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London Borough of Hammersmith & Fulham 
 

Public Services Reform 
Policy and Accountability Committee 

 

Minutes 
 

Tuesday 18 June 2019 

 

 
PRESENT 
 
Committee members: Councillors Rowan Ree (Chair), Christabel Cooper, 
Guy Vincent, Zarar Qayyum and Dominic Stanton 
 
Cabinet Member: Councillor Adam Connell (Cabinet Member for Public Services 
Reform) 
 
Officers: Kim Smith (Chief Executive), Matt Sales (Assistant Director of 
Programmes and Assurance), Martin Calleja (Assistant Director of Efficiency and 
Zero Based Budgeting), Lisa Redfern (Strategic Director of Social Care), Tara Flood 
(Strategic Lead for Co-production), Dale Cox (Assistant Director of People and 
Talent), Jon Skaife (Assistant Director of Research and Innovation) 
 
 

1. MINUTES OF THE PREVIOUS MEETING  
 
Item 5 - Customer Care and Complaints - Members noted that the vision for 
improving the way residents access Council services hadn't been shared with the 
Committee yet. 

ACTION: David Abbott to follow up 
RESOLVED 
The minutes of the previous meeting held on 29 January 2019 were agreed as a 
correct record. 
 
 

2. APOLOGIES FOR ABSENCE  
 
Apologies for lateness were received from Councillor Guy Vincent (who arrived at 
7.27pm during Item 4). 
 
 

3. DECLARATIONS OF INTEREST  
 
There were no declarations of interest. 
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4. CO-PRODUCTION IN HAMMERSMITH & FULHAM  
 
Tara Flood, Strategic Lead for Co-production (job sharing with Kevin Caufield) 
presented the report and discussed the progress being made implementing co-
production across the Council. Tara joined the Council in April 2019 in the role of 
Strategic Lead for Co-production – one of the key recommendations of the report of 
the Disabled People's Commission was 'Nothing About Disabled People Without 
Disabled People'. 
 
Tara said her experience so far had been really positive, amongst all senior staff 
she'd met there had been a real shared enthusiasm for co-production. Her role was 
to encourage and facilitate departments to put co-production into practice and, with 
Kevin Caulfield, she was creating the tools to enable that. Tara talked about the work 
here being ground breaking in terms of the uniqueness of the role but also H&F is 
the first local authority in the country to commit to co-production with disabled 
residents and so therefore there is a lot of interest, outside the borough. 
 
Though only months into the role, the co-production leads had already been involved 
in the following: 

 The West King Street Renewal Programme – a ground-breaking 
redevelopment project that was co-produced and included a disabled access 
consultant. The project had passed the planning stage and the Disabled 
Residents Team were meeting with the architects now to discuss the internal 
fit. 

 Disability equality training for 200 Social Care frontline staff. A training 
analysis report was being drafted now - staff were keen to be part of follow up 
sessions so they reflect on how their learning can change their practice. 

 A social care plan to commission a British sign language live service for deaf 
residents. 

 The direct payments support service specification was co-produced with 
disabled residents. 

 Work on the independent living position statement which will support the 
social care department to think differently about how to deliver their services. 

 The H&F co-production implementation group (HFCIG) was about to have 
their third meeting. The group involved disabled residents, councillors, and the 
Strategic Director of Social Care. 

 
Tara Flood and Kevin Caulfield also reported to the Parliamentary Select Committee 
in May to talk about the work being done in H&F and encourage other boroughs to 
move towards the aspiration here. 
 
The Chair, Councillor Rowan Ree, asked how the Council was reaching out to 
disabled residents to be involved in this work. Tara flood said community co-
producers were key. Officers had met with Action on Disability and were working on 
building capacity through training and support for local disabled people. The goal 
was to have a diverse team of disabled people that can do this work across the 
Council. 
 
