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RECOMMENDATION

The Committee is asked to:-

(1) Endorse combining Children and Young Peoples Services (CYPS) with 
Health and Social Care (HSC) to form a new Childrens, Adults & Families 
Directorate.

(2) Approve the proposed structure for the Childrens, Adults & Families 
Directorate as set out in paragraph 5.1 together with the HR implications 
arising from the management restructuring proposals as set out in paragraph 
4, with effect from 1st April 2011.

(3) Approve the Methods of Appointment and salary grading for the new 
management structure for Childrens, Adults & Families Services, as set out 
in Appendices B & C, and in paragraph 6.

(4) Note that these proposals accord with the longer term objective to move 
to a much smaller Strategic Leadership team by 2012/13, as agreed by this 
Committee at its meeting on 24th September 2010.



Summary

This report constitutes the second phase of the management restructuring 
and is in accordance with the Chief Executives report to this Committee on 
24th September 2010.   At this meeting this Committee's resolution (extract) 
was:-

“(1)   that the HR implications arising from the management 
restructuring,as set out in paragraphs 3 and 4 of the report be 
approved with effect from 1st October 2010;

(4)   that the longer term objective to move to a much smaller Strategic
Leadership Team by 2012/13, with agreement to move in this direction
as opportunities arise, be noted; and

(5)   the situation regarding Children & Young Peoples Services, Health 
& Social Care, and Public Health, as set out in the report be noted.”

This report  now seeks to address (4) and (5) above by a new management 
structure for the proposed Childrens, Adults & Families Services for the 
Directorate.

The significant issues in the report are:

The Methods of Appointment and pay and grading for the post of Strategic 
Director (Childrens, Adults & Families Services) set out in paragraph 4 
below.

Vision
The management proposals for the new structure have been designed to 
ensure that there is adequate senior leadership capacity across a diverse 
and high profile set of statutory functions and services.  They also need to 
have a degree of flexibility to take account of the fact that in time public 
health responsibilities will transferring to the local authority.  

It is expected that the new combined directorate should deliver improved 
outcomes for children, young people and adult care service users, and 
improved value for money through a coherent and consistent approach to a 
range of functions and issues, including strategic commissioning, 
performance and planning, and promoting a ‘think family’ approach where 
appropriate.  

1.  Policy



Under the Council's Pay Policy changes in relation to the restructure, pay and 
gradings and method of appointment for JNC 1st and 2nd tier Directors require 
the approval of the HR Committee.

2.  Consultation

Internal

Consultation is being carried out with the trade unions and with senior 
managers within CYPS & H&SC

External

Consultation will also be undertaken with other stakeholders, including the 
PCT, Head Teachers and other relevant external partners

3.  Context

3.1 In her report to this Committee on 24th September 2010, Members were 
advised by the Chief Executive that:-

“This report seeks to establish the principle of a much smaller Strategic 
Leadership Team by 2012/13, with agreement to move in this direction as 
opportunities arise (as per Appendix C2).  This would consist of a Chief 
Executive and three Strategic Directors.”

“There are no proposals in this paper for changes in the short term to 
Children & Young People's Services or Health & Adult Social Care.

The former will be impacted by national policy and the latter is subject to a 
current review examining the long term shape of the service.  Strategic 
Directors will bring forward proposals in relation to these areas as national  
policy and budget implications are clarified.

Government have also indicated that the function of Public Health will move 
to Local Government.  There is currently a post of Director of Public Health 
which is jointly funded by Bristol City Council and the PCT.  Arrangements 
will be reviewed as national policy emerges.

It is anticipated however that further proposals regarding the configuration of 
Children & Young People's Services, Health & Adult Social Care and Public 
Health will be brought forward as soon as the legislative context is clear.”

3.2 The proposals set out in this report would lead to combining H&SC and 



CYPS to form a new Childrens, Adults & Families Directorate. For 
Members information the current management structures for H&SC and 
CYPS are set out in Appendix A1 & A2.  

3.3 It should be noted that none of the 1st and 2nd tier posts within H&SC 
are currently filled on a permanent basis, and it is therefore considered 
essential that this restructuring should be completed as quickly as 
possible.

4.  Rationale and Background

4.1 Rationale
Proposals for a new directorate, bringing together children and adult services 
have been accelerated and are being made for several reasons:

• The changing national policy context which requires local authorities to 
work differently, for example, in relation to education and personal 
budgets 

• The need for the authority to work more efficiently and effectively 
• The need for children and adult services to work in a more consistently 

joined up way, for example, in managing the transition of disabled 
young people from children to adult services 

• the need to progress permanent senior appointments as soon as 
possible within HSC

4.2 Background
(i) The current structure is as follows:- 

● 2 Strategic Director posts for CYPS and H&SC
● 4 permanent Service Director posts in CYPS (of  which +0.5 is 

PCT funded) 
● 3 permanent Service Director posts in H&SC (of which 0.5 is PCT 

funded) (to be confirmed), excluding the fixed term contract 
Service Director post which ceases at the end of March 2011.

