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NORTH LANARKSHIRE COUNCIL 

Review of Departmental Organisation 

A REPORT BY THE CHIEF U(ECUTIVE 

I, Introduction 

In 1995 the Council set up its current management structures to seek continuity of service provision, maximisation of 
benefits and minimisation of overheads, anticipating likely reductions in funding resources in the years inmdate ly  

I had seen the first three years of the Council’s existence as essentially comprising the changeover from the previous 
authorities, establishng a base for the provision of services, buildmg a forward planning and review system, and learning 
what might be improved 

. ahead, and accepting that major change would have to await the beddmg in of basic services and the experience gained. 

As the Council developed, I felt that a major review might best be undertaken by the incoming administration in 1999, 
whle remaining alert to any opportunities which might arise through retirals or movements of chef officers. For a 
number of reasons, the Council has at th~s time a window of opportunity to reconsider its management structure and, in 
a,o;reement with the Leader of the Council, it was considered that this opportunity should be taken now. Accordmgly t h ~ s  
is a statutory report submitted in terms of Section 4 of the Local Government and Housing Act 1989. 

In undertakmg this review I have obviously to take into account local factors, including the likely changes in the 
operation of the DLO, operational *cuIties shown up in previous stu&es e.g. Service Working Groups or otherwise 
observed in practice or from any comments in audit reports, together with regonal or ~ t i 0 ~ 1  factors such as possible 
changes in the context within whch the Council operates, best value, COSLA structures, McIntosh etc etc, and trends to 
decentralisation, community ownership and community planning. 

I have also sought to take into account progress made by the Council since reorganisation in establishing its overall 
priorities and policy framework its corporate plan and the development plans for its various seMces, together with the 
range of implementation mecharusms required. Although such plans will always need to be revised and updated a sound 
foundation exists on which to build The challenge now is to begm the process of organising to address the new agenda 
for local government, an agenda which features the achevement of best value, whch emphasises the integration of 
policies and services in new ways. where social inclusion, environmental sustainability, partnerships and seMce delivery 
to the community are more important than the traditional professionally based organisation of senices and their delivery. 
As set out in the Council’s corporate p lan  the development of ‘a responsive organisation capable of adapting to change 
requires both a strategic orientation through a streamlined senior management structure concerned with achieving the 
corporate and service priorities of the Council, together with devolved operational management arrangements. ’ 

This review is intended to provide a streamlined, responsive and dynamic structure which will take the Council forward 
over the next few years. It concentrates therefore on the overall shape of departments. However, the Council needs a new 
start and some of the recommendations are based on the need to demonstrate that we have put the past behind us, 
essentially those relating to the early retirements of senior personnel. These officers need not leave the Council’s seMce, 
their posts are not redundant. but notwithstanding the residual costs involved I must recommend the acceptance of their 
early retirement in the interests of the efficient exercise of the Council’s functions and the use of the available statutory 
means to acheve this. 
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2. Chief Executive’s Department. 

I remain of the view that it is extremely difficult for the Chief Executive to run a department at the same time as getting 
all the Council’s departments to run. One alternative might be to release the Chef Executive from all departmental 
responsibility, while another is to minimise h s  responsibilities for l r e c t  services. However, we are still at a development 
stage and it is essential that two key areas are kept close to him, namely performance and partnerships, upon which the 
Council’s and the North Lanarkshre community’s progress will rest. The organisation of elections and public relations 
could be incorporated within the Central Services section of the Administration Department, but a further report on the 
public relations function will be submitted before any changes take place. European affairs would sit better with a 
department more involved in economic development or environmental issues and ttus is addressed later in this report. 

Concentrating on performance, includmg policy planning and departmental performance monitoring, and partnerships, 
includmg the development of a community planning role and our relationships with other public sector partners, would 
leave the chief executive free to engage more fully in these areas and to reduce h s  staffing complement. Internally, it 
would be preferable to now reduce the support staff to a single Assistant Chief Executive, who could manage the day 

(community development with the ad&tion of some some current policy planning work) and emergency planning units. 
Areas such as equal opportunities can now be developed more in practical terms through being integrated with other 

day running of the performance (policy planning and information sections), community planning/partners a 
community functions. 

Whlle the opportunity would be taken to re-appraise the need for any vacancies whch might arise, no direct job 
reductions are proposed at this time, only any necessary transfers withm and between departments, with the exception of 
one Assistant Chef Executive post. I have discussed ths  with both postholders and it is proposed that the post of 
Assistant Chief Executive (Policy) be made redundant and the post of Assistant Chief Executive (Operations) be 
redesignated Assistant Chef Executive, with a change in salary to 662,226 per annum, which would be consistent with 
the structures in some other departments. This will give an integrated approach to partnerships and performance across 
the authority. 

Chief Executive’s Department - Senior Management Structure 

Current Structure salary 
Chief Executive &96,667 
Assistant Chef Executive (Operations) &54,750 
Assistant Chef Executive (Policy) 658,485 

Total Annual Cost E209,902 

Chief Executive’s Office - Senior Management Structure 

Proposed Structure 
Chief Executive 
Assistant Chef Executive 

Salary 
&96,667 
662,226 

Total Annual Cost Sl58,893 Saving S51,009 

2 
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3. Administration Department. 

No changes are proposed in the Legal Services Section (with the exception of certain licensing functions referred to later 
in thrs report) or in the Central Services Section, other than the potential incorporation of the elements of the Chief 
Exemfive’s Department mentioned above. 

