with a high degree of integrity 
 Resilient and resourceful  in the face of conflict and uncertainty 
 Commands the confidence of members, staff and partners 
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Post: AD Resources 

Strategic job purpose Key competencies 

1. To act as the lead officer for strategic resource management with s151 
responsibility for ensuring the sound management of the Council’s 
finances. 

2. To ensure that resource management decisions are informed by the 
council’s strategic priorities. 

3. To ensure that all functions within the division are run in an effective, 
efficient and economic manner. 

4. To ensure the smooth transition from in-house to shared services. 

Strategic outcomes impacted by the division 

1. The council delivers cashable savings identified in the MTFS through the 
implementation of the ‘Bridging the Gap’ programme 

2. Better performance leading to overall improved customer satisfaction. 
3. Better performance through the implementation of the sourcing strategy, 

including the successful establishment of shared services. 

Functional responsibilities 

Strategic resource management 
 Strategic finance 
 Internal Audit 
 Property and Asset Management (from phase 2) 
 HR Strategy and OD (from phase 2) 

Other support services until shared services established: 
 ICT 
 Revenues 
 Benefits 
 Democratic Services 
 Electoral Services 
 Transactional Finance 
 Transactional HR 
 Customer Services 

Knowledge 
 Up to date knowledge of statutory and legislative framework for the areas 

of responsibility 
 Technical knowledge of service areas 
 Knowledge of quality management and systems thinking 
 Knowledge of sector developments in shared services 
 Thorough understanding of commissioning practices 
Experience 
 Experience of developing successful, business focused support service 

strategies. 
 Experience of effectively managing budgets and delivering efficiencies 
 Experience of managing and supporting people 
 Experience of building productive partnerships to develop services within 

corporate and community strategies 
Skills and Abilities 
 Ability to review and evaluate results against quality standards and to take 

decisive action to ensure that outcomes are achieved 
 Ability to create a climate where employees are involved, empowered and 

committed 
 Skilful negotiator and ability to positively influence the perceptions of 

people internally and externally 
Attributes 
 Pragmatic and thorough approach to service design and business 

development 
 Clear strategic thinker 
 Personal credibility with a high degree of integrity 
 Resilient in the face of uncertainty 
 Commands the confidence of members, partners, staff and customers 
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Post: AD Wellbeing and Culture 

Strategic job purpose Key competencies 

1. To act as the council’s lead officer for enhancing the provision of arts and 
culture 

2. To act as the council’s lead officer for the promotion of healthy lifestyles   
3. To ensure that service management and development; policy advice and 

formulation; and resource management are informed by the council’s 
strategic priorities. 

4. To ensure that all business units within the division are run in an effective, 
efficient and economic manner. 

5. To ensure that business units are developed and perform in accordance 
with the outcomes and standards established through the council’s and/or 
other partners’ commissioning frameworks. 

Strategic outcomes impacted by the division 

1. Cheltenham attracts more visitors and investors. 
2. People are able to lead healthy lifestyles through greater opportunities for 

participation in sport and physical activities. 
3. Arts and culture are used as a means to strengthen communities, 

strengthen the economy and enhance and protect our environment. 
 

Functional responsibilities 

Provider side management of business unit portfolio: 
 Leisure @ 
 Healthy Communities Partnership 
 Arts and Tourism 
 Entertainment 

Knowledge 
 Understanding of statutory and legislative framework for the areas of 

responsibility 
 Understanding of the role that arts and culture plays in economic 

development 
 Understanding of the role of sport and healthy lifestyles play in 

strengthening communities 
 Knowledge of quality management and systems thinking 
 Knowledge of developments in their market sector 
Experience 
 Experience of managing a relevant service 
 Experience of effectively managing budgets and delivering efficiencies 
 Experience of managing and supporting people 
 Experience of building productive partnerships 
Skills and Abilities 
 Ability to review and evaluate results against quality standards and to take 

decisive action to ensure that outcomes are achieved 
 Ability to create a climate where employees are involved, empowered and 

committed 
 Ability to apply an imaginative and flexible approach to service delivery 
 Skilful negotiator and ability to positively influence the perceptions of 

people internally and externally 
Attributes 
 Entrepreneurial approach to service design and business development 
 Passion for delivering excellent customer service 
 Marketing flair 
 Personal credibility with a high degree of integrity 
 Resilience in the face of change and uncertainty 
 Commands the confidence of members, staff and customers 
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Post: AD Built Environment 

Strategic job purpose Key competencies 

1. To act as the council’s lead officer for ensuring that the borough’s built and 
natural environment is enhanced and protected. 