● Current total Service Directors =  7.5 FTE (of which 2X 0.5 posts 
are currently PCT funded – to be confirmed) 

(ii) Following initial discussion with both directorate leadership teams, the 
draft proposed structure is as follows:
● 1 Strategic Director post (Childrens, Families and Adult Services) 
● 7 FTE Service Director posts.

Further information regarding the reasons for establishing a combined 
directorate are as set out in Appendix D.



(iii) Consideration was given to reducing the number of Service Director 
posts, however, given the scale of change facing both services, the size 
and nature of their responsibilities (particularly their statutory roles and 
significant budgets) it was deemed not be wise to reduce senior 
capacity further at this time. 

(iv) In  drawing up the revised structure, account has been taken of the 
relevant legislation, and particularly the statutory requirement to have a 
Director of Children's Services (DCS) and a Director of Adult Social 
Services (DASS).  Each local authority has the discretion to include 
within the DCS's remit any additional responsibilities relating to the local 
authority functions it considers appropriate.  The local authority is 
required to make sure that any extension of the role would still permit 
the DCS to provide sufficient personal focus to the well being of children 
in the area, as set out in the 2004 Act and subsequent guidance.  

(v) The draft job documentation (please see para 7.3) delineates clearly 
boundaries of responsibility, particularly between Strategic Director and 
Service Directors, and between Service Directors.  It is acknowledged 
that the wide scope and functions of the proposed new directorate will 
require that Service Directors have appropriate delegation and 
autonomy in decision making affecting their services.  

(vi) It is proposed that the statutory role of Director of Children’s Services 
(DCS) and the role of Director of Adult Social Services (DASS) should 
reside with the Strategic Director; Childrens, Adults & Families 
Services. 

5  New Structure

5.1 The committee has asked to establish the following senior posts: 

(i) Strategic Director (  C  hildren,   A  dult  s   and   F  amilies  )  
Statutory roles of director of children’s services and director of adult 
services 
Overall responsibility and accountability for children, families and adult 
services within Bristol City Council

(ii) Service Director (Care Services -   A  dult   P  rovision)   
In house residential care, day and domiciliary services 
Brief to evaluate viability of existing provision and establish sustainable 
services where this is viable.  

(iii)Service Director of Operations (Adult Care Management)
Assessment and care management 



Prevention, information and open access services 
Care planning, procurement and review of care packages
Safeguarding 

(iv) Service Director (Education)
School improvement 
Early years 
School partnerships and governance 
Admissions 
SEN + inclusion + home to school transport 
Post 16 education

(v) Service Director (Children and Young People Services)
Safeguarding 
Children looked after 
Children in need 
Disabled children and young people 
Transition services 
Delivery of targeted support services, including ‘think family’, parenting 
strategies

(vi) Service Director (Adults Strategic Commissioning  )   
Strategic needs analysis 
Strategic options and appraisal 
Strategic commissioning and market management 
Key linkage with director of strategic commissioning (children and 
young people) to drive consistent approach to commissioning 
Adult care and health partnerships,

(vii) Service Director (Children's   Strategic Commissioning     (  Child Health   
Partnerships) 
Children's health commissioning 
Strategic needs analysis 
Strategic options and appraisal Strategic commissioning and market 
management 
Key linkage with director of strategic commissioning (adults) to drive 
consistent approach to commissioning 
Children’s partnerships, including with health
Directorate lead on establishment of public health function within Bristol 
City Council 

(viii) Service Director (Resource Planning and Strategic Intelligence) 
Policy, performance and projects
Complaints
Resource and financial planning 



Equalities and community cohesion 
Directorate management of change programmes 
Directorate wide overview of strategic commissioning 
School place planning and capital programme
Asset management 
Adult education 
Links with corporate business partners 

6 Methods of Appointment

6.1 The proposed Methods of Appointment for 2nd Tier posts within the new 
directorate are as set out in Appendix B.  These have been compiled in 
accordance with the Council's Managing change Policy.

6.2 It is not intended that the Strategic Director post will be advertised and 
filled at the present time as it is considered that this would carry a 
considerable risk that it would undermine leadership and stability, at a 
time when there are major concerns about capacity and expertise within 
the former H&SC 2nd tier in particular.  Furthermore, other changes in 
the national agenda are imminent, and need to be considered more 
fully at that time.

6.3 It is proposed, therefore, that interim arrangements will continue at 
Strategic Director level, until much later this year.

