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Ref DMP/KEL 

Purpose of Report 

To seek the approval of the Committee to implement the restructuring of the Planning and 
Environment Department in line with the enclosed papers. 

Background 

This restructuring has come about as a result of the realignment of services following the 
restructuring of the Council in 1999. 

Existing Situation 

The reorganised Department of Planning and Environment brings together a very wide range of 
professional and technical disciplines which have extensive (and often difficult) contacts with the 
public, with developers, with businesses, and with other public agencies. 

The Council’s objective in bringing together these activities is to create a Department which can deal 
with all matters perceived as relating to the environment and to facilitate close working between 
related disciplines in the pursuit of this objective. This arrangement potentially allows the 
Department to co-ordinate the Council’s strategic response to developments in such areas as 
sustainability, land use planning, transportation, economic development and waste management, 
whilst at the same time offering a more effective and efficient service to its wide range of customers, 
from road users to applicants for building permission. 

The Department is currently organised principally on a territorial basis. Planning and Roads operate 
out of three divisional offices, each with a full range of service functions, while Protective Services 
have three local offices and four consumer advice centres. Almost all aspects of operational 
management take place at the divisional level, including most of the efforts in co-ordinating 
operational responses in such areas as interpretation of planning policy and preparation of roads 
maintenance programmes. The Department’s Headquarters contains the Directorate Support Unit, 
which has responsibility for a somewhat limited range of strategic issues and central administrative 
functions. A full breakdown of the Department’s current deployment is shown in Appendix 1. 

The present arrangements have a number of advantages: very close working has developed between 
planning and roads officers, local staff have extensive knowledge of their area and their customers, 
elected members have easy access to authoritative officers and customer relations are generally very 
good. These are significant benefits and should not be compromised in this review. 

There are, however, also many problems with the current set-up. The semi-autonomous nature of 
the divisional offices requires a high level of local management and administration with heavy 
financial implications. Considerable duplication also takes place in, for example, local plan 
preparation where officers in all three divisions have to become familiar with complex procedures. 
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Specialist skills, such as waste management planning, project implementation and opencast mining, 
are scarce and are not always available when required in each area. Co-ordination and consistency 
of decision-making and service delivery are achieved in most cases through ad hoc working 
arrangements between divisional oficers, which, although effective, is time-consuming and 
financially inefficient. 

3.6 At a strategic level it has proved difficult to provide an adequate level of response both to external 
agencies, such as Scottish Enterprise Lanarkshire and Strathclyde European Partnership, and to the 
internal requirements of initiatives such as service planning and best value. The development of 
strategy in the Department and the response to other agencies once again owes much to the efforts of 
staff at middle management level. 

3.7 Further problems arise from the amalgamation of Protective Services functions with Planning and 
Roads, with action required to standardise systems where possible and to resolve differences in 
grading for officers with similar job requirements. A full review of appropriate grades will shortly 
take place as part of the Single Status Job Evaluation exercise; accordingly this review concentrates 
on management structures rather than wholesale grading changes. In terms of overall costs, 
considerable savings to the Council should also be possible through a reduction in the overall 
number of office premises and their associated servicing requirements and costs. 

3.8 From an organisational viewpoint, the current structure does not readily define the optimum 
management team for the Department. The minimum team, comprising the Director, Head of 
Planning and Roads and Head of Protective Services is too far removed from, and does not 
adequately represent, the interests of the divisional offices. The inclusion of divisional and 
functional managers would create a team of at least 9 which is considered too large for effective 
decision-making. The attached organisational charts (Appendix 2) give an indication of the 
complexity and unwieldiness of the existing structure. 

4. Proposed Changes 

4.1 As the above analysis demonstrates, the current structure (Appendix 2), while having some 
advantages in terms of service delivery, could be considerably improved in relation to management 
control; strategic response; policy co-ordination, deployment of scarce resources and financial 
efficiency. These issues must be addressed while attempting to retain good customer access and 
service quality. The present structure is weighted towards devolved divisional structures, with 
management efforts and resources heavily concentrated at that level, at the expense of a coherent 
centre of control and policy. 

4.2 It is proposed to reduce the divisional operation radically, leaving solely the resources required to 
provide a co-ordinated delivery of local services comprising building permissions (development 
control, building control, roads construction consent), local traffic management and road repairs 
inspection along with most environmental health and consumer protection services. This proposal 
would continue to promote co-ordinated working between planning and roads officers and also 
permit closer relationships with Protective Services staff, It would also maintain the customer 
orientation of the existing operation, with members; applicants, objectors and business contacts all 
continuing to be able to obtain convenient access to the relevant case officers. In fact, through better 
use of existing IT facilities, it is envisaged that customers calling at any office would be able to be 
provided with information on departmental activity anywhere in North Lanarkshire. 

4.3 The principal management change is proposed at the centre where it is intended to organise the 
Department’s operations into four functional divisions with central administrative functions provided 
by a Support Services Unit. The proposed structure is shown over:- 
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PLANNING & ENVIRONMENT 
DEPARTMENT 

PLANNING & ROADS & 

DIVISION DIVISION 
DEVELOPMENT TRANSPORTATION 

I I 

POLICY & ECONOMIC 
DEVELOPMENT DIVISION 

PROTECTIVE SERVICES 
DIVISION 

SUPPORT SERVICES 
UNIT I 

4.4 

4.5 

5. 

5.1 

5.2 

5.3 

- Development Control - Traffic & Transportation - Environmental Health - Economic & Business 
- Strategic Planning - Network Operations - Trading Standards & Consumer Development 
- Building Control Protection - Policy & Projects 

Because of the logistical problems of available space and the potential costs of moving staff, it may 
not be possible or desirable to manage all aspects of the new divisions from the Department's 
Headquarters location in Cumbernauld. The principal managers of each division would, however, be 
based at HQ along with as many as possible of the managers responsible for each of the functions 
listed above. In addition to the HQ site, it would be possible without loss of customer service to 
operate from only two area offices, north and south of the A8, with the HQ also providing direct 
customer access; this, however, depends on the availability of sufficient space in existing buildings. 
This should greatly reduce management and operating costs. 

