
7. . ....................... A. ccrsn, u:*JA NO 
EXCERPT OF MINUTE OF MEETING OF POLICY AND RESOURCES COMMITTEE HELD ON 
19 NOVEMBER 2002 

SERVICE DELIVERY AND PERFORMANCE SCRUTINY PANEL REPORT - TRAFFIC AND STREET 
LIGHT REPAIRS 

25. There was submitted a report (docketed) dated 1 November 2002 by the Director of Administration 
presenting the conclusions of the Service Delivery and Performance Scrutiny Panel of their review of 
Traffic and Street Light Repairs. 

Decided: 

(1) that the conclusions reached by the Service Delivery and Performance Scrutiny Panel in 
respect of the review of traffic and street light repairs be noted, and 

(2) that the report and the Action Plan be referred to the Planning and Environment Committee 
for consideration. 
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NORTH LANARKSHIRE COUNCIL 
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To: Policy and Resources Committee 

From: Director of Administration 
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Panel 
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3.1 

Purpose of Report 

This report presents the conclusions of the Service Delivery and Performance Scrutiny Panel's Review 
of the Traffic and Street Light Repairs service. 

The Panel is seeking the approval of the Policy and Resources Committee for its recommendations 
and Draft Proposed Action Plan to be implemented. 

Background 

When considering the Quarterly Performance Review for Quarter 4 of 2001/02 (December 2001 to 
March 2002), the Scrutiny Panel noted that the Council-wide Performance Indicators for traffic light 
repairs and street light repairs had been showing a general downward trend over recent quarters, 

The Panel proceeded to consider various issues associated with this trend so as to identify possible 
solutions to assist the Department to deliver a high level of performance in these areas. 

The Report 

The Review Report is contained in Appendix 1. It recommends the following: 

+ The Director of Planning and Environment to arrange for a Plenary session for all staff involved in 
the repairs process, in conjunction with a review of the type and format of information relayed to 
Inspectors following the reporting of faults by members of the public. In addition, arrangements 
should be made to ensure that Inspectors provide regular feedback to the Northline Administration 
Supervisor with a view to ensuring that appropriate information is being collected by the Telephone 
Operators on an ongoing basis; 

+ The Director of Planning and Environment to prepare a detailed report on the operation of the 
Monitron system, including full details of (a) the original specification, current operational status 
and future development of the system; (b) revenue and capital costs to date and in future, and (c) 
the legal position regarding non-performance of the contractor, for consideration by the Planning 
and Environment Committee, and 

+ The Director of Planning and Environment to arrange to prepare six-monthly reports to the 
Planning and Environment Committee reporting on progress with the Business Change process 
review of traffic and street light repairs, and the subsequent implementation and ongoing 
monitoring of any new arrangements; 

+ The Director of Planning and Environment to assess the potential improvements to Performance 
Indicators as a result of possible improvements to the IT systems currently used by the Council 
and Amey Roads and report accordingly to the Planning and Environment Committee with details 
of potential costs and benefits and containing appropriate recommendations in this regard; 
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+ The Director of Planning and Environment, in partnership with neighbouring authorities in the West 
of Scotland, to continue to press for a new Service Level Agreement with Scottish Power in order 
to improve response times and provide a more reliable cable network, and provide regular 
progress reports in this regard to the Planning and Environment Committee; 

+ The Director of Planning and Environment to continue to employ a failure analysis approach to 
targeting the most appropriate means of improving performance. 

4 Implementation 

4.1 The Action Plan concludes the review by setting out the means by which the Panel's 
recommendations could be implemented if approved by the Policy and Resources Committee, 

4.2 Thereafter, the Planning and Environment Committee will receive regular updates in progress towards 
implementing the Action Plan. 

5 Recommendations 

5.1 It is recommended that the Committee: 

(a) 

(b) 
(c) 

Notes the conclusions reached by the Service Delivery and Performance Scrutiny Panel's 
review of traffic and street light repairs; 
Approves the content of the Action Plan, and 
Authorises officials to place the Scrutiny Panel's Review Report and Action Plan before the 
next meeting of the Planning and Environment Committee. 

