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To: ECONOMIC DEVELOPMENT COMMITTEE 

From: ACTING DIRECTOR OF PLANNING & ENVIRONMENT 

Date: 9 June 1999 Ref TLiREP561 

REPORT 

Subject: 

TOWN CENTRE INITIATIVES LTD., 
STRATEGY AND OPERATING PLAN 

1 Purpose of Report 

ii) 

2 

2.1 

2.2 

2.3 

2.4 

2.5 

l k s  report seeks: 

to advise members of the progress of the recent review of Town Centre Initiatives(TC1) Ltd. and the 
formulation of the 5 year Strategy Plan and first Annual Operating Plan; and 

approval for the release of a) the $7 1,000 council contribution to the core overhead of TCI, as approved 
by the Council previously in the Continuing Service Provision plan for 1999/2000; and b) &20,000 from 
established budgets for the purposes of project development; both of which will be reff ected in a Service 
Level Agreement between the Council and TCI Ltd. based on the annual Operating Plan 

Background 

As members will recall from their meeting of 4 March 1999, it had been decided to undertake a 
comprehensive review of TCI’s aims, objectives and operational matters in April 1999. 

Considerable work was undertaken by the Board of Directors and the staff of TCI, facilitated by the 
Economic Development Unit, and at a meeting of 27 May 1999 the Board approved the Strategy and 
annual Operating Plan attached at appendices one and two of h s  report. 

It is proposed that the annual operating plans, whch will in future be presented to the Board of TCI in 
March of each financial year, at the latest, will be used as the basis of a formal Service Level Agreement 
between the Council and TCI in respect of the allocation of overhead funds in each financial year, 
currently identified at &71,000. This Service Level Agreement will  be negotiated at the start of each 
financial year. 

As members will note from the attached documents, regular monitoring of TCI activity will be in place 
and reported to the Board and to the hnding and supporting organisations on a regular basis. 

There are a number of tasks which TCI has set itself in 1999/2000 with a view to securing the 
organisation’s continued work as outlined in the 5 year strategy plan; two major tasks are drawn to 
members’ attention: (i) the need to undertake a wide-ranging study on participation and partnership in 
TCI amongst local groups and organisations; and (ii) the need to consider the composition of the Board as 
a result of the findings of the study. 

I:\REPORTS\REP561 .DOC 
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3. Other considerations 

3.1 Members are asked to note that one of the priority actions required to be undertaken by TCI is 
negotiations with the relevant Council department(s) regarding planned joint activities for Christmas 
events in town centres. 

3.2 It is proposed that such matters are treated as a matter of urgency given the timescales for 1999. 

3.3 Further reports to relevant committees of the Council will be submitted in due course and members are 
asked currently to note these issues. 

4 Recommendations 

Members are asked to note the contents of the report and to approve: 

a) the release of the &71,000 Council contribution to TCI's core costs as outlined in the Council's budgets 
1999/2000: and 

b) the allocation of &20,000 towards project development funds for 1999/2000 

Acting Director of Planning & Environment 

For further information contact Teresa Lavery, Senior Economic Development Officer (Project Development) 0 1236 
616267. 

I:\REPORTS\REP561 .DOC 
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TOWN CENTRE INITIATIVES LTD 

OPERATING PLAN 

MAY 1999 - MARCH2000 

27 May 1999 
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OPERATING PLAN 1999/2000 

Contents 

1. Introduction 

2. Action Programmes: priorities 

3. Forum support 1999/2000 

4. Action Programmes 

5. Monitoring 

6. Reporting procedures 

7. 1999/2000 financial plan 

8.1999/2000 staffing structure 
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1. INTRODUCTION 

The 199912000 Operating Plan for TCI sets guidelines and outlines action plans for 
the TCI staff and Board under 5 Action Programmes. Four of the Action Programmes 
are derived directly from the Aims and Objectives as set down in TCI’s strategy 
document; the fifth is based on the assessment of the development needs of the 
organisation and the training and development needs of the staff in particular. 

Strategic Aim One: 

“To encourage and support groups and organisations, through involvement with TCI, 
in developing projects and activities in the town centres.” 

Strategic Aim Two: 

“To develop and support marketing and promotion activity in and for town centres 
which will contribute to improvements in economic, social and environmental 
change. ” 

Strategic Aim Three: 

“To coordinate and participate in environment programmes whch enhance the 
appearance, access to and safety of the town centres.” 

Strategic Aim Four: 

“To assist in the enhancement of services in the town centres and to coordinate on 
behalf of partners in the public private and voluntary sectors the development of such 
services for all town centres users.” 

