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1. Executive Summary  
 
This is an exciting time for Kirklees Council in its improvement journey.  There is a desire 
and civic pride among people to make Kirklees into an extraordinary place in the future.  A 
fresh direction for the Council has been taken over the past two years and this is fuelling 
ambition and energy in the organisation.  There is an opportunity now to set a path to on-
going success.  The peer team found residents, staff, partners and Members they met to 
be passionate about the Council’s ambition for the future and ready to contribute to making 
it a reality.  People are aware of the Council’s vision for ‘People’, ‘Partners’, and Place’, 
and its delivery in part through the Place Standard.  The Council now needs to be bolder, 
clearer and outward-facing in its approach if it is to transform its communities and the 
place. 
 
In the drive to move from “average” (as previously self-defined) to ambitious the Council 
has several priorities, all of these are important and interlinked but they now need to be 
crystallised into the desired outcomes the Council is trying to achieve.  The vision should 
be long-term and bold with a constancy of purpose.  The Huddersfield Blueprint (the ten-
year £250million vision to create a thriving, modern-day town centre) is a good example of 
a long-term and bold vision with a constancy of purpose.  It shows ambition and will 
generate pace and results for Kirklees.  It will also ensure that all the good work that is 
going on will automatically gravitate towards that direction and the Council will start 
‘punching at its weight’.  
 
The Council should be confident that it is and can be the catalyst for regeneration, 
development and investment for Huddersfield, Dewsbury and other towns across the 
district.  Kirklees has a rich industrial heritage, breath-taking countryside, beautiful 
buildings, and a young, energetic and diverse community.  These are assets that can and 
must be maximised.   
 
The Leader and the Chief Executive are highly-regarded and are ready to lead change.  
The ambition in Kirklees is exciting and palpable.  Cabinet Members have the opportunity 
to own and drive forward the Council’s ambition and priorities with clarity and more 
strategic focus.  The Council has highly skilled officers who can do the detail, freeing up 
Cabinet Members to lead Kirklees in a coordinated way.  Council staff are dedicated and 
committed and are at the heart of everything the Council does and achieves. They need 
consistent, energetic, high-level leadership and robust Information and Communication 
Technologies (ICT) and organisational development to support them.  

 
The Council needs to invest in its corporate centre if it is to deliver on its ambition and 
priorities.  The corporate centre of the organisation should be bolder to enable the Council 
to rediscover its “stand-out flair”.  The peer team sensed a desire and a need for the 
Council to re-invest in the corporate centre; to drive change across the Council and 
Kirklees for the benefit of residents so that the ambitions that the Council has can 
permeate right through the organisation and into local communities.   

 
The Council has and continues to respond positively to the recommendations of the 
Children’s Services inspection.  The process of recovery created an environment of cross-
departmental working which has reaped benefits for the organisation.  Going forward it will 
be important to capture and build on the lessons identified to maximise opportunities.  
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Organisational culture across the Council has improved considerably and this is bearing 
fruit.  Member and officer relationships have dramatically improved but there is more to do 
to streamline decision making and having clear lines of roles and responsibilities between 
Members and officers.  Members should develop policy and officers should deliver and 
implement it.  Furthermore, given the electoral cycle it is important that cross-party working 
continues and that there is cross-party buy-in to the Council’s new strategic direction.  This 
is vital to ensure consistency in the messages that are sent to the public and provide 
stability for the organisation.  Going forward the Council may wish to review its electoral 
cycle to bring it in line with councils that have adopted a longer, more stable electoral 
pattern with the strong leadership model.   

 
Kirklees Council has a very good story to tell and this needs to be developed, articulated 
and proudly shared by Cabinet Members and senior officers.  Clear messages about the 
future, shared ownership of the vision, values and behaviours and modern communication 
technologies can be used to tell and share these stories among all its communities and 
potential investors. 