In the Personnel Services section there needs to be a greater involvement in policy development and formulation and, just 
as critically, the process of ensuring that policy is implemented in a consistent manner across departments. I would not 
rule out entirely the prospect of the personnel sections which exist in some of the larger departments being brought withrn 
the general establishment of the central personnel function. However, at this stage I would wish to see the Director of 
Administration and Head of Personnel Services placing greater emphasis on the development and implementation of 
policy and best personnel practice across the board and linking more effectively with and between service departments for 
t h s  purpose, includxng measures to set and police standards and working methods across the authority. I would wish the 

. Director of AdrmnistratiowHead of Personnel Senices to report progress on t h s  matter to Committee at an early date. e 1 am also recommenhng that 
personnel work, be transferred to the Finance Department (see below). 

central management services staff, with the exception of any employed on core 

Finally, I feel there is a need for change at the top of the Personnel section and recommend that the the present Head of 
Personnel Services be allowed to leave in the interests of the efficiency of the Council and that the post be advertised. 

Administration Department - Senior Management Structure 

Current and Proposed Structure 
mrector of Administration 
Head of Central Services 
Head of Legal Services 
Head of Personnel Services 

salary 
577,181 
558,485 
558,485 
558,485 

Total Annuid Cost 5252,636 

4. Finance Department. 

As for Personnel, a report will be brought forward by the Director of Finance (thrs cycle) concerning the relationship of 
the central finance function with the &rectors and financial sections in all Council Departments. The Director will be 
examining all options from the status quo (unacceptable) at one end of the spectrum to the possibility of all finance staf€ 
throughout the authority becoming part of the central Finance Department, with the Director of Finance then secon&ng 
such staff as are required to departments to undertake financial duties on behalf of departmental directors and 
management. 

One of the issues brought to the fore in the Service Delivery Workmg Groups and in the recent DLO experiences is the 
role of management services. Much has been decentralised over the years but I would suggest that, with the exception of 
those staff engaged on job evaluation or other mainly personnel duties, any central management services staff should now 
be located within the Finance Department. Preferably they should be part of, or allied closely to, internal audit, which 
will from time to time find areas where some central assistance is required by departments in their methods and 
procedures or where a servicing back-up is required by the au&t service itself when underkdung various assignments. 

As for the personnel function, I would recommend that the Director of Finance is allowed to leave in the interests of the 
efficiency of the service and the post be advertised. 

3 
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Finance Department - Senior Management Structure 

Current and Proposed Structure Salary 
Director of Finance &77,18 1 
Head of Accounting Services &62,226 
Head of IT Services &58,485 
Head of Revenue Services &58,485 

Total Annual Cost e256377 

5. Construction Services Department 

The Construction Services Department has been managmg as best possible with an Acting Director and consultancy 
assistance for almost six months. Now that chsciplinary proceedrngs are nearing conclusion and the Secretary of State @ 
has made clear his view of the way forward for the DLO, the Council can establish a new management for the department 
(always subject to the outcome of current disciplinary proceedings). 

A post at director level is required, irrespective of the DLO dficulties, as the Council needs a chef techmcal adviser, 
contracts monitor and department manager, and I have to recommend that a post at t h ~ s  level be filled as soon as possible 
with the title of General Manager, Construction Services.. 

Elsewhere in the department the role of the Head of Design Services remains the most relevant, although the size of that 
section may be required to reduce over time because of changes in workload. However, gwen the anticipated new 
publidprivate partnershp whch requires to be introduced and the amount of work which now requires to be put out 
solely to private sector bids, the departmental requirements are altering. In addition, a change in the way things are 
managed is required, so that as well as filling a post at &rector level, I would wish to delete from the department’s senior 
management structure the two current posts of Head of Builchng & Roads DLO and Head of Consiruction Resources. 

In view of the changes planned for the DLO it is recommended that the new post at &rector level be advertised on the 
basis of two-year fixed term contract. 7 k s  should allow suffcienf time for the new publiclprivate partnershp(s) to be 
established and for a view to be taken on the post(s) and skills required to be retained thereafter at senior level by the 

by rhe Chef Executive following appraisal by him of the officer’s performance in meeting the annual targets he specifi 
for the post. 

Council. It is further recommended that the post has an annual performance sum to be awarded, or no< in part or in 

For the m&um and longer term I envlsage that the Design Services section of the department will cany on to provide 
the Council with archltectural, quanhty surveying and engneering advice. Some of the posts in the Conauction 
Resources section can, I am confident, be absorbed into the Design section; some others may be surplus, but I would 
expect a full report on th~s to be prowded by the new General Manager, Construction Services soon after appointment. In 
view of the longer term need for the post of Head of Design Services and the need to provide continuing support to a new 
General Manager, who may be from a pnvate sector background, it is recommended that the Head of Design Services 
also be recognised as the Depute General Manager, Construction Services and his salary increased slightly as shown in 
the table below. Th~s increase is also meant to cover future changes outlined below. 

These changes would be for the short to medlum term. For the m d u m  to longer term I would proposz that all the 
remaining in-house functions of the Construction Services Department be transfixred to an expanded Housing & Property 
Services Department, i.e. the remaining Head of Design Services would take all these matters with him to that 
department. 