Administrative functions such as financial controls and personnel matters would be handled only at 
HQ level, with clerical functions in the area offices managed operationally at a local level and 
strategically by the centre (i.e. the Support Services Unit would ensure the supply of staff and 
redistribution of work where required). A strong central administrative function will also facilitate a 
planned upgrade of the NORTHLine fault-reporting centre into a comprehensive customer service 
unit able to deal with most enquiries. This unit will be capable of operating alongside the Council's 
planned 'first stop shop' service and could be an important component of a much more ambitious 
integrated call centre. 

Senior Management Structure 

A revised structure for the management of the Department is shown in Appendix 3. This structure 
retains two Chief Officer posts, the Head of the combined functions of Planning and Transportation 
(graded at CO36 as at present) and the Head of Protective Services (also unchanged at C033). 
Three Principal Officer posts are established for the Service Managers of Planning and 
Development, Roads and Transportation, and Policy and Economic Development. 

The proposed duties of the Service Manager posts in Planning and Roads will be more focussed than 
the current Divisional Manager posts (graded at P022). The Divisional Managers at present have 
wide management responsibilities for the running of a number of functions including Roads, 
Planning and Building Control along with administrative support. They do not however have a direct 
strategic remit and do not take professional responsibility for the delivery of any overall function for 
the Council, or for the planning and management of the substantial budgets for these functions. The 
new post of Service Manager will carry these responsibilities and will also have responsibility for 
the management of greater numbers of staff: the existing Planning and Roads divisions have 55 staff 
(Central), 62 (Southern) and 67 (Northern) compared with a proposed Roads division containing 104 
staff and Planning and Building Control with 107. Despite these increases in some areas of 
responsibility, the middle management structure in the new divisions is considerably simplified, 
potentially making delegation easier, and the Service Managers will be able to concentrate on 
matters in which they have professional qualifications. It is therefore proposed to set the grade for 
Service Managers in Planning and Roads at P022. 

The post of Head of Protective Services (currently vacant) is retained as a Chief Officer post, 
reflecting the importance of this function and the need to continue to build and maintain public 
confidence, particularly in the area of food safety. Major management changes, however, are 
proposed within this division, establishing more effective management structures at a lower level 
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and developing a more focussed approach (and greater accountability) on the management of food 
safety, environmental health and trading standards. 

5.4 The remit of the Economic Development Unit is greatly expanded to cope with a growing and 
increasingly critical strategic role and revised to accommodate anticipated changes in the national 
agenda for the delivery of economic development services. The post of Service Manager in this 
division (retitled Policy and Economic Development) is also proposed to be graded at PO22 in line 
with the grades for the Service Managers in Planning and Roads; this compares to the grade of PO 1 8 
for the existing post of Economic Development Manager. Although the number of staff managed is 
smaller than in Roads or Planning, the activities involved in this division are equally complex and 
have a high priority on the Council's agenda. The Service Manager's responsibilities, in addition to 
the already onerous responsibilities for economic development, will include a new range of project 
development and funding procurement responsibilities and extensive set of policy development and 
monitoring activities which will greatly enhance the Department's ability to contribute to the 
Council's corporate priorities. 

5.5 Finally, a Support Service Unit will provide administrative and clerical support for the entire 
Department and give, for the first time, the ability to provide co-ordinated and flexible support 
services. The unit will be led by the Support Services Manager, proposed to be graded at PO 18; this 
post will be responsible for the management of all the Department's administrative and clerical 
functions including finance; personnel; information systems; performance monitoring; health and 
safety; typing; filing and reception functions, involving around 68 staff in total. There is no 
comparable post in the present establishment: currently the most senior administration post is that of 
Service Manager Performance Monitoring graded at PO 14 and directly responsible for only 10 staff. 

5.6 These changes create a workable departmental management team consisting of the Director, two 
Chief Officers and three Service Managers, supported by the Support Services Manager. This team 
is a reasonable size for strategic planning and operational control purposes, and will greatly facilitate 
internal communications and information flow, which has previously been difficult in the 
Department. 

5.7 Each of the Department's main functions will have a number of Managers - three each in Planning 
and Protective Services, and two each in Roads and Economic Development. These posts will be 
graded at either PO1 8 or PO14 depending on the degree of responsibility and judgement required to 
be exercised by the Manager. Together with their Service Manager or Head of Service, these 
officers will form a management team which will control the operation of their division. 

5.8 The proposed management arrangements are considerably more strategically-orientated than the 
existing arrangements and should permit much more effective management action, policy 
formulation and decision-making, More focussed management of the critical and complex Planning 
and Roads functions will allow the Director to spend more time overseeing policy matters, with the 
Service Manager Policy and Economic Development reporting directly on these issues. In the 
important area of Protective Services most of the activities involved are primarily regulatory and do 
not require strategic guidance, while the much greater emphasis on specialist attention to, for 
example, food safety is intended to avoid any recurrence of operational problems. Consequential 
changes in each of the Divisions are set out in the following sections of this report. 

6. Planning And Building Control 

Existing Arrangements 

6.1 Planning functions are represented in all three Divisions and the central Directorate Support Unit, 
with the Managers reporting to the Head of Planning and Roads. 

6.2 The planning activities of the DSU are controlled by the Service Manager (P018) and two Assistant 
Service Managers (PO1 1) who deal respectively with planning strategy and projects. 

6.3 In each of the divisions there is a Planning Manager (P014) (except in Central Division, where the 
Planning Manager also serves as the lead divisional officer and is graded P022), supported in each 
case by two Planning Team Managers (PO1 1). The functions of these teams also varies between 
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Divisions: in the Northern and Southern Divisions the teams are multi-functional and operate on an 
area basis, while in Central they have specialist functional responsibilities. 

DEVELOPMENT CONTROL 
See Appendix 4 

6.4 

6.5 

6.6 

, 

6.7 

6.8 

STRATEGIC PLANNING BUILDING CONTROL 
See Appendix 4 See Appendix 4a 

Building Control has a Manager in the DSU who deals solely with policy matters and has no staff 
reporting to him, while each division also has a Manager dealing with operational matters and 
controlling a group of staff. All these Managers are graded at PO1 1 and report, in terms of the 
existing structure, to their Divisional or Service Manager. In practice there is very little co- 
ordination of building control activities, other than by liaison between the Service Managers. 