 
 
2. Key recommendations  
 
There are a range of suggestions and observations within the main section of the report 
that will inform some ‘quick wins’ and practical actions, in addition to the conversations 
onsite, many of which provided ideas and examples of practice from other organisations.  
The following are the peer team’s key recommendations to the Council: 
 
1. Craft and tell your story, externally and internally; and put strategic 

communications at the heart of the organisation.  The Council has a very good 
story to tell but it is not yet well crafted and this should be done.  It also needs the 
corporate capacity to tell the story successfully so that people can align themselves to 
it. 
 

2. Develop and promote a high profile, permanent listening and dialogue action 
plan with residents and ensure system-wide coordination of engagement activity 
to harness the voice of residents.  This will ensure an ongoing dialogue with 
residents on all matters, particularly those of strategic importance.  It will also enable 
the Council to use data, intelligence and insights to inform future service design and 
policy development.   
 

3. Implement the ‘Collaborate’ recommendations around place-based working and 
harmonise place-based initiatives, using the lessons learned from Community 
Plus.   There is a lot of passion among people working in place-based initiatives but 
they are not yet fully coordinated and brought together.  The Council should use this  
model as the foundation to build on. 

 
4. Strengthen the corporate centre to develop its capacity; and invest in the 

Council’s ICT systems.  This will help to drive change across the Council and Kirklees 
for the benefit of residents so that the ambition that the Council has can permeate right 
through the organisation and into local communities.  Investment in the Council’s ICT 
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systems will improve morale, productivity, performance standards and should make the 
organisation more efficient and effective.   

 
5. Prioritise a decision on the long-term future of the ALMO.  If the ALMO is brought 

back in-house it will allow the Council to maximise the opportunity to embed place-
based working into priority neighbourhoods.  It would also provide much needed 
additional corporate capacity to deliver key Council objectives.   

 
6. Streamline decision-making and bring greater clarity to the roles and 

responsibilities of Members and officers, including greater congruence between 
officer and Member structures.  This will enable Members to focus on developing 
policy and officers to implement and deliver it.  It will also strengthen Members’ 
community leadership and Council ambassador roles.    

 
7. Consider reviewing the electoral cycle to bring it in line with councils that have 

adopted a longer, more stable electoral pattern with the strong leadership model.  
This can provide stability, better continuity, and a platform for more longer term 
decision making.   

 
8. Push for the establishment of a single CCG.  This will help enable the health and 

care system to move away from planning based around acute trust footprints and 
improve strategic planning and commissioning across Kirklees to improve health and 
wellbeing outcomes for all residents.  This, alongside strong, outward looking Primary 
Care Networks will also support a shared clinical and political dialogue for the benefit of 
residents and patients in Kirklees. 
 
 

3. Summary of the Peer Challenge approach  
 

The peer team  
 
Peer challenges are delivered by experienced elected member and officer peers.  
The make-up of the peer team reflected the Council’s requirements and the focus of 
the peer challenge.  Peers were selected on the basis of their relevant experience 
and expertise and agreed with the Council.  The peers who delivered the peer 
challenge at Kirklees Council were: 
 

 Professor Donna Hall, CBE (Former Chief Executive - Wigan Council and 
Accountable Officer of NHS Wigan Borough Clinical Commissioning Group) 

 Councillor Clare Coghill (Leader - LB Waltham Forest) 

 Councillor Colin Noble (Suffolk County Council) 

 Helen Isaacs (Director for Communities - North East Lincolnshire Council) 

 Jim Ripley (Chief Executive - Phoenix Community Housing) 

 Lynne Dowdican (Local Authority Chief Executives Relationships lead - MHCLG) 

 Satvinder Rana (Programme Manager - Local Government Association) 
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Scope and focus 
 
The peer team considered the following five questions which form the core components 
covered by all Corporate Peer Challenges.  These are the areas the LGA believe are 
critical to councils’ performance and improvement:   
 

1. Understanding of the local place and priority setting: Does the Council 
understand its local context and place and use that to inform a clear vision and 
set of priorities? 
 

2. Leadership of Place: Does the Council provide effective leadership of place 
through its elected Members, officers and constructive relationships and 
partnerships with external stakeholders? 
 