For further information on this report please contact Tom Gaffney at extension 2342. 
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Appendix I 

North Lanarkshire Council - Service Delivery and Performance Scrutiny Panel 

Report of Review Group on Traffic and Street Light Repairs - October 2002 

I Introduction and Remit 

1.1 On 9 May 2001, the Scrutiny Panel considered a report by the Chief Executive on Quarterly 
Performance Review for Quarter 4 of 2001/02. During consideration of this report, the Panel noted 
that the Council-wide Performance Indicators for traffic light repairs and street light repairs had 
shown a general downward trend over recent quarters. 

1.2 The Panel noted that the Traffic Light Repairs Performance Indicator, although showing a recent 
improvement in performance to approximately 77% of repairs completed within 48 hours in Quarter 4 
of 2001/02 from a low of 50% in Quarter 2, was well below the Council's target of 95%, as depicted 
in the chart below: 

I _I xxxIIxII.............lll I " " "  " ~ -- -I " "_"- 

1.3 The Panel also noted that the Street Light Repairs Performance Indicator had, over recent Quarters, 
witnessed a reduction to approximately 80% of street light repairs being repaired within 7 days in 
Quarter 4, compared with the Council's target of 97%, as depicted in the chart below: 

1.4 Following discussion, the Scrutiny Panel determined to:- 

+ Investigate and identify reasons for the general decline in the Council's performance for traffic 
light repairs and street light repairs, which for the final quarterly period of 2001/02 were recorded 
at (a) 77% of traffic lights repaired within 48 hours against a target of 95%, and (b) 80% of street 
light repairs being repaired within 7 days against a target of 97%, and 

+ Identify actions to improve the Council's performance in this respect and make 
recommendations accordingly. 
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The Review Group, in analysing the recent performance of both Performance Indicators, concluded that the 
performance was below acceptable standards for 2000/01, bearing in mind the targets set by the Council. 

2 The National Context 

2. I Traffic Light Repairs 

2.1 .I Audit Scotland's latest Performance Information publication, for the financial year 2000101 placed 
North Lanarkshire 31"out of Scotland's 32 Local Authorities when it came to comparing the level of 
repairs completed within 48 hours, at 69%. 

2.1.2 This level of performance is more disappointing when considered in the context that in 1998/99 the 
Council's performance of 97% ranked it in the Upper quartile of all Councils. In 1999/00 the 
Council's performance dipped to 75 %, before dropping further to 69% in 2000/01. 

The Review Group considered it unacceptable that North Lanarkshire Council was ranked second lowest of 
all Scottish Local Authorities for traffic light repair response times in the most recent Audit Scotland 
perform a nce report. 

2.2 Street Light Repairs 

2.2.j Audit Scotland's latest Performance Indicator publication, for the financial year 2000/01 placed North 
Lanarkshire 24'h out of Scotland's 32 Local Authorities when it came to comparing the percentage of 
repairs completed within 7 days. The Council's performance, at 83%, was within the lower quartile 
of all Councils. 

2.2.2 Again, comparing the performance in 2000/01 with the 2 previous years saw a general trend of lower 
performance each year. In 1999/00 the Council achieved an overall level of 93%, and the year 
before, 1998/99 the performance stood at 96%. 

2.2.3 During the three year period from 1998/99 to 2000/01, North Lanarkshire's reduction in performance 
fell from 96% to 83% was exceeded by only one other Authority in Scotland. 

The Review Group considered the recent year-on-year trend of reducing performance levels for street light 
repairs to be unacceptable. 

3 

3.1 

3.2 

3.3 

3.4 

Consideration by the Scrutiny Panel 

On 4 June 2002, the Scrutiny Panel agreed to establish a Review Group to examine the Council's 
performance in relation to traffic light repairs and street light repairs. 

On 2 July 2002, the Review Group received a presentation from David Porch, Director of Planning 
and Environment and Jim Watson, Service Manager - Roads and Transportation in explanation of 
the performance of the Department in relation to both Performance Indicators. 

The Director advised that although past performance had been disappointing, the performance 
figures had, in recent months, improved following certain actions taken to address operational 
problems. 