Councillor Zarar Qayyum asked how officers would evidence the impact of this 
approach and monitor progress going forward. Tara Flood said she had been 
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drafting a work plan and monitoring framework with detailed measures of success 
which should be available for the next meeting. She added that Manchester 
Metropolitan University had approached H&F to do an independent evaluation of this 
work and she was meeting with them in July to take it forward. 
 
Councillor Christabel Cooper noted that H&F was already getting some recognition 
for this important work and asked how it could be shared more widely. Tara Flood 
said officers were considering holding an event in the Autumn for London-based 
Local Authorities on co-production. 
 
Councillor Adam Connell, Cabinet Member for Public Services Reform, asked Tara if 
she knew of any other co-production leads. Tara said other Council's had run short 
term pilots, but H&F were the first Council to create a permanent post. 
 
Councillor Christabel Cooper asked if there were any difficulties reaching parts of the 
disabled community - e.g. the disabled black, Asian, and minority ethnic 
communities. Tara Flood said we need to find more effective ways of reaching out to 
those disabled residents who are most marginalised, for example disabled asylum 
seekers and refugees, but the Council was getting some expertise from Bristol to 
support this. Tara also talked about those disabled people in out-of-borough 
placements and the need to find ways to engage in co-production opportunities. 
Currently the Council relied on borough-based organisations to reach out to them. 
 
The Chair asked how the implementation group were chosen. Tara Flood responded 
that there had been an open recruitment process. One of the group was also on the 
Commission which helped give some consistency in terms of understanding the 
vision. 
 
Councillor Zarar Qayyum asked how long it would take to implement the 
Commission's recommendations. Tata Flood said some were more straightforward 
than others. She was already working with commissioning officers in social care to 
improve quality assurance and service design - but culture change and embedding 
the UN convention on disabled people's rights would take longer and were more 
difficult to demonstrate. 
 
The Chair asked how closely the co-production leads were working with finance and 
the zero-based budgeting programme. Tara Flood said she was working with Martin 
Calleja (Assistant Director for Efficiency and Zero Based Budgeting) - looking at 
service review documentation to see how and if officers were talking about 
engagement and participation and to encourage departments to identify a budget for 
co-production in their ZBB proposals. The Chair asked what would be different if the 
Council wasn't under severe financial constraints. Tara Flood said if more money 
was available she would like to see co-production leads in each department and 
programmes in the community led by disabled residents. 
 
The Chair thanked Tara Flood for presenting the update report and noted that the 
Committee was very interested in the co-production work being done across the 
Council and would like regular updates. 
 
RESOLVED 
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The Committee asked to be sent the co-production work plan when it was finalised - 
and for regular updates on the implementation of co-production across the Council to 
be sent to members. 
 
 

5. INTRODUCING THE NEW PUBLIC SERVICES REFORM DEPARTMENT  
 
Martin Calleja, Assistant Director for Efficiency and Zero Based Budgeting, 
introduced the item and explained that the new Public Service Reform (PSR) division 
was comprised of five areas: 

 Zero Based Budgeting 

 Research & Innovation 

 Programmes & Assurance 

 People & Talent 

 Communications  
 
Zero Based Budgeting - Martin Calleja 
Zero based budgeting (ZBB) was a fundamental shift from adjusting historical 
budgets to starting from a ‘zero position’ and reviewing the outcomes services need 
to deliver and how they can best do that. This new approach was being taken in 
response to a reduced level of efficiency savings and increased growth in recent 
years - against a backdrop of further funding reductions in the region of £50m from 
2020 to 2024. 
 
Programmes and Assurance - Matt Sales 
Programmes and assurance brought together functions within Chief Executive’s 
Office and Corporate Programme Management Office (PMO). It would provide 
assurance on Council priorities, plans and major programmes and projects - and was 
the corporate owner of the delivery of the business plan. The service would also 
drive performance management and improvement through insights and interventions 
- and be a centre of excellence for programmes and change. 
 