3. Organisational leadership and governance: Is there effective political and 
managerial leadership supported by good governance and decision-making 
arrangements that respond to key challenges and enable change and 
transformation to be implemented? 
 

4. 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? 
 

5. Capacity to deliver: Is organisational capacity aligned with priorities and does the 
Council influence, enable and leverage external capacity to focus on agreed 
outcomes? 

 
In addition, the Council asked the peer team to take a sense check of whether the 
Council has the right focus, how the Council’s ‘journey’ might be speeded up and what 
more the Council could do.  All these are covered in the main body of the report. 
 

The peer challenge process 
 

It is important to stress that this was not an inspection.  Peer challenges are improvement 
focussed and tailored to meet individual councils’ needs.  They are designed to 
complement and add value to a council’s own performance and improvement.  The 
process is not designed to provide an in-depth or technical assessment of plans and 
proposals.  The peer team used 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 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 Kirklees Council, during which they: 
 

 Spoke to more than 300 people including a range of council staff together with 
councillors and external partners and stakeholders. 
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 Gathered information and views from more than 50 meetings, visits to key sites 
in the area and additional research and reading. 
 

 Collectively spent more than 280 hours to determine their findings – the 
equivalent of one person spending more than 7 weeks in Kirklees Council.   

 
This report provides a summary of the peer team’s findings, based on a triangulation of 
the information gathered above.  It builds on the feedback presentation provided by the 
peer team at the end of their on-site visit (9th – 12th July 2019).  In presenting feedback 
to the Council, they have done so as fellow local government officers and Members, not 
professional consultants or inspectors.  By its nature, the peer challenge is a snapshot 
in time.  The peer team appreciate that some of the feedback may be about things the 
Council is already addressing and progressing. 
 
 

4. Feedback  
 
4.1 Understanding of the local place and priority setting  

 
Kirklees Council is ambitious for the local area and its residents.  There is 
understanding and recognition among Members and officers of the many strengths and 
the potential Kirklees has as a place.  The Council recognises and values its assets of 
strong communities with strong identities, impressive industrial heritage, the outstanding 
Yorkshire countryside and excellent connections to major northern cities.  There is also 
recognition of the nature and scale of the challenges that Kirklees faces.  For example, 
identity and belonging in towns and villages, community cohesion, local economy, 
isolation in rural areas, inequality and quality of life were some of the issues people 
spoke about.   
 
There is a refreshed Council plan that focuses on place-based working with an 
emphasis on ‘People’, ‘Partners’, and ‘Place’; an economic strategy focusing on 
business development, skills development, partnerships, connectivity and revitalised 
town centres; and a ten-year £250million vision to create a thriving, modern-day town 
centre.  All these are providing a renewed focus and direction for the Council.  However, 
given the electoral cycle in Kirklees, cross-party buy-in to the Council’s new strategic 
direction is vital so that there is consistency in the messages that are sent to the public 
and stability for the organisation. 
 
Members have a detailed understanding of their locality and the communities they 
represent.  The Council is focused on place-based citizen engagement and uses the 
‘Place Standard’ to engage with its residents.  Members and staff talk to groups, 
individuals, businesses and young people to better understand the things that matter to 
them.  Result summaries and score sheets are produced for target wards and areas to 
provide data and insights which are then fed into the Council’s decision-making 
processes.  This approach is supplemented with a range of other research and 
engagement activities such as an e-panel, online budget simulation, CLiK surveys, etc. 
 
Nevertheless, there is now potential for broader and more strategic conversations with 
the public and these should be grasped in order to; better engage with residents across 
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the whole place; to help develop a strong narrative for Kirklees; and to promote civic-
pride in the whole area.   The primary aim of a strong and compelling narrative for 
Kirklees should be to talk up the sense of place and belonging across the area and to 
continue attracting inward investment to help deliver the ambition around regeneration 
of town centres, jobs and housing.  It should also be about helping to set the 
destination, while engaging, involving and inspiring staff, partners and communities to 
be part of that journey.  Communication and marketing should be focused on ensuring 
that the right messages are sent out to all the stakeholders locally and to the outside 
world about where Kirklees is heading.  This will inevitably require the Council to work 
with its strategic and business partners to get them to own and help deliver, not just the 
messages but also, the ambition.    
 