7  Pay and Grading

7.1     In accordance with the Council's pay structure and JE scheme, the 
grading of the 1st and 2nd tier posts are determined by the external job 
evaluation consultant and are set out in Appendix C. The posts are 
being evaluated by the external JE adviser on 11th March (Appendix C 
will therefore be updated and tabled at this meeting).

7.2 These posts will be subject to the Council's Salary Progression 
Scheme for 1st and 2nd tier Directors. 

7.3 A set of job descriptions for the 2nd tier posts will be available at the 
Committee meeting for reference purposes. The job description for the 
post of Strategic Director has not yet been finalised as set out in 
paragraph 6.2 above.

8.  Other Options Considered

8.1 The option of delaying the proposed integration of CYPS and HSC has 
been considered, but it is considered essential that managerial stability 



be provided as quickly as possible for the newly proposed Directorate.

8.2 It is not intended to separately review structures below 1st and 2nd tier at 
this stage, as these are subject to on-going strategic options and 
medium term financial planning changes in 2011/12.

9.  Risk Assessment

9.1 To continue with the interim arrangements within H&SC 2nd tier is not 
considered advisable at a time of considerable national and local 
change which is impacting on Local Government generally, and upon 
these two major services in particular.

9.2 The risks regarding the Strategic Director post, are as set out in 
paragraphs 6.2 and 6.3 above.

10.  Equalities Impact Assessment

10.1 Given the small number of people affected, it may be possible to 
identify individuals from the data provided in the completed EqIA. 
Therefore, following the advice from Jo McDonald (Equalities Officer), 
this Equalities Impact Assessment has not been published.

Legal and Resource Implications

Legal

The report details the proposed restructure to form a new directorate. 
The Council is under an obligation to ensure it follows appropriate 
human resources policies and procedures and employment law 
legislation in carrying the restructure and in respect of the impact on 
any affected staff.

Advice from Husinara Jones for Head of Legal Services

Financial

(a) Revenue:

The costs (savings) will be confirmed at the meeting, by which time the 
gradings will have been confirmed by the external JE adviser.



(b) Capital:

Not applicable.

Land

Not applicable.

Personnel

As set out in paragraphs 4, 5, 6 and 7 above.

Appendices:-
Appendix A1/2 - Current 1st & 2nd tier structure for CYPS & HSC
Appendix B - Methods of Appointment
Appendix C - Pay and Grading
Appendix D - Children, Adults & Families Services Draft Rationale

LOCAL GOVERNMENT (ACCESS TO INFORMATION) ACT 1985
Background Papers:      None.



Strategic Director: Children, Young People & Skills
Annie Hudson

1st and 2nd Tier Structure - CYPS
February 2011

Service Director:
 Performance, Policy 

and Partnerships
Claudia McConnell

Service Director:
Education Strategy

 and Targeted Support
Craig Bolt

Service Director: 
Safeguarding and 
Specialist Services

Ian McDowall

Service Director: 
Learning, 

Achievement 
and Schools
Nick Batchelar

Version 25.1.11



 1st and 2nd Tier Structure - Health & Social Care
February 2011

Strategic Director: Health & Social Care
David Johnstone (interim)

Service Director:
Care Services
Jocelyn Mignott

Service Director
(joint post):

Mental Health,
Learning Difficulties
& Disabled People

Andy Heron

Service Director
(joint post):

Older People Services
Netta Meadows

Service Director:
Putting People First

Vareta Bryan 

Director of Commissioning
NHS Bristol

Version 25.1.11



APPENDIX (5) B 
 
Methods of Appointment 
 
(1) Ring Fence Arrangements: 2nd tier posts 
 
Post 
 

Method of Appointment Ring Fence Eligibility 

Service Director: Care 
Services (Adults) 
 

New post National advert 

Service Director: Care 
Services (Adult Provision) 
 

Vacant post National Advert 

Service Director: Education Unchanged Direct appointment of 
Service Director: Learning 
Achievement and Schools 

Service Director: Children 
& Young People 

Unchanged Direct appointment of 
Service Director: 
Safeguarding & Specialist 
Services 

Service Director: Adults 
Strategic Commissioning 
 

Vacant post National advert 

Service Director: Children’s 
Strategic Commissioning 
(Child Health Partnerships) 

Unchanged Direct appointment of 
Service Director: 
Performance, Policy & 
Partnerships 

Service Director: Resource, 
Planning & Strategic 
Intelligence 
 

Changed Service Director: Education 
Strategy & Targeted 
Support 

 
(2) Interview Arrangements 
 
The following selection arrangements will apply: 

a) ‘Unchanged’ posts = direct appointment 
b) ‘Changed’ posts = either: 

 if one person in ring-fence – alternative post interview to be 
carried out by a minimum of two members of SLT 
or 

 if more than one person in ring fence interviews will be carried 
out by the Member Panel Selection Committee 

c) ‘New / vacant’ posts = interviews to be carried out by the Member Panel 
Selection Committee. 
 



