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PURPOSE OF REPORT 

This report outlines action and proposals in relation to the operational and structural 
arrangements within Environmental Services for the next 6 to 12 months and provides a 
summary of the longer-term proposals for the new corporate service. 

INTRODUCTION 

The Service and People First initiative provides a solid foundation from which to pursue the 
council's visionary and ambitious goals by enhancing our corporate focus, reinforcing team 
work, improving workplace engagement, helping drive business performance, and creating a 
more progressive, modern and innovative management framework. 

The Chief Executive's report of 14 November 2006 recognised that while the proposals to 
date address the senior management structure, they do not address staffing arrangements 
below chief officer level. Accordingly, further changes are necessary to maximise 
opportunities, realise the available financial efficiencies, develop the most appropriate 
culture, and ensure the correct management and operational structures are in place. 

Consideration was given to how this can be best achieved, including the option of 
immediately determining and implementing the long-term operational structure of 
Environmental Services. Through this approach, Environmental Services would have come 
into existence with a fresh new structure with the associated benefits of providing a distinct 
break from the former Community Services and Planning and Environment Departments and 
forcing managers and employees to work together, and services to merge, from the outset. 

However, the lasting success of the transformational change programme in relation to 
Environmental Services is dependant more on culture and outcomes than it is on structures 
and processes. 

On this basis, on more detailed consideration, it became apparent that any benefit of 
focusing immediately and exclusively on the long term operational structure would be 
outweighed by the disadvantages associated with introducing the changes without full and 
shared knowledge of the day to day work of individual services, the partnership opportunities, 
the most effective synergies, the existing duplications and achievable efficiencies, and the 
strengths and potential of individual teams and team members. In the early stages, the 
priority will be to erode either actual or perceived obstacles and demarcations, naturally 
expose synergies and develop these to a point where they can be effectively exploited. Only 
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3.1 

Phase 

One 

Two 

at that point, when the service outcome priorities are clearly determined, can the appropriate 
structural arrangements be confirmed. 

Target Completion 
Date 
1 December 2007 

1 April 2008 

In addition, although the cluster of services and functions that now comprise Environmental 
Services is logical from both a strategic and operational perspective, in the short term the 
merger represents a radical change, both in terms of what we do and the manner in which 
we do it. Reflecting the different type of services delivered and the customer base within the 
former Departm'ents, the priorities and culture of Community Services and Planning and 
Environment were quite different. This observation is not intended to suggest one approach 
was more effective than the other; each simply reflected the historical evolution, commercial 
challenges, and service characteristics of the respective departments. However, resisting 
immediate radical changes will provide the additional valuable opportunity to build new 
relationships, increase knowledge of unfamiliar services, create a sense of identity, and, 
more generally, redefine cultural norms and expectations. 

On the basis of the above, there will be no immediate significant changes to operational 
services. Rather, a phased programme of change will be introduced based on collaborative 
working and fully informed decisions, which will ensure that integration is sustainable and 
that it addresses culture and outcomes as well as structures and processes. 

Three 

This approach should not, however, be mistaken for an intention to rigidly retain the status 
quo. Environmental Services will adopt a progressive ambitious and innovative approach to 
both service delivery and the process of change management and will challenge established 
thinking in terms of the services we provide, the way in which we deliver these and the staff 
we employ to do so. 

30 April 2009 

STRUCTURAL REVIEW PROGRAMME 

It is anticipated that the overall structural review will have 4 distinct phases, although, as in 
any evolving and organic organisation, any change programme must be sufficiently flexible to 
allow for inevitable unforeseen challenges and changes. In addition, although the target 
completion date is indicated, each phase may have a number of stages to maximise service 
enhancements and minimise disruption and uncertainty for employees and customers. 
However, at the broadest level the proposed phases are: - 

I I 

Principal focus 

0 

0 

0 

To have resolved 70% of Red Circles and prepare action 
plan for outstanding cases 
Address the anomalies and inflexible grades of 
administrative and clerical posts 
Review and align support services 

0 Review of operational service delivery to exploit synergies 
that exist between services on a geographical and 
functional basis. This will allow interaction and co- 
operation between and within what are key services. 
Rationalisation, as far as reasonably practicable, of office 
accommodation. 