2. To ensure that service management and development; policy advice and 
formulation; and resource management are informed by the council’s strategic 
priorities. 

3. To ensure that all business units within the division are run in an effective, 
efficient and economic manner. 

4. To ensure that business units are developed and perform in accordance with the 
outcomes and standards established through the council’s and/or other partners’ 
commissioning frameworks. 

Strategic outcomes impacted by the division 

1. Cheltenham’s natural and built environment is enhanced and protected. 
2. Changes to the built environment are managed and facilitated in line with the 

Joint Core Strategy. 
3. People have increased access to decent and affordable housing.  
4. Improved access and transport options for residents and visitors. 
5. Reduction in carbon emissions in line with the council’s commitments. 
6.  Delivery of the Civic Pride project. 

Functional responsibilities 

Provider side management of business unit portfolio: 
 Development Control 
 Planning Enforcement and Appeals 
 Urban Design 
 Integrated Transport and Parking 
 Heritage and Conservation 
 Housing Enabling and strategic housing 
 Building Control 
 Property and Asset Management (Phase 1 only) 
 Land Charges 

Knowledge 
 Understanding of statutory and legislative framework for the areas of 

responsibility 
 Technical knowledge of service areas 
 Knowledge of quality management and systems thinking 
 Knowledge of developments in their market sector 
Experience 
 Experience of managing a relevant service 
 Experience of effectively managing budgets and delivering 

efficiencies 
 Experience of managing and supporting people 
 Experience of building productive partnerships 
Skills and Abilities 
 Ability to review and evaluate results against quality standards and 

to take decisive action to ensure that outcomes are achieved 
 Ability to create a climate where employees are involved, 

empowered and committed 
 Ability to apply an imaginative and flexible approach to service 

delivery 
 Skilful negotiator and ability to positively influence the perceptions of 

people internally and externally 
Attributes 
 Entrepreneurial approach to service design and business 

development 
 Passion for delivering excellent customer service 
 Sales savvy and acumen 
 Personal credibility with a high degree of integrity 
 Resilience in the face of change and uncertainty 
 Commands the confidence of members, staff and customers 
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OUTLINE EXECUTIVE DEVELOPMENT PROGRAMME 



Senior Management Structure Review 

Introduction 

Drawing on our assessment of the Council’s senior management arrangements 
to meet the requirements of strategic commissioning, we have proposed an 
investment in an executive development programme to assist the postholders in 
the new management structure to become fully effective.  The key elements of 
the programme are drawn from our assessment and the learning needs identified 
by current SLT members. 

Delivery Methods 

While it is necessary to invest sufficient time and resource to ensure that 
participants are supported to develop the skills and knowledge required to fulfil 
their new roles, we believe that ‘taught’ or ‘classroom’ based learning should be 
minimised, focusing instead on a structured, ‘action-learning’ approach.  We 
recommend that: 

1. A commissioning competency framework is established which identifies the 
skills, knowledge and behaviours required for effective commissioning. 

2. The new SLT develops its knowledge of commissioning by working 
collectively on one or two commissioning projects. 

3. That coaching and feedback is provided within those commissioning projects, 
focusing on the requirements of the commissioning competency framework. 

4. That individual coaching is provided for individual members of SLT who have 
taken up new or altered roles. 

5. That posts with particular responsibility for leading the commissioning 
process should enhance their knowledge and skills by shadowing 
commissioning exercises conducted by partners, such as the PCT. 

Individual members of SLT will have particular learning needs associated with 
their new roles and we would recommend that these are addressed within 
personalised individual development plans that would include both the individual 
and group learning that will be undertaken. 
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Part 1: Development Needs for Commissioning Cycle 

For the assessment of the senior managers’ readiness to undertake the various 
activities in the commissioning cycle, we have relied on the responses to the 
structured questionnaire.  Using Red, Amber or Green (RAG) ‘traffic light’ 
descriptors, we have indicated those areas where the perceptions of the group 
were largely positive (green) and those where the perceptions were less than 
predominantly negative or positive (amber). 