With regard to street lights, the Director advised that in the early part of 2000, during the period 
immediately prior to the transfer of work from the Council's DLO to Amey Roads North Lanarkshire, 
4 electricians left the DLO to take up posts elsewhere. In the period from October to December 
2000, performance had dropped from almost 98% to approximately 77%. In January 2001 Amey 
Roads North Lanarkshire assumed responsibility for maintaining and repairing street lights on behalf 
of the Council. Despite a recorded lowest monthly Performance Indicator figure of 70% of dark 
lamps being repaired in January 2001, performance improved throughout the early part of 2001 to 
around 80 - 90%. 
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3.5 

3.6 

3.7 

3.8 

3.9 

3.10 

3.1 1 

3.12 

The reduction in staffing levels did not appear to cause any initial difficulties during the summer 
months, however, as the longer burning hours approached, performance declined. Amey Roads 
North Lanarkshire, who had assumed responsibility for undertaking these repairs from the DLO, 
employed 5 additional electricians to address perceived problems. 

As these new employees began to learn the nature of their work and undergo appropriate training, 
during traditionally one of the busiest periods for dark lamp repairs, the Indicator continued to 
decline. It would appear that in the months that followed not only were Amey repairing new faults, 
they were also working through a backlog of repairs which had accumulated. During the final 
months of 2001 performance dropped below 80%, and in January 2002 the performance was at 64% 

In order to alleviate the backlog, in February 2002, a repairs Night Patrol was established and it 
commenced work, to concentrate on main roads and housing areas, the Patrol being charged with 
identifying defective lamps and repairing them on the spot. The Director advised the Review Group 
that the Night Patrol and the additional Electricians had resulted in a Performance increase from 
64% in January to 88% in February; 97% in March; 95% in April, and 93% in May 2002. 

The Director advised the Review Group that further measures planned to improve street light repair 
performance levels included: 

+ investigation into upgrading the Contract Management IT system; 
+ Negotiations with Scottish Power to improve their response times to faults, and 
+ A detailed analysis of the processes by the North Lanarkshire Direct Team, using Business 

Change methods. 

The Director then provided the Review Group with a presentation on the traffic light repair 
Performance Indicator, from which the Review Group noted: 

+ That the contract management system currently used had been adversely affected by a 
"Millennium Bug", and 

+ That the methods used to record faults and repairs had, for some time, been erroneous and that 
since this had been discovered, performance had increased from 45% in December 2001 to 
85% in January 2002 and 84%, 80%, 84% and 75% during the period from January to May 
2002. 

The Review Group requested that the Director prepare a report for consideration at a future meeting, 
on: 
+ progress to date of the Business Change Process, and anticipated outcomes; 
+ How the Contract ManagemenVComputer Systems currently used operate, and possible 

improvements to these IT Systems; 
+ Current and proposed methods used to proactively identify faulty streeutraffic lights, and details 

of current and proposed arrangements for members of the public to report faults; 
+ Comparative statistics in relation to the performance of traffic light and street light repairs 

between North Lanarkshire Council, South Lanarkshire and Fife Council and, if possible, 
identifying possible reasons for the differences in performance to date between North 
Lanarkshire Council and other, similar, Authorities, and 
Details of targets for both Performance Indicators for 2002/03. + 

On 15 August 2002 the Review Group met to hear further from the representatives of the 
Department of Planning and Environment, and also from the Assistant Chief Executive on the 
Business Change process. 

The Assistant Chief Executive provided a presentation on the progress to date on the Business 
Change process review of the Street Lighting and Traffic Light repairs process, including: 
+ Public demand via the Northline service; 
+ The current process employed for reporting faults; 
+ The process involved in entering jobs into the IT system; 
+ Current processes for transmitting repair instructions to Amey Roads; 
+ A number of operational difficulties currently experienced with the current process; 
+ A number of suggested changes to the process to improve performance and resolve current 

operational difficulties, and the possible introduction of new measures to improve the position. 
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3.13 The Review Group then considered a report and received a presentation from the Head of Planning 
and Roads which included information requested by the Review Group at the previous meeting, 

3.14 Following consideration of the contributions received to date, the Review Group agreed to hold a 
further meeting, to clarify and address a number of issues which had arisen during consideration to 
date, with a view to identifying areas which require further investigation/action, and to formalise 
recommendations in this regard to the Scrutiny Panel and to the Policy and Resources Committee. 

4 Training for telephone operators and inspectors 

4.1 The Review Group identified that one of the key areas where minor improvements could be made to 
achieve significant improvements in performance would be in the operation of the reporting system 
for members of the public. 