The Action Programmes for 1999/2000 are: 

* participation and partnerships 
* marketing and promotion 
* environment 
* services 
* TCI organisation and development 
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2. ACTION PROGRAMMES: PRIORITIES 

The tasks that TCI has set for itself in 199912000 are: by necessity, determined by 
priority criteria. Some tasks need to be done urgently and some longer term tasks 
need early preparation and groundwork to ensure lasting success. The Operating Plan 
reflects this consideration, and much of the work in 1999/2000 will be laying the 
groundwork for longer term developments and activities which TCI sees as necessary 
for the sustainable development and support of North Lanarkshre’s town centres. 
Outlined below are the main reasons for the listing of the priorities for 1999/2000 

The implementation of the Action Programmes in each of the town centres will be 
developed to take account of local factors, in terms of need and opportunities. Town 
centre “action profiles” will be developed in the early part of the Operating Plan and 
reported to the Board. 

Action Programme One “Participation and Partnership”: priorities 1999/2000 

* 
* 

* 

evaluation study on participation and partnership in TCI activities 
establishment of interim standing orders and business agendas for Forums for 
1999/2000 pending the results of the evaluation study 
information dissemination on TCI to town centre users, potential participants 
and partners 

Action Programme Two “Marketing: and Promotion”: priorities 1999/2000 

* establish databases/mailing lists 
* 
* TCI “branding” package 
* 

initial evaluation of local perceptions of town centre management and TCI 

interim events programme for 1999/2000 

Action Programme Three “Environment”: priorities 1999/2000 

* 
* 
* 

establish eligibility for external funding on environment projects 
coordinate and develop Environment Task Force projects(New Deal) 
compile information profiles on current and future major developments for the 
dissemination of information 

Action Programme Four “Services”: priorities 1999/2000 

* 
* 

* 

conduct audits of services and service facilities for town centre users 
establislddevelop relationships with/between service providers for negotiations 
on service improvement programmes 
design and introduce award schemes for good service provision 
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Action Programme Five “Organisation and Development”: priorities 1999/2000 

* 

* 
* 

establishing communication lines within the organisation and between the 
Board and the Forums 
address staff training and development needs 
ensure that financial and other record keeping is appropriate for reporting 
purposes e.g. European funding audits 

Section Four of this document lists the major tasks whch the TCI staff team will 
undertake in 1999/2000.. 

3. Forum Support 1999/2000 

Given the importance of participation and partnership to the success of TCI, it has 
been decided to conduct a full and comprehensive review of the needs and 
opportunities for involvement in town centre management of local groups and 
organisations. This is likely to take a number of months to ensure the widest and most 
appropriate levels of consultation prior to the conclusion of the study. 

While this study is undenvay it is important to continue to support the existing 
forums, to improve that support where necessary and to involve the forums in the 
study and the consequent decisions on future initiatives. 

To that end, it is proposed that at an early date the TCI Manager agrees with the 
Forum Chairmen standing orders and proforma business agendas for the forums for 
1999/2000. This will assist all parties in identifjmg, on an interim basis, the items 
for business which are both important to the Forums and relevant to TCI’s function 
and remit. This arrangement will be reviewed in January - March 2000 in the light of 
the results of the “participation and partnership” study and the planning process for 
the 2000/200 1 Operating Plan. 
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4. ACTION PROGRAMMES 

TO BE TABLED 

0 
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5. MONITORING 

TCI’s monitoring systems cover three main areas: 

0 The progress and success or otherwise of individual projects and regular 
activities 

0 The progress of Action Programmes and the way in which individual projects 
have contributed to h s ,  allowing an evaluation of how the aims and 
objectives are being achieved 

0 The overall impact of TCI’s activities on the town centres 

Initially, the focus will be on the first two of these areas of development, primarily 
because the evaluation of long term benefits of projects will require time for a 
meaningfbl assessment. Projects will be monitored on a quarterly basis and reported 
to the Board. 

The design of monitoring systems, to be undertaken in the first stages of the 
1999/2000 Operating Plan, will be based on the information needs of fimders, 
supporters and users of TCI services. 

PROJECT MONITORING 

Contents of Monitoring Profiles which will be designed at the start of each separate 
project. 

About the project: 

Brief description of proj ect activity; project title; project reference number; Action 
Programme and Strategic impact; lead agency(e.g. TCI, NLC, forums. traders’ e 
associations) 

Personnel: 

lead TCI officer; contact numbers; partner agencies and key officer contacts 

Beneficiaries 

Client groups served; geographical areas served 

Resources profde: 

capital h d s ;  revenue funds; support “in kind”; special conditions of award(e.g. time 
limits on funding allocations, match fund requirements, special reporting conditions 
etc.); progress of expenditure; leverage of external funds 
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Targets set and methot met 

Quantifiable targets e.g. numbers of beneficiaries, number of improvement sites etc. 
numbers of local groups and organisations involved; quality targets e.g. local 
participatiodfeedback; beneficial spin-offs to other activitiesidevelopment 
opportunities; reasons for failure to meet targets 

TCI Performance indicators 

steps taken by TCI; methods of delivery-efficiency and cost effectiveness; time spent 
on activity; steps taken on any remedial action required; notes for future action (e.g. 
amendments to Action Programme, input to strategic process) 
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6. REPORTING PROCEDURES 

Progress will be reported to the Board on a regular basis and changes which may be 
required as a result of changing circumstances or recommendations arising from the 
results of monitoring and evaluation procedures will be introduced when appropriate. 
The Board will consider reports on the undernoted issues. 