Figure 1: Readiness Assessment for Commissioning Cycle 

 

Overall, there were predominantly positive perceptions of their and the 
organisation’s ability to manage the review phase.  There were, though, areas in 
which a significant proportion of respondents lacked experience, knowledge or 
confidence.  We recommend that the development programme addresses in 
particular the following elements of the commissioning cycle as follows: 

Stages of Cycle Learning Needs 

Analyse  Methods for analysing need and analysing and 
defining outcomes. 

 Techniques for reviewing the use of resources to 
deliver improved outcomes. 

 Knowledge of overall public service delivery 
arrangements in the area and their effectiveness. 

 Techniques for assessing the effectiveness of 
services. 

 Joint prioritisation with partners. 

Plan  Understanding of the application of gap analysis 
techniques. 

 Refining techniques for stakeholder engagement. 

 Service modelling, quality management and service 
design. 
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Stages of Cycle Learning Needs 

 Techniques for facilitating and generating 
innovation. 

Do  Approaches to the procurement of services. 

 Knowledge of alternative service delivery models. 

 Exploring the potential for contracting for outcomes 
and managing risk.  

 Knowledge of processes for operating pooled 
budgeting and joint commissioning. 

Review  Understanding techniques for ensuring the effective 
management of contracts and partnership 
agreements. 

 Understanding the social return on investment. 

 Techniques for assessing the delivery of outcomes. 
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Part 2: Development Needs for Commissioning 
Competencies 

In assessing the Council’s readiness to meet the cross-cutting competencies for 
commissioning summarised in figure 2, evidence has been drawn from interview 
responses, our knowledge of the Council from the information provided and 
responses to the structured questionnaire.  Our assessment of the RAG status of 
the capacity and competencies for each of the dimensions is shown below: 

Figure 2: Readiness Assessment for Commissioning Competencies 

 

While there are a number of areas for development, we have found a number of 
significant strengths that provide a sound basis for the successful 
implementation of strategic commissioning.  The Council has a positive attitude 
to working in partnership; has developed systems thinking knowledge; has 
developed sound programme management skills and shown resilience when 
facing significant change or adversity.  While it will be valuable for SLT members 
to reflect on all aspects of these cross-cutting competencies, the following areas 
should be focused on in particular: 

Competency Learning Needs 

Partnership  Developing the principles of partnership together 
and focusing on understanding the techniques 
and behaviours needed for effective 
partnerships. 

 Exploring opportunities for extending 
collaboration and partnership working across the 
Council’s services. 

 Understanding the work of the CSP and its 
partners and the opportunities for collaboration 
with the VCS. 
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Competency Learning Needs 

Service Design  Understanding ‘whole systems’ approaches, 
working with partners. 

 Tolerating and managing within complexity. 

Change  Technique for effective collaboration within multi-
agency commissioning projects. 

 Managing strategic ‘narratives’ through the 
change process. 

 Reflecting on the group psychology and 
dynamics of change. 

Stakeholders  Exploring models for ensuring effective political 
oversight and governance for the commissioning 
process. 

 Understanding the variety of methods for 
engaging with and securing the commitment of 
citizens and other stakeholders. 

Resilience  Considering methods of managing decision-
making in controversial commissioning projects. 
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NOTES 

 

 

 

1 Cheltenham Borough Council Organisational Assessment 2009, Audit Commission. 
2 Sustainable Community Strategy, 2007 
3 Sustainable Community Strategy, 2007 
4 Sustainable Community Strategy, 2007 
5 Cheltenham Borough Council Organisational Assessment 2009, Audit Commission, p2. 
6 “2010 to 2015 Corporate Strategy”, Cheltenham Borough Council, p6 
7 “2010 to 2015 Corporate Strategy”, Cheltenham Borough Council, p5 
8 “2010 to 2015 Corporate Strategy”, Cheltenham Borough Council, p5 
9 “2010 to 2015 Corporate Strategy”, Cheltenham Borough Council, p50 
10 2010 to 2015 Corporate Strategy”, Cheltenham Borough Council, p10 
11 “Place-based budgets”, Local Government Association, June 2010, p30 
12 “Key Activities in Commissioning Social Care”, Care Services Improvement Partnership, 2007, 
p15  
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