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From: GENERAL MANAGER, CONSTRUCTION 
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NORTH LANARKSHIRE COUNCIL 
REPORT 

Subject: 

IMPLEMENTATION OF STAFF 
RESTRUCTURE 

DLO RESTRUCTURING - 

INTRODUCTION 

As a result of the deficit in the statutory trading accounts of North Lanarkshire’s Construction 
Services Direct Labour Organisation, in July 1998 a Section 19(B) notice was served on the 
Council effectively restricting the trading abilities of the DLO until certain criteria were met. 
Various submissions and responses between North Lanarkshire Council and the Scottish 
Executive culminated in the DLO retaining the four core Main Term Contracts for Housing, 
Corporate Property, Gas and Roads with certain conditions applying, namely that the Council 
proceed with the fornation of Public Private Partnerships. Additionally, a number of single 
contracts were externalised. 

The financial recovery plan for the DLO together with the strategy plan for Partnership 
required the DLO to restructure its business, impacting on establishment (staff and manual) 
levels and included rationalisation of depots and infrastructure. It was noted in the Options for 
Public Private Partnership report presented to the Construction Services Committee in 
September 1999 that these changes would be likely to take place in 2000/01. 

The DLO Business Plan 2000/01 approved by Construction Services Committee on 6 June 
2000 and thereafter referred to the Policy and Resources committee, further identified that 
downsizing of the DLO establishment was necessary. It was recognised in the report that this 
downsizing would result in phased redundancies and that any such redundancies would be 
reviewed in line with workload and subject to financial constraints of both the Department and 
the Council. 

PURPOSE OF THE REPORT 

The purpose of the Report is to deal with the implementation of DLO employee redundancies 
as a consequence of completing the re-alignment of employees to the present needs of the 
business in terms of the approved DLO structure report 23 November 1999. With regard to 
the constrained timescales for this, it has been confirmed that the Policy and Resources 
Committee has full delegated authority in the name of the Council to approve enactment of 
these redundancies at this committee. 

Approval of this Report will allow the General Manager, Construction Sewices to formalise the 
final selection of employees for redundancies and to enact those subsequent redundancies 
before Partnership. 
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BACKGROUND 

In September 1999, the Council gave advance notification of 197 redundancies for 
Construction Services DLO to the Department of Trade and Industry. 

Construction Services re-opened the formal consultative process with the full time Union 
officials and departmental representatives, confirming to the Unions that the Council would 
enact certain measures to minimise the effect of these redundancies. 

The measures taken by the Council and the Department since October 1999 have been: - 
(a) 
(b) 
(c) 
(d) 

the recruitment of permanent employees was frozen 
the number of temporary employees was reduced where possible 
Council wide recruitment restricted in the first instance to employees within the DLO 
The seeking of redeployment opportunities for employees identified as  redundant 
where possible. 

The General Manager’s structure report approved by Committee on 23 November 1999 set 
the establishment for staff employees. This establishment placed staff into identifiable 
groupings and included safeguarding all jobs for staff within the clerical and administrative 
groups, which were previously identified as  redundant. 

In June 2000, the DLO Business Plan 2000/01 updated the number of redundancies being 
envisaged, as  a result of the externalisation of contracts and reduction in budgets, from the 
previously reported 197 redundancies to 102 anticipated redundancies. This was achieved 
through ongoing consultation meetings and negotiations with all Unions in an effort to find 
ways to minimise redundancies. The DTI were updated of this position. 

The Business Plan also advised that the Department would attempt to restrict redundancies to 
target Trade and Staff Groupings and these groupings were agreed and accepted by the 
Trade Unions. Equally, the management of the Department agreed to undertake voluntary 
redundancy trawls to solicit expressions of interest a s  a first attempt to assist in the 
redundancy selection process. 

The financial prospectus for year 2000/01 indicated a client budget adequate to sustain a 
greater number of employees. Continuous checks on Client spend determined the mix of 
trades and this was finally established in June 2000, although this did not increase the 
requirement of staff employees. The Unions were kept advised throughout this process. 

CONSULTATION PROCESS 

A Voluntary Redundancy trawl was undertaken for those employees in a staff or trade group 
affected by redundancy. This was concluded in July 2000 and the financial impact on the 
Department and the Council indicated a redundancy bill of approximate f l . 7  million for first 
year costs and approximately f58K of ongoing costs. 

Not all groups had sufficient voluntary interest and therefore compulsory redundancy 
estimates were incorporated into these calculations. 

All parties continue to work to minimise redundancies in accordance with Council policy and 
are demonstrated by the significant reduction in numbers. 

Some natural wastage, also assisted by the ongoing absence management procedures to 
finalise decisions regarding long term sick employees in both staff and trade groups, resulted 
in a shortfall of employees. These vacancies were advertised throughout to all DLO 
employees, preference being given to applicants who were potentially in a redundancy 
situation. It was agreed that where possible, appointments would be on the basis of 
reasonable transferable skills with some support or training given to successful applicants if 
necessary. This was to ensure maximisation of vacancy filling. 
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The redundancies overall have now been reduced to 69. 