Performance 

The TCI Manager will report at each Board meeting progress on the implementation 
of the Action Programmes, identifying successes and weaknesses in recent activities 
and remedial actions taken where necessary. Following approval of the Board, the 
Manager will ensure that progress reports, with the Board’s comments, are circulated 
to the Forums. Approved reports will also be available to supporting agencies on 
request. 

In the last quarter of each Operating Plan Year(Jan-March) the Board will receive an 
annual report on the implementation of the Operating Plan and its impact on the 
progress of TCI’s strategy as set out in the Strategy Document. 

Financial reports 

The Manager will submit to the Board at its meetings reports on financial matters both 
in terms of core funding income and expenditure and the Project Development 
funding plans. 
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7. 1999/2000 FINANCIAL PLAN 

Expenditure 

Item 

Emdoyee Costs: (Salaries) 
Project Manager - MothenvelWishaw 

- Coatbridge/Airdrie 
- Cumbernauld 

Admin.Asst - 

National Insurance (say 10%) 
TraveVSubsistence 
Insurance 

Propertv Costs: 
Rent 
Rates 
Heating, Lighting, Cleaning 
Furniture & Fittings 
Hire of Rooms etc. 

Administration: 
Telephones 
Office Equipment 
Printing/Stationery/Photocopying etc. 
I.T. 
Subscriptions 
Advertising 
General Office Expenditure 

Training: 
Courses & Conferences (StafUDirectors) 
Training (local) 
Seminars 
Expenses associated with training 

€24,0 0 0 
€22 ,o 0 0 
222,000 ’ 

€12.000 
€80,000 

Amount 

€80,000.00 

8,000.00 
5,500.00 

e 300.00 
€93,800.00 

€3,600.00 
€1,400.00 
El ,000.00 
21,000.00 

€500.00 
€7,5 00.00 

€2,300.00 
€1,500.00 
€2,000.00 
€1,000.00 
€1,000.00 
~l ,ooo .oo  a 
€1 .ooo.oo 
€9.800.00 

€8,000.00 
€2 , 000.0 0 
€2,000.00 
€2.000.00 

€14.000.00 

Hospitality: 
Hosting Forums etc. €5.000.00 
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SDecial Proiects: 
Town Centre Schemes 
Christmas 
Themed Events 

Expenditure Total: 

Income 

N.L.C. Contribution 27 1,000.00 
Campsies Centre (1 st payment) &40,000.00 

( 6  " (2nd payment) E40,OOO.OO 
Project-based funding - N.L.C. f120.000.00 

(b 

Income Total f171,000.00 

€20,000.00 
f112,000.00 
58 .ooo. 00 

€40.000.00 

N.B. (1) Costs are indicative 

would 
(2) Campsies Centre Income represents 2 years - thus, in reality, expenditure 

exceed income by approximately &40,000.00. 
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8. STAFFING STRUCTURE 1999/2000 

The staffing structure currently is as shown below: 

T.C.I. Board ................................................. CCTV Board 

\ Manager / 

CCTV Monitoring Staff I Town Centre Managers 

Administrative Support 

The manager, in addition to the responsibilities of co-ordinating the project on behalf 
of the Board, also undertakes town centre management duties in three town centres. 
One of the other town centre manager posts is wholly funded by the Carnpsies Centre 
Development Company and is focused on Cumbernauld. 

One of the Board’s tasks in 1999/2000 will be to review staffing structures following 
the results of feasibility and research work. 
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TOWN CENTRE INITIATIVES LTD 

STRATEGY 

1999 - 2004 

27 May 1999 
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BACKGROUND 

Town centres are the focus for a mix of needs and services: retail and shopping, 
leisure, business services, housing and civic amenities and events. These needs are 
articulated w i h n  a wider economic, social, political and environmental context. 

Thriving town centres need: 

a> the strategic support of major economic development agencies to implement 
programmes and initiatives which assist local players in adapting to wider 
economic and social trends; 

b) a vehicle for local businesses and town centre users for their views and their 
development ideas; and 

c) local mechanisms to co-ordinate services in meeting changing local needs. 

There are seven principal centres-in North Lanarkshire and while each has a separate 
identity they share a number of key issues and economic and social pressures. TCI 
exists to address their needs. 

The vitality of town centres is an indication of the economic, social and environmental 
development in North Lanarkshre and the successes of local regeneration strategies. 
The rejuvenation of town centres is a priority for North Lanarkshire Council and the 
Lanarkshire Development Agency and t l u s  priority is reflected in their published 
strategies and in their partnership work on key developments such as services to 
business, the redevelopment of Ravenscraig and area regeneration initiatives. 

