
REPORT 
I To: POLICY AND RESOURCES I Subiect: BEST VALUE - 

[PERFORMANCE & BEST VALUE] 
SUB COMMITTEE 
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1. INTRODUCTION 
1.1. The Best Value Regime was introduced in 1997 by government as a means of improving the 
quality and cost-effectiveness of council services, improving Councils’ internal management and 
involving the public in setting standards of service and council priorities. 

1.2. The principles of Best.’Value are fundamental to how the Council conducts its business and 
delivers services to the residents of North Lanarkshire. It involves every Department of the Council 
and requires all employees to think more about the way they work and how they can contribute to 
the Council’s effectiveness. 

2. BEST VALUE PLAN 

2.1. North Lanarkshire Council’s Best Value submission and Action Plan were approved by the 
Scottish Office in December, 1997 and updated in December, 1998 and December, 1999. In order 
to ensure that the objectives of the Plan {in relation to both the cost and the quality of services} are 
fulfilled, a programme of continuous improvement through the Service Review process was 
approved. 

3. SERVICE REVIEW PROGRAMME 
3.1 Service Reviews cover all services across all Council Departments over a 5-year period. A rota 
for the review of services was devised in order to organise the services/functions of the Council into 
yearly tranches. 

3.2. My report to the Policy and Resources {Performance and Best Value} Sub Committee in 
October, 1999 presented executive summaries of 11 of the service reviews in Year 2.  In the interim 
period, f i l l  service review reports have been reported to the appropriate Service Committees. At the 
time of reporting in October, 1999 the review summaries for Tranche 2 were at various stages of 
completion. Appendix 1 contains summaries of the remaining 4 reviews from Tranche 2, those for 
Economic Development, Building Control, Local Housing Service {Areas 1-6) and Property 
Services, completing the reporting of these summaries for all of the reviews in year 2 of the 
programme. 

4. RECOMMENDATIONS 

4.1 It s recommended that the Sub-Committee notes the report. /i 
/e%& 

Chief Executive 
Local Government Access to Information Act 

For further information on this report contact Alex Gardiner or Mike McKever on ext. 2231 or 2348. 



Appendix 1 

BEST VALUE SERVICE REVIEW 

EXECUTIVE SUMMARIES 



1. ECONOMIC DEVELOPMENT 
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2.4 
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3. 

3.1 

Best Value Sentice Reviews 

North Lanarkshire Council‘s Best Value submission and Action Plan was approved by 
the Scottish Office in December 1997. In order to ensure that the objectives of the Plan 
in relation to both the cost and the quality of the services are fulfilled, a programme of 
continuous improvement through the Service Review process was approved. 

North Lanarkshire Council’s Economic Development Unit started its review process 
earlier t lus  year with the initial focus being the development of mechanisms, systems 
and skills to assist in the review process and enable continuous improvements. It is 
intended that all services within the Economic Development Unit will be reviewed by 
December 2000 (subject to further agreement). The services selected for consideration 
at this time are the first to be reviewed in this way within the Economic Development 
Unit. 

Services selected for review 

The Economic Development Unit selected two services and one management issue for 
the focus of t h l s  review. 

The Economic Development Unit has a staff of 25 people providing services to both 
businesses and the unemployed. This review has focused mainly on services provided 
by the Business Development team which has seven staff directly involved in delivering 
a range of services to North Lanarkshire businesses. Two of these services have been 
selected for review. 

Loan Services which are made up of two programmes: Small Business 
Scheme and the West of Scotland Loan Fund. These programmes provide 
businesses of between 51,000 to 530,000. Loans of under 515,000 require 
security. 

support 
loans to 
no legal 

The Employment Grant Scheme provides wage subsidies ranging from 40 - 60% to 
businesses in all sectors (SME‘s) employing unemployed people in new and permanent 
posts. 

