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Executive Summary

The Corporate Management Team has identified a number of key corporate risks which are
subject to periodic review by management to ensure that the risk is properly understood and is
being adequately controlled.

The purpose of this report is to provide the Panel with an overview of management’s current
assessment of Corporate Risk S1: Inability to manage strategic change. The report also
highlights the current key management processes and controls which are designed to mitigate
this risk, as well as any planned actions which are intended to enhance current controls or to
mitigate the risk further.

More detail is provided in Appendix 1, the current “deep dive review” of this Corporate Risk.
This documentation has been significantly changed since the last review of the risk, to reflect
the considerable degree of change which has occurred in recent months and ongoing actions
which continue to be progressed.

Recommendations

The Panel is invited to:

(a) Consider whether there are any issues arising from this report, on which the Panel would
like to receive further information;

(b) Otherwise note the contents of this report.

Links and Supporting Documents

Council Plan to 2020: Robust and effective risk management arrangements are a key element
of good corporate governance and support the delivery of all Council services and the
achievement of all key corporate priorities and planned outcomes.

Appendix 1: Deep Dive Corporate Risk review S1: Inability to manage strategic change



1. Background

1.1 In order to assist it in fulfilling its role in relation to risk management, the Panel has
requested that it receive detailed reports on the management of selected key corporate
risks. For this cycle, it has been agreed that a report be submitted on ‘Corporate Risk
S1: Inability to manage strategic change’.

1.2 As part of the agreed approach to the management of key corporate risks, each
corporate risk has a nominated Chief Officer as Risk Lead and has also been assigned
to a relevant Corporate Working Group and/or Management Team for ongoing
assessment, monitoring and review. Risk reviews are done on a frequency aligned to
residual risk rating. This particular risk is aligned to the Corporate Management Team,
with the Chief Executive identified as the Corporate Risk Lead.

1.3 The Accounts Commission has highlighted the significant financial and demographic
pressures facing councils, the complex and ever-changing legislative and policy
frameworks within which councils operate and the need to ensure that councils engage
and work effectively with partners and local communities. All of these pressures and
demands mean that old models of working are increasingly recognised as being
inadequate and that councils need to change in order to respond more strategically.

1.4 The Council has recently developed an update of its strategic plan (‘The Plan for North
Lanarkshire’) which brings together the previous Council Business Plan, Local Outcome
Improvement Plan (LOIP) and recommendations arising from the Fairness Commission.
The Plan reflects the ‘We Aspire – a shared ambition’ and will be supported by a
Programme of Work which is designed to help deliver the Council’s challenging
ambitions. To support the delivery of the ‘We Aspire’ agenda, the last six months has
also seen significant changes in the Council’s organisational structure and senior
leadership teams.

1.5 Ensuring that the Council is able to respond effectively to the considerable demands
placed upon it by these pressures and challenges is crucial and is reflected in the
management and governance arrangements now in place which are designed to ensure
effective corporate working and a clear focus on the need to deliver a range of change
programmes and major projects to support effective, efficient and financially sustainable
service delivery and to deliver planned outcomes.

1.6 More detail on the scope of this risk is detailed in the Deep Dive Risk review document
at Appendix 1. This document has been updated to reflect the considerable degree of
change which has occurred in recent months as well as ongoing actions which continue
to be progressed.

2. Report

2.1 An initial ‘deep dive review’ of this risk was presented to ECMT in autumn 2017 with a
residual risk rating of 15 HIGH. It was subsequently reviewed again by CMT in January
2018 when the residual risk rating reduced to 12 MEDIUM. The reduction in risk rating
at that time reflected management’s view that although clearly a significant risk if not
effectively managed, the likelihood of the risk occurring was reduced in light of revised
management and organisational structures, and by the implementation of robust
programme methodologies around major strategic change initiatives.

2.2 Based on a 6 monthly review frequency, the risk was then due to be reviewed in July
2018, however was postponed in light of the then impending change of Chief Executive
and the anticipated changes to organisational ambitions, structures and management
arrangements that this might reasonably be expected to bring.



2.3 The risk was most recently reviewed by CMT in December 2018. The residual risk rating
was assessed as remaining the same at 12 MEDIUM, reflecting the wide range of current
management controls and governance arrangements involved in ensuring that this risk
continues to be effectively managed. Among the more significant developments are:

 The development and approval of the Council’s revised strategic plan (‘The Plan for
North Lanarkshire’) and its associated Programme of Work, performance framework
and performance reporting arrangements;

 The revised senior leadership arrangements and revised organisational structures;
and

 Revised governance structures at elected member level designed to ensure the
committee structure is aligned to changes in organisational structures and provides
appropriate oversight and scrutiny of performance and progress. In particular, the
revised terms of reference for the Policy and Strategy and Transformation and
Digitalisation committees provide clear focus, oversight and direction at a strategic
level of the council’s key change projects;