Proposed Structure 

It is proposed to reorganise the Planning function (which will include Building Control) into three 
units as shown below, comprising Strategic Planning based at the centre, along with Development 
Control and Building Control which will operate primarily from area offices. 

Full details of the proposed structure are shown in Appendices 4 and 4a. 

The Strategic Planning Manager will control four teams based at the Department's Headquarters and 
be responsible for organising and prioritising workloads, managing performance and reporting to 
Committee. This is a radical change from the present situation in which the Department often has 
great difficulty in providing information for strategic planning purposes. All Structure Plan input 
and Local Plans themselves will be produced, monitored and updated centrally, leading eventually to 
a more consistent product and the need for fewer Plans. Similarly projects will be identified, 
planned, implemented and managed centrally by two teams responsible respectively for development 
projects, including area regeneration and town centre redevelopment, and environmental projects, 
consisting of environmental improvement and sustainability schemes. The environmental projects 
team will also take the lead role in the production of the strategic plans for waste management and 
for the treatment of contaminated land; this will require a major technical input from the Protective 
Services division. 

The Development Control Manager will also be based at the Department's Headquarters and will 
manage three area teams along with a GIS team; this role will include the allocation of work and 
staffing resources, monitoring and management of performance, and the co-ordination of Committee 
reporting. The HQ/Northern Area Team, in addition to providing direct customer service and 
dealing with all planning applications for Cumbernauld and the Northern Corridor area, will co- 
ordinate, develop and monitor development control policy and performance for the entire Council 
area. Area Teams based in Coatbridge and Motherwell will continue to provide the present level of 
direct customer access and will deal with all local development control matters, including handling 
major applications and enforcement (a specialist enforcement officer will be assigned to each of the 
three teams). The development and management of the Department's GIS (Geographic Information 
System) which is increasingly being used by other Council Departments will be relocated to 
Development Control from the DSU, and is expected to expand as a corporate resource in due 
course. The Development Control Manager will also have a role in the development of policy and 
projects in liaison with other parts of the Department, for example in transportation and economic 
policy and projects. 

Building Control will operate in a similar manner to Development Control, with the HQ/Northern 
Area Team providing a policy development and co-ordination function which has proved very 
difficult to manage under the present arrangements. This arrangement will also facilitate Building 
Control involvement in new areas of work, including preparation for radical changes in the operation 
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7. 

7.1 

7.2 

7.3 

7.4 

7.5 

7.6 

7.7 

of the building regulations, new requirements for disabled access, and licensing of houses in multiple 
occupation, the latter activity in particular requiring close liaison with the Protective Services 
Division and with the Housing and Property Services Department. A single Building Control 
Manager will now lead and co-ordinate the entire function and, like the Development Control 
Manager, will allocate work and staff and monitor and manage performance. 

Roads and Transportation 

Existing Arrangements 

Similar to Planning, Roads functions are represented in all three divisions and in the DSU with the 
Managers reporting to the Head of Planning and Roads. 

In the existing structure the DSU Roads functions are managed by a Service Manager (PO1 8) and 
two Assistant Service Managers (PO1 1) whose responsibilities are forward planning and operations. 
The Service Manager post is currently vacant. 

At each of the Divisions it was the original intention to have a Roads Manager supported by a 
Network Team Manager at PO 1 1 dealing primarily with maintenance issues and a Transportation 
Team Manager also at PO 1 1 dealing with traffic matters. The Roads Manager in the Central 
Division manages only roads functions and is graded at PO 18, while in the Northern and Southern 
Divisions, the Roads Manager also serves as the lead Divisional Officer and the posts there were 
graded at P022; one of these posts, at the Southern Division, has been deleted as a result of 
voluntary severance with the consequence that there is no senior manager for the Roads function and 
this divisional office is managed, in effect, by the Planning Manager at P014. To add to the 
complications at the Southern Division, a Network Team Manager post has also been deleted 
through voluntary severance and an officer from Central Division has been seconded to fill the gap. 

In addition to these territorial divisions, a specialist team dealing with street lighting throughout 
North Lanarkshire, led by the Lighting Team Manager (PO1 l), is based at the Northern Division and 
reports to the Divisional Manager there. 

Proposed Structure 

With the wind-up of the Construction Services Department on 3 1 March 200 1, Design Services will 
be re-allocated to either Housing and Property Services or Planning and Environment. As a 
consequence, this Department will absorb all the staff with roads design, road-related structures and 
geotechnical activities. The transfer is further complicated by the recent decision of the Scottish 
Executive to award future contracts for the management and maintenance of trunk roads, from April 
2001, to private contractors; this work is currently done by consortia of local authorities (known as 
CLAC and FLAC) and the decision is being legally challenged. Of the 27 roads-related posts in 
Design Services, only two are considered to be involved in trunk road work to an extent that invokes 
the TUPE regulations. The status of the TUPE posts is not yet known and when the situation is 
clarified, will be the subject of a separate report. The proposed structure, therefore, shows the 
incorporation of the 25 posts not potentially affected by TUPE (and also indicates how the 2 affected 
posts would be accommodated if this proves to be necessary). 

There are a number of issues arising from the transfer of posts from Design Services. In particular, 
the grades do not completely match those in the Department; it is intended to absorb the posts 
involved at their existing grades, with any inconsistencies to be resolved by job evaluation. There is 
also some concern over the Council’s ability to fund all the posts involved if the fee income from 
trunk road work is not available in future; however, the bulk of the work already carried out by the 
staff involved relates to the Council’s own revenue and capital schemes and, with anticipated higher 
levels of activity in these areas, it is considered likely that there will be more than enough work, and 
funding, to cover the cost of the transfer. There will also be a saving to the Department in the 
overhead presently payable to Design Services, while an in-house design capability is generally 
much more cost effective than the purchase of similar services from consultants. 

Most of the staff transferring will have very similar duties to those they undertake at present. The 
overall management responsibility will, however, be handled differently in the new structure, with 
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the majority of the staff reporting to the Traffic and Transportation Manager. Currently, all these 
staff report to the Roads Consultancy Service Manager; this post is graded at P022. There will 
continue to be a role for this function for a short period after the transfer of trunk road work to the 
private sector, in effect to manage the transitional arrangements. Fortuitously, the postholder is due 
to retire on 8 June 2001; this post is not required in the new structure and is not shown in the 
establishment, although the postholder will be retained in a supernumerary capacity until retirement. 