Research and Innovation - Jon Skaife 
Research and innovation aimed to facilitate activities across the Council that enabled 
insight, smarter activity, strategic clarity, and learning & improvement. 
 
People & Talent - Dale Cox 
People and talent included the traditional HR Operations team that provided HR 
support, advice and guidance to departments and schools. The new service also 
covered learning and careers support, resourcing and talent, organisational 
development, policy, and the wellness centre. Dale Cox noted that they had also 
launched 'Get Ahead', an internal career development programme and two of the 
PSR Assistant Directors had been appointed through the programme. 
 
Councillor Adam Connell said he saw PSR as the 'engine room' of the Council - a 
centre of change and innovation that supported the work of all other departments. He 
took a moment to thank Lisa Redfern for all of her hard work over the past year, 
managing both the Social Care directorate and setting up the new PSR department. 
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Councillor Zarar Qayyum asked if the ZBB process would impact on the quality of 
services. Martin Calleja said ZBB wasn't about cuts - it was looking for opportunities 
to do more for less. 
 
Councillor Qayyum noted this was a huge task given the financial climate. Hitesh 
Jolapara agreed that it was a challenge but noted that services have been having to 
make efficiencies for a long time now. ZBB was in addition to that ongoing process. 
ZBB gave H&F an opportunity to look at how it compared to other Councils and their 
services - and what areas for improvement and efficiency were available.  
 
Councillor Guy Vincent asked about the early achievements of the different teams: 
 

 Martin Calleja noted that three of the five functions were brand new and had 
only been running for a few months. He said that the ZBB programme was 
costing £620k to help make £50m of savings from 2020 to 2024. Without ZBB 
the Council would have to make traditional service cuts. 

 

 Jon Skaife explained that his function largely covered its costs through 
commercial activity. A key element to grow over time was ideation - the 
Council had a workforce of around 2000 and with a little support his team 
could pick up ideas from them and take them forward. 

 

 Matt Sales commented that the Programmes & Assurance team had 
improved the Council's internal decision-making and assurance framework. 
Now there are more robust processes in place to make sure senior officers 
have high quality information at the right time to make better decisions. 
Management boards were currently looking at how to ensure residents data 
was kept secure and a new corporate performance framework had been put 
in place to track progress across the organisation. 

 
Councillor Vincent said he wanted the department to better publicise this work, in 
way that brought it alive for residents and to be clear about what results were being 
achieved (for example, through case studies etc.). 
 
Councillor Zarar Qayyum asked what the Council planned to do to improve 
performance management for staff. Dale Cox said there was a standard process of 
appraisals and one-to-ones, but he wanted to improve this in the near future - partly 
through developing managers as coaches and raising the bar for leadership and 
management capability. Members suggested an item for September on improving 
performance management - how the Council can motivate, manage and assess staff 
in the modern workforce. 

ACTION: Dale Cox 
 
Councillor Qayyum asked for more information on the Get Ahead career 
development programme. Kim Smith, Chief Executive, said the programme was 
about seeing people like her get ahead. People who haven't necessarily had the 
opportunities before but have talent and drive. The Council had problems attracting 
and retaining staff and this was a way to change that. She wanted the Council to 
show there were opportunities for advancement, no matter your background. In just 
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a few months the programme had really resonated with staff - 243 people had 
already signed up. 
 
Jon Skaife added that he had participated in the programme and had been really 
impressed with the level of training and encouragement on offer. He had spent five 
days with the Design Council learning from service design experts and had been on 
a three-day negotiation programme. He was also given the opportunity to move 
around projects that gave him a broader view of the Council. 
 
Dale Cox noted that 243 staff had signed up for Get Ahead - of those there had been 
21 appointments made through the programme and 33 more were in train. The HR 
team challenged every new appointment to ask if it could be a Get Ahead position. 
 
