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This document has been prepared for the internal use of Newport City Council as part of work
performed/to be performed in accordance with helping discharge the Auditor General’s duties under
section 17 of the Public Audit (Wales) Act 2004 (the 2004 Act) and section 15 of the Well-being of
Future Generations (Wales) Act 2015. It may also inform a study for improving value for money under
section 41 of the 2004 Act.

No responsibility is taken by the Auditor General or the staff of Audit Wales in relation to any member,
director, officer or other employee in their individual capacity, or to any third party.

In the event of receiving a request for information to which this document may be relevant, attention is
drawn to the Code of Practice issued under section 45 of the Freedom of Information Act 2000.

The section 45 Code sets out the practice in the handling of requests that is expected of public
authorities, including consultation with relevant third parties. In relation to this document, the Auditor
General for Wales and Audit Wales are relevant third parties. Any enquiries regarding disclosure or
re-use of this document should be sent to Audit Wales at info.officer@audit.wales.

We welcome correspondence and telephone calls in Welsh and English. Corresponding in Welsh will
not lead to delay. Rydym yn croesawu gohebiaeth a galwadau ffén yn Gymraeg a Saesneg. Ni fydd
gohebu yn Gymraeg yn arwain at oedi.

Mae’r ddogfen hon hefyd ar gael yn Gymraeg. This document is also available in Welsh.
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Summary report

Summary

What we reviewed and why

1

We reviewed how the Council strategically plans for its workforce requirements
both now and in the future, how it monitors its workforce and how it reviews and
evaluates the effectiveness of its arrangements.

We delivered this review as the world moves forward, using the experiences from
the global COVID-19 pandemic, to look at how councils are strengthening their
ability to transform, adapt and maintain the delivery of services, including those
delivered in partnership with key stakeholders and communities

When we began our audit work under the Well-being of Future Generations
(Wales) Act 2015 we recognised that it would take time for public bodies to embed
the sustainable development principle, but we did also set out our expectation that
over the medium term we would expect public bodies to be able to demonstrate
how the Act is shaping what they do. It is now approaching seven years since the
Well-being of Future Generations Act was passed and we are now into the second
reporting period for the Act. Therefore, we would now expect public bodies to be
able to demonstrate that the Act is integral to their thinking and genuinely shaping
what they do.

This project had three main aims:

e to gain assurance that councils are putting in place arrangements to transform,
adapt and maintain the delivery of services;

e to explain the actions that councils are taking both individually and collectively
to strengthen their arrangements as well as further embed the sustainable
development principle; and

e to inspire councils and other organisations to further strengthen their
arrangements through capturing and sharing notable practice examples and
learning and making appropriate recommendations.

We undertook the review during the period April to July 2022, reviewing key council

documents and speaking with officers of the Council.

At the end of March 2021, the Council employed 5,100 people, which has reduced

by 9% from the 5,600 people it employed in March 2017. In terms of full-time

equivalents (FTE), in March 2021 the Council employed 27.0 FTEs for every 1000

residents which is below the 32.4 FTEs average for all Welsh Councils.

What we found

7

Our review sought to answer the question: Is the Council’s strategic approach to its
workforce effectively helping the Council to strengthen its ability to transform, adapt
and maintain the delivery of its services in the short and longer-term?
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8 Overall, we found that the Council has applied the sustainable development
principle to develop a clear vision for its workforce that is supported by effective
implementation arrangements.

9 We reached this conclusion because:

e the Council has a clear vision for workforce, supported by key strategies and
effective arrangements for implementation;

e the Council has applied the sustainable development principle to make good
progress in developing new ways of working; and

e the Council is aware of its workforce-related challenges and is currently
enhancing its workforce monitoring arrangements, but limited benchmarking is
restricting potential learning.

Recommendations

Exhibit 1: recommendations

The table below sets out the recommendations that we have identified following this
review.

Recommendations

Sustainable Development Principle

R1 The Council should use the sustainable development principle to shape the
revision of its People and Culture Strategy, considering longer-term workforce
risks and opportunities.

Performance Management

R2  The Council should benchmark its workforce management information
internally and with other organisations to strengthen its understanding of
workforce performance.
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Detailed report

The Council has a clear vision for its workforce
that is supported by effective implementation
arrangements

The Council has a clear vision for workforce, supported by
key strategies and effective arrangements for
implementation

Why setting a clear vision is important

10

11

A clear workforce strategy and well-developed delivery plans are important to
identify the intended usage of assets over the short and longer term; the funding
available to maintain and develop assets, as well as the anticipated future level of
demand for, and cost of, providing services. It is also important to identify how the
workforce management strategy aligns and is integrated with other relevant
strategies including, agile working, assets, digital and carbon reduction. Learning
from the changes brought about by the global COVID-19 pandemic, can help
Councils strengthen their ability to transform, adapt and maintain the delivery of
services.