4.2 Leadership of Place 

 
Kirklees is a unique place, made up of towns, villages and communities with a rich and 
diverse history.  The Council is focused on serving all towns, villages and communities 
and is passionate about its integrated place-based working.  Staff and most partners are 
keen to progress together with the Council.  Place-based working provides focus to 
‘Working with people not doing to them’ and this is “sinking in”.  Whilst there is a 
genuine desire to work ‘with, not to’, there is a proliferation of similar but slightly different 
overlapping initiatives across different boundaries which feel dis-jointed.  For example, 
Community Plus, Community Hubs, ‘with, not to’, restorative solutions, school 
community hubs, Neighbourhood Policing Areas, Primary Care Networks and a large 
number of Housing patches etc.  There is the potential to simplify and unify this work to 
have greater impact by implementing the recommendations of the ‘Collaborate Report’ 
into place-based working in Kirklees.     
 
In addition, greater clarity is needed on the actual modus operandi in place-based 
working.  To make a genuine difference to families and communities the practical 
arrangements for place-based working need to be quickly put in place.  For example, 
while in its infancy, the work of Community Plus is clearly valued by residents and 
partners and is having a significant positive impact, but there is a lack of awareness and 
clarity about its purpose and capacity – “tell us what the end product is going to be”.  
 
There are trusting relationships and good partnership arrangements in place, for 
example the Kirklees Partnership Executive – which is the Local Strategic Partnership 
for Kirklees.  Kirklees has a very strong, active and willing partner in its Voluntary and 
Community Sector (VCS) and the peer team saw a number of community initiatives 
being delivered in partnership with the VCS.  Partners generally are very keen to be 
drawn into delivering the Council’s ambition for Kirklees, so they actively need to be 
brought into the process to enable them to do so.  This means fully defining the working 
relationships between the Police, the Council, housing providers, NHS Services, GPs, 
schools and the University.  While acknowledging some joint working with the 
University, for example teaching partnership, community safety, etc., the peer team 
would urge the Council to strengthen this key strategic partnership as it will help deliver 
against the ambition for Kirklees. 
 
The focus of the Economic Development Strategy is strong and ambitious but can be 
delivered more effectively and with greater pace if it is driven from the corporate centre.  
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Senior Members and officers should understand and own this drive and how their role 
relates to it.  The Council is ambitious to create “jobs, more jobs and better paid jobs” 
and there is a strong business base which can be used by the Council to generate 
these better paid jobs.  The business community is keen to work with the Council and its 
voice needs to be strengthened as they currently feel a little “outside the tent”.   
 
The Council is now a key player within the sub-regional partnerships and has a 
presence on strategic forums such as the Health and Care Partnership, the Key Cities 
Network, and representation at a national level on several Local Government 
Association (LGA) Boards.  It has also developed its voice and can now move 
confidently to define its bespoke offer to the city region and benefit from its place in the 
region – “Kirklees voice is now very strong via Leader and Chief Executive”.  As the 
sub-regional partnerships develop the Council may need to develop strategic capacity 
to manage the demands so that it is able to lead and help influence the sub-regional 
agenda and work effectively across boundaries, thereby capitalising on future emerging 
growth and funding opportunities.    
 
Given the levels of health inequalities in Kirklees and challenges facing many local 
health and care organisations in relation to quality and/or finance,  the local health and 
care system needs to play more of a leadership role in place based working.  Working 
relationships across the local health and care system have developed in the last two 
years, but can still be stronger.  At present there is a concern that Kirklees’ residents 
are being left behind by a health and care system that is more fragmented than in other 
places in West Yorkshire.  Kirklees is the only place in West Yorkshire that will not have 
a coterminous footprint between the Council and the Clinical Commissioning Group 
(CCG) from 1 April 2020 and that is not beneficial to patients and residents in enabling a 
coherent strategic commissioning approach to improving outcomes and services.  
Instead there is too much of a disjointed, transactional approach to commissioning. A 
single CCG and effective Primary Care Networks playing a system leadership role in 
local communities could result in a shared clinical and political voice acting on behalf of 
residents and patients across Kirklees. 
  