7.8 It is proposed to reorganise the Roads and Transportation service into two major areas of activity : 
Road Network Operations and Traffic and Transportation as shown below:- 

ROADS & TRANSPORTATION ' 
ROAD NETWORK 

OPERATIONS I TRAFFIC & 
TRANSPORTATION 

See Appendix 5 

Full details of the proposed structure are shown in Appendices 5 and 5a. 

7.9 The Road Network Operations unit will deal with the massive task of maintaining, managing and 
improving the Council's extensive road, footway and street lighting network. This task includes the 
management of structural maintenance which includes pothole repairs and road resurfacing, routine 
maintenance involving, for example, gully emptying and safety barrier maintenance, and the 
responsibility of keeping the system in operation during the winter. Changes in this area are 
primarily intended to improve the responsiveness and quality of the service provided, particularly by 
increasing the emphasis on inspection using locally based staff. 

7.10 The Road Network Operations Manager will lead five groups consisting of three roads teams 
covering identical areas to the Development Control teams in Planning, i.e. HQNorthern Area; 
Central Area and Southern Area, along with two specialist teams dealing with street lighting and 
roads contracts. 

7.1 1 The Central and Southern Area Teams will deal with all local roads maintenance matters. The 
HQNorthern Area Team will also perform this fbnction and in addition will provide a co-ordination 
role for maintenance programmes across the whole-area. It is also proposed to develop a specialist 
structures maintenance unit within the HQ team to deal with the responsibilities of structural 
assessment, maintenance and issue of structural maintenance contracts. 

7.12 The Roads Contracts team will be responsible for the operation and development of the Roads 
Partnership and will carry out a project management role for all roads contracts. This will include 
the management of the Trunk Road maintenance contracts should the legal challenges by local 
authority consortia be successful. 

7.13 Lighting will continue to be centrally managed. It is proposed, however, to set up teams to enable 
Inspectors and Technicians to be located in two area offices, cutting down on the need for travelling 
and providing better local response. 

7.14 The Traffic and Transportation unit will also be reorganised to improve the Department's ability to 
respond locally and also at a strategic level. More emphasis will be given to local traffic 
management and to road safety, both of which are issues of increasing concern to members, while 
there will also be more resources for the development and co-ordination of the Council's Transport 
Strategy. 

7.15 The Traffic and Transportation Manager will control six teams. A team located at HQ will manage 
traffic projects and traffic orders and will also deal with public transport issues, as well as providing 
a local service including development control advice and roads construction consents for the 
Northern Area. Area Teams located in Coatbridge and Motherwell will also provide this local 
service and will continue to work in close co-operation with development control staff. 
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7.16 

7.17 

8. 

8.1 

8.2 

8.3 

8.4 

8.5 

ENVIRONMENTAL 
FOOD SAFETY HEALTH 

See Appendix 6 See Appendix 6 

Teams four and five will comprise the Geotechnic and Roads and Structures Design functions 
transferring from the Construction Services Department. As previously indicated, the final position 
on the transfer of staff will depend on the outcome of the Scottish Executive's decision on the 
arrangements for trunk road contracts and will be the subject of a separate report in due course. The 
present holder of the post of Roads Consultancy Services Manager retires in June 200 1 and will be 
retained in a supernumerary capacity until then to assist with the transfer of the design function. 

TRADING 
STANDARDS 

See Appendix 6a 

The sixth team will deal with policy issues and with safety and road safety education. Within this 
team one unit will be responsible for safety audits, accident investigation and safety schemes. A 
second unit will produce traffic policy, the Transport Strategy document, carry out traffic modelling 
and provide an input to land use planning policy; this area is presently inadequately resourced. 
Finally, a third unit will deal with road safety and training issues; staff will be transferred from 
administrative or clerical functions to provide more resources for this important function. 

Protective Services 

Existing Arrangements 

The two existing components of Protective Services - Environmental Health and Trading Standards 
- also operate as geographical divisions; there is, however, no internal consistency in the 
management arrangements between these divisions and there are also considerable differences 
between the organisation of these activities and the Planning and Roads functions. 

Environmental Health is led by a Manager at P018. This service currently operates with four 
divisions, two of them - South East and South West - operate from one office in Motherwell. Three 
of these area offices are run by a Manager graded at PO1 0, with the Central area office Manager at 
PO1 1. A specialist Environmental Control Unit, based in Coatbridge, has a Manager at PO8 also 
reporting to the Environmental Health Manager. 

Trading Standards operates nominally through three area enforcement units, each led by a Principal 
Officer at P05, reporting to an Operations Manager (P08); in practice, however, there has never 
been a full staff complement to fill all the established posts. A Special Projects unit, led by a 
Principal Officer at PO5 and an Environmental Education & Consumer Advice unit is managed by 
the Environmental Education and Consumer Advice Manager (PO 10). The Operations Manager and 
the EE&CA Manager report to the Trading Standards Manager (PO 1 8), the latter fulfilling the 
Council's statutory obligation to employ a Chief Inspector of Weights and Measures. 

Reporting lines and accountabilities in Protective Services are generally simpler than in Planning 
and Roads. The organisational structure is, however, more complex than is necessary and lacks the 
capacity to tackle strategic issues, such as waste management planning and the 'green' agenda, in a 
concerted manner. 

Prouosed Structure 
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8.6 

8.7 

8.8 

8.9 

8.10 

8.1 1 

9. 

9.1 

The operational requirements of Protective Services differ from Planning and Roads. There is less 
need for customers to call at Council offices, with most activities requiring officers to visit business 
premises or houses. Consequently, it is only considered necessary to have two operational areas: a 
Southern area team combining the existing SE and SW environmental health areas (Trading 
Standards having one Southern team already) and a Northern area team covering the existing Central 
and Northern areas. The boundaries of these new areas will coincide with the Planning and Roads 
team boundaries. Customers will still be able to make direct contact with the Department, either 
through the Consumer and Money Advice Centres or at any of the offices in Motherwell, Coatbridge 
and Cumbernauld. 

Food Safety and Environmental Health will each operate with two area teams covering the Northern 
and Southern areas. At the middle management level (currently P05) more senior posts will be 
introduced to create a more devolved system of decision-making and operational control, and to 
create more local accountability. These changes are intended to improve the Department's ability to 
monitor and manage the many risks to public health and to ensure the most effective possible 
response particularly in the highly sensitive area of food safety. 