The Chair asked how the Council could make people aware of these developments. 
Dale Cox said the key ways were advertising and a great candidate experience - but 
had more to learn on spreading the Council's message and brand through social 
media. He felt the Council had a fantastic story to tell but needed to be more 
confident telling it. 
 
The Chair noted that the Council had a close partnership with Imperial College and 
asked if it had a presence at their careers fair. Dale Cox said he would have to check 
on Imperial specifically, but the Council did attend a number of careers fairs. 
 
Councillor Dominic Stanton recalled the HR lead informing the Committee in January 
that the Council had 50 percent turnover of staff in their first year. He asked if that 
had changed in the intervening months. Dale Cox noted that the situation had 
improved. 
 
Councillor Christabel Cooper asked what the threshold was for a project to be 
considered by the programme management office. Matt Sales said programmes 
were designated by total value, but the Senior Leadership Team could also refer 
projects in if they were high priority but not necessarily high value. 
 
Councillor Cooper asked what the relationship was between the programme 
management office and a project team. Matt Sales said the PMO did an initial health 
check - looking at the documentation, governance, and progress made so far. Then 
the project team were required to do a highlight report every month for the PMO. The 
PMO would engage with the team to understand their delivery plans and make sure 
they were on track. That progress was then reported into Major Projects Board who 
gave assurance to SLT. 
 
Councillor Cooper asked if the PMO team were working with the BI team to 
automate their dashboards. Matt Sales said they were talking with BI - they were 
scheduled to visit Croydon to see their PowerBI dashboards in action and if 
something similar could be implemented in H&F. 
 
The Chair asked how PSR integrated with other departments. Matt Sales gave a 
number of examples of cross-department working - the corporate performance 
framework, the ZBB review programme, statutory reporting etc. 
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Kim Smith noted that part of issue informing PSR was the recent dissolution of the 
shared services arrangements. In some areas, officers worked well with people in 
other boroughs but not their own. PSR would help refocus the organisation. It was 
also about recognising that the issues that matter to one department are problems 
for all departments. PSR would help build bridges and energy across departments 
and break down silos. 
 
Councillor Christabel Cooper, noting that the ZBB team had had to employ some 
specialist consultancy services with Social Care expertise, asked what assurances 
there were that the Council could develop its own analytic capability and reduce 
consultant spend. Martin Calleja said it was necessary to have that expertise across 
Adult's and Children's Social Care at a cost of around £100k. The company being 
used had done similar work for other authorities and can move 'far and fast'. Social 
Care was a key area because it was so high value and it would set constraints for 
what other services will need to provide. An officer had been seconded in to the ZBB 
team from Social Care so there would be knowledge transfer. 
 
Councillor Cooper asked if that meant wave 2 wouldn't need consultants. Martin 
Calleja said it would be looked at on a case by case basis, but the Council would go 
in house wherever possible. Officers had to balance the opportunities with the risks. 
 
Councillor Cooper asked what percentage of BI work was statutory, what was non-
statutory, and what was external sales. Jon Skaife said he could circulate this 
information to members. He added that work was being done to automate statutory 
reporting to free up analyst time. Councillor Cooper said she would like to know how 
H&F compared with other Councils in this area. 

ACTION: Jon Skaife 
 
Councillor Cooper asked what the process would be for taking ideas forward. Jon 
Skaife said IT were working on a software solution - a platform to capture ideas. He 
added that his team would provide the infrastructure for departments to do their own 
ideation work and carry ideas forward. 
 
Councillor Zarar Qayyum asked how long the ZBB process would take. Martin 
Calleja said it would run concurrently with the traditional budget setting timeline. 
There was a challenge meeting with members in July. By the end of October, the 
first wave of service reviews should be complete. The Council's budget had to be 
formally agreed in March 2020. 
 
Councillor Qayyum asked what the major risks were with the ZBB process. Martin 
Calleja said the biggest risk was that the Council doesn't deliver the savings 
necessary. There were also risks around directorates being inconsistent in their 
approach, and the appetite from members for the options that were generated 
through the process. 
 
