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1. Background and scope of the peer challenge 
 
It was a pleasure and privilege to be invited into North East Lincolnshire Council to 
deliver the recent Local Government Association (LGA) corporate peer challenge.  
The team very much appreciated the efforts that went into preparing for the visit and 
looking after us whilst we were on site.  We also appreciated the participation of 
elected members, staff and partners in the process.     
 
It is important to stress that peer challenges are improvement-focussed and tailored 
to meet individual council’s needs.  They are designed to complement and add value 
to a council’s own performance and improvement focus.  Peers use their experience 
and knowledge of local government to reflect on the information presented to them 
by people they met, things they saw and material that they read.  The peer team 
provides feedback as ‘critical friends’, not as assessors or inspectors.  
 
Peer challenges are managed by the LGA and delivered by experienced elected 
member and officer peers.  The peers who delivered the peer challenge at North East 
Lincolnshire Council were: 
 

Adam Wilkinson - Chief Executive of Derby City Council  

Councillor Graham Chapman (Labour) – Deputy Leader of Nottingham City Council 

Ian Wardle - Director of Regeneration at Redcar and Cleveland Council 

Harry Downie - Assistant Director (Business Redesign & Development) at Bury Council 

Rhian Gladman – Programme Manager (Productivity), Local Government Association 

Paul Clarke – LGA Peer Challenge Manager 

 
The make-up of the peer team reflected the specific requirements of the council and 
the focus of the peer challenge.  Peers were selected on the basis of their relevant 
experience and expertise and agreed with you.  
 
In terms of the scope of the peer challenge, you asked the peer team to consider: 
 

 your evolving commissioning, enabling and facilitating model and whether it 
supports your aim to deliver better outcomes to residents, communities and 
businesses; and  

 whether there is clarity about priorities and non-priorities, with a specific focus 
on your plans to support the key priority of jobs and economy  

 
You asked the peer team to provide some feedback on whether the organisation’s 
style, relationships, communications, reputation and leadership looks relevant and 
able to deliver your new model and priorities.  In doing this the peer team considered 
and commented on the important issues that indicate the ability and capacity of North 
East Lincolnshire Council to deliver future ambitions: 
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 understanding of local context and priority setting: Does the council understand 
its local context and has it established a clear set of priorities? 

 financial planning and viability: Does the council have a financial plan in place 
to ensure long term viability and is there evidence that it is being implemented 
successfully? 

 political and managerial leadership: Does the council have effective political 
 and managerial leadership and is it a constructive partnership? 

 governance and decision-making: Are effective governance and decision-
 making arrangements in place to respond to key challenges and manage 
 change, transformation and disinvestment? 

 organisational capacity: Are organisational capacity and resources focused in 
 the right areas in order to deliver the agreed priorities? 

The peer team prepared for the peer challenge by reviewing a range of documents 
and information in order to ensure they were familiar with the Council and the 
challenges it is facing.  The team then spent 4 days onsite at North East Lincolnshire, 
during which they: 

 spoke to approximately 100 different people including a wide range of council 
staff together with councillors and external partners and stakeholders 

 gathered information and views from more than 30 meetings, a tour of the 
area and additional research and reading 

 observed several meetings and events (including Corporate Management 
Team, Leadership Group, Joint Executive Board, and a Scrutiny Panel) 

 collectively spent more than 200 hours to determine our findings – the 
equivalent of one person spending nearly 6 weeks in North East Lincolnshire  

This report provides a written summary of the peer team’s findings.  It builds on the 
feedback presentation provided by the peer team at the end of their on-site visit (4th – 
7th December 2012).   