Appendix (5) C

PAY & GRADING

1.  Grading

The following gradings have been confirmed by the external adviser regarding job
evaluation:-

Post Grade Salary
Service Director: Care
Services (Adult Provision)  Q £81098 - £89205

Service Director of
Operations (Adult Care
Management)

 Q £81098 - £89205

Service Director: Education Q £81098 - £89205

Service Director: Children &
Young People Services Q £81098 - £89205

Service Director: Adults
Strategic Commissioning P £73221 - £80396

Service Director: Children's
Strategic Commissioning
(Child Health Partnerships) 

P £73221 - £80396

Service Director: Resource,
Planning & Strategic
Intelligence

Q £81098 - £89205

Strategic Director: Childrens,
Adults & Families T £120620 - £130909

S:\Reports\2010-11\Misc Cttes & Other Bodies\Human Resources Cttee\Final Reports\09_24 03 2011\5\05c_App C - JE and Grading
 210311_1 - updated 22.03.11.odt



APPENDIX (5) D 
Children, Adults & Families Services: Rationale 

 
DRAFT 25 February 2011 
 
Bristol City Council  
 
Why establish a combined children and adult services directorate?  
 
1. Proposals are being developed to establish a new City Council children, 

adult and families (CAF) directorate and which would combine services 
currently within children and young people’s services (CYPS) and within 
health and social care (HSC); other services could potentially transfer in 
the future.   

 
2. There are three overriding imperatives for this change:  

• The potential to drive greater coherence in the commissioning and 
delivery of services  

• The imperative of making better use of financial resources  
• The need to continue to improve outcomes for children, adults and 

families.   
 

Context and key ‘drivers for change’  
3. Major policy changes require that local authorities assume new and 

different roles.  These changes are reflected in the White Paper ‘The 
importance of teaching’, and the Education and Health and Social Care 
Bills currently going through Parliament.   
 

4. The new vision for local government children and adult services involves:  
• a substantial reduction in directly delivered services  
• a stronger emphasis on commissioning roles 
• a reduced role in relation to school improvement and other education 

functions 
• local authorities in delivering many functions through influence and 

partnership working, e.g with GP consortia, schools and voluntary and 
community sector organisations 

• continuing statutory roles, (e.g. child and adult protection) though adult 
and children’s social care are also the focus of major change (via the 
adult social care personalisation agenda and the Munro child 
protection review) 

• delivering significant savings over the next 2-3 years.    
 
Why organisational change and restructuring?  
5. Evidence demonstrates that outcomes for children and adults in Bristol 

have generally improved over the past 5 years.  Both services have, 
however, experienced financial pressures, largely because of 
demographic changes.  CYPS and HSC both have major transformation 
programmes to deliver service changes across a range of areas.   

 
6. These factors, together with the proposed dissolution of PCT’s in 2013 and 

transfer of Public Health functions to local government require the council 
to have a ‘fit for purpose’ organisational design and structure in place.   



APPENDIX (5) D 
Children, Adults & Families Services: Rationale 

 
7. The move to establish one combined directorate will promote:  

• Greater strategic and operational coherence and consistency in policy 
and practice with families, children and adults, and particularly with 
those with additional needs or who are vulnerable (e.g. young disabled 
people).   

• Continuing priority to high quality execution of statutory responsibilities 
• An integrated and more efficient approach to strategic commissioning 

that will deliver improved value for money.  
• Delivery of financial benefits through reduced management and 

administration costs, gained through decreased overheads.   
• Continuing improvement in outcomes for children and adults. 
 

8. These proposed organisational changes are not without some risk, and the 
Council will actively seek to mitigate risks these.  Key risks include:  
• The change agenda could distract staff from key service priorities  
• The service and budgetary responsibilities for the new directorate will 

be very significant and require careful management and oversight.     
 
Timescales  
9. The new directorate will be established in a managed and phased way.  A 

project board has been established.  The outline timetable is as follows:  
 
10. Phase 1 – February - April 2011: 

• High level project plan and senior organisational structure agreed;   
• HR committee considers 2nd tier proposals on 24 March, with 

appointments made to these posts by end of summer 2011. 
• Engagement/communications plan agreed  

 
11. Phase 2 May – August:  Key milestones: 

• Detailed organisational design 
• Transition plan completed and being delivered  
• Proposals for 3rd tier posts developed. 

 
12. Phase 3 October onwards:    

• New children, adults and families (CAF) directorate established  
• Consideration of whether and what additional functions should transfer 

into or out of CAF.  This will need to include discussion about location 
of some elements of public health functions.   
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