2.4 Management fully recognises the high inherent risk associated with strategic change and
considers that this is reflected in the governance and management arrangements. The
residual risk rating of 12 MEDIUM would ordinarily attract a 6 monthly review period in
line with the council’s risk management strategy, however in recognition of the nature of
this risk, and the pace and scale of ongoing change, CMT has agreed to increase the
review frequency to quarterly. This will allow CMT to closely monitor and track the
ongoing work and planned actions which will help to ensure this risk continues to be
effectively managed. Among the more significant ongoing actions being progressed are:

 Progress on development of Phase 2 management and organisational structure
proposals;

 Finalisation and implementation of the Council’s revised workforce plan/strategy;

 Ongoing reviews of the Council’s current ALEOs;

 Proposed changes to, and work underway to review the integration of health and
social care within North Lanarkshire; and

 Ongoing progress of key change projects, including Digital NL.

3. Implications

Financial Impact: None identified

HR/Policy/Legislative
Impact

None identified

Environmental
Impact:

None identified

Risk Impact: Regular review of key corporate risks will allow senior
management and the Audit & Scrutiny Panel to maintain a
current and accurate view of how key risks facing the
Council are being managed, and will enable the Council to
demonstrate effective management of its overall risk
exposure.



4. Measures of success

4.1 Ensuring that the Council effectively manages the risks surrounding the management of
strategic change will allow the Council to respond effectively to considerable external
pressures and the challenges associated with delivering a range of change programmes
and major projects which support effective, efficient and financially sustainable service
delivery and the achievement of planned strategic-level outcomes.

Des Murray, Chief Executive
For further information please contact Des Murray, Chief Executive on tel. 01698 302350



APPENDIX 1 – DEEP DIVE DOCUMENT

CORPORATE RISK REVIEW: S1: INABILITY TO MANAGE STRATEGIC CHANGE CORPORATE RISK LEAD: Des Murray (Chief Executive) CORPORATE WORKING GROUP: CMT

Risk Context: The local government landscape is complex with significant challenges that bring added pressures and demands. NLC is
faced with the challenges of increasing cost pressures, declining funding, rising demand for services and significant policy changes which
have, or will, impact on key service delivery areas and/or how services are delivered. North Lanarkshire’s demographics also dictate that
the challenges are substantial, particularly around increasing numbers of people who require social care assistance and the challenges
relating to poverty and socio-economic deprivation. The Council has recently restated its corporate objectives and is currently reviewing
and refreshing its corporate plan and restating its priorities and ambitions which it is recognised will be challenging to address. The
appointment in 2018 of a new Chief Executive has led to recent significant changes in organisational structures and senior leadership. A
range of complex policies, programmes and projects require to be planned and delivered.

Last Review: 11/12/19

Next review date: 11/03/19

(CMT have agreed to review quarterly
because of the nature of the risk
despite a medium rating)

Governance & Oversight: Policy and
Strategy and Transformation and
Digitalisation Committees and the
Audit and Scrutiny Panel

Risk Description

There is a risk that: The Council is unable to effectively implement the pace and/or scale of reform or change needed to enable it to deliver
its corporate objectives at a time of significant challenge arising from a long-term decline in funding, an ageing and growing population
and other external pressures including significant policy and legislative changes.

Due to: Failure to set out clear priorities and/or establish how ‘change’ will be effected. Insufficient or inadequate resources /lack of
capacity to deliver change projects. Lack of strategic approach to identifying how change will support the delivery of future savings and/or
short-term approach to financial savings not supporting a more long-term change agenda. Inadequate political support for the change or
reform agenda. Ineffective strategic leadership. Inadequate community/public involvement.

Which could result in: Inability of the Council to achieve the Council’s ambitions, priorities, objectives, planned service levels and
performance. Financial pressures result in a non-strategic or short-term approach to identifying and delivering financial savings.
Transformational, improvement and change projects are unsuccessful and fail to deliver planned outcomes and/or expected benefits. The
Council fails to identify and progress the ‘right’ change projects. Poor working relationships between senior management and Elected
Members. Significant public and/or staff resistance to the Council’s change proposals.

Organisational Risk Map

Primary

Inability to manage strategic change
could have major impacts on the
Council’s ability to deliver planned
outcomes and performance across all
functions and/or service delivery areas
within Council and within key
partnership working arrangements
including ALEOs

Secondary

Third

Council Priorities most impacted by the risk: This risk may impact on all of the Council’s corporate ambitions and priorities

Inherent Risk Rating Likelihood – 5 Impact – 5 INHERENT RISK RATING – 25 HIGH

Rationale for
Inherent Risk Rating

In the current environment, effective management of strategic change is fundamental to everything that the Council does. The scale and pace of change
that the Council needs to pursue and the inherent difficulties that such change presents means a high inherent risk score is to be expected. If the Council
fails to manage the strategic change agenda there will be multiple impacts which will affect the Council’s ability to effectively deliver key services, remain
financially sustainable and achieve wider planned ambitions. If not effectively managed, it is likely that the Council will not achieve priority outcomes,
resources would not be best used, and the financial position of the Council may become unsustainable. The risk has been assessed at both 5 for Inherent
Likelihood and Impact.