 

2. Executive summary 
 
North East Lincolnshire Council has a notable record of improvement, budget 
savings, and delivering through new ways of working.  There is much to be proud of 
and celebrate. You are receiving external awards and recognition for some of your 
key projects and initiatives and there are some excellent and exciting prospects for 
further change and transformation.  There is a clear desire, both politically and 
managerially, to continue the journey of improvement.   Given the achievements over 
the past few years, and the ambitious plans and proposals you have started to 
develop, we think the council should show more confidence about the journey ahead.   
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There are some key building blocks in place to enable further improvement.  You 
seem to have a good grip on your finances for example.  Significant savings achieved 
over the past couple of years have helped put the council on a sound financial 
footing.  You know the scale of savings required moving forward.  Elected members, 
staff and partners all appreciate the financial challenges you are facing.  You appear 
to have fairly robust plans in place.  Nonetheless, we encourage you not to 
underestimate the challenge of delivering them, and ensure that targets and planning 
assumptions remain realistic, and the pace of implementation appropriate to realise 
planned savings.   
 
There is a widespread and consistent understanding of what the important issues are 
for North East Lincolnshire.  The Council has a clear focus on creating jobs to 
develop the economy.  Everyone we engaged with during the peer challenge 
understands this to be the number one priority.   There is a clear passion from 
elected members to improve the borough and a visible political leadership who want 
the organisation to be ambitious in the way that it does this.  Staff across the 
organisation want the best for the people of North East Lincolnshire and are 
committed to making this happen.  
 
You have a stated vision to become a commissioning, enabling and facilitating 
organisation.  Given the willingness you have illustrated over the past few years to 
work with others to deliver outcomes for the people of North East Lincolnshire, we 
think this appears a logical direction of travel.  You have a track record of partnering 
and collaborating, demonstrated through arrangements such as the Care Trust Plus, 
Balfour Beatty Living Places, and School Improvement.  Some of these 
arrangements are notable practice, and you are rightly proud of them.  
 
Whilst the vision and general direction of travel and proposed are logical, we saw 
less evidence of a rationale for the evolving organisational model having been fully 
tested in terms of awareness, appetite and capacity.   We don’t think the end goal of 
being a commissioning, enabling and facilitating council is as clear or widely 
understood, inspiring and accepted as it needs to be.  In particular, we wonder 
whether the willingness and capacity amongst communities, elected members, 
partners, and voluntary sector to fulfill the roles anticipated by the new organisation 
has been comprehensively explored.  We think this will be a key area for further 
consideration as you develop the organisation further and progress the plans to 
deliver your Council Plan priorities. We understand you have started this debate, 
albeit it is at an early stage.    
  
There is currently a lot of organisational development activity being planned and 
implemented to evolve the council into a commissioning, enabling and facilitating 
organisation.  The Future Shape programme comprises the key projects one would 
expect to see to create and support more efficient and smarter working, such as agile 
working and a new ICT strategy.  However, we suggest there may be a need for 
more clarity and communication about what is being delivered, and why.  There is 
currently some inconsistency in understanding across the organisation, and the 
sequencing and inter-dependencies and linkages of projects and activity are not 
always clear. You know this and have rightly acknowledged this as a key risk in your 
strategic risk register. We suggest this will need continued careful monitoring.    
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Whilst not underestimating the challenges and the work involved, the Council should 
be confident about the journey ahead.  There is a need for further clarification, 
engagement and communication about the future vision and ways of working.  But 
the direction of travel is logical, there is a good awareness of the important issues 
and priorities for the borough, and the organisation is aware of the key areas for 
further improvement and development.  
 

3. Detailed findings 
 
3.1 Understanding of the local context and priority setting 
 
There is an emerging political vision for the area.  This is based on a good 
awareness of the local context and challenges, and in particular the understanding 
that employment has a positive impact on health, family life and general wellbeing. 
There is a good knowledge of what the key employment sectors are for the area, and 
those that offer the brightest prospects such as energy and renewables.   There are 
successes and achievements to build on and strong partnerships, collaboration and 
engagement forming around shared agendas such as the new Growth and 
Development Plan.  It will be important that more specific action plans and capacity 
are developed to support the delivery of this vision.   
 
The Council Plan priorities look relevant given the challenges facing the area.  
Understandably there is a focus on jobs and economy.  There appears to be 
comprehensive intelligence and analysis of the area, such as that demonstrated 
through NELI (North East Lincolnshire Inform) and the ‘state of the borough’ 
document.   The current set of Council Plan priorities were developed following a 
major budget consultation exercise in 2011/12, ensuring that citizen feedback helped 
shape them.  Notwithstanding this we think there is scope to make a clearer link to 
how intelligence, citizen engagement and political aspirations are informing the 
priorities and future shape of the council. This will further strengthen the rationale for 
priorities and direction of travel.  
 