The Director of Planning and Environment advised that a number of new Northline operators had 
been engaged, following a recent reorganisation of his Department, however it was suggested that in 
order to further improve the service, that a review be undertaken of the type and format of 
information relayed to repairs Inspectors to enable that nature of the repair to be immediately 
assessed and carried out. expeditiously. 

4.2 

It is proposed that the Director of Planning and Environment arrange for a Plenary session to be arranged for 
all staff involved in the repairs process, in conjunction with a review of the type and format of information 
relayed to Inspectors following the reporting of faults by members of the public. It is further proposed that 
Inspectors should provide regular feedback to the Northline Administration Supervisor with a view to 
ensuring that appropriate information is being collected by the Telephone Operators on an ongoing basis. 

5 Possible Improvements in the use of Information Technology (IT) 

5.1 The Review Group consider that the current IT Applications employed to process instructions are 
deficient and that the systems should be reviewed. 

5.2 The Scrutiny Panel noted that the North Lanarkshire Direct Team are currently investigating the 
processes used to process instructions, using Business Change methods, and that a streamlining of 
the methods used would improve performance. 

It is proposed, in order to monitor progress with the Business Change process, that the Director of Planning 
and Environment arrange to prepare six-monthly reports to the Planning and Environment Committee 
reporting on progress with the review, subsequent implementation and ongoing monitoring of the new 
arrangements. 

5.3 Notwithstanding the improved administrative procedures likely to be introduced by virtue of the 
Business Change process, the Review Group consider it important that any improvements in the 
processes are matched by improvements in the Contract Management System (CMS). 

5.4 The Director of Planning and Environment advised the Review Group that the CMS currently used by 
the Council and Amey Roads is covered by an IT License agreement between both parties and that 
either party to the agreement could improve the IT system, subject to any improvements being 
compatible with the existing Client "Roads Maintenance Contracts" System (RMC). It is recognised 
that any proposed improvements to the CMS system would require negotiation and agreement 
between the Council and Amey Roads. 

5.5 The Director has advised the Review Group that an improvement specification to the CMS has 
already been prepared and is being examined by both parties. It is estimated that IT improvements 
could reduce Amey Roads' time associated with administration of faults by between 0.5 to 1 day. 

It is proposed that the Director of Planning and Environment assess the potential improvements to this 
Performance Indicator as a result of possible improvements to the IT systems currently used by the Council 
and Amey Roads and report accordingly to the Planning and Environment Committee with details of potential 
costs and benefits and appropriate recommendations. 
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6 Scottish Power Cable Problems 

6.1 Although the Review Group recognised that cable network faults accounted for only 0.2% of the 
current failure rate, and that of that percentage, only a portion of these are due to Scottish Power 
cabling, many of these faults can last for significant lengths of time and cause undue public concern, 

6.2 The Director advised the Review Group that he had targeted capital monies to replace existing 
cables with new cables, which should prove more reliable and allow the Council to undertake its own 
repairs more timeously. 

6.3 In the meantime, the Group propose that the Director of Planning and Environment continue to press 
Scottish Power to improve reliability and response times to faults. 

It is proposed that the Director of Planning and Environment, in partnership with neighbouring authorities in 
the West of Scotland, continue to press for a new Service Level Agreement with Scottish Power in order to 
improve response times and provide a more reliable cable network. 

7 Automatic Traffic Signal Monitoring System (Monitron System) 

The Review Group expressed concerns over the operation of the Monitron automatic traffic signal 
monitoring system. 

In September 1998 the Planning and Environment Committee were advised of increasing costs for 
the CITRAC system, which monitored 16 of the Council's 128 signal installations at a cost of 
approximately f 16,000 per annum. Upgrading of the CITRAC system would have cost the Council 
around f100,OOO over 5 years, with no increase in the number of signals monitored. 

At the time it was recommended that discussions be commenced with manufacturers of 
commercially available equipment to obtain details of the likely costs of providing an automatic 
monitoring system for the North Lanarkshire area, to cover all major junctions. 

