Green Shoots update – project planning and implementation
The following note is being shared with operational managers and other staff across partners to explain the core components of the Green Shoots programme and how they are currently developing. At the same time we are using this to keep gathering information to ensure that Green Shoots work complements existing work but strengthens or speeds up the pace of implementation.

The Green Shoots programme is a new way to find opportunities for savings and improved services by working together across all the partners in the GPP – it was approved in outline at the June 2nd meeting of the GPP Executive. You could think of it as a transformation programme for Peterborough. We are now moving out of the planning stage and starting to implement projects.
Many people have asked us what the overall vision for Green Shoots is: where are we ultimately trying to get to? The answer is we want to end up with a ‘One Peterborough’ culture and work ethic across the public services where people think of themselves as working towards the same common goals, pulling in the same direction with the overarching aim of improving life in Peterborough through public spend. Because of this they automatically think about how the outcomes they work towards could be achieved more effectively by working in different ways. This means that Green Shoots links very closely to the GPP work on a Single Delivery Plan as it requires everyone from the top of organisations down to understand what the priorities for the city are and agree to focus their work on them.
The next paragraphs describe the key areas of the Green Shoots programme and what stage we have got to with them – we would be grateful if you could tell us about anything which fits under these headings which you think we might not already know about as we still want to make sure we don’t duplicate work that is already being done or miss opportunities to build on existing projects. 

1
GPP Business Intelligence Centre

We would like to know how you are using information in ways which help save money and improve services. The projects might be along the lines of:

· Data gathering/collation;

· Data sharing– between departments and between organisations;

· Data mapping (especially geographic mapping).

We then want to develop ways of building on this to use data more effectively to design our services – to tell us where we need to focus our efforts and also where we can stop doing things.

1a 
Commissioned work on business intelligence
We have started by combining a small number of widely-used data sets, based on:
· customer profiling used in neighbourhoods,

· combined data from the adults and children’s needs assessment processes and 
· anonymised date from Cambridgeshire Police, which is already available online. 
A working prototype model was completed in August and is now being refined and expanded for presentation to the Green Shoots Board in September. Eventually this will be used to help map where services are needed and therefore have an active role in business planning.
We are also working together across the PCT and PCC’s Children’s Services to create and Integrated Needs Assessment for Peterborough.
2
Efficiency & Delivery

DECATS (‘Delivering Efficient Corporate and Transactional Services‘) is a pilot programme which PCC has recently carried out. It used a range of tools to find new opportunities for savings and service improvements – such as expanding our existing centralised Business Support service. 
Are you doing similar things? For example:

· Have you developed a shared service (internally or between partners)?

· Are you carrying out a shared procurement exercise?

· What work have you done to define the split between front and back offices?

· Have you looked at shared buildings between partners?

· Or mapped where your buildings are relative to where the customer’s need is?

The types of services we are particularly interested in are:

· Transactional services (e.g. payroll, accounts payable & receivable)

· HR, Finance Services, Legal and ICT

· Customer Contact Services 
· Property (initially focusing on office buildings)
· Commissioning, Procurement and supply chain analysis 
· Shared front-line services
The last three of these will each be significant projects in their own right, capable of delivering service improvements and significant savings in both the short and long term. 

2a 
Commissioned work on property
The Worcestershire and Kent Total Place pilots identified a minimum of 10% annual revenue savings, in addition to the potential release of capital receipts and the use of property assets to create future revenue streams (e.g. Tunbridge Wells Borough Council town centre regeneration joint venture). We now have a prototype shared property map for all of the public sector estate in Peterborough and will be populating it over the coming month so that we can start identifying the true scale of savings and the best opportunities for realising them from October. We’re also drafting a gateway process for working together to ensure that decisions on property take account of all partners’ needs.
The work is being informed by a similar project already underway across Cambridgeshire (‘Plotting Public Realm’), by NHS Peterborough’s estates strategy and by work on the civil sector estate already carried out by the Civil Service for the East of England.
2b
Commissioned work on procurement 
“A comprehensive review of shared service across Herefordshire Council, PCT and the Herefordshire Hospitals Trust has identified…annual procurement savings which could reach £830,000”. The first focus in Peterborough has to be to deliver savings from sharing staff, removing duplication and from smarter procurement within PCC and wherever there is the opportunity this approach will need to be rapidly rolled-out across partners, especially in the three NHS Trusts. Initial work is looking at opportunities in ICT, energy and adult social care, building on the lessons learned in a pilot on shared communications between PCC and the hospital trust.
We are also developing a statement of principles to propose to GPP partners on working together to develop shared services.
3
Top 100 Families