There is a widespread understanding, both internally and externally, of your 
commitment to saving money by reducing in-house operating costs and why this is a 
priority for council.  People understand the scale of the savings required, suggesting 
there has been some effective communication around this. Despite this, staff were 
not always clear about whether the Future Shape programme is creating the model 
for an enabling and facilitating organisation or driving budget savings.  The original 
intention of creating the new organisation operating model has probably been lost 
over the past couple of years as the imperative on finding savings has increased.    
 
We think there is an opportunity to restate the aims of Future Shape as being primarily 
about creating a new shape and style of organisation, to make it fit for purpose to 
deliver identified priorities, whilst at the same time achieving savings.  In essence the 
increased financial pressures mean a need to accelerate some of your organisational 
development plans, rather than changing the drivers and rationale for them.  
 
We also question whether your priorities are focused enough.  Whilst there is a clear 
understanding of jobs and economy being the number one priority, the Council Plan 
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effectively contains sixteen priority outcomes.  We suggest that they will benefit from 
being rationalised and reduced further.  You have acknowledged this and we 
understand you are looking at doing that.   You will need to ensure priorities are built 
into the performance management system and are well understood.  
 
3.2 Financial planning and viability 
 
You seem to have a good grip on your finances.  You have a track record of making 
significant savings and achieving efficiencies. Savings of approximately £17 million 
achieved over the past couple of years have obviously helped put the council on a 
sound financial footing.  Compared to many other authorities you are in a good 
position.  But the financial challenges moving forward remain significant.  
 
You understand the scale of savings required and have a medium term strategy in 
place to achieve the £50 million you have identified will be required between now and 
2015/16.  The Medium Term Financial Plan appears pretty solid and the forecasting 
sound.   There is sensibly a sensitivity analysis about the future unknowns such as 
the localisation of business rates and welfare reform.  Albeit this does indicate a wide 
range of variations (from a deficit of £1 million to £18 million).  The strategy sets out 
various strands of activity that will achieve savings required, including a programme 
of ‘Outcome Reviews’ in the new financial year which are being established to 
identify and deliver budget savings.   
 
The importance of delivering identified savings cannot be understated.  You have 
rightly identified a failure to deliver significant strategic cost reduction over the next 
three years as a key risk.  We would like to reiterate the importance of this as you 
continue to deliver your financial strategy, partly because there has been an apparent 
tendency in the past to draw on reserves to plug budget gaps when identified savings 
or income have not been achieved.  Whilst we appreciate it is sometimes necessary, 
when for example permanent savings take longer than expected to materialize, using 
reserves in this way is neither good practice nor likely to provide a sustainable and 
resilient approach in the medium to long term.  You are aware of the need to 
addresss any underlying issues with base budgets  
 
That said the Councils’ reserves do look to be comparatively well provided for, 
although you do appear to have a high number of earmarked reserves.   There are 
other indicators that suggest good financial health, for example borrowing levels are 
low in comparison to many other local authorities.  We wonder whether there is 
scope to better utilise these reserves in terms of reinvesting or investing to save in 
support of your priorities.  We are not convinced that this has been comprehensively 
considered to date.  Such an approach would also provide a positive direction for the 
Council at a time when a focus on retrenchment may have undermined confidence of 
staff in some areas.  
 
We also posed the question about whether all options and avenues for achieving financial 
savings are being explored.  For instance, we saw and heard relatively little about shared 
services or income generation ideas such as traded services, as potential options.  We 
know that you do join up on some things such as through the Shared Service with 
PANNEL (Procurement Alliance North and North East Lincolnshire) and Revenues and 
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Benefits shared service to maximise savings through joint working.  We think given the 
proportion of the Council’s spend that is involved in external contracts and partnering 
arrangements there is potential perhaps to achieve further savings that are currently not 
being explored.  We questioned whether you are being challenging and ambitious enough, 
particularly with some of your partners.   In doing this it will be important that you have a 
good and clear understanding of your operating costs and productivity, and indeed 
business management information more generally.  Whilst we heard some examples of 
benchmarking unit costs, there is we think scope to do more of this.     
 
