
1 

To: PLANNING AND ENVIRONMENT COMMITTEE 
(Roads and Transport Sub-Committee) 

NORTH LANARKSHIRE COUNCIL 

~~ 

Subject: 

REVIEW OF WINTER MAINTENANCE 1999/2000 

. 

p: 20 September 2000 

I REPORT AGENDA ITEM NO. ....................... 

Ref: IGLiJTW 

From: DIRECTOR OF PLANNING AND ENVIRONMENT 

1. 

1.1 

2. 

2. I 

3. 

3.1 

Purpose of ReDort 

The purpose of this report is to inform the committee of the results of the review of the winter 
gritting service referred to in the Committee Report dated 24 May 2000, and to seek Committee 
approval to the recommendations contained therein. 

Backround 

The winter review form part of the wider best value review currently being undertaken by this 
Department and which has to be completed by the end of this calendar year. This process has 
involved public consultation, staff consultation, user group meetings and SEL customer survey. The 
results obtained have been analysed in detail to determine those aspects of the Transportation 
Service which are of concern to the travelling public. This analysis identified that the winter gritting 
service is considered to be a high priority and tlie Department has consequently included this in the 
Department’s Best Value Project Proposals. This report describes the review process and provides a 
detailed costing of the improvements proposed. 

Scoue of Review 

The scope of tlie review covered all aspects of the Winter Gritting arrangements including service 
orovision. veliicle and plant resources, driver resources, route rationalisation, aids to decision 
nial.;ing, and tlie Winter Meinteiiance and Procedures document, which is placed before Coinniittee 
annually prior to tlie onset of winter. The review examined in detail each of the above aspects to 
determine whether existing resources or arrangements were robust enough to deliver the required 
level of service. Where improvements are considered necessaiy, the likely timescales and costs for 
tlie introduction of such improveinents are included. 

3.2 Service Provision: This part of the review considered tlie information gathered through the various 
Best VaIue consultation exercises and the results of the analysis of the type of complaints received 
by tlie Department tliroughout tlie winter, to determine what adjustiiients to the present service 
provision could be made to meet the aspirations of the public. In addition cognisance was taken of 
the additions to the public road network as new development takes piace, changes to bus routing and 
the need to improve gritting arrangements for school access. As a result oT this analysis three 
options were considered:- 

a) Combining gritting of primary and secondary routes into a single operation; 

b) Retaining the present primary route network but carrying out gritting of secondary routes on 
a more frequent basis; 

c) increasing the primary route network to include these roads which fell within the areas of 
concern identified in the consuitation exercises. 
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3.3 Option a) would require tlie number of gritting routes to be increased by 4 or 5 (depending on the 
result of the route optimism). As a single gritting route 011 average costs ;E75,000 per year to operate, 
this would significantly increase winter costs. Since tlie Council already budgets for a winter spend 
€400,000 greater than the GAE as determined by the Scottish Executive, this option was not 
considered a practical proposition. It would also lead to a significant reduction in otlier aspects of the 
Transportation Service such as carriageway and footway repairs, drainage maintenance etc. The 
second option could be carried out at modest increase in costs. However, as secondary route 
treatment is carded out after the morning peak, more frequent treatment of these routes would not 
prove to be of benefit to the greater proportion o f  members of the public who travel to work during 
the morning peak hour. 

a. 

, 

3.4 The third option allows the Department to target these complaints and concerns voiced by the public, 
and facilitates the extension of gritting arrangement to cope with additions to the public road 
network, changes in bus routes and school access. It is therefore considered to be the most effective 
option. An assessment of this option has identified that it would require two additional gritting 
routes to tackle the main concerns generated and take account of tlie increase in adopted roads and 
the change to bus services mentioned in Para. 3.2 above. The cost of providing the additional rgutes 
would be €100,000 per year (excluding vehicle and plant costs). The detailed breakdown of these 
costs is shown in Appendix 1. While this figure represents a significant addition to winter 
maintenance costs, it is anticipated that the costs can be contained within the current nominal €1.8 
winter maintenance budget. The reason for this is that the combination of milder winters and the 
competitive rates within the current Roads Maintenance Contract has meant that winter expenditure 
has remained within budget over the last three years. However, it should be noted that the proposed 
increase in winter service provision would mean we would be less able to carry out road resurfacing 
operations financed from a winter underspend. 