Large amounts of public and voluntary sector resources are spent on a small number of families with the greatest needs. There is considerable overlap and duplication in the way the public sector gets information to these families, they ways in which they contact us and access services and the multiple forms of assessment they are subject to. The national Total Place pilots identified potential savings from just the assessment process as ranging from 25% to 40% of the current costs across agencies. 
If we can work out who these families are and concentrate on both reducing this overlap and on helping them become less dependent then we will reduce spending and improve people’s lives. 
The Croydon Total Place pilot estimated that a single ‘chaotic’ family costs the public sector an average of £250k per year. The Birmingham pilot identified the cost of drug rehabilitation for a single user to be an average of £45,000 per year. 

Of course the exact number of these families might not be 100, and the definition of families could be very wide, so as well as ‘typical’ families with young children it could include:
· Families with older children who are NEET 
· Families with an adult offender and/or addict

· Families with a dependent disabled adult

· Families with a dependent elderly relative

· Families with an adult with severe and enduring mental ill-health

Are you doing any work to identify these high dependency families, or to find ‘risk predictors’ that help identify people who might become highly dependent? How have you used this information to target preventative work? Any geographical mapping work would also be very interesting. We are particularly interested if you have worked across departmental or organisational boundaries.

3a 
Commissioned work on intervention modelling

Building on earlier work in PCC Children’s Services on predictive modelling to identify at risk groups, we are developing a model allowing us to determine the effectiveness of interventions at different points in an individual’s journey. This will help shape strategy and service delivery. We will be backing this up by working with the professionals on the frontline to identify who the real ‘top 100 families’ are and using the models to help us work out how to enable them to become less dependent on public services.

We will also be looking at better ways of working together to streamline services relating to referral/access and assessment and to share data more effectively.
4
Empowerment and Prevention

This element ties in closely to the previous one. There is a clear link to shifting the balance of responsibilities for community and personal action away from public sector service provision into properly organised self-help – the Big Society. This works across care services as well as in the traditional neighbourhood model, but is critical to the medium to long term demand reduction in needs-led services. 

This work stream is broken down across –

VCS entrepreneurship - links to the Social Impact Bond approach and shared service proposals

The Citizen Power project


Personalisation and self-managed budgets 


Social Marketing and behaviour change

We need to find out what work are you doing to help empower people to help themselves, so that the intervention required by the public sector is minimised and people can remain independent? For example have you worked with a community group to help provide a service which otherwise would have to have been stopped? We would also be interested in your ideas for expanding existing work in Peterborough on personalisation and self-managed budgets.
Our work to date includes linking in with a piece of work to identify and focus spending on social marketing and behaviour change in the area of diet, exercise and alcohol. And we are also developing the VCS entrepreneurship theme by exploring new models for more effectively engaging with the voluntary sector to deliver services.

5
Business Engagement

What work are you doing to improve business engagement in the area? Maybe you have done something which makes regulation simpler or improves the support available to SMEs? How does your regulatory or inspection function support the message of growth in Peterborough as ‘the place to do business’? 

As part of Green Shoots we want to make sure the services we provide to business are as efficient as possible from the point of view of the public purse, but also as hassle-free as possible for business to encourage them to continue working in Peterborough. So we are linking in with work in PCC’s business regulation team to streamline their processes and also working with Opportunity Peterborough. This also includes making sure that as a public sector we are ensuring that Peterborough’s workforce are equipped with the skills that businesses in the city need in order to be successful.
6
Leadership development and culture change

The new budgetary constraints that we all face mean that we will need a step change in the way we think and work – what are you doing which will let people in your organisation feel enabled to think differently and work differently – for example in ways that deliver results quicker, are cheaper or longer-lasting? How critical is collaboration between agencies and sector to the delivery of your goals?
Through the GPP we are developing a programme to enable the changes in culture we need in order to achieve the vision of ‘One Peterborough’ working. This will kick off in November with a workshop for the top leaders in the city.
Summary

Information gathering and background research is complete and the various workstreams are either now going through further planning or getting underway. There has been good engagement at all levels across the range of organisations working to deliver public services in Peterborough and we are now starting to get a clearer picture of what is possible. The scale of the changes which can be made and the savings potential will be presented to the GPP Executive at their October meeting. 
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