4 
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The following table shows the current salaries for posts in the department, the proposed salaries and performance award 
maxima :- 

Department of Construction Services - Senior Management Structure 

Current Structure Salary Performance 
Director of Construction SeMces &77,18 1 50 
Head of Buildmg & Roads DLO &58,485 &O 
Head of Construction Resources &51,009 &O 
Head of Design Services &58,485 &O 

Total Annual Cost S245,160 

Proposed Structure Salary Performance 
General Manager, Construction Services 572,000 56,000 
Head of Design Services & Depute GM,CS &62,226 &Q 

Totals ~5134,226 plus max &6?000 
Total Annual Cost (Max) S140,226 Saving $104,934 

It is often the case that salaries for term appointments are higher than those for permanent ones, but in t h ~ s  case I feel that 
events have demonstrated that the permanent salary for the post might be lower than present if we were reviewing the 
responsibilities of directors. It would be expected that the General Manager, Construction Services would be striving to 
attain the establishment and successful settling in of the new public/private partnershp witlun the two year period. If t h ~ s  
was acheved after, say, 15 months, then the postholder, if not transiemng to the new partnershrp, might be offerred a 
terminal payment (to include any notice due) equal to the period of contract remaining. He or she would then have the 
maximum incentives to make a go of the situation, with the possible prospect of finding employment with the new 
partnership andor a lump sum reward for early completion of the major task. The postholder would also be responsible, 
of course, for the whole of the department’s activities, not just the DLO, during the tenure of the posf but it is to be 
expected that the DLO would be hs or her priority. I would expect the Director of Administration and Head of Personnel 
Services to assist in drawing up a suitable contract as a matter of urgency if these proposals are agreed. 

The creation of a temporary post at senior level should be consistent with the Council’s longer term aims, the creation of 
a publidprivate partnership for the DLO and the general &reclion being taken by the Scottish OBce, while the workForce 
may recogruse that the senior management’s future is bound to theirs and the success of the DLO. Should there be an 
unsatisfactory response to the advertisement for a new General Manager then a facilities management arrangement may 
require to be considered. 

@ 

A report on other tiers of management in the DLO prepared on my behalf by the consultant, Mr. Morrow, is also being 
submitted to Committee at this time and we are jointly agreed on the proposals in each report. Taken together, the 
proposals in both this and the consultant’s report concentrate on minimising central management and overheads while 
maximising the operational efficiency of the business. Thrs should assist in makmg the DLO more competitive whtle at 
the same time more attractive to interested partners. I have also &scussed the consequences of the recommendations with 
the Head of Construction Resources who accepts the fact that he will be redundant should the Council agree these 
proposals. 

5 
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6. Housing Department 

Reports by the Service Delivery Working Groups drew attention to Mcul t ies  with the management of council property 
(other than council houses). I would be most concerned to lose the overall view of council property whch such a function 
can provide but would wish for a more hands-on management style to be tried, set witlun the context of the resources and 
aspirations of the authority. The property nettle must be grasped and I now believe that it would best be accommodated 
withm an expanded Housing & Property Services Department. 

I would expect some rationalisation of property inspection, for example, drawing on the housing network and the 
department’s experience in such areas, while at the same time providing the housing side with adbtional expertise in 
land valuation, assembly and d~sposal. From a onedoor development approach as origrnally envisaged, the Council 
could move to a onedoor property management approach, where one department was responsible for all Council 
property. The department would therefore be the sole client for all property management and repairs throughout the 
Council - all the houses, schools, halls, offices, libraries, homes and factory units owned by the Council. It is proposed, 
therefore, to add to the duties of the Director of Housing by transferring to him the Estates Section of the Department f 

Planning & Development, so that all the Council’s property is managed by the one department, whch I am sure will be@ 
the Council’s benefit. I recommend that the Director of Housing’s salary be increased to that of most other directors in 
view of the post’s added responsibilities and the department be renamed Housing & Property Senices. 

Economic development is currently a part of the Economic Development & Estates function, (with an establishment of 37 
out of a total of 137) and a case can be made for moving it to the Housing Departmenf which is involved in a number of 
development initiatives. A case might also be made for moving it to the centre, as part of a combined approach to social 
and economic priorities, but the added implementation work would be timeconsuming in te rm of the chef executive’s 
overall remit. A third, preferred alternative at t h ~ s  time is to leave the Economic Development Section where it is, but 
arranging that it reports directly to the Director of the department. Overall responsibility for partnerships generally will 
now in any case pass to the Chief Executive’s department and I have no doubt that appropriate relationships can be 
developed with our partners, be they about planning infrastructure, business development, SURIs or HAAs. 

The above changes would represent Phase 1 of the development of this department, whose headquarters would remain in 
Coatbridge. The new departmental title would also take account of my recommendation for Phase 2 that, at a future date 
(most probably in 2000/2001), on the successful transition of the DLO to the publidprivate partnership and the 
termination of the post of General Manager, Construction Services, the Construction Services Department would cease to 
exist and all remaining functions would pass to the Director of Housing & Property Services. The reduction in housing 
stock combined with the creation of the private/public DLO partnership offers the opportunity to have one department 
responsible for all the Council’s property and all DLO matters. 0 

Housing Department - Senior Management Structure 

Current Structure salary 
Director of Housing &72,201 
Head of Housing Strategy & Resources &54,750 
Head of Local Housing Services 554,750 

Total AMuaI Cost $181,701 

Housing 8 Property Services Department - Senior Management Structure 

Proposed Structure Salary 
Director of Housing L77,181 
Head of Housing Strategy & Resources 554,750 
Head of Local Housing Services 554,750 
Head of Property 558,485 

TotaI AnnuaI Cost $245,166 Cost f63,465 

6 
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7. Social Work Department 
No major changes are proposed for the Social Work Department at this time. However, consideration of the role, 

relationships and best fit for community work currently undertaken by the department is an issue requiring action in 
association with the other changes in community services outlined below. Accordingly, it is proposed to move the 
community work function to another department. This will affect about 12 posts, currently located in Social Work Area 

- Teams. 