The Councils' commitment to the redundancy policy to minimise redundancies in the DLO has 
been reflected at meetings at Directors level. This provided the catalyst for all Directors/Heads 
of Service.from participating Departments to collaborate in providing solutions. The financial 
information and numbers were presented at this forum and the solutions proposed were:- 

4.03 

4.04 

4.05 

5.0 

5.01 

5.02 

Agree criteria for selection of Voluntary Redundancies 
As a first stage, the proposal to select employees, from within a staff or trade 
redundancy group who had noted formal voluntary redundancy interest, from two 
categories, was agreed. Firstly, preference would be given to volunteers aged 60 
plus; secondly, remaining reductions would be selected from those on long term sick 
who met criteria as determined by Construction Services management. 

This proposal equates to 13 manual employees and 5 staff employees at a previously 
redundancy calculated cost of f400K with annual costs of E2.5K. These figures may 
increase, as pension costs have to be recalculated to the date of leaving and lieu of 
notice may be form part of the compensation. 

Identify work from Client budgets (where applicable) to  minimise further 
employee redundancies. 
As a stage 2 process for manual employees, it was hoped that the balance of 
remaining 33 redundancies would be offset by work to be funded from a combination 
of budget virement and by reducing private contractor work. The mix of those trades 
and estimated value of work required to sustain these employees was provided to 
Clients and the resulting review of those budgets is summarised in 5.02. 

identify posts within Client or other corporate departments for redeployment 
opportunities. 
As a stage 2 process for staff employees, it was hoped that the remaining balance of 
18 redundancies could be minimised by Client Departments giving consideration to 
addressing future needs to support contract monitoring and supervision. 

All other corporate vacancies, where known, were reviewed for redeployment 
opportunities for both staff and manual employees. 

There has been preliminary discussion with the Economic & Development manager in terms 
of the Council's established redundancy support framework in anticipation of the potential 
redundancies. 

There are ongoing liaison meetings with the DLO and Departmental Union convenors to 
encourage employees who are anticipated to be in a compulsory redundancy situation to 
apply for vacancies/redeployment. 

OUTCOME 

At the consultation meeting on Friday 1 September all parties accepted the first stage 
proposal of selecting volunteers age 60 plus and long term sick (as previously defined) for 
both manual and staff employees. This was subject to Council approval in agreeing 
enactment. In attendance were representatives from AEEU, G.M.B, M.S.F., U.C.A.T.T., T&G, 
UNISON, departmental and corporate personnel. 

Manual Employees - It is likely that work will be secured from the Housing and Property 
Department to the value of approx €752K, further detail, in 7.01. This would reduce the 
number of redundancies by 17. The Preferred Partner for HousingIProperty has written 
confirming that in principle they would accept an increase of those transferring on the basis 
that additional work would be provided for a limited period. Final negotiations require to be 
concluded prior to any agreement. 
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It was identified that the three manual redundancies (non-trade background) anticipated in 
Roads have been mainly undertaking a security function for Community Services complex at 
Bellshill, although part of their duties is to provide out-of-hours calls for Roads. These posts 
will transfer to Community Services. 

It was recognised that it was unnecessary to secure more work for Roads and Gas as. 
Equally, it was recognised that no further operational work for Roads, Housing, Property or 
Gas would have any positive impact on- reducing staff redundancies. 

Staff Employees - the possible redeployment opportunities have been identified as:- 
'(a) 

(b) 

(c) 

(d) 

Design Services Division - have identified one authorised vacancy, which has been 
advertised. 
Planning and Environment Department - has two opportunities for staff posts, which 
would offset Roads DLO staff redundancies. 
Corporate Property - has reviewed support to the Client side of their business and 
could provide for a further two staff posts. 
Housing and Property Department - as part of the review of support for Client 
supervision for Housing, there is scope for additional posts. The Director of Housing 
and Property Services is currently attempting to secure funding to allow these four 
posts to be filled. 
Chief Executive's Department has identified one transfer in principle. (e) 

Comparing the mix of posts from other corporate vacancies with the mix of skills and salaries 
within the redundancy groups, it is still unlikely that all redundancies could be reduced. If two 
posts within Planning and Environment and six posts within Housing and Property are made 
available and redeployment is undertaken, remaining redundancies are likely to be seven, two 
of these compulsory. 

Separate consultation meetings took place on Friday 7 September 2000 with the Manual and 
Staff Unions with AEEU, G.M.B, M.S.F., U.C.A.T.T., T&G, UNISON, departmental and 
corporate personnel representatives to discuss in full detail the proposals being put forward 
by Construction Services. These proposals are noted below in 6.01 (Manuals) and 6.02 
(Staff). 

CONCLUSION 

Manual Employees - Once the workload 
increase to support the DLO is secured then 
the number of employees required to support 
the DLO would be amended to reflect this 
increase which would ultimately transfer to the 
Partnerships. In addition to the workload 
increase, if it is agreed that the 1'' stage 
voluntary redundancies are enacted (age 60 
plus and long term sick), then this would 
reduce the number of redundancies overall for 
the manual employees to twelve, with four of 
these being compulsory. 

