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How not to do it!
G

e Denial - keep plan quiet/embarrassed
- not core business

No coherent/planned approach — no milestones,
objectives, timescales

Internal focus — no involvement with stakeholders
Lack of honesty about problems — all spin
Failure to engage all employees




The Right Approach

e Comprehensive/coordinated approach
- project management

Clear leadership and direction
Engage stakeholders — consultation
Inform and mobilise employees
Allocate resources

Training for key employees

External challenge

Internal - Members
]

e Need for active engagement — REPAG
e Regular briefings — presentations on projects
e Progress reports to Cabinet prior to Interim Board

e All members copy of progress reports and notes from
Interim Board




Internal — Corporate Management
Team

e CMT —in steering group mode

e Overall CMT Champion to drive recovery plan —
Assistant Chief Executive

e Each project has - Champion
Project leader
Project team

e Process underpinned by project management
methodology

Internal — Project Leaders
|

e Supported — liberated to act

e Commitment to share information and learning —
regular meetings

e Interdependencies project
e But pressure on small number of key staff




Internal - Employees

e Engaged - OD workshops — six themes
- close correlation with existing
projects
e Commitment — acknowledgement at all levels that
there needs to be change

e Keptinformed - Team Spirit
- Plan on internet
- Team briefing

External — Interim Board

e Provides - focus/challenge

- support/advice

- transparent — explore problems
e Monthly meetings with clear follow up
e Resource hungry

e Provide other channels into the council to build
confidence in recovery




External - Stakeholders

e WBSP - presentation to joint strategy
board on recovery plan

- open and honest debate
- plan revised
e WBSP stakeholders — 1800 leaflets sent
out

e Public — “Your Council 2003/2004’ booklet summary of
plan and access to full plan on Internet

Government Departments
.|

e Very close working on specific service issues
e Not always joined up

e Meaningful support

e ‘Missing in Action’




Learning (1)
.|

e Change is a friend and not an enemy. A recovered
Walsall will be one where most people will appreciate
the need to make change their friend

e We have sought out the imperative for change that
exists within any organisation

e A critical mass of members actively want to change

Learning (2)
|

e Officers had taken their lead from the tone and culture
of leading members

e The political culture of the Council is becoming more
positive about change; willing to prioritise and consider
a more mixed approach to service delivery

e They recognise the very different ways in which
services can be delivered and so best value has a
better chance of being delivered




Learning (3)
|

e While some closer to the recovery plan feel
that much has changed, in fact many things
have stayed just the same for some people

e The submerged belief: that after this bit of
change, the change will stop

Learning (4)
|

e Political and managerial leadership must work at the
same strategic pace and in the same direction
otherwise the whole change process will falter

e The Leader is seen and heard by other leading
officers. This happens alongside the CEO and other
interim management team members

e The coalition for change needs constant reworking and
redeveloping




Learning (5)
.|

e If we want the organisation to have any
coherence, we have to provide meaning for
the whole authority

e \We will know when recovery means
something for the organisation when
colleagues feel that it is something they can
sum up in a story

Learning (6)
|

e We have a strong belief in the direction and
purpose of change

e Employees who are going to make that change
must own the change themselves

e We now have activities outside of the
established hierarchy and involve change
champions from across the organisation




Learning (7)
.|

e Language has been crucial — “we” is a
favourite word

e Listening has been a vital discipline

e Willingness to communicate and make
ourselves understood has required patience

e \We wanted to be told things, so we did not
ignore the messages

Learning (8)
|

e Some of our key skills have been about
motivating, listening, communicating clearly

e People who want change are everywhere in
the organisation and have had a different
experience of leadership compared to before —
and we do treat them as special

e They are allies for change and are treated as
such