Social Work Department - Senior Management Structure 

Director of Social Work 
Head of Social Work Development 
Head of Social Work Resources 
Head of Social Work Services 

Current and Proposed Structure Salary 
€77,18 1 
€58,485 
€58,485 
€62,226 

Total Annual Cost 5256,377 

8. Department of Leisure Services 

With the pending departure of the Director and a head of service in this department there is an opportunity to consider its 
future. I f m l y  believe it has a future, notwithstanding the financial difficulties it will have to face, but only as part of a 
wider whole, providing the whole range of community services. The Council must develop its services generally in ways 
which meet community needs and aspirations, but there must be a focus for expression of these needs and a resource to 
allow individuals and communities to flourish. 

There might be speculation that libraries could be transferred to Education. I take a different view in seeing a rationale 
for a community resource department which can add community education and community work to its armoury to give it 
a stronger focus, removing ‘Who does what ?’ arguments, providing more outlets for community education and more 
opportunities for community centres, removing conflict over charging policies, while keeping an eye open for any 
overlaps and savings which might be made. There is a real opportunity to establish a departmentfor the community. 

‘Community education,’ as noted in the recent report of a working group on the future of community education,’ is 
primarily (more a way ofworking than a sector of education. ’ The Council’s development of decentralised structures 
and community forums needs the expertise available across departments, but particularly that currently within 
community education, to help build communities from the bottom up, to ensure that everyone gets a chance. In its 
present role community education may have been seen by some as a poor relation in education departments; budgets 
have been under pressure, a pressure which will not go away overnight, as the focus of education has to be on the 
mainstream, while much attention has of late been directed towards the early years and pre-school agenda. Removing 
community education from Education should help both, by making the former a much bigger player in a more 
appropriate setting and providing it with a solid community-oriented base and allowing the Education Department to 
concentrate on raising achievement of schoolchildren, surely its main priority. 

In like vein, I think the responsibility for the careers service should move from the Education Department so that it may 
be available, and be seen to be more available, to the wider community, as part of an opportunity culture to be established 
in our communities. The service is delivered on an agency style basis but it must cover a wider spectrum than potential 
school leavers ; a community base would underline this. The Social Work Department would lose little by relinquishing 
direct control over community workers, whose contribution can be more focused within a department which has 
community service as its aim. 

‘Communities : Change through Learning,’ The Scottish Office, November 1998 (ISBN 0 7480 7223 3) 1 

7 
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Education and Social Work must and will continue to make a positive contribution to community planning and 
development and this should not be under-estimated, but neither should the power for change which can be harnessed by 
bringing the seemingly disparate parts of community service together. 

I am recommending, therefore, that the whole of the community education service and the careers service should be 
transferred from the Education Department to this new Department of Community Services, along with the community 
work function and community workers from the Social Work Department, to join all the current functions of the Leisure 
Services Department. The basic community development functions undertaken by the chief executive would move to this 
new department, along with responsibility for developing equal opportunities and administering grants through the 
community grants scheme, while the department would have the existing Leisure Services role in relation to lottery 
money and sports development grants, etc. 

It is important that a department focused on the community also provides basic community services, rather than just 
acting as a sympathetic sounding board. To complete its functions as both a departmental service provider and a 
community resource, I would now also recommend adding the complete Direct Services side of the Department of 

the sole exception of waste management). The Head of Direct Services would therefore be transferred out * Environmental Services, together with all the related commissioning (client) functions for cleansing and transport ( 

Environmental Services to the renamed post of Head of Cleansing & Transport, to more closely reflect his principal 
duties and the fact that he would now also be responsible for relevant comissioning matters. 

A case can be made for the commissioning function for some services to be placed elsewhere but it would create 
unnnecessary additional change at this stage. A broad strategic change is envisaged here and that stands a better chance 
of success if recognisable entities and groupings are moved, without too many fme distinctions which may result in 
unfamiliar duties being left at the wrong door. For example, it might be argued that one of the less direct DSO services, 
building cleaning, could be commissioned by the expanded Housing & Property Services Department. Another 
alternative might be a grouping within Community Services by internal and external or direct and indirect DSO services, 
but these are matters which can be considered at a future date if necessary. In the meantime I feel the changes sought can 
best be achieved by keeping together the unit moving from Environmental Services to Community Services and not 
trying to do too much too soon. 

All DSOs would now be in the same department and both commissioning (client) and provision (contractor) sides would 
be in the one department for grounds maintenance, sports facilities, vehicle maintenance, refuse collection and street 
sweeping. It would be responsible for sweeping the paths and cutting the grass, emptying the bins and planting floral 
displays, providing sport and recreation facilities and managing transport, cemeteries, catering and cleaning. Having all 
DSOs in one department (and a11 DLOs in another) will assist greatly in the general management of the authority, as 
as minimising ‘Who does what?’ arguments between some of these services. Potential for better integrated sen  
delivery to individuals and households (Ref. Service Delivery Working Group) will be expanded. The Director of 
Community Services and General Manager, Construction Services will be advised that they must report progress 
personally in some detail on a regular basis to the Director of Finance andor myself, in addition to any committee 
reporting which has to be undertaken. Business planning and best value should be enhanced through the application of 
the pooled, additional expertise and common understanding. 