A third management issue has also been selected for review. This is staff absence 
caused by illness, 

Basis for selection 

The W. services were selected on the basis that: 

The selected services represent the larg .i budget spend of all our business 
development services. 
They represent both types of financial assistance (grants and loans) which are 
provided by the Economic Development Unit. 
Both services offer us an opportunity to assess our business development approac? 
and its impact on both macro and micro economic strategies. The EGS impacts 01. 
the national govement initiative New Deal while the loan Services provide an 
opportunity to deliver as part of a local business development strategy. 
It was appropriate to focus a review on services to businesses as an extensive 
review on services to unemployed is being undertaken by the Lanarkshire Alliance. 
It was therefore inappropriate to review the EDU’s services to -2employed at this 
time. 

C:’MSOFFICE\U’INWORD\REVIEW.DOC 
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3.2 

4. 

4.1 

4.1.1 

4.1.2 

4.2 

4.2.1 

4.3 

4.3.1 

4.4 

4.4.1 

4.5 

4.5.1 

Staff absence was selected on the basis that: 

it was an issue affecting the performance of the EDU. 
reducing staff absence is critical to service improvements. 
the review process would provide a mechanism to develop management processes, 
practices and skills relative to this issue. 

Techniques used 

Customer Consultation 

Over 200 users of the Economic Development service responded to a base line survey 
which established current levels of customer satisfaction. 

The survey asked about any problems customers had experienced when using the 
service; whether they had made direct or indirect contact with the Economic 
Development Unit (only 38% of customers had accessed the Economic Development 
Unit services directly). The survey was able to establish levels of satisfaction among 
the various client groups. 

Staff Survey 

In addition to the customer survey, a survey of staff was undertaken to establish staff 
attitudes to managers, customers, their workplace, their responsibilities, as well as 
providing an opportunity to identify barriers to improvement in customer service. 64% 
(16 staff) responded to the survey. 

Benchmarking Club 

The Economic Development Unit has been involved with the benchmarking club since 
January 1999. Members of the club include other economic development services in 
South Lanarkshire, Renfrewshire, Falkirk, Fife and West Lothian Councils. The club 
has met seven times and has exchanged various types and levels of information. The 
initial work of the club commenced with a rough and ready assessment of the various 
services provided with a range of performance indicators. Follo~ '2 this, it was 
c .)parent that there 'vas substantial differences in the various ecmi .c development 
services provided thrmgh local authorities which lead to difficulties in benchmarlung 
through the club. Despite this, it was agreed by members that meetings should 
continue, but on a reduced basis, focusing on specific and measurable services but also 
using the opportunity to exchange mformation on best practice within service reviews. 

Other Benchmarking 

Other benchmarking work has been camed out by identifying specific service providers 
who have developed an element of expertise in the delivery of their service. Meetings 
have been held and data exchanged with Glasgow City Council, British Steel 
(Industries) Ltd and the Bank of Scotland. Benchmarking in this way has proved more 
beneficial than through the club. 

Value for Money Assessment 

As part of the review North Lanarkshire Council's Management Services has camed 
out value for money assessments in both loan and employment grant services. Tllis 
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exercise has examined the cost and effectiveness of both services and resulted in a 
series of recommendations. 

4.6 Independent Evaluation 

4.6.1 Both services as part of a West of Scotland Partnership, receive up to 50% fundmg 
from the EU. As part of the fundmg agreement, independent evaluation and continual 
performance monitoring is regularly carried out. These systems are still being 
developed and a number of recommendations have been made as part of the service 
improvement plan. 

4.7 Job Costing System 

4.7.1 Since February 1999, a job costing system has been implemented w i h  the Economic 
Development Unit. This requires all staff to complete timesheets and has enabled us to 
establish and measure the cost and effectiveness of service delivery. 

4.8 Internal Audit 

4.8.1 In April 1999, the Council's internal audit team completed their review of the 
Economic Development Unit's financial procedures and identified a number of areas 
for improvement in a comprehensive report. These have all been implemented. 

4.9 Client Based Management Information System 

4.9.1 A new client based management information system has been developed and 
implemented w i h  the Economic Development Unit within the last three months. It 
will provide a tracking system to record and monitor the cases of client companies and 
provide basic measurement and output information. l h s  system still requires 
substantial development work in order that a hlly integrated market lnformation 
system is in operation within the EDU. 