The Council’s ‘with, not to’ mind-set is powerful and the way to go, but it does not align 
with the outmoded paternalistic approach which the peer team heard still exists in some 
parts of the organisation.  If Kirklees is to truly work ‘with, not to’ there needs to be a 
highly visible, consistent set of messages from Members and officers as a two-way 
dialogue with residents, including the VCS.  Also, with the developing confidence of the 
organisation, the Council can be bolder and develop more trusting relationships with 
residents and staff.  Strategic communications is starting to evolve and has been used, 
for example the way the new Kirklees Masterplan has been communicated and shared.  
However, given the Council’s passion for place-based working an on-going 
conversation with the public on strategic issues is not consistently in place across the 
Council and its partners, and this should be developed.    
 
Community safety and community cohesion remain challenges for Kirklees - as they are 
across the country.  Whilst an in-depth analysis of community safety and community 
cohesion was outside the scope of this peer challenge, the peer team would urge the 
Council to continue delivering and reviewing its ‘Prevent Programme’ and ensure that 

mailto:info@local.gov.uk
http://www.local.gov.uk/


 

 

 
18 Smith Square, London, SW1P 3HZ T 020 7664 3000 F 020 7664 3030 E info@local.gov.uk www.local.gov.uk 

 

8 

safeguarding is relentlessly prioritised and that existing resources are used more 
strategically to reduce serious risk of harm. 
 
4.3 Organisational leadership and governance 

 
There has been a dramatic improvement in Member and officer relations in Kirklees 
Council and it is evident there is now respect both ways.  The work of the Democracy 
Commission and the Member development programme has helped in this.  Good 
relations have enabled improved decision making, for example there is now better 
decision-making in the Planning Committee.  Going forward the peer team would 
encourage the Council to speed up decision making across the Council by developing a 
more agile and efficient decisions making system.  This may include reviewing the level 
of decision making and the number of meetings held to reach a decision.  
 
The Cabinet and the senior leadership team work well together, however sharper 
delineation of roles between Cabinet Members and seniors officers needs to be 
articulated as there is some confusion between the roles of Members and officers.  
Members should develop policy and officers should implement and deliver it.  Members 
should feel confident and empowered to be community leaders and Council 
ambassadors.  Furthermore, there should be a focus on the congruence between officer 
and Member structures: either a matrix or an organisational delivery approach, but 
which ever it is they should reflect one another  
 
In 2017 the Council established the Democracy Commission to embrace a strategic 
approach to reforming how decisions are made.  However, the peer team heard that 
there has been mission creep on the Democracy Commission’s work.  Therefore its 
recommendations should be re-visited by leading Members, re-prioritised and 
implemented.   
 
The Council currently operates a one third electoral cycle where one third of the Council 
is elected each election year, with no elections every fourth year.  This can be 
destabilising for the Council and impacts on continuity and shared political ownership of 
long-term ambition, which is desirable.  The peer team would therefore urge the Council 
to consider reviewing its electoral cycle in line with councils that have adopted a longer, 
more stable electoral pattern with the strong leadership model.  This will provide a 
platform for more longer term decision making.  Nevertheless, it is positive to see strong 
cross-party working in Kirklees Council, which is crucial in a one third electoral pattern.  
These relationships should be particularly fostered and emphasised as it motivates 
frontline Members and Members of opposition groups.   
 