In reaching the conclusion that the Council has a clear vision for workforce,
supported by key strategies and effective arrangements for implementation, we
found that:

e within the Council’s current Corporate Plan 2017-2022, Building on Success,
Building a Better Newport, the Council made several pledges under the banner
of a Modernised Council that includes commitments to developing a modern,
capable workforce, where the use of agile working would be explored and
implemented wherever possible. The Council’s new Corporate Plan is in the
final stages of development.

e the Council augments its Corporate Plan pledges with its People and Culture
Strategy — the latest version currently being for 2018-22. The People and
Culture Strategy is in the early stages of revision to reflect the revised
Corporate Plan. Whilst developing the Strategy, the Council should take the
opportunity to use the sustainable development principle to shape its approach
including considering longer-term workforce risks and opportunities.

e inresponse to the first lock-down in March 2020 of the COVID-19 pandemic
the Council had to adapt how its workforce operated. Those delivering front
line services were protected through adapting working practices adapted,
whilst previously office-based staff worked from home, wherever possible. In
June 2020 the Council published its Strategic Recovery Aims that included the
aim to Sustain a Safe, Healthy and Productive Workforce, which are consistent
with its strategic vision for its workforce.
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e in addition to the medium-term People and Culture Strategy, the Council has a
yearly Workforce Plan. The Council’'s Workforce Plan 2021-22 states annual
priorities, which are the following five themes:

— succession planning;

— structural effectiveness review;

— nurture and develop talent;

— a more representative workforce; and
— adigitally enabled workforce.

e to support delivery of its corporate strategies, each directorate of the Council
produces an Annual Service Plan. Progress against these Annual Service
Plans are monitored through the Council’'s Management Information hub and
also its democratic process. Within each templated Annual Service Plan is a
dedicated section on Workforce Planning. Annual Service Plan for 2021-22
include explicit activities by directorates to support staff recruitment and

retention such as succession planning, training and expanding previously flat
structures to provide clearer career pathways..

The Council has applied the sustainable
development principle to make good progress in
developing new ways of working

12

The Council’s transformational project, ‘New Normal’ is driving the Council’s
implementation of learning, adaptation and need for change stemming from the
COVID-19 pandemic and requirements for carbon reduction. This project includes
transforming its workforce in conjunction with its buildings, digital services and
energy consumption through a collection of new employment policies for its
workforce, including:

— Agile Working Policy

— Working from Home Policy
— Flexi time Scheme

— Travel and Subsistence

— Parking at the Civic Centre

Why the Well-being of Future Generations (Wales) Act 2015 is important

13

When we began our audit work under the Well-being Future Generations (Wales)
Act 20151 (the Act) we recognised that it would take time for public bodies to
embed the sustainable development principle, but we did also set out our
expectation that over the medium term we would expect public bodies to be able to
demonstrate how the Act is shaping what they do. It is now approaching seven
years since the Act was passed and we are now into the second reporting period

" Well-being of Future Generations (Wales) Act 2015 (legislation.gov.uk)
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for the Act. Therefore, we would now expect public bodies to be able to
demonstrate that the Act is integral to their thinking and genuinely shaping what
they do.

14 Under the Act Councils must carry out sustainable development in accordance with
the sustainable development principle. To do something in accordance with the
sustainable development principle is to act in a manner which seeks to ensure that
the needs of the present are met without compromising the ability of future
generations to meet their own needs. To act in that manner, the Council must take
account of the five ways of working: Long-term, Integration, Involvement,
Collaboration and Prevention. Statutory guidance on the Act2 sets out that seven
core organisational activities that public bodies should consider applying the Act to.
Workforce is one of those core organisational activities.