0 

0 Further analysis of the service clusters that form current 
divisions. This will require a radical review of the 
assumptions and traditions that currently exist to ensure all 
available options are considered and proposals agreed 
which challenge and defy convention. 
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4 SHORT TERM CONSIDERATIONS 

4.1 Red Circle Reconfinuration 

4.1 .I The following provides a summary of Environmental Services Red Circle employees. 

Number of Red Number 
Circles removed resolved 
or reduced in through 
value to less line 
than 6100 by the manger 
pay award on 1 enquiry 
April 2007 process 

195 63 

Number 
of Red 
Circles at 
6 
November 
2006 

Number of 
employees 
promoted 
which 
have 
removed 
Red Circle 

10 

Number of 
employees 
who have , resigned 

1 z:%ber 
i 2006 

I I 

Number of 
deaths in 
service 

1 

Number of 
employees 
who left the 
Council under 
the terms of 
the Voluntary 
Severance 
Scheme 
4 

Proposed 
reconfiguration 
in future 
phases 

173 

Outstandin 

Circles for 
which 
there is no 
apparent 
solution 

4.1.2 Work is ongoing in conjunction with the Human Resources Division to address a number of 
the remaining Red Circles and it is hoped that this exercise will be completed by the end of 
May. 

4.1.3 It is emphasised that although no measures are currently available to address the 138 Red 
Circles referred to above, this represents the current position only and work will continue to 
reconfigure the jobs in forthcoming months and in future phases of the structural review. 

4.2 Administrative and Clerical Posts 

4.2.1 The job evaluation exercise created more than 55 different job overviews for clerical and 
administrative employees within Environmental Services. Seventy-eight employees within 
these jobs were Red Circles. Numerous queries have been submitted from managers on the 
basis that the employee has been matched to the wrong overview or that the factor scores 
do not accurately reflect the duties and responsibilities undertaken. From a logistical and 
operational perspective, it is unlikely that such specific job remits will be sustainable in the 
longer term; increasingly, as we strive for greater efficiencies, it will be necessary for all 
employees to be more flexible and for resources to be shared and targeted. In order to 
achieve this, jobs will have to be less specific and discrete than is currently provided by the 
job evaluation exercise. Accordingly, a review of all clerical and administrative posts is 
currently being carried out. This process has highlighted anomalies in terms of the job 
scoring and employee matching and, to date, 6 employee grades have been changes which 
has removed the corresponding Red Circles. It is anticipated that the remainder of this 
exercise will address other Red Circles. 

4.3 Obsolete Posts 

4.3.1 While recognising that major structural changes are possible only in the medium to long 
term, in the earliest consideration of the new service arrangements it became evident that a 
number of posts could be immediately removed from the structure without adversely affecting 
operational service delivery, pending changes and refinement of service arrangements in 
future phases of the structural review, namely:- 
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Job Title Grade Salary (including 
on-costs) 

NLC12 f 36,614 

NLC7 f 24,196 

External Funding Co-ordinator 

Work Study Officer 
I I I 1 NLC7 1 €14,849 1 Red Circle Administrative Assistant 

Job Evaluation 
Status 

Red Circle 

Red Circle 

Technical Co-ordinator 

TOTAL 

4.3.2 These were principally ‘stand alone’ posts which, although originally essential to 
organisational effectiveness had become less crucial over time as service priorities, work 
processes and structural arrangements changed. The savings, generated by deleting these 
posts, will be used to fund Red Circle reconfiguration and structural changes in future phases 
of the review. While, ultimately, it is proposed that the structural review will generate 
savings, it would be premature to declare permanent savings from this preliminary stage 
without full knowledge of the subsequent changes that will be required. Importantly, all 
changes in this respect satisfied the following tests, they: - 

N LC9 €28,873 Red Circle 

f 104,532 

a) could be sustained by services without requiring consequential radical changes, 
b) realised savings that can be used for future or immediate red circle reconfiguration or 

more general structural changes, 
c) will not impede necessary changes anticipated in future phases of the structural review, 
d) were mutually agreeable to the Council and employee, and 
e) will generate a net saving within a maximum of 2 years. 