.. 
3.5 Vehicle and Plant Resources: The Department continues to be responsible for the provision of the 

TUPE fleet used to deliver the Transportation Service through a licence agreement within the Roads 
Maintenance Contract, whjcli was awarded to the DLO in September 1997. The winter gritting fleet, 
consisting primarily of 17T tipper vehicles and demountable gritters, forms part of this TUPE fleet. 
The licence agreement clearly acknowledges that the assigned fleet does not provide the full vehicle 
and plant resources necessary to operate the contract. The DLO has been expected to provide 
additional resources as and when workload demand dictates. Tlie fleet is maintained by the 
Transport Division of Corninunity Services but the cost is borne by this Department. Community 
Services are also charged with determining an appropriate replacement progranlme for the vehicles 
contained within the fleet in accordance with tlie policies of tlie Council, 

3.6 Following the investigation into the losses made by tlie Council’s DLO, the decision was taken to 

Division of Community Services. As a consequence the TUPE fleet and in particular the 17T tippers 
which operate the gritting service have become progressively older and less reliable. During last 
winter a significant number of the 34 vehicles available suffered mechanical breakdown and as a 
consequence tlie Departnieiit did not have suficient resources to be able to respond to a significant 
snow event. However; sufficient vehicles were available 011 a regular basis to carry out the 18 pre- 
gritting routes. This situation was made even more critical by the fact that the DLO had significantly 
reduced its O M ’ ~  fleet to minimise its operational losses and, therefore, could not provide back-up 
vehicles to augment the TUPE fleet. 

suspend the vehicle replacement prograiiirne which had been recommended by the Traiispo rm 

3.7 An assessiiient has been made of the age profile and condition of tlie winter fleet and a 
recommendation has been made to replace nine of the existing fleet of vehicles before this winter. A 
report detailing possible options was prepared by Community Services Department and placed 
before the Steering Group on Public/Private Partnerships. As a result, a decision was taken to enter 
into short term hire arrangements because it would not be possible to procure new vehicles in time to 
provide cover for this winter. However, arrangements will be made to secure contract lease vehicles 
from I st. April 2001. A further 2 vehicles have been included in the procurement process, to cover 
the additional 2 routes mentioned in Para 3.4. 
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. 3.8 The net cost of the short term hire is €74,000 and the Director of Finance is currently examining 
whether the cost of this provision can be met from DLO operating profits. The increased costs of the 
new contract lease arrangements will have to be borne by this Department and will amount to 
250,000 per year for the seven year duration of tlie lease. The Department will be making a bid to 
cover the additional cost of the new lease arrangements through the CSP process. The detailed cost 
implications are shown in Appendix I .  

3.9 To complement the new tippers mentioned above, it will be necessary to procure 3 additional 
demountable gritting units. This type of equipment cannot be obtained through short term leasing 
arrangements. It will, therefore, be necessary to purchase the units. The total cost of the 3 units is 
likely to be approximately €40,000 and the Transport Division of Community Services will take the 
lead in the procurement process. The cost of this plant will be borne from this Departments Capital 
Programme. 

3.10 Driver Resources: Following the report on the losses sustained by the DLO , steps were taken to 
downsize the operation to reduce costs. As part of this exercise a detailed analysis was carried out of 
the likely workload to be issued by this Department in terms of the work type, programming of work 
and winter requirements. This allowed the DLO to match their labour resources to the work 
available, and to ensure that these resources could meet the severe demands of the winter service. 
The DLO are therefore confident that they have sufficient trained drivers to deal with a prolonged 
period of severe weather within the constraints imposed upon them by the Drivers' Hours 
Regulations. However, it should be noted that the Scottish Executive are currently reviewing the 
application of these regulations, wlich could impact on tlie number of hours a driver is allowed to 
work even in an emergency situation. Should this review result in a reduction in drivers hours, the 
implications will be assessed and a further report brought before Committee. 

3.1 1 Route Rationalisation: Sliortly before the introduction of tlie Roads Maintenance Contract, the 
DLO engaged consultancy support to carry out a route optimisation exercise to establish tlie most 
efficient and effective method for carrying out pre-gritting operations. The gritting routes obtained 
by this exercise have operated successfully for the last three winters. However, there is now a need 
to reassess routes in order to take account o f -  

a) 
b) 
c) 
d) 
e) 

While four of the five changes leading to tlie need for a re-optiniisation of the routes fall within the 
responsibility of this Depai-tiiient, the DLO has agreed to bear the full cost of the route optiinisation 
process. The anticipated cost is & I  0,000 and is included in the cost summary detailed in Appendix 1.  

additions to the list of roads through further development; 
changes to bus services and routing; 
re-assessment of gritting priorities following results of Best Value consultation; 
the intention of the DLO to reduce the number of operational depots from three to two; 
all routes to schools and school bus turning where practical. ' 3.15 