Economic backround 

The latest Bank of Scotland “Report on Scotland” survey published in February 1999, 
indicates ongoing improvements in the service sector of the Scottish economy, 
although the manufacturing sector continues to decline. 

Certain key sectors of the economy have been targeted by national and regional 
economic development agencies for strategic support on the grounds of positive 
forecasts e.g. electronics and biotechnology, but the positive impact of such new 
developments on the economies of small town centres is diffuse and long term. 

Other trends, such as out of town shopping developments and changing demographics, 
contribute to the slow decline of traditional town centre activities. 

In North Lanarkshire, the successful growth of the economy is affected adversely by 
wider economic trends as highlighted by the recent closure of the inward investment 
company Lite On, which brought into focus the local impact of changes in the Asian 
economy. 
On the positive side, growth in the national tourism and heritage industries offers 
development opportunities for town centre businesses and services in the context of a 
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Lanarkshire tourism strategy and initial evaluation work in this strategic area has 
begun. 

Locally, industrial and commercial growth is affected by the restrictions on 
development opportunities arising as a result of Lanarkshire’s large tracts of derelict 
land, currently the subject of regeneration plans by the local authorities and the 
Lanarkshire Development Agency. The most notable of these, Ravenscraig, poses 
major development challenges for existing town centres. 

Unemployment rates affect the vitality of town centres; people on low incomes or 
welfare benefits spend less money on shopping, leisure and business services, thereby 
depressing employment opportunities further. Some areas of North Lanarkshire have 
been designated areas of deprivation to be targeted by resources under the political 
banner of “social inclusion”. 

North Lanarkshire has an overall unemployment rate of 8.1%, placing it 6th highest 
of the 32 Unitary authorities in Scotland. The rate for Scotland is 5.4%(0ctober 
1998). While the overall trend in unemployment is downwards, this trend is 
significantly lower in North Lanarkshire. (source: Quarterly Unemployment Report, 
Fourth Quarter 1998, North Lanarkshire Council Chief Executive’s department). 

Social trends 

North Lanarkshire has a population of 325,940 which is 6.4% of the Scottish 
population, making it the 4th largest unitary authority area in population terms. The 
population has been in decline since the 1 9 8 0 ’ ~ ~  with a significant element of people 
leaving the area, while the Scottish trend has been a small upward growth. The vorth 
Lanarkshire downward trend is set to continue, although at a reduced level. The age 
structure of the population is also changing with a decline in the number of children 
and young adults and an increase in the number of older people, particularly those 
over 75 years of age. 

In recent years there has been a dramatic change on the housing tenure balance, with 
growth in owner occupation as a result of new build developments and the fight to 
Buy Sales of council housing. There is also a growth in the housing association and 
co-operative sector from 2,400 households in 1991 to 4,500 in 1997. 

Political background 

Local Government Reorganisation in 1996 brought together under the Unitary 
Authority of North Lanarkshire the responsibilities of 5 previous authorities: 
Strathclyde Region, Monklands, Motherwell, Strathkelvin and The Cumbernauld New 
Town Development Corporation. This has resulted in considerable upheaval in a 
number of key areas, impacting on areas and agencies outwith local government itself. 

In addition to reorganisation, North Lanarkshire Council has also recently introduced 
the Area Decentralisation system which takes council decision making processes into 

2 
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different areas in North Lanarkshire, linking with local communities through 
community forums. 

The establishment of the Scottish Parliament, and the effects on local economic 
development in Scotland will affect local conditions in ways which are not yet clear. 

Town Centres: strategic overview 

The Strathclyde Structure Plan indicated concerns about the vitality and viability of 
town centres. North Lanarkshire’s main retail centres are identified as requiring 
intervention to sustain and improve them. A number of the town centres show 
evidence of physical and economic decline and are likely to be affected by major 
developments and initiatives such as the Ravenscraig development and proposed re- 
developments of derelict sites, 

The range of needs and services, and the multitude of players involved in making the 
town centres viable in changing economic, social and political contexts, requires a co- 
ordinating mechanism. 

Town Centre htiatives exists as an independent company, supported by North 
Lanarkshire Council and the Lanarkshire Development Agency among others, and 
guided by a Board of Directors representing a spectrum of interests involved in town 
centres. 

Having been established in 1996, the organisation has conducted a comprehensive 
review of its aims, objectives, structure and past record, the results of which are 
outlined in this document, with an emphasis on future action. 

* Source: 
Economic Bulletin Issue 4, Spring 1999, 
North Lanarkshire Counci1,Planning and Environment Department. 

3 
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Strategic Aims and Obiectives 1999-2004 

Strategic Aim One: 
“To encourage and support groups and organisations, through involvement with TCI, 
in developing projects and activities in the town centres.” 

Strategic Aim Two: 

“To develop and support marketing and promotion activity in and for town centres 
which will contribute to improvements in economic, social and environmental 
change.” 