In terms of your capital expenditure, we think your programme management needs to 
improve, particularly in terms of forecasting and project management.  We heard about 
instances where monies were borrowed for capital projects that were then delayed or 
deferred meaning unnecessary costs of supporting debt.  We can see that you are 
aware of this and beginning to address the issues.  The introduction of the CARVER 
prioritisation criteria to determine the projects that are included in the programme is a 
good start, as is the involvement of the Corporate Asset Management Board.  You 
appreciate the need to keep a focus on this.  
 
3.3  Political and managerial leadership 
 
There is clear and passionate political leadership which has a grasp of the scale of the 
challenges.  There is a good understanding of the impact employment can have in 
terms of delivering some of the other stated priorities of the council such as improved 
health and quality of life.  We have already mentioned that the vision for the economic 
development of North East Lincolnshire appears to be taking shape.    
 
In terms of delivering on this vision, the council is starting to punch its weight at a sub-
regional level and engaging with key partners and stakeholders beyond the council 
and borough.  You are, for example, playing an active role in two Local Enterprise 
Partnerships (LEPs) to help ensure that the interests of North East Lincolnshire are 
well represented and potential support and investment maximised.   Given the 
economic landscape this appears relevant and right.  
 
You will of course need to adopt different styles of leadership and relationships as 
your new operating model develops and you move from engagement into enabling.  
Enabling and facilitating requires leadership, co-ordination, diplomacy and often initial 
pump-priming support.  This will be particularly important as you look to others to 
deliver on the Growth and Development Plan.  The council needs to be seen as the 
‘ringmaster’ on this important agenda.  You should be confident about doing this. 
Partners and other stakeholders are looking for you to lead in this way.  
 
Both the political and managerial leadership of the organisation are open to new ideas 
and different ways of working.  There are no potential new delivery models that have 
been ruled out as such.  You are keen that a focus on providing the best outcomes 
(for the money available) for the people of North East Lincolnshire drives thinking 
rather than a particular political philosophy.    
 
Whilst on one hand this is very positive, there is a risk of course that the ‘open to all 
ideas’ approach will stretch the skills and capacity of the organisation.   We suggest 
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that there may be a need to consider and articulate whether there is anything ‘off 
limits’ as regards future ways of working and service delivery.  This will help provide 
further clarity about the future and ensure that the thinking time, skills, capacity and 
resource of the organisation is deployed more efficiently and effectively.  In addition 
this clarity will inform the skills base and training requirements in the future workforce 
requirements. Currently, some staff are confused about how the council can become a 
smaller and leaner organisation whilst at the same time deliver services through a 
growing number and diversity of delivery models.  
 
You have rightly recognised the importance of an enhanced and evolved local 
community leadership role as being central to an enabling and facilitating council.   
Members have been engaged in developing the thinking on how the ward member 
role needs to develop further so that members are at the heart of enabling and 
facilitating communities to achieve outcomes for themselves.  There is a 
comprehensive picture of the new ward councillor role.  It will be important that all 
members are clear about this evolving role and the expectations on them.  The council 
will need to ensure that sufficient support and training is provided to members to equip 
them for their enhanced future roles.    
 
We think you need to further improve communications and ensure more visibility of the 
chief executive and senior officers, particularly in terms of more face-to-face 
communication. You have clearly improved communications and learning within the 
organisation significantly in recent years, with the Leading Lights staff awards scheme, 
Managers Network and Leadership Academy good examples.  But at times of change 
and challenge there is a relentless need to communicate, communicate, communicate.  
A greater visibility and presence from the chief executive and senior managers and the 
opportunity for regular ‘question and answer’ sessions will, we think, be greatly 
appreciated by staff.   
 