At the centre an expanded Pollution Control unit will report directly to the Head of Protective 
Services. This unit will, in addition to dealing with pollution control matters, also have 
responsibility for providing a technical input to the development of strategic plans and policy in such 
areas as waste management and contaminated land. The responsibility for providing these plans will 
rest, as previously indicated, within the Planning Division. The Pollution Control unit will also have 
a policy development role in co-operation with other parts of the Department in such issues as the 
development of Local Agenda 2 1. 

Trading Standards will similarly operate as Northern and Southern area teams, with the leaders of 
each team also overseeing the operation of the local Consumer and Money Advice Centres within 
their areas. In order to improve the flexibility of this operation it is proposed to re-designate the 
Consumer Advice Officers currently located within these centres as Fair Trading Officers and 
authorising these officers to enforce appropriate legislation. This will allow them to gain access to 
premises and to pursue their own investigations to a greater extent than at present. Similarly the 
Debt Counsellors will be authorised accordingly in order to progress consumer credit matters. The 
Special Projects Team, which has been very successful in tackling offences such as counterfeiting 
and car clocking, will be retained. 

Trading Standards also provides an innovative and highly regarded home safety service. There are 
only 2 officers involved in this activity based in Motherwell and the service has not been able to 
expand because of limited resources. No change is planned in this review but it is intended to 
examine the service with a view to increasing its profile and area of activity, possibly in conjunction 
with broadly similar activities within the Housing and Property Services Department. The unit will 
be overseen by the Senior Trading Standards Officer Special Projects, as will the Animal Health 
function; these services operate over the whole of North Lanarkshire. 

Similarly, Trading Standards operates a very well used Debt Counselling service through the four 
local advice centres. No change is proposed to this provision in the review other than the formal 
authorisation of the practitioners. The Council, however, offers other forms of money advice related 
to housing benefit, Council Tax benefit and Social Work activities; a full review of these services 
will shortly take place at a corporate level. 

Policy and Economic Development 

Existing Arrangements - 

Economic Development has four teams each led by a Senior Economic Development Officer graded 
P09; these teams deal with services to business, services to people, marketing and policy, and 
project developmenthown centre initiatives (the latter function has recently been transferred into the 
strategic planning group in the Directorate Support Unit). Economic regeneration has, since the 
inception of the Council, been a major corporate priority and is likely to remain at the forefront of 
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the Council’s agenda, although there will have to be a number of changes to reflect new directions 
from the Scottish Executive. 

ECONOMIC DEVELOPMENT 
UNIT 

9.2 

9.3 

9.4 

9.5 

9.6 

9.7 

EUROPEAN POLICY AND PROJECTS 
UNIT UNIT 

Corporate policy initiatives currently present the Department with major organisational difficulties 
whether - like Best Value or Service Planning - they come from the Council itself or from external 
sources, or from the Department’s own policy development in areas such as customer care. 
Currently, ‘volunteers’ are sought to lead such initiatives and, while this has the advantage of 
providing input by experienced professional officers, it is disruptive of service delivery and does not 
engender coherent policy development. No officer on the current establishment has this specific 
remit. 

Similarly, the evaluation and identification of projects and the Department’s (and the Council’s) 
performance on sourcing and securing external resources requires to be improved dramatically. At 
present, the promotion of, for example, town centre regeneration projects is more dependent on the 
availability of resources and skills within the existing divisions than on a strategic approach to 
project development. The Council’s performance in obtaining funds from sources such as Europe, 
landfill tax and the lottery, and through partnership and joint venture, is poor in comparison with 
other authorities, even though North Lanarkshire qualifies for virtually every form of funding 
assistance available and has many opportunities for development. 

In terms of seeking funding, the Department has one specialist officer currently engaged on all 
European Union matters, including funding; this is a very important and potentially highly beneficial 
area for the Council and requires much more concentrated attention. On a similar basis, the 
Department has few specialist staff engaged in project development or evaluation, and those that do 
exist are scattered across the Planning offices. 

Much of the policy work above is currently handled within the Economic Development Unit. This 
unit was previously part of the Economic Development and Property Division of the former 
Planning and Development Department, managed by the Head of Economic Development and 
Property; the EDU Manager now reports to the Director. 

Prouosed Structure 

There has been considerable speculation about the future role of local authorities in economic 
development activity, with a view widely held that there is duplication and confusion in the 
provision of business support services. It is now clear, however, with the Scottish Executive’s 
proposals for the establishment of Local Economic Forums that local authorities are to have an 
enhanced role in economic development, particularly at a strategic level. Economic regeneration is a 
corporate priority for the Council and, while there are likely to be changes (for example in the 
arrangements for delivery of business services) there is an opportunity for the Council to concentrate 
on specialist areas of activity such as services to people seeking employment and the promotion of 
development, including improving funding support. The following proposals reflect the changed 
environment for economic development as well as seeking to expand the work of this division into 
corporate and policy development activity, recognising the gaps in expertise referred to above. 

It is proposed to shift the focus of the Economic Development Unit and expand its remit 
considerably to become the Department’s policy service as shown below:- 

POLICY AND ECONOMIC 
DEVELOPMENT 

Full details of the proposed structure are shown in Appendix 7 .  
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9.10 

9.1 1 

9.12 

9.13 

10. 

10.1 

10.2 

The Economic Development Unit is proposed to operate with two teams, as at present. The Services 
to People team is expected to be able to continue largely unchanged by the Parliamentary review and 
will concentrate on training and employment related support programmes, community-based 
economic development support and its innovative redundancy support. It will, in addition, continue 
to run the expanding New Deal Environment Task Force. 

The Development Services team will continue in the meantime to deliver business support 
programmes. As the direct delivery of these service shifts, as anticipated, to other agencies this team 
will be able to undertake work, which is currently not adequately covered, in particular the 
development of economic development strategy and policy responses, the development of new 
programmes and liaison with other agencies. An important area of business support, which has been 
neglected in recent years, is the provision of business infrastructure, particularly start-up premises, 
and this team will assume responsibility for this activity. 