Strategic Aim Three: 

“To co-ordinate and participate in environment programmes which enhance the 
appearance, access to and safety of the town centres.” 

Strategic Aim Four: 
“To assist in the enhancement of services in the town centres and to co-ordinate on 
behalf of partners in the public private and voluntary sectors the development of such 
services for all town centres users.” 

4 
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AIMS AND OBJECTIVES 

AIM ONE 

To encourage and support groups and organisations, through involvement with TCI, in 
developing projects and activities in the town centres. 

Objectives 

1. To secure the participation and partnership of local traders and businesses in 
TCI-led projects and programmes 

2. To establish a communications network which provides support to a range of 
potential partners in the community 

3. To assist local traders, businesses and town centre users to establish working 
relationshps with other agencies involved in strategic town centre issues 

Action Plan 

1. Evaluate the likely demands and possible inputs from potential TCI 
participants in town centres and the surrounding communities and establish 
appropriate mechanisms to raise levels of participation 

2. Co-ordinate a programme of information dissemination and awareness-raising 
to raise the profile of TCI amongst potential participants and partners 

3. Publish and review periodically methods of securing the participation of 
groups and organisations at appropriate levels of engagement 

4 Maintain support for the existing town centre forums during the period of 
review and evaluation of participation mechanisms 

5 Establish and maintain relationships with other economic development and 
regeneration agencies to assist local groups and organisations to contribute to 
and participate in strategic initiatives 

Priorities for 1999/2000 Operating Plan 

0 Evaluation study 
0 Standing orders and business programme outline for forums 
0 Information dissemination 

5 
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AIM TWO 

To develop and support marketing and promotion activity in and for town centres 
which will contribute to improvements in economic, social and environmental change. 

Objectives 

1. To promote the principle of town centre management 

2 To identify opportunities and develop marketing and promotion policies aimed 
at enhancing the town centres 

3. To develop, in partnership with other stakeholders, a programme of 
marketing and promotion activities 

4. To establish TCI as a key source, for regional and national agencies, on 
information and advice on local town centres and town centre issues 

5 .  To establish an effective signposting service for local town centre users 

Action Plan 

1 

2. 

3. 

4. 

5 .  

6. 

7 

8. 

9 

10 

Establish TCI’s identity by the development of relevant signage at designated 
sites and service outlets 

Submit a report to the Board at an early date on TCI “branding” proposals 

Evaluate perceptions of TCI amongst clients and potential participants in TCI 
activities and establish likely demands on TCI services 

Produce information literature and implement a publications programme 

Build a communications network between town centre stakeholders 

Raise TCI’s and town centre management’s profile through a co-ordinated 
press and media strategy 

Establish a calendar of marketing and promotions events, targeting sectors 
with themed and seasonal events 

Investigate the feasibility of marketing membership schemes in town centres 

Investigate the feasibility of diversification of uses of town centre services and 
facilities 

Establish relevant databases 

6 
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Priorities 1999/2000 Operating Plan 

0 Establish databases 
0 Evaluate perceptions of TCI and town centre management 
0 TCI “branding” 
0 Interim “events” programme and proposed TCI role 

7 
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AIM THREE 

To co-ordinate and participate in environment programmes which enhance the 
appearance of, access to and safety of town centres 

Objectives 

1. To co-ordinate and manage, where appropriate, the development of 
environmental improvement schemes on town centre sites 

2. To co-ordinate, or assist in the co-ordination of, the input of the views of town 
centre groups and organisations to the consultation processes on major 
environmental issues 

3. To promote and assist in the development of good practice in health and safety 
issues in the town centres 

4. To contribute to the development of various civic pride projects in partnership 
with relevant agencies and to support local town centre organisations in 
participating in such projects. 

Action Plan 

1. 

2 

3 

4. 

5 .  

6. 

7. 

Establish TCI’s eligibility for Landfill Tax and Lotteries funding 

Sponsor and assist in the development of Environment Task Force Projects 
(New Deal for Unemployed People) 

Identify improvement proposals with potential for private sponsorship and 
attract “packages” of resource for projects 

Assist development organisations to undertake developments which will 
enhance the appearance of town centres, contribute to the development of 
civic pride and be deemed to be of benefit to the town centres. 

Ensure the dissemination to TCI participants of relevant and accurate 
information on major developments 

Provide independent assistance to groups and organisations in the preparation 
and submission of their views on major developments to the relevant agencies 
or authorities 

Assist town centre service delivers to consider the environmental impact of 
their services and to take environmentally friendly action 

8 
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8. 

9. 

10. 

11. 

12. 

13. 

Provide an arena (s) to development agencies, town centre groups and 
organisations for discussions on major and current topics 

Identify training and other support needs of traders and businesses in pursuit 
of high standards in health and safety 

Encourage town centre traders and businesses to participate in relevant 
training programmes on health and safety issues. 