In February 1999, Committee were advised that only two companies were able to supply the 
necessary equipment and the Director was authorised to negotiate with both companies. In 
September 1999, Committee were advised that only one of the companies (Monitron) could meet the 
specification required by the Council and authority was provided to allow negotiations with Monitron 
to be entered into. 

In October 2000, the Committee approved a five year lease between the Council and Monitron, at a 
cost of f341,240 exclusive of VAT with Monitron to supply, install, maintain for a 5 year period and 
then remove the equipment for a Remote Traffic Light Monitoring System. 

At a meeting of the Review Group on 26 September 2002 the Director advised the Review Group in 
a report that although the Monitron system had been installed, it currently monitored only 49 of the 
Council's 131 traffic signal installations. The Review Group was advised that a further 51 
installations are intended to be added in the near future, the remaining 31 signal installations are 
unable to be linked to the system as aspects of the equipment require upgrading, at a cost of 
approximately f20,000 per unit. This amounts to a sum in the region of f620,OOO. 

Of major concern to the Review Group was that the system was not functioning as it was intended. 
The Review Group were advised by the Head of Planning and Roads that the Department were in 
negotiations with Monitron to resolve the delays which had been experienced with the installation, 
caused by incompatibility of equipment and telecommunications difficulties. 

It is proposed that the Director of Planning and Environment prepare a detailed report on the operation of the 
Monitron system, including full details of (a) the original specification, current operational status and future 
development of the system; (b) revenue and capital costs to date and in future, and (c) the legal position 
regarding non-performance of the contractor, for consideration by the Planning and Environment Committee. 
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8 Failure Analysis 

8.1 The Review Group welcomes the actions of the Director of Planning and Environment in introducing 
a failure analysis monitoring regime to identify deficiencies in existing practices and achieve 
improvements in performance. 

8.2 The Review Group were advised that reports are regularly compiled to identify where performance 
had failed to meet specific targets, with a view to using this information as a monitoring tool to 
determine whether a pattern was emerging and where improvements could be made to improve 
performance. 

8.3 The Director advised the Review Group that he considered failure analysis to be the most effective 
method of targeting resources to maximise improvements in performance. The recent improvements 
in performance are, in his opinion, directly related to outcomes from the failure analysis process. 

It is proposed that the Director of Planning and Environment continue to employ a failure analysis approach 
to targeting the most appropriate means of improving performance. 

9 Current position 

9.1 

9.2 

9.3 

9.4 

The performance of both Performance Indicators have increased significantly since Quarter 4 of 
2001/02 when the Scrutiny Panel first became aware of the poor standards. 

Whereas the street light repairs performance stood at approximately 77% completed within 7 days 
for Quarter 4 of 2001102, the monthly returns since then have been as follows: 

April 2002 96% 
May 2002 94% 
June 2002 95% 
July 2002 95% 
August 2002 98% 

Details of the monthly performance levels are reflected in the Chart attached as Appendix 1. 

The Performance Indicator information for Quarter 1 of 2002/03 reflects this ongoing improvement in 
performance, as can be seen from the chart below: 

With regard to traffic light repairs, the performance stood at approximately 80% completed within 48 
hours for Quarter 4 of 2001/02, the monthly returns since then have been as follows: 

April 2002 84% 

June 2002 92% 
July 2002 60% 
August 2002 97% 

May 2002 74% 
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Details of this performance is reflected in the Chart attached as Appendix 2 

9.5 The Performance Indicator information for Quarter 1 of 2002103 reflects this overall improvement in 
performance over the Quarter, as can be seen from the chart below: 

9.6 The Director of Planning and Environment has set ambitious targets for both Performance Indicators 
during 2002/03. Both indicators have been set a target of 98%. If these targets are achieved, the 
Council would be among the top performers in Scotland for both Indicators. 

The Review Group acknowledges that the level of repairs within the target periods have increased over 
recent months. 

10 Conclusions 

10.1 The Review Group, in analysing the recent performance of both Performance Indicators, concluded 
that the performance was below acceptable standards for 2000/01, bearing in mind the targets set by 
the Council. 

10.2 The Review Group considered it unacceptable that North Lanarkshire Council was ranked second 
lowest of all Scottish Local Authorities for traffic light repair response times in the most recent Audit 
Scotland performance report. 

The Review Group considered the year-on-year trend of reducing performance levels for street light 
repairs to be unacceptable. 

