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RECOMMENDATION 
 
The HR Committee are asked to note the outcome of the restructure in terms of 
the resized and realigned BCC senior leadership structure. 
 
The HR Committee is asked to note the measures undertaken and planned to 
ensure that the capability and capacity of senior managers is actively developed to 
meet the current and future requirements for effective leadership of the 
organisation. 

 

Summary 
 

This report outlines: 
 

- The design of the senior management structure following the organisation-
wide restructure and the principles that have been adopted to determine the 
appropriate structure. 

- Details of the assessment and development activities undertaken and 
planned to ensure appropriate capability and capacity exists to lead the 
required programme of changes and for the further development of the 
organisation. 

 

 



Policy 
 
1. The Council’s Managing Change, Voluntary Severance and Recruitment and 

Selection Policy are all applicable. 
 
Consultation 
 
1. Internal 

• The Mayor, Party Group Leaders and the Senior Leadership Team have all 
been consulted. 

• All employees who were impacted by the changes 
• Representatives of the single status trade unions have been consulted on a 

weekly basis since October 2013.  Special Directorate Joint Consultative 
Committees have also taken place.  

 
2. External 

 
Not applicable 

 
3. Context 

3.1  In July 2013 an organisation-wide programme was initiated to reshape and 
redesign the structure of the organisation to reduce workforce costs 
sustainably and deliver identified in-year savings for 2014/2015 of £22m.  

3.2 At the outset the restructure was underpinned by a set of agreed design 
principles which ensured consistency. In particular, there was a focus on 
reviewing roles and responsibilities to reduce management layers and create 
consistent and efficient spans of control.  

 
Design Principles 

The following design principles were used to guide managers in designing new structures: 

1. Sustainable, reduced cost base – specifically including reduction in management 
costs 

2. Activities and outputs are not duplicated 

3. Optimise hierarchy by ensuring it is clear how each layer adds value to the layer 
below it 

4. Reduction in layers – between 4-5 levels is recognised good practice 

5. Minimum span of control for managers 1:4  

6. Clear and transparent lines of reporting 



7. Manager responsibilities are well defined 

8. Maximise flexibility and efficiency in the use of resources across portfolios 

9. Consider opportunities to simplify, standardise and share 

The aim was to take cost out quickly in a planned way that was safe and did not impact 
on organisational resilience. 

3.3 In considering the most appropriate senior management structure these 
design principles were further refined to define the purpose of roles directly 
below the City Director at 1st and 2nd tiers: 

 

 

 

 

 

 

   
Tier 0 

• Defines direction, priorities and strategy 
• Faces external organisations and stakeholders 
• Brings the outside world in 
 

Tier 1 

• Provides input to overall direction on behalf of their Directorate 
• Defines the parameters of the Directorate offer, develops service delivery 

models, leads transformation 
• Provides leadership and direction for Service Directors 
• Builds appropriate external alliances 

 

Tier2 
• Provides professional direction and leadership for services 
• Leads on the integration of services and implements service delivery models 
• Provides input to the Directorate strategy 
• Provides strategic professional direction into the Senior Leadership Team 
• Provides formal escalation point for service related issues 
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3.5  The outcome of the restructure process was a reduction of 20% at Strategic 
Director level (tier 1) and a reduction of 23.8% at Service Director level (tier 
2). This represents a £634,000 reduction per annum in senior management 
costs.  

 
3.6 From September 2013 the four Strategic Director posts were nationally 

advertised and appointments were made for each post. In common with the 
search and selection exercise undertaken for the appointment of the City 
Director, assessment centres were put into place which tested the 
competencies of candidates using a range of leadership tests. 

 
3.7 Following the appointment of a reduced number of Service Directors to the 

revised structure in November 2013 all appointees undertook a whole day 
assessment and development centre using the same battery of tests and 
assessed activities that provided a range of information about Service Director 
performance in different settings, using different skills. The purpose of the 
development centres was to: 

 

• Provide individuals with insight into what working in the future 
organisation will be like, and the extent to which their current approach is 
aligned with future expectations. 

• Give the organisation an understanding of current performance levels, and 
to identify any gaps between performance and expectations. 

• Provide a basis for the development of individually tailored development 
plans. 

3.8 Resulting development plans have been agreed between the City Director and 
Strategic Directors and between Strategic Directors and Service Directors and 
incorporated into individual performance management plans. These plans 
reflect the significant challenge being applied to senior managers to lead 
change across the organisation focused on modernising and redesigning 
business processes, technology, working practices and shifting mindsets to 
ensure we deliver effective outcomes for Bristol’s citizens. 

3.9 High challenge requires high levels of support and individual development 
plans reflect the outputs of the development centre for each senior leader. 

 
3.10 While there are some themes emerging from the development centres the 

approach to building leadership capability across the entire cohort will not 
yield to a one size fits all approach which focuses on the same group of skills 
or style of leadership. Additionally, while there is value in off-site programs, 
for example in university-like settings, that offer participants time to step back 
and escape the pressing demands of a day job both experience of developing 
senior leaders and research demonstrate that, no matter how talented, 



leaders often struggle to transfer even their most powerful off-site 
experiences into changed behaviour and more effective outcomes in their 
role. 