Assist in the promotion of local and national campaigns of health and safety 
e.g. road safety, food hygiene 

Identify particular health and safety related needs of vulnerable sections of 
town centre users and develop services to meet those needs 

Compile a register of “heritage” properties in town centres for future possible 
developments 

Priorities 1999/2000 Operating Plan 

0 Eligibility for external funding 
0 ETF projects 
0 Profile of current major developments(dissemination of information) 

9 
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AIM FOUR 

To assist in the enhancement of services in the town centres and to co-ordinate on 
behalf of partners in the public, private and voluntary sectors the development of such 
services for all town centre users. 

Objectives 

1. To assist in ensuring that buildings and facilities are in a reasonable state of 
repair 

2. To ensure that town centres are accessible and customer friendly and that the 
needs of vulnerable sections of the population are met 

3. To assist traders and businesses in meeting and maintaining high levels of 
service 

4. To promote safety and security through the services provided 

Action Plan 

1. Identify “trouble spots” in terms of cleanliness and negotiate improvements in 
service delivery 

2. Secure the commitment of traders and businesses to partnership initiatives 
using membershp schemes and award schemes 

3. Conduct audits of facilities and customer-friendly services 

4. Introduce programmes of improvement and secure private sector commitment 

5 .  Produce information packs based on the findings of audits 

6. Assist traders and businesses to add value to customers’ experiences tkrough 
provision of safe play areas, creches, improved leisure facilities linked to 
shopping etc. 

7. Develop CCTV and other public safety schemes e.g. anti theft radio link 
schemes, safety promotions etc. 

Priorities 1999/2000 Operating Plan 

Audits 
0 Establish relationships for negotiations on improvement programmes 
0 Links with marketing programme for awards schemes. 

10 
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PFUNCIPLES OF OPERATION 

There are three major principles whch guide TCI’s Board and staff in pursuit of their 
aims and objectives and in their relationships with others: partnership, flexibility and 
accountability. 

Partnership 

Many of the areas of interest to TCI’s client groups and the town centre communities 
of North Lanarkshre require multi-agency responses, from consultations on major 
physical developments to the organisation of civic events. To contribute to these 
activities, TCI must operate on the principles of partnershp, co-operation and mutual 
support in the local regeneration network. 

TCI will operate on the basis of partnership by: 

0 Entering into agreements with relevant agencies in the pursuit of defined work 
objectives 

0 Providing local information and relaying local views to major economic 
development agencies 

0 Assisting local businesses and organisations to become partners in 
regeneration activity. 

Flexibility 

In pursuing its aims and objectives, TCI must adopt many roles in different situations 
for different client groups: catalyst, co-ordinator, enabler, manager, broker, advocate, 
lobbyist, adviser - and more. TCI must maintain a clear view of how the roles it 
adopts sit with the aims and objectives and how they serve to ensure that town centre 
businesses and users and others understand how TCI can help. It will do this by: 

0 Being clear in its Action Programmes on the role whch TCI will play, 
particularly in partnership projects and activities 

0 Ensuring regular feedback from TCI’s client groups and being accessible to a 
wide range of groups 

0 Working to ensure regular business and community involvement in TCI’s 
planning and delivery 

The Board will monitor TCI’s business on an ongoing basis and will undertake annual 
reviews which will include reviewing the views of town centre users. 

11 
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Accountabilitv 

TCI is accountable to its funders, supporters, town centre businesses and users for the 
quality of its work, its operational standards and its management practices. TCI will 
ensure its accountability by: 

e Publishing annual reports on progress 

e Publishing the minutes of Board meetings 

e Operating to Action Programmes which will give coherence and consistency 
to its work on a daily basis, demonstrating how the aims and objectives are 
being met and monitored 

e Establishing and maintaining public consultation procedures 

e Ensuring that appropriate internal management and reporting structures are in 
place to ensure the financial probity of the organisation 
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OPERATING PLAN 1999/2000 

TCI staff will implement an Annual Operating Plan, approved by the Board at the start 
of each financial year. The Operating Plan will act as a “guidebook and procedures 
manual” for the TCI Board, staff and partners on the year’s activity and workload. 

The Operating Plan will comprise the work plans for TCI for the year, being 
managed under Action Programmes which will set the strategic context for the work 
and assist in the monitoring and reporting of progress. The work will be designed and 
developed on the basis of the aims and objectives detailed in this Strategy Document. 

Work will be designed to meet one or more of the objectives set by the Board, and 
will be time-specific, measurable and monitored on an ongoing basis. Work items 
will be assigned priority, some because of time constraints and some because of their 
strategic importance to the work of TCI overall. Quarterly reports will be submitted 
to the Board on progress and evaluation reports will be submitted to the Board as part 
of the Annual Report. 

e 
The Operating Plan will also include guidance on the current development work 
whch is required to meet the long term aims and objectives in the Strategic Plan, 
including, research and development, feasibility studies, pilot schemes etc. 