The Policy and Projects Unit will be responsible for two increasingly important areas of work. One 
team, the Project Support team, will take on a new role comprising the initiation, evaluation and 
promotion of new projects; this will generally be done in close co-operation with other divisions. A 
major component of the work of this team will be to seek and attract external funding from the wide 
variety of sources available. 

A second team, Policy and Marketing, will provide the ability for the Department to have a co- 
ordinated and strategic approach to both internal service improvement and corporate activities. This 
team will, for example, produce the Service Plan and lead the Best Value process in consultation 
with the other components of the Department. They will provide the departmental input to corporate 
initiatives such as Community Planning and Social Inclusion. They will develop and implement 
service improvements in areas such as customer care and communications, and will also co-ordinate 
the marketing of the Department's services. The existing graphic design posts will be transferred 
from the DSU and are intended to complement an improved corporate function within the Chief 
Executive's Department. 

In recognition of the importance of the European Union to the Council, particularly since the means 
of access to funding is likely to change with the termination of the current programme for the 
structural funds in 2006, it is also proposed to enhance the European function. Following the recent 
resignation of the European Co-ordination Officer (P05/7), who is the sole officer currently dealing 
with this function, it is proposed to create a small team of two officers, a European Policy Officer 
(PO1 1) and a European Operations Officer (P05/6), with the intention of ensuring maximum benefit 
to the Council. The European team will require to work in close liaison with the Project Support 
team. 

While this new division is considerably larger and more complex than the existing Economic 
Development Unit, it is anticipated that most of the additional posts can be filled by internal transfer 
of staff, with a significant opportunity for staff in other areas, particularly administration, to move 
into new areas of work with, in many cases, better career development opportunities. There are 
however a few posts, estimated at 3 in total, which are specialist in nature and where we may have 
no suitably qualified and experienced staff. In these few cases, it will be necessary to advertise the 
posts on a wider basis. 

Suuuort Services 

Existing Arrangements 

The current arrangements for providing support services are complicated and inefficient. Some (but 
not all) central functions are dealt with in the Directorate Support Unit, while each divisional office 
has a semi-autonomous administrative function. This involves a degree of duplication at an 
operational level but also makes it difficult to use specialist administrative staff to full effect. 

The DSU currently has a number of areas of specialist responsibility, including information systems, 
performance monitoring, finance and personnel. The Service Manager Performance Monitoring is 
currently graded at P014, with a Support Services Manager at PO10 and an IS Officer at P08. The 
organisational structure lacks clear reporting lines. 
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10.3 

10.4 

10.5 

10.6 

10.7 

10.8 

10.9 

10.10 

Each of the Planning and Roads divisions has an Office Manager (PO8 in the case of Northern and 
Central, post deleted as a result of voluntary severance in Southern). These officers manage a staff 
complement of around 11 each and provide a range of administrative, personnel and financial 
services. There is currently no simple method of moving staff or work between divisions. 

Economic Development has a small Central Support Unit comprising an administrative assistant and 
four clerical assistants along with two temporary administrative posts servicing the Environmental 
Task Force. A further four staff designated as administrative assistants in fact are integrally 
involved in the delivery of business support schemes and operate more in the manner of technical 
support officers. 

Administrative support in Protective Services is managed by the Customer and Quality Services 
Manager (PO8) based in Cumbernauld. Each of the three offices has a clerical support group of 
between 2 and 5 staff led by an Office Administrator at AP2, with a further group based in Central 
responsible for systems administration. In addition, each of the local advice centres has a clerical 
assistant. 

Prouosed Structure 

It is intended to simplify and scale down the Department's Support Services to complement the 
proposed new structure. Around 14 existing posts will be removed in the process but, as indicated in 
the previous section, most of the staff involved should be able to be redeployed into new roles within 
the Policy Unit and in Roads Safety. Support Services will be reorganised into only two main 
sections as shown below and will be concentrated at the Department's Headquarters, with only 
around 30% of staff located in the satellite area offices. 

ADMINISTRATION, PERSONNEL 
AND FINANCE 

I I 

SUPPORT SERVICES 

SYSTEMS AND 
PERFORMANCE 

Full details of the proposed structure are shown in Appendix 8. 

The Support Services Manager, who will be a member of the Departmental Management Team, will 
be assisted by two Team Leaders. The responsibilities of this post will be the provision of all 
support services within the Department, including Budget (both Capital and Revenue; Income and 
Expenditure) compilation, disaggregation to budget holders and monitoring, the deployment of staff 
and be responsible for the overall management of the other activities described below. 

The Administration, Personnel and Finance Team Leader will have two groups and will be 
responsible for their activities. 

The Finance group, led by a Senior Finance Officer, will deal centrally with all the departmental 
accounting and financial management matters, providing the basis for improved financial awareness 
and performance. 

The Personnel and Administration group will be sub-divided into 3 units. At the Department's 
Headquarters, all personnel matters including training, will be dealt with along with the management 
of all the support systems, including planning and building control registration, the processing of all 
incoming mail, checkingauditing the departmental time recording system and co-ordinating all 
Committee activities. This unit will provide direct clerical and administrative support for all the HQ 
functions and will deal with departmental health and safety. The group will also include a clerical 
support team for both of the area offices, comprising of 10 or 1 1 officers, which will provide local 
reception, typing and filing services only. The Administration, Personnel and Finance Team Leader 
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will take responsibility for the disposition of staff to the area offices (and also to the Consumer 
Advice Centres), ensuring adequate cover for absence, leave or abnormal workload. 

10.1 1 

10.12 

10.13 

10.14 

11. 

11.1 

11.2 

11.3 

11.4 

The Systems and Performance Team Leader will also have two groups, both located at HQ, and will 
be responsible for their activities. 

The Systems Group will deal with the management and development of the Department's growing 
range of computer systems (with the exception of the specialist Geographical Information System 
which will be relocated in the Planning Division). If may prove necessary to divert additional staff 
resources to this function to deal with peaks in workload. 