The peer team heard how the organisation previously compared itself against national 
and regional averages.  It is now keen to move from “average to ambitious” and plans to 
do so by moving away from the previous budget top-slicing approach to a more 
strategically planned and a strategically resourced approach.  The building blocks to 
enable this are in place and there is a will to manage demand, invest and deliver 
genuine strategic financial future planning.  However, at present there are a blend of 
several key messages, priorities, actions and objectives which overlap and can make it 
difficult to grasp what the Council is focused on achieving.  For example, there is ‘We’re 
Kirklees’ approach to ‘People’, ‘Partners’ and ‘Place’; then there is place-based working 
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and the ‘with, not to’ strapline; the eight shared outcomes;  and a number of community 
based initiatives and approaches – there is a “tendency to tell the journey, not the 
outcome”.  All these are important and interlinked but greater clarity of purpose and 
simplification of strategy and approach will enable all Council staff and partners to fully 
embrace the new approach and ensure its delivery and sustainability. 
 
In addition, the Council would benefit by having identified owners of priorities at the 
political and managerial levels, who can drive change throughout the organisation and 
be accountable for the delivery of those priorities over an extended period of time.  This 
may mean reviewing the management team structure so that it better reflect the 
ambition for the place, ensures better use of resources and releases capacity to deliver.  
 
Kirklees Council has highly regarded Leader and Chief Executive, dedicated Members 
and highly skilled and committed staff who are at the heart of everything the Council 
does and achieves.  Nevertheless, there is still some work to be done to win hearts and 
minds among the workforce.  The peer team would suggest some quick wins which may 
help with morale and internal efficiency.  For example, sort out Systems, Applications 
and Products (SAP) and telephony ( booking of leave, claiming mileage and 
procurement and customer waiting times all cited as frustrations); strengthen internal 
communications; improve awareness of the ‘High Five Awards’ recognition scheme and 
how it works; carry out a regular staff survey among all employees; provide consistent, 
energetic, high-level leadership; provide access to robust ICT; and put in place an 
organisational development programme to put all this in place.  This can be 
complemented with a strategic workforce plan across the partnership to ensure that 
Kirklees has the skills and capacity for the future.  This will enable shared values across 
the organisation and the right skills in the right place, and might involve bringing new 
skills where they are needed.  It is likely that more human resource and organisational 
development capacity will be needed to enable this. 

 
There are generally constructive relationships between the Council and the trades 
unions.  However, relationships between the unions are an issue in Kirklees and one 
trades union in particular has a bullish relationship with the others; this is not working in 
the best interests of hard-working Council staff and urgent steps should be taken to 
improve this relationship. 
 
Whilst there are positive efforts to improve the organisational culture through a stronger 
and shared set of priorities and place-based approaches, these initiatives need to be 
driven at pace through every part and at every level of the organisation through well-
defined and agreed set of values and behaviours. 
 
4.4 Financial planning and viability 
 
The Council has a medium-term financial strategy covering the period to 2022/23 that 
provides for service pressures and addresses the need to find savings in the budget.  
 
The Council has good financial management arrangements in place and consideration 
is given to risks through a Risk Panel of senior officers and the Corporate Governance 
and Audit Committee.  The peer team identified a lack of risk appetite in the Council, 
which could constrain the Council’s pace and ambition.  A bolder approach to risk and 
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opportunity is required throughout the organisation and existing governance processes 
should be strengthened to support this. Taking calculated risks will help the Council to 
move forward with the delivery of its long term ambitions for the place and people – 
“haven’t dipped our toes yet where other councils just get on with it”. 
 
The Council faces savings of £20m over two years and it plans to deliver these savings 
by focusing on better outcomes for people and improved collaboration with communities 
and partners to deliver a balanced budget.  In order to achieve the £20m budget 
savings target, greater alignment between the ‘with, not to’ mind-set and budget 
reductions is key.  For example, residents want to recycle more - by helping them to do 
this will save unnecessary costs.  In addition, the Council acknowledges that there is 
work to do with partners to get the most out of assets across Kirklees.  One Public 
Estate Programme could generate opportunities and benefits by maximising assets 
across Kirklees and release efficiencies through co-location and more integrated ways 
of working on the ground.  Closer working with strategic partners can also help the 
Council to increase capacity to achieve its ambition and deliver better outcomes for 
residents.   
 