3.1 3 Improvements to Decision Making: The effectiveness of winter gritting operations depends to a 
very significant extent 011 accurate weather forecasts to aid decision making. At present this 
Department obtains the weather report tlx-ougl~ joint arrangements with the CLAC and FLAC 
operations at a preferential rate of &9,000 per year. The continuation of this service will however, 
depend on the council consoitiun~ being successful i n  winning the Scottish Executive Trunk Road 
Maintenance contracts which are currently out to tender. The format of the forecast has been agreed 
following discussion with the Met Office and provides information on three climatic zones with 
hoith Lanarltshire. The forecast gives a detailed report on likely weather patterns and identifies 
possible hazards i.e. ice, snow, hoar frost in the three clin~atjc zones. This is accompanied by an 
indication of the degree of confidence in the prediction and the time period during which the 
temperature is predicted to fall below freezing. A general report on likely weather pattenis over the 
following four days is also included. Updates are made to the forecast during the course of the night 
if predicted temperatures vary more than two degrees. 
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3.15 

3.15 

3.16 

3.17 

3.18 

While this forecast provides the best information which can be provided by the Met Office for the 
North Lanarkshire area, it does not provide detailed information on the effect the predicted weather 
patterns will have on the roads within the Council area. As a consequence a great deal of experience 
and local knowledge is required to interpret the data provided in the forecasts and determine an 
appropriate winter gn'tting action plan. While DLO staff are experienced in the decision making 
process it is often difficult to determine an appropriate response to the many marginal situations 
which arise during the winter montlis. The net result is that gritting can on occasions be carried out 
unnecessarily resulting i n  a waste of resources and subsequent adverse effect on the environment. 
The degee of persoiiai interpretation and experience involved in the decision making process can 
also make it difficult for the Council to defend. itself against public liability claims. 

A system is now available which provides and complements Met Office forecasts and allows the 
effects of changing weather patterns on local roads to be accurately determined. This involves a 
technique known as thermal mapping which requires temperature surveys of the local road system to 
be undertaken during different winter weather conditions. In conjunction with the use of local 
automated weather stations the data can then be used to determine predicted temperature variations 
over the road network and the effect changing weather patterns are likely to have on the formation of 
frost and ice. This system significantly aids decision making with savings on resources and damage 
to the environment by reducing unnecessary application of salt. The automated weather stations 
provide continuously updated information which can be used to verify proposed action plans a n 4  
enable an informed response to changing weather patterns. Tlie sensors also measure the thickness 
of the water layer on the road surface and tlie concentration of residual salt. Tlie system replaces 
much of the interpretation and personal experience presently involved in the decision making 
process with a more robust technical process which can be used to defend any subsequent public 
liability claims. 

, 

P 

While several firms exist which provide some parts of this decision making package, only one 
organisation provides a comprehensive package involving forecast information, installation of 
weather stations, provision of the decision making computer software, thermal mapping, 24 hour, 
365 days a year support for systenx and customer help desk combined with full maintenance and 
testing of weather stations. The introduction of such a system normally involves a high first year 
cost for the thermal mapping and installation of weather stations. However, the company is prepared 
to spread the cost over a five year period. The total cost of this package, which iiicludes 3 weather 
stations, the associated computerised decision making systems, and maintenance and testing of a11 
equipment and systems for a 5- year period, would normally cost &142,000 or $28,400 per year. As 
the finii concerned has already carried out optimisation work for the DLO, they have indicated that 
they are prepared to provide the total package at a reduced rate of 296,500 or 519,300 per year. 
When considered in tlie context of tlie Couiicil's yearly winter maintenance budget of S1.81~1 
(excluding vehicle and plant costs) tlie costs are nominal. On the other hand, the benefits to be 
derived are considerable and could provide a net saving to the Council particularly in regard to the 
elimination of unnecessary gritting and successful defending of public liability claims. 

0 

Should Committee agree to the purchase of this system ,the effectiveness of the system would be 
reviewed in terms of benefits accrued to the Council towards the end of the five year period, and a 
decision raken on whether to continue with such a system. In this connection, it should be noted that 
the costs of continuing with this or any other equivalent system would only be f9,OOOiyear because 
the significant set-up costs involved in cayrying out thermal mapping and installing weather stations 
will have been incurred i n  the initial five year period. The annual costs are shown in Appendix 1 . 

Winter Maintenance Procedures Document - The Department's Winter Maintenance and 
Procedures Document is revised on an annual basis and placed before Committee before the 
beginning of the Winter Maintenance period. The document details the standards of winter 
maintenance to be applied to Couiicil roads, footways and footpaths and the procedures to be 
followed in determining and implementing the Department's response to evolving weather 
conditions. The Department circulates this document to all Community Councils, the Emergency 
Services and other appropriate organisations to advise these bodies of the Department's approved 
policies and procedures. 