The Quality and Performance Group will be responsible for the very important and continually 
increasing range of activities including the expansion throughout the Department of the quality 
management systems already established in Protective Services. In addition, this group will be 
responsible for the administrative activities associated with performance measures and monitoring, 
including Statutory PIS; Corporate returns to Central Government (Planning, Food Inspections, etc); 
Service Plan; Complaints, etc This group requires to be "up-to-date" to ensure the Service Managers 
are aware of what current and proposed returns are required and to assist both the Service Managers 
and Systems Team in updating software to be more accurate and efficient. The group will also be 
responsible for producing reports to the Departmental Management Team to ensure Best Value. The 
existing NORTHLine fault reporting service will be further developed by this group, in association 
with the Council's first-stop-shop and call centre initiative, transforming it to a specialist Planning 
and Environment customer enquiry centre. This will ultimately be capable of 24-hour operation and 
of being web-enabled thus producing an improved Council public access to services. The use of 
specialised and trained administrative staff for this purpose should also relieve professional staff 
dealing with time-consuming routine enquiries. 

With regard to grades, there are currently a mixture of GS 1 and GS 1/2 posts within the existing 
structure and to provide greater operational flexibility the opportunity has been taken to regrade all 
GS1 posts to GS1/2. In addition, a new post of Administrative Assistant (AP1) has been introduced 
to reflect the new duties and responsibilities proposed and recognises the need to support the 
Administrative Officer (AP3/4) posts. 

Implementation 

Consultation 

The final draft of this review has been considerably modified following earlier consultation with 
Managers and trade union representatives and members of staff and have been the subject of 
consultation with the Chief Executive, the Head of Personnel Services and the Director of Finance. 
Immediately prior to its finalisation there has been a further round of consultation with trade unions 
and staff, and it will now be submitted to the Department's Service Committees (Planning and 
Environment and Economic Development) and thereafter remitted to the Personnel Services 
Committee. 

Implementation will start immediately upon approval by the Personnel Services Committee with the 
filling of the senior management posts. Subsequently, posts in the remainder of the establishment 
will be filled 'top down'. 

Fillina ofposts 

In line with the principles which applied during the reorganisation of local government in 1995/96, 
appointments to posts in the new structure will be by direct matching, restricted selection or 
advertising of posts as appropriate. 

Job descriptions have been prepared for all the management posts within the new structure and will 
ultimately be produced for all posts. Staff will be asked to complete personal profiles to assist with 
the matching in and selection process. 
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11.8 

11.9 

11.10 

11.11 

11.12 

There are more posts in the new structure than are filled within the current establishment. It is 
recognised that the new functional management arrangements will result in the deletion of a number 
of existing posts. Every effort will be made to accommodate all employees within the new structure 
with the terms of the Council's redeployment policy applying where necessary. 

Accommodation 

It is intended to reduce the Department's property requirements (and greatly streamline its support 
requirements) from 6 to 3 main offices; discussions on this are in progress with the Head of Property 
Services. 

In accordance with the Council's original policy of dispersal of functions, the Department's 
Headquarters will continue to be located in Cumbernauld at Fleming House. There is insufficient 
free space at present to relocate all the proposed Cumbernauld-based staff at Fleming House. 
Discussions will be held with the other Departments who have staff at Fleming House and Bron Way 
to rationalise the use of the available space in these buildings, with a view to housing all this 
Department's staff in Fleming House as soon as possible. 

In Coatbridge, a draft scheme has been prepared for the internal conversion of the Protective 
Services offices on the upper floor of the District Court building at 453 Main Street. At first 
examination, it appears that this building, which is relatively simple to alter, will be able to 
accommodate all staff assigned to the local area office, allowing the Department to vacate the space 
is currently occupies in the Kildonan Street offices. 

In the Motherwell area, it will be more difficult to relocate to a single site and neither the Council's 
Brandon Street building nor the rented space at Scomagg House is capable of accommodating the 
numbers required. In addition, neither building is particularly well-suited to its present use and it 
would be in the Council's interest to free the former school building in Brandon Street for 
redevelopment and to find a more suitable tenant for the remainder of the long lease at Scomagg. 
There is a possibility that the premises at Civic Square may become available. This area is in the 
ideal location but may not be available for some time. Further discussions of this and any other 
options are continuing. 

In moving staff from one location to another, as much attention as possible will be given to 
convenience and travel distances, particularly for junior members of staff. Where flexibility exists, 
officers will be located as near to their homes as possible. The proposed deployment of staff is 
shown in Appendix 9. 

Budaet imulications 

The structure outlined in this report, as well as being much better suited to the strategic and 
operational management of the Department, is considerably cheaper than the present unwieldy 
establishment. The total annual revenue saving will be 2167,148. However, in accordance with 
budget decisions, this is E322,OOO short of the budgeted savings identified over the past two financial 
years. The budget can, however, be balanced by utilising an ongoing contribution from additional 
fees generated from Roads Design Services income related to increases in the capital and revenue 
programmes for roads projects. Appendix 10 shows a comparison of grades and costs. 

Recommendations 

In summary, this review seeks to:- 

(a) improve the operational response of the Department by putting more resources at the sharp 
end, in areas such as inspection and funding; 

(b) reduce the management overhead and apply more effort at a middle management level; 

(c) make the Department much more strategically aware and strategically active, and 
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(d) strike a reasonable balance between improved service delivery and cost reduction, applying 
the principles of best value. 

1 1.13 The Committee is, therefore, asked to:- 

(i) approve the proposals contained in this report; 

(ii) delegate to the Director, in consultation with the Convener, responsibility for any final 
editorial changes to the text of the report prior to its submission to the Personnel Services 
Committee; 

(iii) remit the report to the Personnel Services Committee for consideration and approval, and 

(iv) remit the report to the Finance Committee to note and approve the financial implications. 