3.4 Governance and decision-making 
 
The key governance systems and processes one would expect to see in a well 
functioning council appear to be in place at North East Lincolnshire.  Member and officer 
relationships appear to be sound and there are a range of mechanisms to enable a 
dialogue between senior managers and members, such as through the regular Joint 
Executive Board.   The Audit Committee appears to be sound, and is benefitting from an 
external, independent chair.  
 
The Scrutiny function was reported to be working well.  It is increasingly member-led, 
and the six Overview and Scrutiny Committees have established roles in policy 
development, performance management and budget setting process.  There is a 
commitment from the cabinet to enable more pre-decision scrutiny opportunities and this 
looks to be happening.  We wonder whether there could, and should, be more of a role 
for the Overview and Scrutiny Committees in helping to shape future thinking and better 
supporting the council priorities.   
 
Partnership governance is an area where further improvement is required. This is 
particularly important given the direction of travel you are taking as a council.   You have 
recognised this and the Audit Committee is focussing heavily on this area.  We think as 
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part of this, you need to be much clearer on how much risk you want and/or need to 
transfer or share with others as part of your partnering arrangements.  Obviously this is 
a key area for further consideration given the new organisational operating model you 
are striving for.  You also need to be aware of the potential for fragmentation given the 
number of services that are provided externally.  Whilst partners have explicit links with 
the Council, it was not clear how well they are working together to address cross cutting 
themes such as older people, ensuring affordable warmth, active lifestyles, etc which 
form part of the wider determinants of health and are at the heart of your health and well 
being strategy. 
 
As the role of ward members evolves you will need to ensure that there is appropriate 
access and flow of information to support them.   There will need to be a systematic 
approach to keeping members informed at ward level so that they can fulfill the 
expectations placed on them.  It will be important to support your plans to devolve more 
responsibility to members in their wards with robust systems, member training and 
drawing on good practice in other councils.  More generally we think you need to ensure 
transparency in the key decisions about the future shape and priorities of the 
organisation.  Continuing to enable timely and genuine opportunities for non-executive 
members to inform and influence these decisions, perhaps through the scrutiny process, 
we think is an important part of this.  
 
We have already mentioned capital programme and project management as a 
potential area for further consideration and improvement.  This focus needs to extend 
to other areas of the Council, such as Future Shape/new deal projects, for example 
the forthcoming programme of Outcome Reviews where strong programme and 
project management will be required to ensure deadlines are met, clarity is maintained 
around outputs and objectives, and inter-dependencies remain clear.   
 
3.5  Organisational capacity 
 
Your staff are highly committed to the local community and motivated to do their best 
for the area.  Our engagement with officers during the peer challenge process, 
suggested the organisation and its staff are willing to embrace new ways of working 
and understand the need to do this.  This, coupled with the record of improvement and 
innovation, provides an excellent basis on which to deliver further change and 
improvement.  We suggest there should be more self-confidence within the 
organisation.  The ‘Leading Lights’ staff recognition scheme and annual awards 
ceremony could be utilised more to celebrate and show case the successes of the 
organisation and positive developments in the local area in addition to the 
achievements of individuals and teams.  
 
Recognising that leadership capacity is critical to the continued improvement and 
development of the organisation, you are investing in leadership development activity 
for both senior officers and members.  The programme is well-regarded by those 
participating in it.  In particular, managers are benefitting from the cross-departmental 
engagement and joint working the programme is enabling and facilitating.   There 
appears to be a good range of development activity including both class-room based 
learning and coaching and mentoring support too.  It will, of course, be important that 
the programme evolves as the organisation and its role and function does, so that 
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leadership skills and styles are geared more to enabling and facilitating.  You should 
also consider widening the scheme to include ‘rising stars’ who will play a key role in 
the future organisation.  
 
You have recognised the key components to enable a more modern organisation.  
There are projects being planned or implemented relating to a new ICT strategy, 
agile working, and asset management.    The inter-dependencies and drivers are not 
always clear.  We think you need to ensure there is understanding and clear link 
between these key organisational development projects and the vision of becoming a 
commissioning, enabling and facilitating organisation.  As already alluded to, much of 
this activity is currently associated with the council saving money by becoming a 
smaller organisation, rather than forming the new operating model.   
 