0 

It will be important, however, for the commisioning and provision sides of DSOs to be kept separate within the 
Community Services Department, with a split below the Head of Service level into a small commissioning unit on one 
side and the larger provider on the other. Other client departments who use the department as a managing agent as well a 
provider will need to check that they are satisfied with the specifications as well as the service received (e.g. catering for 
Education and Social Work). 

This new department will have a lot to do, but it will have a key role in commissioning and providing day to day 
community services, from grass cutting and bin collection, to the total integration of a community based approach 
through the provision of arts, libraries, community centres, community education and community work and development. 
Its work should underpin the development of the Council’s area approach and local community forums as well as 
providing listening posts and first stop shops right across the council’s area. 

8 
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The post of Director of Leisure Services should be deleted. A new post of Director of Community Services is 
recommended, with a salary matching that of other directors. Under the new director, I would propose a maximum 
structure comprising a new Head of Arts & Libraries (at the same salary as the current Head of Sport & Recreation and 
responsible for libraries, museums, heritage, major venues); a Head of Community Resources (the current Head of 
Learning Support transferred at a preserved salary from Education and responsible for all community development, 
education, work and centres); a Head of Cleansing & Transport (the current Head of Direct Services in the 
Environmental Services Department); a Head of Parks and Catering (as at present); and a Head of Sport & Recreation 
(as at present). The director will have to consider where responsibility should lie for central services in the department. 

Leisure Services Department - Senior Management Structure 

Current Structure Salary 
Director of Leisure Services 
Head of Culture & Core Services 
Head of Parks & Catering 
Head of Sport & Recreation 

E72,20 1 
E54,750 
E54,750 
E5 1,009 

Total Annual Cost 8232,710 

Community Services Department - Senior Management Structure 

Proposed Structure Salary 
Director of Community Services &77,18 1 
Head of A r t s  & Libraries E5 1,009 
Head of Cleansing & Transport E54,750 
Head of Community Resources E58,485 
Head of Parks & Catering E54,750 
Head of Sport & Recreation E5 1,009 

Total Annual Cost S347,184 Cost 8114,474 

9. Education Department 

Changes should be limited to the transfer of Community Education and responsibility for the Careers Service from this 
department to the new Department of Community Services and any changes relating to the fmance function as a result of 
the pending report by the Director of Finance. 

The changes will result in the transfer of one head of service, the Head of Support for Learning, and the reallocation of 
some of his existing duties within the department to the Head of Quality & Development, who is losing the careers 
portfolio, and to the Head of Contracts & Provisions. It is also likely that there will require to be some reallocation of 
duties among the four Education Officers and the Director of Education will be bringing forward a report on this as 
necessary. 

I) 

Education Department - Senior Management Structure 

Current Structure Salary 
Director of Education &77,181 
Depute Director of Education €62,226 
Head of Contracts & Provisions E58,485 
Head of Quality & Development €58,485 
Head of Support for Learning €58,485 

Total Annual Cost -E314,862 

9 
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10. 

11. 

Proposed Structure Salary 
Director of Education 277,181 
Depute Director of Education 262,226 
Head of Contracts & Provisions 258,485 
Head of Quality & Developopment &58,485 

Total Annual Cost E256377 Saving !258,485 

Department of Environmental Services 

At reorgamsation the Environmental Services Department brought together a number of DSOs involved in cleaning, 
Ix-mspoR refuse collection, etc. Waste management will continue to present problems in the years ahead as rubbish 
collected increases and space available to deposit decreases, so that more imaginative techniques will be required and 
more positive views taken of recycling. Service Delivery Working Groups drew attention to the need to review landfill 
plans. Sometimes opportunities will come through liaison with developers (e.g. afteruse of opencast sites) or with fi 

of circumstances. 
specialising in waste management and a joint planning/environmental services approach could be of benefit in both 

Some aspects of the Environmental Services DSOs may have been rationalised as far as they can go and any further 
economies may even be resisted (e.g. the expansion of wheeled bins in the basic refuse collection service) so that further 
efficiency gains may only be possible on the management side, or adcfitional resources may be sought to pay for existing 
levels of service if prices rise. Alternatively, economies may be available by joining these services with other DSOs, 
combining best management and practices where this is of benefit. The move to Community Services should assist in 
providing a new fiamework whxh can then be examined for overlaps, best combinations and any savings to allow 
service improvements where needed, while at the same time bringing the services, it is hoped closer to public attention. 

On the general environmenWprotective services front the department is performing its work but it is f i c u l t  to see any 
scope for major innovation or significant improvement in the m&um term withm the present framework and the 
resources available. 

Department of Planning 8 Development 

Part of the raison d’etre for setting up the Department of Planning & Development was that it might act as one-sto 9 
shop for those seeking permission to develop, requiring planning consent, bui l lng warrant and perhaps a roads warrant 
and some development assistance, be it land, premises, grant aid or advice. The earlier MembedOfficer Workmg Group 
review was critical of the operation of the property function (see above). 

Members will be aware of the increasing concern for environmental issues and the growing overlap between and inter- 
relationship of its various strands, be they local, national, European or global. By removing property management from 
the Planning & Development Department and the DSO services from Environmental Sengces, the opportunity is 
created to link the remaining areas of these departments together to form a new Department of Planning & 
Environment, whch can take an overview of sustainability, pollution, food safety, water quality, flood prevention, 
building safety, road safety, conservation and development. It will be be the Council’s producer of land use and waste 
management plans, its contact with the water authorities and the Scottish Environmental Protection Agency, its main 
department for regulatory matters. 