Whatever savings strategies the Council pursues, the savings programme should be 
backed up with visible delivery plans and regularly reported to the appropriate 
performance board and Members; and the senior leadership team should ensure that 
this is the focus of their deliberations.  There is an opportunity to ensure that all 
departments and services are full engaged in the development and ownership of the 
savings plan. 
 
The Council has set a revenue budget and a capital programme.  The revenue budget 
includes proposed savings. However, the required savings for 2020/21 and subsequent 
years have yet to be identified. The Council is planning to increase its revenue 
balances. The capital programme is mainly dependent on external grants and borrowing 
and the current capital financing charges as a percentage of net revenue expenditure 
are at below 8%. 
 
Departments across the board have made good progress on delivering very challenging 
savings without a reduction in service.  Despite financial challenges, the Council has 
been able to produce an ambitious Investment Budget which will improve Huddersfield 
and Dewsbury town centres as well as other parts of the Kirklees area, which will help 
to tackle inequality and create jobs and opportunities for local people.  
 
Robust financial management should continue to address areas of severe (and 
growing) demand and a more informed sense of spend amongst officers and Members 
will be very beneficial.  Learning can be drawn from Children’s Services where services 
should be re-imagined with outcomes as the focus.  
 
The Capital Investment Plan and corporate strategy should be synergised and the 
Medium Term Financial Plan needs to be refreshed to better reflect the Council’s new 
ambition and priorities so that the Council can have meaningful discussions internally 
and externally with its partners and citizens on how the money will be spent and what 
impacts they can expect.  Although existing governance structures are in place and 
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effective, they can be used to a greater extent to do more to ensure that money 
continues to be spent on the right things at the right time and in the right place.  
 
4.5 Capacity to deliver 
 
The Council has adopted a voluntary approach to redundancy and early retirement as 
its response to austerity.  However, a more strategic approach to workforce re-design 
would ensure that gaps in capacity are filled.  The peer team found staff on the ground 
to be a great asset to the Council.  Their energy, their will to support residents and their 
desire to respond to a vision from the corporate centre is palpable.  However, the peer 
team also noted that Kirklees has yet to fully realise the potential of a diverse workforce 
that reflects its communities at all levels of the organisation.  It should therefore aim to 
make rapid progress with staff towards boosting inclusion and diversity of the Council’s 
workforce in order to better reflect the demographic of and the considerable talent in 
Kirklees - “don’t just follow the numbers, create the right environment”.    
 
In the past, the organisation has to some extent relied on consultants and now has an 
opportunity to put in place long-term capacity to build its own sustainable home-grown 
talent.  Staff development will be key because the right training and tools will enable 
staff to innovate, show initiative within a defined framework that is focused relentlessly 
on the over-arching vision as defined by the Leader, Cabinet and the senior leadership 
team.  Reward and recognition is now being systematically applied to residents and 
staff and there are a number of good staff events that are used to communicate key 
messages and promote the ‘one organisation’ ethos.  There is a good opportunity to 
celebrate Council staff and residents, and the ‘Staff Thank-Yous’, ‘High Five Awards’ 
and other such initiatives are excellent and will bear fruit for Kirklees Council. 
 
In comparison to other similar sized organisations the corporate centre at Kirklees Council 
is light and this has an effect on the Council’s capacity to deliver its strategic objectives.  It 
is imperative that the resources to transform are fully in place otherwise this will hold the 
organisation back.  Investment in the Council’s ICT systems to improve morale, 
productivity and performance standards should be a priority for the corporate centre.  It is 
not necessarily the basic kit but the SAP system and other software that needs more 
development time and buy in as some staff seem to be pushing against it. 
 
Given the importance of housing among the Council’s priorities, the peer team did not 
get a sense of how the Council’s Arm's-Length Management Organisation (ALMO) is 
contributing to delivering on this.  There was also some uncertainty about its future and 
the peer team would suggest that the consideration of the future of the ALMO should be 
brought forward.  This could release talent out of the silo of the ALMO into the wider 
organisation to have a much greater impact and support the delivery of the Council’s 
vision, especially around place-based working.   
 