David M Porch 
DIRECTOR OF PLANNING AND ENVIRONMENT 

26 March, 2001 

For further information please contact David Porch on 0 1236 6 1620 1 
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APPENDIX 1 : CURRENT DEPLOYMENT OF STAFF I'E) 
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APPENDIX 2 : ORGANISATIONAL CHARTS (EXISTING) 

See below. 
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APPENDIX 3 : PROPOSED STRUCTURE - SENIOR k (AGEMENT 
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APPENDIX 4 : PROPOSED STRUCTURE - PLANNING & DEVELOPMENT 
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APPENDIX 4a : PROPOSED STRUCTURE - BUILDIN ;ONTROL 
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APPENDIX 5 : PROPOSED STRUCTURE - ROADS AND TRANSPORTATION (Road Network Operations) 
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APPENDIX 5a : PROPOSED STRUCTURE - ROADS A / TRANSPORTATION (Traffic) 
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APPENDIX 6 : PROPOSED STRUCTURE - PROTECTIVE SERVICES (Environmental Health) 
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APPENDIX 7 : PROPOSED STRUCTURE - POLICY AND ECONOMIC DEVELOPMENT 
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APPENDIX 8 : PROPOSED STRUCTURE - SUPPORT RVICES 
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APPENDIX 9 : PROPOSED DEPLOYMENT OF STAFF 

BUILDING 
PROPOSED LOCATIONS DIRECTORATE PLANNING CONTROL ROADS DESIGN' EDU 
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APPENDIX 10 : FINANCIAL IMPLICATIONS 

DESIGNATION GRADE 

Director 
Head of Service 
Head of Service 
Sub-Total 
PO24-PO24 
PO22-PO22 
PO1 8-PO1 8 
PO14-PO 14 
Su b-Total . ... 

PO12-PO12 
PO1 1 -PO1 1 
PO1 0-PO I0 
PO9-PO9 
P08-PO8 
P06-PO6 
PO5-PO7 
PO5-PO6 
PO5-PO5 
P03-PO3 
Sub-Total 
Tech 5-Tech 5 
Tech 4-Tech 5 
w 3 - T e c h  5 

3-Tech 4 
e 2-Tech5 F ech 2-Tech 3 

Tech 2-Tech 2 
Tech I-Tech 2 
Tech I-Tech 1 
Sub-Total 
AP5-PO6 
AP5-PO4 
A S P 0 3  
AP5-PO2 
AP5-AP5 
AP4-AP5 
AP4-AP4 
AP3-AP5 
AP3-AP4 
AP3-AP3 
AP2-AP5 
AP2-AP3 
AP2-AP2 
API-AP3 
API-API 
Sub-Total 

CURR 
No. of Posts 

1 .o 
1 .o 
I .o 
3.0 
1 .o 
2.0 
6.0 
3.0 
12.0 
2.0 

23.0 
5.0 
4.0 
9.0 
5.0 
1 .O 

29.0 
9.0 
0.5 

87.5 
3.0 
17.0 
2.0 

27.0 
8.0 

2.0 
7.0 
3.0 

69.0 
29.0 
30.0 
22.0 
24.0 
2.0 
2.0 
1 .o 
2.0 
11.0 
19.0 
12.0 
13.0 
8.0 
5.0 
411 

VT 
cost 

8 1,962 
62,106 
58,141 

202,209 
42.982 
84,039 

223,999 
102,016 
453,036 
65,007 
792,s 12 
154,979 
121.227 
27 I1694 
I4 1,244 
26,874 
817,861 
248,149 
13,094 

2,652,641 
67,912 

370,54 I 
43,3 I9 
500,889 
129.048 

29,732 
98,32 I 
38.644 

1,278,404 
722,368 
757,018 
518,221 
592,357 
42,707 
82,308 
19,801 
38,959 

207,370 
330,925 
232,517 
213,046 
120,847 
74,803 
55,614 

4,008,860 

PROP 
No. of Posts 

1 .O 
1 .o 
1 .o 
3.0 

3.0 
5.0 
6.0 
14.0 
2.0 
28.0 

4.0 
4.0 
5.0 

36.0 
14.0 

934 
3.0 
17.0 
2.0 

28.0 
5.0 
6.0 
2.0 
7.0 
3 .O 
73.0 
36.0 
25.0 
32.0 
9.0 
1 .o 
2.0 
2.0 

11.0 
11.0 
13.0 
15.0 
5 .O 
8.0 
10.0 

180.0 

SED 
cost 

8 1,962 
62,106 
58,141 

202,209 

122,256 
176,643 
226,803 
525,702 
65,007 

9 13,109 

119,169 
1 18,434 
141.244 

1,006,055 
378,077 

2,741,095 
67,912 

365,763 
37,250 
528,724 
81,502 
104,148 
29,732 
98,321 
38.644 
~ -, 

1,351,996 
875,682 
613,820 
766,336 
213,071 
20,422 
38,263 
39,601 

199,99 1 
2 1 1,449 
242,784 
228,113 
75,081 
119.945 
133i488 

3,778,046 

VARU 
No. of Posts 

-1.0 
1 .o 

-1.0 
3 .O 
2.0 

5.0 
-5.0 

-5.0 

-1.0 
7.0 
5.0 
-0.5 
5.5 

I .o 
-3.0 
6.0 

4.0 
7.0 
-5.0 
10.0 
-15.0 
-1.0 

1 .o 
-2.0 

-8.0 
I .o 
2.0 
-3.0 
3.0 
6.0 
-4.0 

ION 
Cnst 

0 
0 

-42,982 
38,217 
-47,356 
124,787 
72,666 

120,598 
-154,979 

-2,058 
-1  53,261 

-26,874 
188,193 
129,928 

88,454 

-4,777 
-6,069 
27,835 

104.148 

-13,094 

-47,546 

73,591 
153,314 
-143,198 
248,115 
-379,286 
-22,285 
-44,045 
19,801 

-38,959 
-7,379 

10,267 
15,067 

-45,766 
45.142 

-1 19,476 

77,874 
-230,813 
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APPENDIX 10 : FINANCIAL IMPLICATIONS cont'd 

DESIGNATION GRADE 

GS3-GS3 

CURRENT PROP1 
No. of Posts I cost No. of Posts 

14.0 180,490 14.0 
GS2-GS2 
GS I-APS/PO4 
GSI-AP5 
GSI-GS3 
GS2-GS2 

SED 
cost 

177,168 
7.0 
3.0 
6.0 
4.0 
17.0 

VARIATION 
No. of Posts I cost 

-3,322 
85,740 
64,803 
132,459 
50,962 

203,762 
-9.0 - 104,435 

679,464 -I 1 .0 -143,187 

3 .O 
6.0 

26.0 

TOTAL I 415.5 I 9,417,802 I 412.0 I 9,278,512 -3.5 -139,290 

64,803 
132,459 

305,033 

-7.0 

-4.0 
9.0 

-85,740 

-50,962 
101,272 

GS 1 -GS 1 I 9.0 I 1 04,43 5 I 
Su b-Total 60.0 822,651 49.0 
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