The department will be able to focus on monitoring and regulation and for that purpose I would wish the Director of 
Adrmnistration to report further on the feasibility of the transfer of certain of the licensing functions presently in his 

10 
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department (although not the Licensing Board), such as the regulation of taxis, market traders, window cleaners and 
second hand dealers etc. to join the other regulatoy functions of the proposed Department of Planning & Environment. 

There should be opportunities for streamIining adrmnish-ation, management and central policy or monitoring work and 
putting more resources into front line services. This new department, based in Cumbemul& would have a Director and 
two Heads of Service, a Head of Planning & Roads (the renamed post of Head of Planning & Transportation from 
Planning & Development) and a Head of Protective Services (from the Environmental Services Department). 

The department would retain the client role for roads and lighting and be responsible for waste management, to reflect 
its concern for the general public environment, but it is considered that the client side roles for buillng cleaning, street 
cleaning, vehicles and refuse collection should pass to the Department of Community Services. 

I would also recommend that the new department retain responsibility for the Economic Development Section and take 
on responsibility for European af€airs whch relate closely to economic development as well as to environmental and 
planning matters. "his small section could perhaps report directly to the Director, in order to retain both the 

. environmental integrity of the two major sections and the ability of developers to klsit the one department for a number 
of related permits. The attraction to developers as a one-stop shop should not be lminished as the loss of l r ec t  
property involvement may be more than compensated by on-tap expertise in environmental health issues which 
increasingly affect industrial development proposals. 

These proposals mean that I am recommending that the two current posts of Director of Planning & Development and 
Director of Environmental Services be declared redundant. While one or both of the present postholders may wish to 
apply for the new posts of Director of Community Services and Director of Planning & Environment, I must 
recommend most strongly that these posts be advertised externally in view of the scale of the change and the need to 
seek the best possible persons to advance the Council's community and environmental agendas. 

Environmental Services Department - Senior Management Structure 

Current Structure 
Director of Environmental Services 
Head of Direct Services 
Head of Protective Services 

salary 
&72,20 1 
654,750 
554,750 

Total Annual Cost &181,70 1 

Planning 8 Development Department - Senior Management Structure 

Current Structure Salary 
Director of Planning & Development 
Head of Economic Development & Estates 
Head of Planning & Transportation 

577,181 
558,485 
558,485 

Total Annual Cost $194,153 

Planning 8 Environment Department - Senior Management Structure 

Proposed Structure 
Director of Planning & Environment 
Head of Planning & Roads 
Head of Protective Services 

Salary 
677,18 1 
E58,485 
554,750 

Total Annual Cost $190,416 Saving $185,436 



36 

12. Job Descriptions, Performance Appraisal and Recruitment Procedures 
In hs report on the North Lanarkshire Council Building & Roads Deficit 1997/98 (SR 98/2), the Controller of -4ud1t 
drew attention to the need to clarify the accountabilities and responsibilities between senior officers, particularly the 
clarity of job descriptions. I have been in contact with peer group authorities to obtain samples of their job descriptions 
and will be bringmg back to Committeee as soon as possible information and recommendations on this matter. 

I will also be worlang on a performance management system for all senior managers. I would wish this to be in place 
before the Summer recess and will be seeking assistance from Personnel Senices in developing an appropriate system. 

In order to progress current vacancies, it is proposed to proceed with Interim Job Descriptions for consideration by the 
Appointments Committee. Current arrangements will work for Construction Services, but the Council may wish to 
consider afresh membersbp of Appointments Committees for the new posts of Director of Community Senices and 
Director of Planning & Environment. 

13; Savings - 
Overall, the changes mean a net reduction of 4 chef officers, from 37 to 33, (a 10% cut) and fuIl year salary savings d) 
&221,925 or 9.5% less than the current annual salary bill. The annual total saving will be approximately &200,000 when 
employer’s oncosts are added and residual pension costs deducted. The total annual salary bill for chief officers will in 
fact be less next year under these proposals than it was in 1995/96, the first (shadow) year of the Council’s existence. 

14. Property and Accommodation 

Not all the changes can take place overnight in terms of accomodation. I feel the headquarters of Education and Housing 
& Property Services should remain in Coatbridge, Social Work and the central services in Motherwell and the new 
Planning & Environment Department should be in Cumbernauld building on the existing Planning & Development 
occupation there. The Construction Services headquarters will remain in ViewparWBellshill in the meantime, but will 
require less space than previously. 

Consideration should be given to the location of the headquarters for the new Community Services Department and I 
would suggest that the Head of Property (the present Head of Economic Development & Property) should compile a 
report on the options available to the Council for a departmental headquarters and how best use can be made of existing 
accommodation in moving units and sections of existing departments affected by th is  report to be part of their new 
departments where necessary. 0 

15. Implementation date 

Notwithstan&ng any accommodation changes required, many of the changes proposed can and should take place as won 
as possible and I would propose a 1 April changeover date for operational and budget purposes for all parts of this report. 
Where a new &rector is not in post those parts of hs or her department will continue to report to existing directors as a 
temporary measure. 

l k s  also means that there is no need for any changes in Committee structure etc. prior to the Council elections due in 
May, as the changes are scheduled to come into effect during what will be a period after the last formal meeting of the 
Council in the life of the Current administration. The changes do, however, offer members a clearer prospect and an 
opportunity to consider &fferent committee arrangements after the elections 

12 
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16. Redeployment opportunities 

Wherever possible, officers have been matched into equivalent or near equivalent posts and t h i s  underlies the moves at 
second tier level. Only in the case of two directors have I felt that suitable alternative employment is not available, and 
although they may wish to apply for any new posts advertised no guarantee of employment can be given. I have further 
recommended that any posts not filled by matchng in t h ~ s  report should be advertised externally. 