 
3.11 A clear need has been identified for development of Strategic and Service 

Directors that includes bringing learning and experience from outside Bristol 
City Council. Learning from other organisations and sectors forms a critical 
element of the development plans put in place for each Strategic and Service 
Director. These opportunities include but are not limited to: 

 

• Undertaking time limited placements in specific organisations or industries 
to learn from different approaches and bring innovation back to BCC. 

• Undertaking roles with other organisations to understand wider systems 
and build leadership experience in different contexts, for example non-
executive positions, membership of advisory and governing boards. 

• Consulting with or advising other organisations to build wider experience 
and capability in providing strategic leadership, for example undertaking 
peer reviews of other Local Authorities, organisation raids, etc.  

• Building networks and reputation through the provision of subject matter 
expertise in a range of setting, e.g. lecturing, speaking at national events, 
etc. 

3.12 In order to facilitate this learning and development Strategic Directors are 
permitted and encouraged to undertake up to 12 days of external 
development per annum with the City Director also having the same 
opportunity commensurate with the post. Service Directors can take up to 6 
days per annum likewise in agreement with line managers. This is within the 
context of individual development plans that typically identify a range of 
development activity (e.g. coaching, peer mentoring, continuing professional 
development, etc) and incorporate an external development within a wider 
mix.  

Where payment is made for undertaking roles or work this is managed in 
accordance with the declaration provisions of the Employee Code of Conduct 
and should not bring the employee into a position of conflict with their 
obligations to the council. 

3.13 Evaluation of performance and development is undertaken through regular 
one-to-ones and formally through performance management. This approach 
is designed to avoid the ‘trap’ of measuring leadership development but 
instead is about measuring the application of leadership to business 
challenges and the achievement of successful outcomes. The initial 
development centres will be re-run during 2015 to establish the degree to 
which each the development each Service Director has undertaken has 



resulted in improved performance and outcomes. 
 
4. Proposal 
 

The committee are asked to note the approach to senior leadership 
development resulting from the implementation of the Organisation 
Restructure. Future reports will detail the approach to building capability and 
capacity across other sections of the workforce.   

 
5. Other Options Considered 
 

Not applicable 
 
6. Risk Assessment 
 

The priority risks attached with the senior leader development are summarised 
below: 
 
Risk Mitigation 
Lack of evaluation of the impact and 
return on investment in senior 
leadership development.  

The requirement for individual 
development plans for every senior 
manager, based on the outputs of 
development centres with progress 
and impact evidenced through 
individual performance management. 

Lack of understanding and experience 
of a wider context of different 
organisations, sectors and systems 
leading to insufficient strategic 
challenge and innovation 

Making ‘outside-in’ learning part of the 
mix of developmental activities that 
form individual development plans 

Inability to recruit and retain senior 
leadership within an increasingly 
competitive employment market  

An evidenced strong focus on learning 
and development for senior leaders 
will improve our employment 
proposition for senior recruitment as 
well as contributing to a clear non-pay 
reward package. 

 
 
Public Sector Equality Duties 
 
8a) Before making a decision, section 149 Equality Act 2010 requires that each 

decision-maker considers the need to promote equality for persons with the 
following “protected characteristics”: age, disability, gender reassignment, 



pregnancy and maternity, race, religion or belief, sex, sexual orientation. Each 
decision-maker must, therefore, have due regard to the need to: 

 
i) Eliminate discrimination, harassment, victimisation and any other conduct 

prohibited under the Equality Act 2010. 
 
ii)  Advance equality of opportunity between persons who share a relevant 

protected characteristic and those who do not share it. This involves 
having due regard, in particular, to the need to -- 
 
- remove or minimise disadvantage suffered by persons who share a 

relevant protected characteristic; 
 
- take steps to meet the needs of persons who share a relevant 

protected characteristic that are different from the needs of people 
who do not share it (in relation to disabled people, this includes, in 
particular, steps to take account of disabled persons' disabilities); 

 
- encourage persons who share a protected characteristic to participate 

in public life or in any other activity in which participation by such 
persons is disproportionately low. 

 
iii) Foster good relations between persons who share a relevant protected 

characteristic and those who do not share it. This involves having due 
regard, in particular, to the need to – 

- tackle prejudice; and 
- promote understanding. 

 
8b)  An Equalities Impact Assessment has been drafted and will be continuously 

updated in accordance with progress during this review.  The Equalities Team 
are providing direct support and guidance in this process. 

 
Legal and Resource Implications 
 

Legal 
 
It is part of every employer's implied duty of trust and confidence towards their 
employees to make such arrangements including those for training and 
personal development in order to enable those employees to undertake their 
duties to a standard commensurate with the performance standards imposed 
upon them. As set out in the main body of the report the terms and conditions 
of service and senior directors reflect this duty in express terms through the 
provision of development days. 



 
(Legal advice provided by Sanjay Prashar – Service Director - Legal) 
 
Financial 
(a) Revenue 
  
Finance advice sought  - no further comments to add to the report. 
 
(Finance advice provided by Peter Gillett – Service Director Finance) 

 
(b) Capital 
  
Not applicable 
  

(Financial advice provided by Janet Ditte, Service Manager Business Support 
& 151 Deputy) 
 
Land 
 
Not applicable 
 
Personnel 

 
There will be on-going consultation with affected employees and this will 
continue to be carried out in accordance with the agreed HR policies. 
 
(Personnel advice provided by Alex Holly, HR Business Partner – Business 
Change) 

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

 