The five Action Programmes for 1999/2000 will be: 

e Marketing and Promotion 
e Environment 
e Services 
e Participation and partnerships 
e TCI organisation and development 

13 
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TCI’S ORGANISATIONAL STRUCTURE 

Background 

TCI is an independent company limited by guarantee with charitable status. The 
organisation was established in March 1996 through a partnership between North 
Lanarkshire Council, the Lanarkshire Development Agency, British Steel Industries 
and representatives from town centre traders and users. 

The work of the organisation is directed and overseen by a Board of Directors and it is 
supported and advised by North Lanarkshire Council‘s Economic Development Unit. 

TCI has a subsidiary company, North Lanarkshire CCTV, which shares offices and 
clerical support with the TCI staff. 

The staffing structure currently is as shown below: 

T.C.I. Board ................................................. CCTV Board 

Town Centre Managers CCTV Monitoring Staff 
f 

Administrative Support 

The manager, in addition to the responsibilities of co-ordinating the project on behalf 
of the Board, also undertakes town centre management duties in three town centres. 
One of the other town centre manager posts is wholly funded by the Campsies Centre 
Development Company and is focused on Cumbernauld. 

One of the Board’s tasks in 1999/2000 will be to review staffing structures following 
the results of feasibility and research work. 

TCI’s organisation must serve two key functions: 

a To ensure that the aims and objectives set by the Board are implemented 
efficiently and effectively by the small staff team and that internal 
communication makes that task easier to achieve 

To ensure that in its dealing with businesses and town centre agencies the TCI 
Board and staff are clear and consistent in terms of the aims and objectives 
and remit of the organisation. 

14 
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Management systems 

The internal management and administrative systems must support all players in the 
organisation to meet their respective roles and responsibilities. 

The Board is responsible for the development of TCI’s strategy, its aims and 
objectives. It is responsible for: 

0 Overseeing the implementation of the strategy for the organisation 
0 Setting andor approving monitoring systems for projects and activities 
0 Receiving regular reports from the staff on progress. 
0 Overseeing the financial systems and submitting audited accounts each year. 
0 Reviewing its aims and objectives on a regular basis to ensure that adjustments 

needed in response to changing circumstances are introduced in the strategy 
planning process. 

The Board conducts its work through the working partnership between its Chairman 
and the manager. Papers which the Board calls for or which are submitted for the 
Board’s consideration are processed by the manager, who acts as secretary to the 
Board, and approved for Board business by the Chairman. 

The manager acts as secretary to the Board and is responsible for: 

0 Translating the Board’s strategies into work-on-the-ground undertaken by the staff 
0 Representing to the Board the input from the staff on a wide range of issues 
0 Acting on behalf of the Board on a wide range of issues and with a wide range of 

Allocation of work programmes to staff 
agencies and organisations 

The staffs work revolves around TCI’s strategy document and, more specifically, the 
annual operating plans which the Board approves at the start of each financial year. 

External relations 

TCI, to meet its aims and objectives, must work in partnership with a range of 
agencies and have meaningful communications links with even more. There are a 
number of reasons which direct the type of organisations with which TCI must 
establish relationships and the nature of those relationships: 

0 

0 

0 

0 

Support for its work across all agencies and the town centre users, seeking 
views on services and feedback on projects and initiatives 
The participation of groups and organisations in particular initiatives and 
projects 
Collaboration on the design, development and management of projects 
Partnership in decision-making processes directing the future of TCI and the 
strategic work undertaken in town centres 

15 



40 

The Board and the staff are often dealing with the same agencies but at different 
levels: strategic and operational. In terms of strategic support the Board requires to: 

0 Disseminate systematically information about TCI and its role in town centre 
management with organisations such as the Council, the LDA, local chambers of 
commerce, community councils, town centre traders’ and residents’ associations, 
local colleges. 

Highlight those services and expertise which TCI can provide which will 
contribute to the work of those organisations. 

Identify common areas of interest which offers scope for collaborative project 
development and bring together key partners. 

Seek, where appropriate, to establish formal links, through Board representation 
from other agencies and to encourage TCI Board members to accept places on 
other organisations’ boards. 

At an operational level, TCI requires to: 

EstablisWmaintain regular contact with a range of town centre service deliverers, 
traders and businesses, local groups and organisations, e.g. residents’ groups and 
community councils to establish TCI’s role and function and to seek their views on 
the same(regu1ar circulation of literature, forums, special issues groups and 
meetings, information technology, regular presentations and meetings with groups 
and organisations). 

Identify common areas of interest for project development. 

Support local groups and organisations in participating in project development and 
project management through advice and training. 

Establish a working partnership with key service deliverers(Counci1 and private 
sector) to identify needs and gaps in services and helping to develop solutions to 
problems and enhancements to services. 

Perhaps the most crucial of the external relationships, particularly at an early stage, is 
with the Council both at a strategic and operational basis. The number of departments 
responsible for the delivery of services which impact on the town centres, which will 
hopefully be reduced as a result of recent restructuring within the council, can cause 
confusion and delays in addressing service gaps and tackling trouble spots. Much of 
TCI’s success will depend on its effectiveness in bringing about visible results and it 
needs the support of the Council to do this. 