There is certainly a lot of change activity going on.  We were concerned as to 
whether the organisation is currently resilient enough to deliver its future plans.  The 
volume and complexity of some of the changes has left some parts of the 
organisation tired.  Resilience and morale may be issues requiring attention.  
Obviously your recent employee survey will help test if this is the case.  You have 
rightly acknowledged the complexity of change resulting in low morale, loss of 
expertise and benefits not being realised as a key risk in your strategic risk register.   
 
There may be more to do in terms of aligning resources to deliver the vision and 
priorities in order to develop the skills and capacity to commission, enable and 
facilitate.   We did not hear as much as we expected to about community 
development and empowerment, and support for elected members – all of which will 
presumably be key facets of an enabling and facilitating organisation.   Whilst there 
are pockets of good practice, community engagement does not appear to be 
systematic at the moment.  This suggested to us that there may be more to do as 
regards understanding the appetite and capacity of the community to play their role in 
the model of an enabling and facilitating organisation.   
 
We understand that you have made a start here, for example through a releasing 
community capacity project in health aimed at enabling communities to take on more 
active roles in relation to their own and the communities health. You need to consider 
how you can build on that approach across other priorities and ensure it incorporates 
the new community leadership role of elected members and officers in building 
confidence and capacity within the community to take advantage of the new 
opportunities that the new way of working could bring. 
 
We posed a question about your approach to the use of external consultants and 
interims. Despite a reduction over the past couple of years, there is a perception from 
staff of an over-dependence on them, and this might be affecting staff morale and 
levels of empowerment.  This will of course require careful and balanced 
consideration.  We appreciate that interims are used on occasion where there are 
difficulties in recruiting.  Similarly you will need specific expertise from time to time 
when exploring new ways of working as part of your enabling and facilitating 
philosophy.  However, there is also a need to ensure that organisational capacity and 
memory is developed and maintained, and that officers do not feel disempowered by 
the use of consultants to undertake work they feel they could do.    
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In terms of internal staff capacity, you are clearly working to create a more fluid, 
flexible and generically skilled and deployed workforce.  You are in the process of 
replacing 900 job descriptions with around 40 new role profiles as a means by which 
to do this.   We can understand the rationale behind this.  There will inevitably be the 
occasional ‘square peg into a round hole’ and implementation will need to be 
carefully managed to ensure key knowledge and expertise is not lost across the 
organisation as you create broader spans of management control.   
 
You have acknowledged that there is still work to be done in capturing the hearts and 
minds of managers and embedding the deeper rooted culture change required.  We 
think this is right and encourage work to continue on this.  We have, for example, 
already mentioned the need for leadership styles and relationships to continue to 
evolve to enable a commissioning, enabling and facilitating organisation.   
 
3.6  Commissioning, enabling and facilitating role of the council  
 
You asked the peer team to consider and comment on your emerging 
commissioning, enabling and facilitating model.  Much of what is covered in the 
sections above relate to the ability and capacity of the organisation to realise this 
model.  This section provides a reiteration of the peer’s key observations, plus some 
additional feedback from the team: 
 
There is a shared view across officers and elected members of the importance of 
enabling and supporting others to do more for themselves.  You have a stated vision 
to become a commissioning, enabling and facilitating organisation.  This is an 
important element of ensuring that priorities and outcomes for North East 
Lincolnshire can be delivered as the financial challenges continue to increase.   
 
Your track record of commissioning and partnering arrangements, provide some good 
examples and experience to build on, such as the Care Trust Plus, e-factor, Big 
Lottery, and securing a range of private sector investment.   You clearly have some 
good working relationships to build on too, such as with the police, private sector, and 
through the Centre for Assessment of Technical Competence Humber (CATCH).  
These, along with a better collation and analysis of information and intelligence mean 
you now have a good grasp of local demographic information and understanding of 
local needs and wants, through NELI for example.  
 