Current Key Management Controls Control Owner

1. Revised Corporate Management Team and organisational structures Des Murray, Chief Executive and CMT

2. Recent change in committee structure designed to ensure appropriate oversight and scrutiny of progress, and aligned to
changes in the organisational structures. Policy & Strategy, Transformation and Digitalisation committees with renewed
terms of reference provide clear focus, oversight and direction at a strategic level.

Des Murray, Chief Executive and Archie Aitken,
Head of Legal & Democratic Solutions

3. Budget Strategy approach with supporting Sounding Board which incorporates Service reviews and Service prioritisations.
Early engagement and agreement on approach and initiatives with elected members. Underpinned by Medium Term
Financial Plans

Head of Financial Solutions

4. Widespread use of project management methodology to underpin service reviews and delivery of key programmes and
projects

Des Murray, Chief Executive and CMT and
Heads of Service

5. Risk management arrangements within Services and within key projects Ken Adamson, Audit and Risk Manager

6. Regular engagement with elected members on ‘strategic change’ activities Des Murray, Chief Executive and CMT

Residual Risk
Rating

Likelihood – 3 Impact – 4 RESIDUAL RISK RATING – 12

Rationale for
Residual Risk
Rating

To date there is clear evidence that the Council has established mechanisms to manage this risk; however the scale and complexity of changes likely to be
required mean that this risk cannot be underestimated and it is a risk which will continue be key for a number of years. Basic controls and management
arrangements are in place and appear to be working reasonably effectively albeit there is still significant ongoing activity in a number of key areas that will further
strengthen the relevant control environment.

Whilst a range of steps have been taken to increase the Council’s capacity surrounding ‘transformational’ and ‘change’ projects, increasingly new and more
innovative (and therefore inherently riskier) solutions are likely to be required to meet ongoing challenges and these may be difficult to deliver.

The new organisational structures should further enhance collaborative working across services. Elected members are being engaged at early stage via Budget
Sounding Board and via the work of the Transformation and Digitalisation Committee. Transformation reform is supported by five clear priorities which provide
a clear direction in everything that Council does and this will be further enhanced when work currently underway to refresh the Council’s ambitions and business
plan, alongside revised performance management arrangements, is completed.

Despite the challenges the Council faces and the continuing pace of change within the organisation itself and the environment within which the Council operates,
the last review agreed a reduction of likelihood from 4 to 3 with the impact remaining at 4. This reduced the overall rating to 12 MEDIUM. It is proposed that
this rating remain unchanged.

Assurances:

 Reporting to Transformation and Digitalisation Committee with
monitoring of progress against Council’s service reviews and specific
‘change’ / ‘transformational’ projects

 Measurement and reporting of key performance measures and
outcomes being achieved within available financial resources

Independent Assurances/ Independent Inspections

Key Internal Audit work: A range of recent reports have covered aspects of this risk including reports on
the Management of Strategic Change, on Corporate Governance, on Digital NL, on Risk Management, on
the Community Planning Partnership and on the implementation of the Community Empowerment Act

External: Work of the CARE Inspectorate, Education Scotland, Scottish Housing Regulator and the current
Audit Scotland Best Value Audit

Gaps in Assurance: None



Current Performance/ Current Risk Indicators:

 Successful delivery of planned savings and ongoing financial
sustainability

 Successful delivery of planned outcomes, projects, initiatives and
performance

 Successful delivery of key policy and legislative changes

Interdependencies: Roles & Working Relationships ; Financial – Planning & Resources; Human Resources;
Strategic – Technology Strategy; Financial – Policies & Controls; Operational – Project Risk; Operational
– Communications; Operational – Procurement; IJB NHS and NLC; Community Partnership Planning;
Welfare Reform, External Inspections/Best Value

Management Planned Actions Responsible Person Timescale

1. Approval and implementation of revised strategic plan and associated work programmes and performance
management arrangements.

Des Murray, Chief Executive March 2019 and
ongoing

2. Further development of Phase 2 management and organisational structure proposals and timelines Des Murray, Chief Executive and CMT March 2019 and
ongoing

3. Finalisation and implementation of workforce plan/strategy to address how the Council will ensure that it
has the right workforce with the right skills to deliver the business plan’s corporate ambitions and priorities
and key services

Fiona Whittaker, Head of People and
Organisational Development

TBC

4. Progress key ‘change’ projects including Digital NL and other ongoing service reviews Various – dependant on specific project Various

5. Review of integration of health and social care within North Lanarkshire Ross McGuffie, Acting Chief Accountable
Officer – NL IJB

April 2019