. 
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3.19 Analysis of the comments received from the public has highlighted the fact that certain members of 
the public have misunderstood the level of service detailed in the approved Policy and Procedures 
Document. As a result, public expectations are at times higher than the service level which can be 
provided by the Department. Tliis situation undermines the credibility of the Department and 
detracts from the good work carried out by all staff involved in the provision of this service. It is, 
therefore, the intention to review the information contained within the document to provide a more 
succinct explanation of the level of winter service provided by the Council and the form of response 
which the public can expect to differing winter weather conditions. This exercise will be carried out 
during this autumn and the revised document brought before Committee prior to the star t  of the 
Winter Mainteiiance Period. 

4. Recommendations 

4.1 The Committee is asked to approve the actions taken to date in formulating an action plan to review 
the Winter Service and to agree in principle to the following further actions:- 

a) extending of the existing 1 8 pre-gritting routes to 20 for the reasons given in Para 3.4. 

b) procuring 3 additional demountable gritting units through the Capital Programme. 

c) negotiating with the sole supplier of the services detailed in Para 3.16 to obtain a firm 
quotation for the provision of these services. 

4.2 These recommendations will require to be ratified by the Planning and Environment Committee. 

David M.  Porch 
DIRECTOR OF PLANNING AhTP) ENVIRONMENT 

8 September, 2000 

For further information please contact Mr Jim Watson oil 01236 616401. 
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COST OF WINTER GRITTKNG SERVICE IMPROVEMENTS 
1 

1. 

2. 

3. 

4. 

Service enhancement (2 additional routes) 

a) Gritting Costs 
b) Driver Standby Costs 

Vehicles and Plant 

a) Short Term Hire 
b) Contract Leasing 
c) Purchase & Servicing of 3 no. 

Demountable Gritters 

Route Rationalisation 

Thermal Mapping and Installation 
of 3 Weather Stations 

DLO COSTS 

CLIENT COSTS (CAPITAL) 

CLIENT COSTS (REVENUE) 

ANNUAL COST ANNUAL COST 
2000-2001 

€80,000 
€20,000 

f74,OOO - 

540,000 

f l 0 , O O O  

21 9,300 

284,000 

240.000 

&I 19.300 

200 I -2005 

280,000 
E20,000 

- 
€50,000 

€1 0,000 

219,300 

&179.000 
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Subject: WINTER GRITTING ROUTE 
PLANNING 

Date: 14 August 2000 

1.00 

1.01 

2.00 

2.01 

3.00 

3.01 

I . . .  

Ref: ES/JC 

Introduction 

It is a contractual requirement of the Roads Maintenance Tern Contract for this Department to plan and operate 
winter gritting routes. The current routes which have been operating successfully for the last 2 winters now 
require to be re-assessed as a result of 

(i) The proposed move of Roads DLO from Bellshill Depot to Bargeddie Depot as part of the partnership 
mangements. 

(ii) The intention to exqend coverage of the existing routes. 

Route Plannine 

It is essential that route planning is completed prior to the beginning of October in order that routes may be tested 
and any final adjustments considered prior to the formal implementation of Winter Maintenance procedures 
which is likely to be Friday, 27 October 2000. 

This is a complex process involving both computer software aided techniques and manual input, The process 
requires many different factors to be taken into account in order to achieve maximum efficiency including vehicle 
speed, topography, characteristics of route, vehicle capacity etc. 

Manual input can be provided in-house with external software provision. Currently however, Roads DLO do not 
have the resources to undertake this work nithin the limited timescale. In addition, the Department lacks 
expertise in this process which could result in inefficient route planning. 

Vaisala TMI Limited are an internationally renowned company in the provision of the Winter klaintenance 
service and are the only company to provide the complete route planning service. The estimated cost of the 
package is f 10,000 and would be funded fiom the Roads DLO surplus. 

Standing Orders 

Para,mph 2.2 of the Contract Standing Orders makes the provision of goods or services where the estimated 
price exceeds f 5,000 but does not exceed g20,OOO exempt from the full requirement of formal tendering in terms 
of the Contract Standing Orders, although competitive quotes have to be obtained. 

Paragraph 2.4 however, provides for the Council by reason of special circumstances to decide that some or all of 
the Standing Orders shall not apply. 

The fact that the company recommended is the only company to provide the complete route planning service 
required within the limited timescale available, is considered to be a special circumstance in terms of the 
Contract Standing Orders. 

C:\GenMan\Wintergrit.rep 



- 2 -  

Winter Gritting Route Planniw Cont/d 

4.00 Recommendations 

4.01 That Committee notes the special circumstances detailed above and approves the appointment of Vaisala Th4I 
service, without the need to obtain alternative $ *  . xions. 
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