 

6. BRIEFING ON THE ZERO BASED BUDGETING AND EFFICIENCY PROGRAMME  
 
Martin Calleja outlined the Zero Based Budgeting (ZBB) programme and noted that 
officers had initiated 11 service reviews and were supporting them up to completion 
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by the end of October. The biggest review area in the first wave was customer 
contact and customer services - which was currently very complex in H&F and 
presented a major opportunity for taking a more efficient approach. Other key areas 
included HR - looking at productivity and agency spend, commissioning and 
contracts - looking at reductions and managing the market, and social care. 
 
The Chair asked what the ZBB process would be like for departments - would they 
set out the statutory functions they were required to deliver and work from there? 
Martin Calleja said departments would have to look at their statutory responsibilities, 
the level of need in the borough, current and projected activity levels, and their unit 
costs. They would also have to provide evidence of outcomes and ask themselves 
the question, 'is the service making a real difference?'. 
 
The Chair asked what happened if teams didn't engage with the process. What if 
services say they are already as efficient as possible? Martin Calleja said the ZBB 
team would challenge departments if their submissions weren't serious and robust. 
 
The Chair asked about the capacity and capability in departments to do this work. 
Martin Calleja said there was real ownership and appetite for this work at the senior 
management level. The ZBB team were also investing in support to help 
departments with evidence gathering and analysis. The key challenge was taking 
time from the day job - but it was being taken seriously by management teams and 
they recognise the importance of getting it right. 
 
Lisa Redfern said, in roles leading Adult Social Care at a number of authorities, she 
felt like most of her job over the past eight or nine years had been about making 
savings. Departments have had to make continual savings without impacting on 
service quality. That has been the reality for most teams for a while now. ZBB will 
enhance that process by giving officers more tools to test their assumptions and 
evidence their approach. 
 
Councillor Guy Vincent noted that calling it ZBB was misleading as in a true ZBB 
process a business sets its goals then looks at the best way to spend its money to 
achieve those goals. That may mean investing more for greater revenue for example 
- but the Council can't invest more - funding will continue to reduce. Martin Calleja 
said the process was true to ZBB principles but given the financial context there was 
a focus on affordability. The model and guidance reflected that. The ZBB team were 
moderating expectations around growth. 
 
The Chair asked for clarification on the scope of the exercise - was the goal to 
reduce spend by £50m or for the Council's P&L to be £50m better off? Martin Calleja 
said the latter, officers were looking at options to increase revenue through 
commercial ventures, substituting revenue from Section 106 etc. 
 
The Chair asked about the cost of the process and whether the reviews would cause 
disruption for departments. Lisa Redfern said officers wouldn't let the process disrupt 
the day-to-day work of departments. There was a recognition amongst all senior 
officers that the Council had to do something different to meet the continued financial 
challenges it faced. She added that PSR should provide greater oversight of 
departments. If there were any outliers in terms of efficiency or spend then they 
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would come to the surface much quicker. That would prompt more robust challenge 
from colleagues. She hoped ZBB would help bring a more business-orientated way 
of working with budgets to the Council. 
 
Cllr Vincent asked if the ZBB team was charging departments for their time (in the 
same way legal would for example). Martin Calleja said there wouldn't be internal 
charges - it was a central cost. 
 
The Chair asked Hitesh Jolapara what the biggest difference the ZBB programme 
would make for him. Hitesh replied that ZBB would provide greater insights into 
departments. 
 
The Chair thanked the officers present for their time preparing and presenting to the 
committee and the committee members for their contributions. 
 

 
Meeting started: 7.00 pm 
Meeting ended: 9.00 pm 

 
 
Chair   

 
 
Contact officer: David Abbott 

Scrutiny Manager 
Governance and Scrutiny 

 E-mail: david.abbott@lbhf.gov.uk 
 

 