17. Termination terms 

In accordance with the Council’s usual practice, it is proposed that the maximum dscretion be afforded in termination 
tenns for all officers leaving the Council’s service as a result of h s  report. 

Personnel leaving the Council’s service as a result of t h ~ s  report and who accept that they have ceased to hold local 
government employment in the interests of the efficient exercise of the Council’s h c t i o n s  will be advised that it is a 

. condition of their early retirement that they may not, for a period of two years following their retirement, advise any 
organisation in respect of any proposal or participate in any exercise whch has as its aim the externalisation of any 
services provided by North Lanarksbre Council. @ 
"his report has been prepared based on the current arrangements in force for the operation of the Strathclyde Pension 
Fund, whereby the Council meets the cost of any added years awarded and any redundancy payments made whle all 
other pension costs are met by the Pension Fund. Full details of the amounts involved in respect of each officer leaving 
the Council’s service will be made available on a confidential basis as a supplement to this report. 

18. Termination dates 

All chef officers leaving the Council’s service will do so on a day three months from the date of the Council meeting 
approving any redundancy or departure in the interests of the efficiency of the service or on such other date, later or 
earlier, includmg payment in lieu of notice if appropriate, as may be determined by the Chief Executive to ensure sensible 
management arrangements are in place whde appointments are being made and/or to safeguard the Council’s financial 
position (e.g. should there be any change proposed in the arrangements relating to the operation of the Strathclyde 
Pension Fund). 

13. Discretion 

The Council is requested to =Orant the Chef Executive discretion in implementing any changes so that minor adjustments 
can be made as necessary to ensure a smooth transition, on the basis that a report on the exercise of all such dwretion 
will be made to Council in due course. 

20. Annexes 

A number of Annexes are attached to this report to help illustrate the proposals it contains :- 

A Management Structure, Exlshng 
B Management Structure. Proposed 
C Human Resources, Current and Rdstributed 
D Revenue Expenhture, Current and Rdstributed 
E Summary of Indwidual Post Change Proposals 

13 
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21. Summary 

In summary, this report proposes :- 

A new start and sharper focus for the Council’s management, with minimum disruption to frontline staff 

A major move forward in developing the strategic management of the Council’s services 

A reduction of one department of the Council at this time and a further reduction of another department after two years, so 
that the Council would move from having 9 directors to 8 with immediate effect and to 7 in financial year 2000/2001. 

A total salary bill for top management of the authority which will cost less in 1999/2000 than it did in 1995196, the first 
. year of the Council’s life, when it was reduced greatly at that time from the sum of the constituent parts of the new 

authority. 0 
The release of E200,000 in a full fmancial year to contribute to the development of Council services 

All property matters will be in one department, the expanded Department of Housing & Property Services. 

All environmental matters will be in one department, the new Department of Planning & Environment. 

All DSOs (grounds maintenance, street cleaning, refuse collection, catering, building cleaning and vehicle maintenance) 
will be in one department, the new Department of Community Services, 

A new Department of Community Services which will offer a departmentfur the community, having overall responsibility 
for arts, libraries, heritage, sport, recreation, entertainment, public information, careers, community centres, community 
education and community work, as well as a whole range of basic public services. 

22. Recommendations 

The Council is recommended to accept the terms of this report. 

15 January 1999 
c/ AndrewCowe 

Chief Executive 

AIC NLCRDO 0 199 
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NORTH LANARKSHIRE COUNCIL 
REVIEW OF DEPARTMENTAL STRUCTURE 

ANNEX C 

HUMAN RESOURCES blishment figures) 

1. By EXISTING DEPARTMENTS 

Full Time Equivalents as at December 1998 
Department Totals Staff Teaching Manual TOTAL % of 

FTE FTE FTE FTE Total 

CEO 
Administration 
Construction Services 
Education 
Environmental Services 
Finance 
Housing 
Leisure Services 
Planning 8 Development 
Social Work 

55.50 
241 .OO 
448.00 

1474.65 
239.36 
342.79 
473.91 
593.74 
393.00 

1367.52 

0.00 0.00 
0.00 0.00 
0.00 1159.00 

3544.66 24.84 
0.00 1382.60 
0.00 0.00 
0.00 252.50 
0.00 1053.90 
0.00 0.00 
0.00 531.98 

55.50 
241 .OO 

1607.00 
5044.15 
1621.96 
342.79 
726.41 

1647.64 
393.00 

1899.50 

0.41% 
1.77% 

71.83% 
37.75% 
71.94% 
2.52% 
5.35% 

72.73% 
2.89% 

13.99% 

ALL BEPARTMENTS 5629.46 3544.66 4404.82 13578.94 100.00% 

2. REDISTRIBUTED AS PER PROPOSED DEPARTMENTS 

Full Time Equivalents as at December 1998 
Departmental Totals Staff Teaching Manual TOTAL % of 

FTE FTE FTE FTE Total 

CEO 46.00 
Administration 246.00 
~ ~ ~ ~ ~ ~ ~ + -  Sawices 768.24 
Construction Services 446.00 
Education 1353.65 
Finance 346.79 