Taking all of this into account, your vision seems logical and does not represent a 
fundamental change in direction, albeit the focus has to date been on commissioning 
more than enabling and facilitating.  The vision is in line with what many other 
authorities are trying to do.    
 
We don’t think the model of a commissioning, enabling and facilitating council is as 
clear or widely understood and accepted as it needs to be.  We were not convinced, 
for example, on whether the evolving organisational model has been fully tested in 
terms of awareness, appetite and capacity.   In particular, we wonder whether the 
willingness and capacity amongst communities, elected members, partners, and 
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voluntary sector to fulfill the roles anticipated by the new organisation has been 
comprehensively explored.   
 
Whilst some elements of your Future Shape programme are designed to support the 
new organisational model, many of your key projects of the council do not appear to 
correlate with community needs and market shaping.  Put simply, most projects seem to 
relate to the future shape of the organisation (e.g. agile working, ICT, 
asset/accommodation), and there is relatively little activity about  demand and 
expectation management, albeit a Commissioning and Delivery Team has recently been 
put in place, with a remit that includes actively address market development and 
demand management.  We would expect the latter to be prominent features of an 
enabling and facilitating organisaton.  Similarly, we questioned whether all trading, 
investment and entrepreneurial opportunities are being considered as part of the new 
organisational model.   We also think there is a need for more clarity about non priorities 
and whether some de-commissioning of activities is required. 
 
We think there may be value in amending your vision statement so that ‘enabling’ and 
‘facilitating’ become the key features.  We suggest there is currently too much 
emphasis on ‘commissioning’ at the expense of developing those other facets. There 
is much less emphasis, and indeed understanding or appreciation of, the ‘enabling’ 
and ‘facilitating’ elements of your proposed organisational model.  Our point is about 
doing more on enabling and facilitating, not doing away with commissioning.  
 
In particular, we were unclear about how elected members and staff are being 
prepared and supported for their new ‘enabling’ and ‘facilitating’ roles.  We think that 
more clarity is needed around what ‘commissioning’ means within the organisation, 
and its role in the new operating model.  In particular, we heard different definitions 
and explanations of what being a commissioning council means.  Many described 
commissioning as procurement, or considered it to be major outsourcing.   
 
We have already encouraged you to be mindful that leadership styles and relationships 
will need to evolve as the new operating model develops. Enabling and facilitating 
needs leadership and co-ordination and will need to be an important part of the culture 
change work required to embed the ‘enabling’ and ‘facilitating’ ethos at North East 
Lincolnshire. The focus needs to be about maximising the influence to enable, empower 
and support others.   
 
 
3.7 Jobs and economy 
 
The importance of creating jobs in the area is clearly understood and is rightly a key 
priority for the council and place.  Everyone we engaged with during the peer challenge 
understands this to be the number one priority.   We think given the challenges the 
borough faces, the Development and Growth Plan, developed in collaboration with key 
stakeholders, is focussing on the right things.  It provides clarity on the key opportunities 
for the area and looks to exploit the enormous economic potential of North East 
Lincolnshire.   
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The Plan now needs resourcing and delivering.  Enabling and facilitating the capacity 
and resources of others to deliver the Development and Growth Plan will be a key 
challenge, and one that will require the new style of leadership from the council.  As we 
have previously mentioned, the council needs to be seen as the ‘ringmaster’ on this 
important agenda.  This includes providing sufficient support and co-ordination to 
enable others to take the ownership. Partners and other stakeholders are expecting 
this.   
 
You should be confident in your ability to do this.  There are some good examples of 
where you have provided pump-priming and stimulus to make things happen, such 
as e-factor, CATCH, securing funding from the Regional Growth Fund, and E2.  You 
have a good reputation for your responses to ‘economic shocks’ and you have 
coherent plans for Grimsby town centre development in place.  You continue to play 
an active role in two LEPs to ensure that potential support and investment 
maximised.  All of these provide good foundations on which to build.  
 