4.3.3 On this basis, with the approval of the Personnel Services (Early Retirement) Sub- 
Committee, the posts detailed in 4.3.1 above were deleted and the Committee is asked to 
homologate this decision. The associated costs have been met from the Council’s 
redundancy contingency fund. 

4.3.4 As indicated in earlier corporate briefings and correspondence, as a consequence of the new 
pay and grading model and the wider single status agenda, it is likely that around 250 posts 
will be deemed to be redundant. While it is recognised that the formal implementation of any 
action required in this respect will be corporately directed at a future point in time, the above 
proposals provide an opportunity to contribute to this goal without adversely affecting 
operational services or requiring compulsory redundancies. 

4.4 Sup~ort Services 

4.4.1 The Chief Executive, in his report of 14 November 2006, recognised that an early task would 
be to align the support staff transferring from the former Community Services and Planning 
and Environment Departments. 

4.4.2 Environmental Services inherited support service functions comprising Finance, Policy and 
Performance Management, HR and Directorate Support, although the actual operational 
activities and arrangements differed between the former departments. For example, the 
starkest contrast was in HR; although planning and environment had an HR team to deal 
with administrative issues, the actual professional resources was provided by the corporate 
personnel services division, whereas, community services was a fully devolved HR activity. 
There were similar, if not so stark, differences in relation to Finance and Policy and 
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Performance Management. It will take some time to establish the day to day practicalities of 
the respective arrangements and the extent and implication of the differences. 

4.4.3 From a preliminary review, it is clear that, as the Chief Executive predicted, there is scope for 
further savings by reviewing structural arrangements, changing operational practices, 
eradicating duplication, and identifying efficiencies. However, while at the broadest level it is 
clear that there are potential financial and operational efficiencies, making immediate 
permanent changes in the short term would result in missed opportunities from a long term 
strategic perspective. Therefore, there will be no immediate permanent changes in relation 
to support services with the result that the operational and financial efficiencies will be 
realised in a future phase of the structural review. Of course, from a pragmatic perspective, 
it has been necessary to make some minor interim adjustments to operational arrangements, 
pending the outcome of this review, and these are currently operating effectively. 

5 

5.1 

5.2 

5.3 

6 

6.1 

LONG TERM CONSIDERATIONS 

As outlined above, Environmental Services will embrace the challenge the Service and 
People First initiative presents by ensuring the stated ambitions are at the core of our 
strategic and operational aims. 

To this end, in accordance with the Chief Executive's recommendations, future phases of the 
structural review will be committed to a) achieving significant targeted efficiencies, b) 
developing shared services, c) driving down overhead costs, and d) examining options to 
best deliver services. To realise the goals it is essential that our Environmental Services are 
fit for purpose and that we have the right people in the right place with the right skills at the 
right price to deliver our business results now and in the future. It would be na'ive to suggest 
that these goals can be achieved without radical action and changes to the way we think and 
do. While the actual impact is not yet known, we need to consider all options to enhance 
performance, reduce operational costs and, where appropriate, explore other models of 
service delivery where this would secure better value for money and it is likely that this 
process will require changes to our structure and workforce in terms of jobs, skills, staff 
deployment and employee numbers. 

As always, as far as practicable, any identified employee surplus will be managed through 
staff turnover, redeployment or voluntary severance and it is hoped that compulsory 
redundancies will be avoidable, although clearly no guarantee in this respect can be made. 
Importantly, the forthcoming months will provide the opportunity to communicate, consult and 
co-operate with staff to consider operational and structural arrangements so that by the time 
we need to make more radical decisions we will have anchored change to the culture of the 
new corporate service enabling us to successfully confront the challenges. 

F I NANC IAL I M PLI CAT10 NS 

Other than the financial implications of the structural changes detailed at 4.3 above, there are 
no financial implications of this report. 
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7 RECOMMENDATIONS 

7.1 That the Committee approve the proposals contained in the report and homologate the 
action outlined at 4.3 above. 
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