Planning & Environment 489.86 
Social Work 1355.52 

e 

Housing & Property Services 573.41 

0.00 
0.00 

65.00 
0.00 

3479.66 
0.00 
0,00 
0.00 
0.00 

0.00 
0.00 

2436.50 
1159.00 

24.84 
0.00 

222.50 
0.00 

531.98 

46.00 
246.00 

3269.74 
1605.OQ 
4858.15 

346.79 
825.91 
489.86 

1887.50 

0.34% 
1.87% 

24.09% 
17.82% 
35.79% 

2.55% 
6.08% 
3.61% 

73.90% 

ALL DEPARTMENTS 5625.46 3544.66 4404.82 13574.94 100.00% 

AIC NLCDSRH. 
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NORTH LANARKSHIRE COUNCIL 
REVIEW OF DEPARTMENTAL STRUCTURE 

- .  ., ANNEX D 

REVENUE EXPENDITURE 

1 .  By EXISTING DEPARTMENTS 

1998/99 Revenue Expenditure % of 
Department Totals Total Spend % of Total Total Total Spend Total Net 

(Gross) Gross Spend Income (Net) Expenditure 

CEO 
Administration 
Construction Services 
Education 
Environmental Services 
Finance 
Housing 
Leisure Services 
Planning 8 Development 
Social Work 

Allocated Totals 

MiscAVon-alloca fed 

7,638,962 
10,306,584 
6,037,953 

200,943,300 
48,215,091 
92,331,316 
160,387,635 
46,212,801 
5951 0,780 
70,892,755 

702,477,177 

-1 1,538,389 

7.09% 
f .47% 
0.86% 

28.60% 
6.86% 

73.74% 
22.83% 

6.58% 
8.47% 

70.09% 

7 00.00% 

4:287,171 
9,013,475 
6,037,953 
12,586,940 
31,964,933 
54,703,404 
156,689,385 
7,656,949 
22,082,178 
10,142,500 

3,351,791 
1,293,109 

0 
188,356,360 
1 6,250,158 
37,627,912 
3,698,250 
38,555,852 
37,428,602 
60,750,255 

315,164,888 387,312,289 

300,127,000 -31 1,665,389 

0.87% 
0.33% 
0.00% 

48.63% 
4.20% 
9.72% 
0.95% 

9.95% 9.66% e 
75.69% 

f 00.00% 

Council Totals 690,938,788 61 5,291,888 75,646,900 

2. REDISTRIBUTED AS PER PROPOSED DEPARTMENTS 

1998199 Revenue Expenditure % of 
Department Totals Total Spend % of Total Total Total Spend Total Net 

(Gross) Gross Spend Income (Net) Expenditure 

CEO 
Administration 
Community Services 
Construction Services 
Education 
Finance 
Housing 
Planning & Environment 
Social Work 

6,078,456 
11,499,867 
95,623,368 
6,037,953 

196,058,750 
92,331,316 
181,204,055 
42,750,657 
70,892,755 

0.87% 
7.64% 

73.67% 
0.86% 

27.97% 
73. ?4% 
25.80% 

6.09% 
70.09% 

3,990,014 
9,310,632 
39,917,102 
6,037,953 
12,281,220 
54,703,404 
176,298,045 
2,484,018 
10,142,500 

2,088,442 
2,189,235 
55,706,266 

0 
183,777,530 
37,627,912 
4,906,010 
40,266,639 
60,750,255 

0.54% 
0.57% 

74.38% 
0.00% 

47.45% 
9.72% 
7.27% 

70.40% 
75.69% 

Allocated Totals 702,477,177 700.00% 315,164,888 387,312,289 700.00% 

MiscAVon-allocated -1 1,538,389 300,127,000 -31 1,665,389 

Council Totals 690,938,788 61 5,291,888 75,646,900 

AIC NLCDSRF 
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ANNEX E 

SUMMARY OF INDIVIDUAL POST CHANGE PROPOSALS 

Annual Salaries 
Saved Added Maintained 

OFFICERS LEAVING THE SERVICE 

Director of Environmental Services 72201 
Director of Finance 77181 
Director of Planning & Development 771 81 
Assistant Chief Executive (Policy) 
Head of Construction Resources 
Head of Personnel Services 

*HER POSTS DELETED 

Leisure Director of Leisure Services 
Constrn Head of Building €4 Roads DLO 

POSTS TRANSFERREDIRESTYLED 

From 
Constrn Director of Construction Services 
Hsg Director of Housing 
CEO Assistant Chief Exec (Operations) 
Leisure 
Constrn Head of Design Services 
EnvServs Head of Direct Services 

Head of Culture & Core Services 

58485 
51 009 

58485 
258876 135666 

72201 
58485 
130686 

To 
78000 General Manager, Construction Ser Constrn 
771 81 Director of Housing & Property Servi Hsg&Pty 

771 81 
72201 
54750 62226 Assistant Chief Executive CEO 
54750 51 009 Head of Arts & Libraries Community 
58485 62226 Head of Design Services & Depute GM, Constrn 
54750 54750 Head of Cleansing & Transport Community 

PlngDevt Head of Economic Devt & Property 58485 58485 Head of Property Hsg&Pty 
PlngDevt Head of Planning & Transportation 58485 58485 Head of Planning & Roads PlngEnv 
EnvServs Head of Protective Services 54750 54750 Head of Protective Services PlngEnv 
Education Head of Quality Development 58485 58485 Head of Development & Support Education 
Education Head of Support for Learning 58485 58485 Head of Community Resources Community 

660807 674082 

NEW POSTS CREATED 

Director of Community Services 
Director of Planning & Environment 

TOTALS 

TOTAL ANNUAL SAVING 

771 81 
771 81 
154362 

1050369 828444 

a) Salaries f221,925 

b) Salaries & Oncosts f246,337 
c) Max residual costs f49,318 

d) Net annual savings f197,019 
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