Appendix 1 - Policy Impact Assessment Screening Matrix
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Mark Sharwood, Public Service Development Manager
	1.
	Area Affected

	
	

	1.1
	Not applicable.

	
	

	2.
	Purpose of Report

	
	

	2.1
	To seek approval to put in place a collaboration framework which will be used to help ensure that there is a clear rationale for entering into collaboration with other organisations and to monitor that the expected benefits are being achieved.

	
	

	3.
	Key Messages

	
	


· Presently there is not a consistent approach to ensuring the anticipated costs, benefits and accountability arrangements are part of a formal decision making process when deciding on whether to enter into a collaborative arrangement.
· No formal system for corporate monitoring of the compliance, performance and/or expected outcomes of significant collaborative projects or services is in place.
· A Wales Audit Office report highlights these gaps for both small and large scale collaborations and proposes that a system is put in place.

	
	

	4.
	Background

	
	


· core service delivery standards not being met;

· cost the council money

· failing to adhere to all legislative/ governance requirements

· lose out on the potential benefits of collaboration i.e. reduced cost or increased expertise; and

· have an adverse effect on the Council’s reputation.

	
	

	5.
	Issues and Findings 

	
	


· Large scale collaborative projects or services should be monitored corporately because they have a significant impact on corporate finance, accountability, performance, citizens/service users and reputation.  Smaller scale collaborations should be monitored by the relevant service.
· There should be a clear understanding of the reasons for entering into collaboration and understanding of the subsequent benefits accruing as a result of the collaboration.
· The framework should be flexible enough to reflect the potentially large variation in the types of services/projects that could be collaboratively provided.
· It should be easy to administer but have the vigour required to ensure clear accountability and decision making arrangements are in place.

· Co-location of services - joint use of assets but separate service provision, e.g. social work office located within health centre.
· Joint provision of services - services are provided jointly by two or more organisations or through a separate new organisation, e.g. the South East Wales Adoption Service (Torfaen, Monmouthshire and Blaenau Gwent).
· Provision of specialist services - specialist services are provided either more effectively in a larger geographic area (e.g. GWICES for independent living equipment) or scarce skills and resources are used to cover services across a wider area (e.g. Gwent wide combined Trading Standards) 
· Provision of emergency or out-of-hours cover - services at specific times are provided across a wider area to make better use of a scarce resource, e.g. out-of-hours homelessness cover, social work cover and emergency crisis helplines.
· Cross public sector provision - services are provided to partnerships or other public sector organisations within spare capacity of the lead organisation, e.g. councils cleaning police offices, provision of financial and treasury services to police and fire services).
· Process simplification or standardisation - organisations working together to streamline or simplify processes, e.g. cross-Ayrshire process for fast tracking Building Warrants.
· Training - training could fit into some of the other categories, however, there are a number of different potentially significant shared training examples in public services that suggests it may be a category in its own right.  E.g. specialist training in areas such as trading standards or child protection which may lead to a range of benefits to the collaborating partners.

	
	


5.7
Corporate Collaboration Framework Diagram
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1. Improved resource efficiency/utility (cost, staff and/or assets).
2. Increased function or service efficiency/performance.
3. Change in demand for service.
4. Improved citizen / service user outcome (including consideration of client vulnerability).
5. Government imperative - UK or Welsh Government policy, law, condition of funding etc. may require entering into collaborative arrangements.
6. Risk Reduction - there is a risk (or risks) that might be mitigated or managed by entering into a collaborative endeavour e.g. financial pressure, change in legislation, technological, work force.

· the rationale (please see the criteria suggested above)
· potential costs
· potential benefits (including a description of unquantifiable benefits)
· analysis of the possible alternative models of delivery
· initial thoughts on the basis for resource allocation
· initial thoughts on exit strategy thresholds

· A statutory service or activity.
· A whole (or significant proportion) of a current service.
· The collaboration is likely to require an annual budget >£500,000.
· The collaboration would affect more than 20 employees.
· The collaboration would make a significant contribution to a corporate performance indicator/measure.


a) exit the collaborative arrangements
b) increase investment into the collaborative arrangements; or
c) carry on with the current arrangement;

· Resource requirements (financial, staff, assets)
· Performance targets;
· Compliance issues;
· Achievement of citizen or service user outcomes

· No school in Band 5.
· All current Band 4 schools moved up out of band.
· Level 2 maths raised to at least current Level 2 English / Welsh.
· On leaving primary school every child a reader and every child numerate and for all schools the gaps halved between free school meals (FSM) and non FSM performance.