We suggest there are some challenges where plans and proposals to tackle them are 
not yet in place.  For example, there is an apparent disconnect between job creation 
and labour supply.  You have recognised the importance of ensuring that jobs created 
are filled by local people, and we think there is more work needed with the education 
sector to ensure skills match the employment opportunities being created.   Another 
example is the council’s stated aim of changing the culture of the area to one of work 
(rather than worklessness).  It wasn’t clear to us how your neighbourhood 
development policy and approach is contributing to this.  There doesn’t look to be a 
‘golden thread’ through to the council’s neighbourhood development activity.   
 
The ‘Living Places’ partnership you have established with Balfour Beatty aims to 
increase pace and capacity to the delivery of physical regeneration in the borough. 
You feel the partnership is working well, albeit it is not yet delivering the financial 
savings anticipated.   Whilst we can understand the reasoning behind this approach, 
we also feel that strong governance of the contract will be required.  It is understood 
that safeguards have been built in to the contracts but it is not common to have a 
major construction company advising the Council on planning, highways and 
regeneration issues.  Fulfilling both roles simultaneously still carries the perception, if 
not a great risk, of conflict of interest and anti-competitive behaviour in the awarding of 
works.  We flag this as something to be aware of.  
 
In terms of other areas for further development, we posed some questions for your 
consideration.  These included whether the council is making best use of its resources 
in terms of procurement, planning policy and investment to get local people into work?  
We also asked whether you were developing your thinking and offer as regards the 
‘City Deal’ to ensure you are good to go when you need to be. 
 

4. Recommendations 
 
The peer team developed some key recommendations for you to consider.  These are 
based on what we saw, heard and read.  Drawing on our experience of the sector and 
knowledge of local government improvement, the following are things we think will 
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help you to make best use of your skills and experience, deliver some quick wins, and 
develop the strengths you will need to see your change agenda through:  
 
1. Produce a clear statement about your ambitions for the place by, for example:  

 reducing the number of priorities and ensure a clearer, more primary focus 
on jobs 

 ensuring the Development and Growth Plan (DGP) has a resourced action 
plan which provides clarity of responsibilities and enables the pace of 
implementation required 

 aligning partners priorities to support the key priority of jobs 

 continuing to widely communicate the vision and aspirations and building 
them into performance systems and monitoring 

  
2. Review and develop how the council contributes to the ambitions by:  

 being clear that commissioning is more than outsourcing  

 providing more clarity about the future shape of the authority.  Put more focus 
on enabling and facilitating and what commissioning, enabling and facilitating 
will mean.  

 considering the use of reserves, trading accounts and assets in a more 
entrepreneurial way to support revenue and delivery of priorities  

 
3. Ensure you have organisational capacity and fitness to deliver by: 

 further improving internal communications, perhaps including a 
communication plan for every key project, and more face-to-face activity 

 continued focus on programme and project management, including the 
capital programme 

 improved partnership governance (including shared risk)  

 ensuring you don’t lose the key skills and expertise required through the 
Future Shape deployment and people strategy 

 keeping an eye on morale, sickness absence and other corporate health 
indicators to ensure the capacity and resilience to deliver your plans 

 
4. Build and develop the capacity of others to play their role in delivering the ambitions 

by:  

 evolving leadership styles and relationships  

 Creating a community development strategy and plan that is resourced and 
followed through 

 creating an Employment and Skills Gateway – apprentices, work experience, 
pre-employment training, schools, ownership 
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5. Next steps  
 
We have sought to highlight the many positive aspects of the council through the 
peer challenge process but we have also outlined some challenging messages.  It 
has been our aim to provide some detail through this report in order to help the 
council consider them and understand them.  The councils’ senior managerial and 
political leadership will therefore undoubtedly want to reflect further on the findings 
before determining how they wish to take things forward.  There is also the need to 
consider communication of the findings of the peer challenge and your response to 
them, both internally and externally.  
 
Mark Edgell, as the Local Government Association's Principal Adviser for your 
region, will continue to act as the main contact between the council and the LGA, 
particularly in relation to improvement.  We hope that this provides you with a 
convenient route of access to the organisation, its resources and packages of 
support. 
 
All of us connected with the peer challenge would like to wish the council and the 
borough every success in the future.  
  