X I  -. .-,- _. 

Emp Nos 
Current Redundancies 46 
1st stage of Voluntary Redundancies 13 
(age 60-65 and Long term sick) 
Work secured from HousingiProperty 17 
Redeployment secured 4 
Remaining Redundancies 12 
Voluntary Redundancy Interest 8 
Compulsory Redundancies 4 

- -  " .  

. _- ~ 

It is proposed that from these twelve redundancies, eight be taken from the voluntary noted 
interests with cost being the selection criteria. The four compulsory redundancies will be 
selected on the criteria of least service. The previously calculated costs for these twelve 
redundancies being €1 39K with annual costs of f3.5K. 
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Staff Employees - if it is agreed that the -.-.--- "_-_LI"_ --..+I-. .- -- ...-.-. - .  . .̂ 
Staff Redundancies Emp Nos 

Current Redundancie 23 

(age 60-65 and Long term sick) 
Redeployment secured 
Remaining Redundancies 
Voluntary Redundancy Interest 

stage redundancies are enacted ._ -* - _-1*._ -I _..- ~ --._-I.- .*-- .- . ~ - -I.. --- * ..- 
(age 6o plus and long term sick) and 1st s tage  of Voluntary Redundancies 5 
redeployment certainties are confirmed, then 
this would reduce the number of staff 
redundancies to fifteen, with two of these 
being compulsory. 

3 
15 
13 .. ~ ~ .-.... "-."~- .-. "~...- - 

Compulsory Redundancies 2 
~ -~ _-- ~ --_ - . 

If the eight Client proposed posts are confirmed in respect of funding and posts homologated. 
Then these posts would be used as further redeployment opportunities using two approaches. 
(a) Firstly, Construction Services propose to ring fence these posts and restrict the 

selection process, comparing the posts, where possible, for suitability and matching 
the posts to the staff groupings, which are affected by redundancy. Applications will 
be invited for all those within that staff group. 
Secondly, where any post remains unfilled or attracts no applicants, then the 
selection process for using that post to minimise redundancies will be to return to 
compulsory redundancy criterion of least service within this Council in order to enact 
redeployment. 

(b) 

The process timescales for interviewing for and/or redeploying to these posts will be critical in 
assisting to minimise further redundancies. Once redeployment opportunities are exhausted, 
and redundancy numbers are finalised, then Construction Services propose to review the 
financial implication of compulsory redundancies alongside remaining voluntary redundancy 
interests before making the final selection of employees to be made redundant. 

If the above processes were successful, it is likely to reduce the remaining staff redundancies 
to seven, with two of these being compulsory. As an indication, the likely cost of redundancies 
could be f450K, based on an average of the previously calculated voluntary trawl information. 

6.03 It must be noted that all stated redundancy costs were calculated from the voluntary trawl 
exercises. These figures may increase, as redundancy compensation and pension costs have 
to be recalculated for each individual to the date of leaving, equally lieu of notice may form 
part of the compensation. 

6.04 Given the move towards Partnership, this exercise must be concluded within the next 4-6 
weeks . 

6.05 When individual employees are identified as being redundant, Construction Services will 
make arrangements with these employees in terms of access to the Council's redundancy 
support team. Every effort will be made throughout this process to further reduce the number 
of redundancies, if opportunities arise through normal turnover of employees. 

7.0 Fundina Arranaements 

Consideration has been given to the various methods of funding the additional work from 
Housing & Property Services valued at €752k, and the redeployment opportunities as detailed 
in paragraph 5.03. 

7.01 In respect of the additional work that has been identified, this will be funded as follows:- 

(a )  €look from the general repair budget held within the Housing Revenue Account 

(b) f252k from the corporate maintenance budget held within Property Services, and 

(c) an anticipated increase of f400k in the DLO's 2000101 budgeted surplus, this subject 
to extraordinary costs as contained within the Policy and Resources Committee 
report - Transfer to PubliclPrivate Partnerships. 
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7.02 

7.03 

8.0 

This work will largely cover PAT Testing for electricians, mechanical work for heating 
engineers, and an increase to the paintenvork and metal fencing programmes. 

The redeployment of staff to Design Services, Planning & Environment and Housing & 
Property Services will be met from existing budgets. However, there may be some 
requirement to realign several budget headings within each department. 

In setting the budget for the current financial year the Council made provision o f f  1 m in 
anticipation of restructuring issues that would arise during 2000/01. Although at this stage the 
overall redundancy position has yet to be finalised, it is envisaged that compensation 
payments can be met from this contingency. 

RECOMMENDATION 

The Committee is requested to: 

(i) approve this report and authorise the General Manager, Construction Services in 
conjunction with the Head of Personnel Services to implement the recommendations 
within the timescales noted. 

(ii) refer the report to the Personnel Services Committee for interest. 

U 
General Manager 
Construction Services Department 

BACKGROUND PAPERS 

Further information and background papers can be obtained from Julie Heron, Partnership Co- 
ordinator (Support), Construction Services Department on 01698/840359. 
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