1. Proposal Stage – the initial proposal is outlined and a decision made on whether to continue.  This would include initial thoughts on the rationale for entering into collaborative arrangements, costs, benefits, and governance arrangements.
2. Detailed Planning Stage – a period of intense activity which is likely to include rounds of negotiations and decisions between the partners to build up the detailed arrangements for the delivery of a collaborative service.  More detailed understanding of the costs, benefits, resource allocation and governance arrangements will be gained.
3. Final Decision Stage – the final decision made by Cabinet or Council based on the detailed plans and including corporate monitoring and review arrangements.
4. Implementation and Monitoring Stage – the implementation of the collaborative service and the monitoring of progress, performance and compliance.


· A description of the project or service(s) involved and the nature of the likely collaborative arrangements (if known).
· A description of the rationale for entering into collaborative arrangements.
· An outline of any other options available to deliver the project or service(s).
· The likely costs and benefits to Torfaen of entering into collaborative arrangements
· Potential governance models so that both operational and political control is understood.
· Indicative exit strategy threshold criteria.
· Indicative criteria or principles for the allocation of resources.

· Rationale for entering into collaborative arrangements.
· Option appraisal on arrangements for delivery.
· The parameters of the service or activity to be shared alongside the operational details.
· The implementation arrangements including financial, legal, staff, assets and any other corporate support requirements.
· Costs and benefits to Torfaen of entering into collaborative arrangements.
· Performance measures, targets and monitoring arrangements.
· Governance arrangements so that both operational and political control is understood.
· Exit strategy threshold criteria.
· Criteria or principles for the allocation of resources.

· The details of the project or service(s) to be delivered
· The delivery vehicle for the collaboration
· The resourcing arrangements (finance, staff and assets)
· Governance arrangements
· Exit Strategy (with thresholds for invoking a decision making process)
· Performance monitoring against the expected benefits, relevant performance measures and service standards.
· Compliance monitoring.
· Review of progress.

· Performance measures and targets to be monitored.
· Review progress against the expected costs and benefits and exit strategy thresholds.
· Monitoring of compliance with financial, legal, HR and governance requirements.
· Review of implementation progress to establish whether it is delivering against expectations in year 1, year 2 etc.
· Scrutiny of progress in the implementation or performance of the collaboration or performance and impact upon citizens or service users.
	At this stage, the corporate improvement team would be involved in setting up a Collaboration Monitor on Ffynnon as part of the corporate governance framework. 

It would follow the decision making process and store the relevant documentation at each stage and also to include the programme/performance measures linking to the appropriate service plans and corporate plan objectives.


	

	6.
	Consultation

	
	


1. Chief Executive – the Chief Executive made the request for the collaboration framework to be drawn up and following her involvement, it was taken to the Leadership Team for their views.
2. Leadership Team – the Leadership Team agreed that the collaboration framework would be beneficial and suggested some changes to the stages which have been reflected in section 5.
3. Monitoring Officer – the Monitoring Officer thought that it would be a good idea to share the draft collaboration framework with colleagues in the SE& Mid Wales shared legal services collaboration project.  No adverse comments were received.

	
	

	7.
	Policy Impact Assessment

	
	


1. Partnership/Collaboration impact is significant
2. It is significant because it will give the Council the ability to establish a clear rationale for entering into collaboration including costs, benefits and accountability arrangements to enable decision to be made.  Also establishment of monitoring costs, benefits and accountability arrangements to ensure collaboration is effective.

3. There are no direct impacts on people or the environment in the establishment of the framework.  However, the framework will help make sure that collaborative activity is effective for Torfaen’s people and the environment.

4. The effectiveness of the corporate collaboration framework will be monitored – the views of Chief Officers, improvement officers, finance officers and legal officers in understanding whether they feel there is better decision making and effective governance of collaborations as a result of the framework would be required.
5. No additional action can be taken at present, it might be that some changes are required following a period of operation and any issues are able to be identified.

	
	

	8.
	Risks 

	
	

	8.1
	If the proposal is not accepted, there is a risk that Torfaen will be unable to monitor the costs, benefits or accountability of collaborative activities.  This could lead to not being able to make effective decisions concerning the future quality of services available to support Torfaen residents and the ability to manage Torfaen resources (money, people, and assets).