There is a very strong and inspirational Voluntary and Community Sector in Kirklees 
and therefore its ability to contribute to the Council’s ambition should not be under-
estimated.  A bolder approach to risk appetite and risk management would power up the 
pace with which the Council can deliver its objectives. 
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5. Next steps  

 
Immediate next steps  
 
The peer team appreciate the senior managerial and political leadership will want to 
reflect on these findings and suggestions in order to determine how the organisation 
wishes to take things forward.  
 
As part of the peer challenge process, there is an offer of further activity to support this. 
The LGA is well placed to provide additional support, advice and guidance on a number 
of the areas for development and improvement and we would be happy to discuss this.  
Mark Edgell, Principal Adviser is the main contact between Kirklees Council and the 
Local Government Association (LGA). His contact details are: Tel: 07747 636 910 and 
email: mark.edgell@local.gov.uk.  
 
In the meantime the peer team is keen to continue the relationship it has formed with 
the Council throughout the peer challenge.  It will endeavour to provide signposting to 
examples of practice and further information and guidance about the issues they have 
raised in this report to help inform ongoing consideration.  
 
Follow up visit  
 
The LGA Corporate Peer Challenge process includes a follow up visit. The purpose of 
the visit is to help the Council assess the impact of the peer challenge and demonstrate 
the progress it has made against the areas of improvement and development identified 
by the peer team. It is a lighter-touch version of the original visit and does not 
necessarily involve all members of the original peer team. The timing of the visit is 
determined by the Council.  The LGA’s expectation is that it will occur within the next 2 
years.  
 
Next Corporate Peer Challenge 
 
The current LGA sector-led improvement support offer includes an expectation that all 
councils will have a Corporate Peer Challenge or Finance Peer Review every 4 to 5 
years.  It is therefore anticipated that the Council will commission their next Peer 
Challenge before 2024.   
 
 

 
 

Satvinder Rana 
Programme Manager 
 
(On behalf of the peer challenge team) 
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Appendix 1 
 
 

Examples of good practice 
 

The following is an example of good practice that the peer team identified during the 
peer challenge at Kirklees Council which might be suitable for an LGA case study and 
sharing across the sector. 
 
Kirklees High Five Awards 
 
As part of the Council’s culture of working ‘with and not to’, and its high support and 
high challenge approach, it wanted to adopt a more inclusive, user-friendly, peer 
approach to formally recognising the good work its employees do and to acknowledge 
the commitment they have to delivering services to the residents of Kirklees.    
 
The Council wanted to recognise that team members can see the day-to-day effort and 
hard work that individuals put in and it wanted an opportunity for them to acknowledge 
their colleagues and decide who deserved this special recognition.  
 
The goals were to ensure that all staff felt recognised, valued and appreciated, it was 
critical to ensure that the dispersed workforce felt included and engaged; that it helped 
improve staff morale and motivation and enhanced loyalty to the council. 
 
Celebrating success helps build a culture of innovation across the organisation. The 
Council’s rewards and recognition programme ‘High Five’ allows team members to 
show their appreciation to others. The programme provides well-deserved recognition 
for the employee receiving the High Five and, also helps share positive and innovative 
ways of working and behaviours. The nominations also demonstrate how employees 
are helping the Council achieve their strategic priorities.  
 
The Council launched its rewards and recognition programme ‘High Five’ during 
November 2018, and engagement with the programme is good; in the first two months 
alone, had a total of 228 High Five award nominations.  
 
Going forward, the priority is to encourage more engagement from the dispersed 
workforce. This year’s staff awards in October will celebrate people’s contribution to 
role-modelling the Council’s stated behaviours and values and to contributing to working 
with people, partners, and places.  
 
Further information on the awards can be gained from Deborah Lucas, Head of People 
Services (deborah.lucas@kirklees.gov.uk) or Adele Humble, HR Manager 
(adele.humble@kirklees.gov.uk) 
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