To that end, it is important that not only is the Council represented on the Board of 
Directors but that an oficer(s) at a senior level maintains a supporting role to the 
Board in keeping channels of communication open with the various council 
departments and continues to introduce improvements to the existing systems. 
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The development of efficient and effective lines of communications should be 
enhanced by: 

The production of this strategy plan and annual operating plans 

A regular programme of information dissemination to relevant sections of relevant 
departments 

The recommendation to departmental managers to consider TCI as a means of 
communication with town centre users and as a vehcle for new methods of 
service delivery. 

The Board’s commitment to the development of the organisation and its staff will 
be implemented and monitored through a 5th Action Programme on 
“Organisational Development”. 

17 
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MONITORING SYSTEMS 

TCI’s monitoring systems cover three main areas: 

0 The progress and success or otherwise of individual projects and regular 
activities 

0 The progress of Action Programmes and the way in which individual projects 
have contributed to this, allowing an evaluation of how the aims and 
objectives are being achieved 

0 The overall impact of TCI’s activities on the town centres 

Initially, the focus will be on the fust two of these areas of development, primarily 
because the evaluation of long term benefits of projects will require time for a 
meaningful assessment. Projects will be monitored on a quarterly basis and reported 
to the Board. 

The design of monitoring systems, to be undertaken in the first stages of the 
199912000 Operating Plan, will be based on the information needs of funders, 
supporters and users of T.C.I. services. 
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PROJECT MONITORING 

Contents of Monitoring Profiles which will be designed at the start of each separate 
project. 

About the project: 

Brief description of project activity; project title; project reference number; Action 
Programme and Strategic impact; lead agency(e.g. TCI, NLC, forums. traders’ 
associations) 

Personnel: 

lead TCI officer; contact numbers; partner agencies and key officer contacts 

Beneficiaries 

Client groups served; geographical areas served 

Resources profile: 

capital funds; revenue funds; support “in kind”; special conditions of award(e.g. time 
limits on funding allocations, match fund requirements, special reporting conditions 
etc.); progress of expenditure; leverage of external funds 

Targets set and methot met 

Quantifiable targets e.g. numbers of beneficiaries, number of improvement sites etc. 
numbers of local groups and organisations involved; quality targets e.g. local 
participatiodfeedback; beneficial spin-offs to other activities/development 
opportunities; reasons for failure to meet targets 

TCI Performance indicators 

steps taken by TCI; methods of delivery-efficiency and cost effectiveness; time spent 
on activity; steps taken on any remedial action required; notes for future action (e.g. 
amendments to Action Programme, input to strategic process) 
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FUNDING 

Background 

TCI was established in March 1996 with funding fiom North Lanarkshire 
Council(fiom April 1996)’ British Steel Industries. 

TCI’s first three years of funding were difficult, core funding for employee and 
administration costs having been met from different budgets within the Council’s 
Planning and Development department and no internal funding available for project 
development purposes. The Council was able to make available in 1998/99 a small 
town centres projects fund for disbursement by the town centre Forums which was 
welcomed as a positive step. 

Core funding: Current Status 

Core funding covers the employee and administrative costs of maintaining TCI’s staff 
and office base. Encouraging external organisations to contribute to core costs on a 
long term basis can be difficult, although this process will be assisted by the existence 
of a Strategy and an Operating Plan against which progress and outcomes can be 
measured. 

Currently North Lanarkshire Council allocates 271,000 per annum towards the core 
costs of the organisation. Campsies Centre Development has entered into an 
agreement with TCI to allocate €40,000 per annum for three years to meet the costs of 
town centre management in Cumbernauld. 

Currently this funding is used to meet the costs of two full time town centre managers, 
one project manager and one administrative assistant. 

project funding: current status 

NLC has committed 220,000 towards project development for 1999/2000. This 
funding will be used to pump-prime projects, match fund other agencies’ funding and 
for research and feasibility studies. 

Future Action 1999/2000 

In addition to the core funding already committed to TCI, consideration will be given 
in the early part of the 1999/2000 Operating Plan to the option of utilising 
management fees for projects funded through the Landfill Tax system and the New 
Deal as part of a longer term funding plan for employee and administrative costs. 
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Project Funding : future action 

The 1999/2000 Operating Plan will indicate the proposed sources of funding for 
projects where there is a “package” of funding required. 

Sources which will be considered as part of the project development process include: 

lottery funds; landfill tax; European Union, the public sector agencies(hTLC, LDA); 
New Deal(Environment Task Force); national initiatives on social inclusion. 

One of the priorities for action in the 1999/2000 Operating Plan is establishing TCI’s 
eligibility for funding from the Landfill Tax and Lotteries. This will require the Board 
to consider constitutional amendments(May 1 999). 
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