	
	

	9.
	Action to be taken following decision

	
	


· The decision will be reported to Audit Committee who will be receiving the Wales Audit Office report.

· The necessary document templates and guidance will be drawn up.
· Ffynnon will be updated to include a collaboration monitor.

· Chief Officers, heads of service, democratic services officers, finance officers, improvement officers and legal officers will need to be informed of the process.

· Regular monitoring of the framework will be required to establish its effectiveness.

· A ‘start date’ for implementation will be required following the establishment of the document templates and guidance.  There is some collaboration activity that is currently being discussed that has a short timescale (e.g. Gwent multi-agency missing children), and it would be prudent to apply some of the principles outlined in this report to make sure element such as:

· Resource allocation decisions/principles.
· Governance arrangements.
· Agreed performance measures.

· Exit strategy criteria.

· Monitoring framework.

	
	

	10.
	Measures of Success

	
	

	10.1
	The corporate collaboration framework will support the Council’s governance and accountability arrangements.  The implementation of the corporate collaboration framework will enable future collaborative activity to be monitored and therefore help make sure the Council is entering into effective and accountable partnership with other organisations.

	
	

	11.
	Conclusion/summary

	
	


1. Establish a process for deciding on whether the Council should enter into a significant collaborative service.
2. Establish a set of criteria for putting forward a clear rationale for the need to investigate the potential for entering into collaboration.

3. Identify the costs and benefits expected from entering into collaborative arrangements and monitoring to see if they are being achieved.

4. Clarify the governance arrangements of a collaboration including decision making, resource allocation, monitoring of progress and potential discussions on an exit strategy.

5. The process and structure suggested in the proposal meets these objectives.

	
	

	12.
	Recommendation(s)

	
	

	12.1
	That Cabinet agrees to the establishment and implementation of the corporate collaboration framework as set out in this report.
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	Type of impact
	Significance of impact
	

	Theme
	Criteria
	Positive +

Negative –

None NA
	High H
Low L
	Notes

	Resource Implications
	Legislation
	NA
	
	Collaboration – ability to establish clear rationale for entering into collaboration including costs, benefits and accountability arrangements to enable decision to be made.  Also establishment of monitoring costs, benefits and accountability arrangements to ensure collaboration is effective.

	
	Finance
	+
	L
	

	
	Communication
	NA
	
	

	
	Employees
	NA
	
	

	
	Partnership/Collaboration
	+
	H
	

	Health
	Physical Health
	NA
	
	

	
	Mental Health
	NA
	
	

	
	Healthy Lifestyles
	NA
	
	

	Education
	Educational Attainment
	NA
	
	

	
	Basic Skills
	NA
	
	

	
	Continuous Learning
	NA
	
	

	Housing
	Good Quality Housing
	NA
	
	

	
	Homelessness
	NA
	
	

	
	Affordable Housing
	NA
	
	

	Economy
	Poverty 
	NA
	
	

	
	Employment
	NA
	
	

	
	Business
	NA
	
	

	
	Community Enterprise
	NA
	
	

	Equality
	Age
	NA
	
	

	
	Disability
	NA
	
	

	
	Gender
	NA
	
	

	
	Marriage & Civil Partnership
	NA
	
	

	
	Pregnancy & Maternity
	NA
	
	

	
	Race
	NA
	
	

	
	Religion & Belief
	NA
	
	

	
	Sexual Orientation
	NA
	
	

	
	Welsh Language
	NA
	
	

	
	Group not achieving equality of service
	NA
	
	

	
	Human Rights
	NA
	
	

	Safer Communities
	Crime
	NA
	
	

	
	Anti Social Behaviour
	NA
	
	

	
	Safety of area or people
	NA
	
	

	Transport
	Public
	NA
	
	

	
	Private
	NA
	
	

	
	Walking / Cycling
	NA
	
	

	Built Environment
	Local Distinction & Heritage
	NA
	
	

	
	Waste & Recycling
	NA
	
	

	
	Energy / Water Efficiency
	NA
	
	

	Pollution
	Air / Water / Ground
	NA
	
	

	Natural Environment
	Climate Change
	NA
	
	

	
	Animal / Plant Species
	NA
	
	

	
	Habitat / Landscape
	NA
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