15  Inreaching the conclusion that the Council has applied the sustainable
development principle to make good progress in developing new ways of working,
we found that:

e the Act requires the Council to demonstrate that it balances short-term needs
with the need to safeguard the long-term needs for its workforce. Each year the
Council undertakes workforce planning within service areas. In addition to
considering short term immediate issues the Council’s process for workforce
planning also incorporates some scenario and potential medium-term future
trend considerations. The Council should extend its workforce planning
exercise to also consider longer-term risks to help shape its workforce to be
more fit for purpose.

e there are well defined links between its workforce planning and other
strategies, eg digital, carbon reduction and agile working.

e the Council is experiencing significant difficulty in recruiting staff to some key
roles due to a range of external factors. The Council is responding to these
challenges within its Workforce Plan 2021-22 and Annual Service Plans. The
Council is also developing its arrangements that monitor staff turnover and
recruitment.

e the Council has in the last two years introduced a Wellness Policy and
surrounding arrangements which are individually tailored to individual
employees to help keep them well and able to work. These arrangements are
currently being developed and not complete, but their introduction
demonstrates a shift away from sanction and toward a preventative culture that
will, if successful, contribute to the Council’s strategic aims of employee health
and retainment.

e the Council can demonstrate many examples of where it engages with its
workforce and external stakeholders, through surveys, staff working groups,
etc. to inform its decision-making processes and also recognises value of and
challenge to maintain effective engagement.

2 https://gov.wales/sites/default/files/publications/2019-02/spsf-1-core-guidance.PDF
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the Council can point to two examples of where it is working collaboratively
with other organisations: to provide specialist services: partnership with
Barnardos to deliver a Newport Family Support Service; and the partnership
including Cardiff County Council and Welsh Government to undertake a
regional response to the National Transfer Scheme. In developing the People
and Culture Strategy the Council should take the opportunity to consider how it
works collaboratively to other organisations to deliver its workforce.

the Council’s Workforce Plan includes a priority to have a more diverse
workforce. The Council is required to publish its gender pay gap each year in
the Pay and Reward Policy. The overall trend has been a declining gender pay
gap across the Council which for the first time in 2022, when comparing the
median pay gap, women are paid a higher hourly rate of pay than men. The
Council is intent upon addressing other areas of inequality in its workforce in
the near future.

The Council is aware of its workforce-related
challenges and is currently enhancing its
workforce monitoring arrangements, but limited
benchmarking is restricting potential learning

Why effectively reviewing the delivery of planned changes is important

16

17

Councils should use data to monitor whether they are achieving their intended
outcomes effectively and efficiently over the short and longer term. Using
benchmarking data can provide useful insight into Councils individual performance
and can identify opportunities for learning from other organisations

In reaching the conclusion that the Council is aware of its workforce-related
challenges and is currently enhancing its workforce monitoring arrangements, but
limited benchmarking is restricting potential learning, we found that:

the Council’s quarterly update on Corporate Risk Register provides regular
assessment of the workforce challenges facing the Council. The mitigations in
the latest update at the time of our audit work which was March 2022 were:

- building on the lessons learned from the COVID-19 crisis undertake
further work to enable some of its workforce to work more flexibly from
Council offices, home and other locations securely and safely.

- collaborating with SRS to ensure officers and Members are able to
work remotely using digital solutions and appropriate equipment.

- developing HR policies and procedures that will support the wellbeing
and development of the organisation’s staff.

- pressures developing around the supply of labour (most notably HGV
drivers and care staff) which is partly affected by Brexit and COVID-
19.

Page 9 of 12 - Springing Forward — Workforce — Newport City Council


https://wao.sharepoint.com/:b:/r/sites/PerformanceAuditsDocsCY20/P934/NCC%20Workforce%20-%20Item%204a%20-%20Information%20Report%20-%20Barnardos%20Partnership.pdf?csf=1&web=1&e=bpiM8R
https://wao.sharepoint.com/:b:/r/sites/PerformanceAuditsDocsCY20/P934/NCC%20Workforce%20-%20Item%204a%20-%20Information%20Report%20-%20Barnardos%20Partnership.pdf?csf=1&web=1&e=bpiM8R

e current Annual Service Plans, including workforce specific actions, were set in
April 2021 and senior Council officers are actively working on delivery. The
Council’s Senior Leadership Team receive quarterly progress updates on
Service Plans.

e the Council presents bi-annual performance reports to both its Cabinet and
Performance Scrutiny — People committee that includes updates on progress
in delivering workforce related activities. as well as standard workforce related
data for including for example multiple reporting periods, comparison and
information on staff turnover, sickness rates, are not reported.

e the Council is currently modernising its arrangements for collecting/reporting
key workforce related management information for its strategic and operational
managers. For example, the Council’s internal Management Information hub
has recently begun providing key monthly workforce performance data such as
sickness, staff turnover, wellbeing assessments.

o there is very little workforce benchmarking, either within Council departments
over time nor external comparison with other similar organisations, which limits
insight into the Council’s own performance and opportunities for learning from
other organisations.

e the Council’s Human Resources officers met with their equivalent from across
the Welsh public sector throughout the challenging period to share knowledge
and experience, particularly at a regional level to focus upon workforce
challenges in social care and health.
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