10.3 

10.4 The Review Group proposes that the Director of Planning and Environment arrange for a Plenary 
session to be arranged for all staff involved in the repairs process, in conjunction with a review of the 
type and format of information relayed to Inspectors following the reporting of faults by members of 
the public. It is further proposed Inspectors should provide regular feedback to the Northline 
Administration Supervisor with a view to ensuring that appropriate information is being collected by 
the Telephone Operators on an ongoing basis. 

The Review Group propose, in order to monitor progress with the Business Change process, that the 
Director of Planning and Environment arrange to prepare six-monthly reports to the Planning and 
Environment Committee reporting on progress with the review, subsequent implementation and 
ongoing monitoring of the new arrangements. 

The Review Group propose that the Director of Planning and Environment assess the potential 
improvements to this Performance Indicator as a result of possible improvements to the IT systems 
currently used by the Council and Amey Roads and report accordingly to the Planning and 
Environment Committee with details of potential costs and benefits and appropriate 
recommendations. 

10.5 

10.6 
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10.7 

10.8 

10.9 

10.10 

I 1  

11.1 

The Review Group propose that the Director of Planning and Environment, in partnership with 
neighbouring authorities in the West of Scotland, continue to press for a new Service Level 
Agreement with Scottish Power in order to improve response times and provide a more reliable cable 
network. 

The Review Group propose that the Director of Planning and Environment prepare a detailed report 
on the operation of the Monitron system, including full details of (a) the original specification, current 
operational status and future development of the system; (b) revenue and capital costs to date and in 
future, and (c) the legal position regarding non-performance of the contractor, for consideration by 
the Planning and Environment Committee. 

The Review Group propose that the Director of Planning and Environment continue to employ a 
failure analysis approach to targeting the most appropriate means of improving performance. 

The Review Group acknowledges that the level of repairs within the target periods have increased 
over recent months. 

Action Plan 

An Action Plan has been drawn up to identify the key Actions that the Council should pursue to 
continue to improve its performance with regard to traffic light repairs and street light repairs, and the 
Action Plan is attached as Appendix 3 to this document. 

12 Recommendations 

12.1 The Scrutiny Panel are asked to consider the aforementioned and recommend accordingly to the 
Policy and Resources Committee. 

Any Member requiring further information should contact Tom Gaffney at Ext 2342. 
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Appendix 3 - Proposed Action Plan 

1 The Director of Planning and Environment to arrange for 
a Plenary session for all staff involved in the repairs 
process, in conjunction with a review of the type and 
format of information relayed to Inspectors following the 
reporting of faults by members of the public. In addition, 
arrangements should be made to ensure that Inspectors 
provide regular feedback to the Northline Administration 
Supervisor with a view to ensuring that appropriate 
information is being collected by the Telephone 
Operators on an ongoing basis. 

The Director of Planning and Environment to arrange to 
prepare six-monthly reports to the Planning and 
Environment Committee reporting on progress with the 
Business Change process review of traffic and street 
light repairs, and the subsequent implementation and 
ongoing monitoring of any new arrangements. 

2 

6 months 

At the conclusion of 
the Business Change 
Process Review 

3 The Director of Planning and Environment to assess the I 6 months 
potential improvements to Performance Indicators as a 
result of possible improvements to the IT systems 
currently used by the Council and Amey Roads and 
report accordingly to the Planning and Environment 
Committee with details of potential costs and benefits 
and containing appropriate recommendations in this 
regard. 

The Director of Planning and Environment, in 
partnership with neighbouring authorities in the West of 
Scotland, to continue to press for a new Service Level 
Agreement with Scottish Power in order to improve 
response times and provide a more reliable cable 
network, and provide regular progress reports in this 
regard to the Planning and Environment Committee. 

4 12 months 



5 The Director of Planning and Environment to prepare a 
detailed report on the operation of the Monitron system, 
including full details of (a) the original specification, 
current operational status and future development of the 
system; (b) revenue and capital costs to date and in 
future, and (c) the legal position regarding non- 
performance of the contractor, for consideration by the 
Planning and Environment Committee. 

6 The Director of Planning and Environment continue to 
employ a failure analysis approach to targeting the most 
appropriate means of improving performance. 

3 months 

Ongoing 