5.0 Review Findings 

5.1 l h s  section draws together the findings of the report into broad conclusions and 
summarises the issues for discussion. The findings are grouped as follows:- 
Employment Grants Scheme and the Business Loan Sewices - findmgs that are 
common to both services 
Employment Grants Scheme - findings specific to the service 
Business Loan Services - findings specific to the service 
Business Development Services - findings that are applicable to all business 
development services 
Staff Absence - findings specific to this issue 

Employment Grants Scheme and the Business Loan Services 
Overall it is clear that the Employment Grants Scheme and the Business Loan Services 
are run in an efficient and effective manner by the Services to Business Team withm 
the Economic Development Unit of the Council. 

5.2 

5.3 Operationally the review concIudes that EGS is a success. The review of the Council's 
business loan service has shown it to be a service that, generally, is one that is well run 
and provides genuine additionality to client organisations. 

5.4 A recent customer consultation exercise was undertaken, its objective being to assess 
all aspects of the sen.ice provide by the Planning d2 Development (as it then was) 
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Department of the Council. This consultation exercise presented both services in a 
good light in terms of the customer‘s perception of the service provided. 

5.5 There are training and procedural improvements that can be made to both programmes 
which could increase efficiency and effectiveness and these are detailed in each of their 
reviews. 

Employment Grants Scli eme 
The review of EGS reported that the staff involved are rated by service users as being 
of high quality, friendly, efficient, quick to respond and informative. 

5.6 

5.7  The procedures for EGS are clearly set out in the Procedures Manual and are easy to 
follow, creating a simplicity in the scheme which appeals to the local business 
community. 

5 . 8  The programme contains a very high volume of administrative requirements for the 
local authority as part of processing the application. 

5.9 Undoubtedly the main issue for the EGS programme is its economic justification with 
regards to its fit with New Deal and the need to reduce the level of dead-weight from 
45% i.e. the level of employers who would have recruited the same person at the same 
time without the subsidy. In order to prevent any overlap with New Deal, criteria for 
EGS recruits would have to be limited to people unemployed for between 3 and 6 
months. In addition, if dead-weight is to be reduced and additionality perhaps in the 
form of a training commitment from the employer included in the criteria, it is not 
definite that the programme would be economically justified or would provide an 
improved sewice. Therefore if these changes are to be made to the fimdamentals of the 
programme, an impact assessment would be required. 

Business Loan Services 
A recent evaluation of the loan sewice was carried out by economic development 
consultants Segal Quince Wicksteed. SQW concluded that the fund was an important 
business development tool for SME’s in the West of Scotland and in economic 
development terms one that offers high levels of additionality and low levels of 
displacement. 

5.10 

5.1 1 The West of Scotland Loan Fund is a tried and tested formula that has stood the test of 
time and addresses genuine market failure resulting from social, cultural and economic 
circumstances present in the West of Scotland. 

5.12 One concern highlighted in the SQW evaluation of business loan services was the need 
for a higher proportion of the funds to be directed towards funding new tec’ :iology as 
opposed to being devoted to the use of working capital. This could be momtored over 
past, existing and future loan applicants to assess whether loans for technology are 
accounting for a greater or smaller proportion of all loans. Consideration should be 
given to the benefit of linking loan hnding to new technology driven companies. 

5.13 It is notable that a significantly higher proportion of clients admitted to using the loan 
h d  for working capital after they had benefited from the fund than when they were 
actually applying for a loan, indicating they are perhaps not always 100% honest in 
revealing what they need the loan for. 

5.14 Consideration should be given to using loan fbnds to address the government’s social 
inclusion agenda, targeting companies who will commit themselves to, for example, 
employing the long term unemployed, residents of SIPS (Strategic Inclusion 
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5.15 

5.16 

5.17 

5 .18  

5.19 

5.20 

5.21 

5.22 

Partnership) or those companies or firms that are located in or near to areas designated 
as suffering from social and economic decline. 

In terms of the future of the business loan fund we should establish if the initial reason 
of providing access to capital for small businesses is still a valid reason. If not, then 
what do we want it to be continued for in North Lanarkshire? Priorities for which loan 
hnding is to be considered need to be agreed. 

Brrsiness Development Services 
All business development programmes require substantial , 'mprovements in their 
evaluation and monitoring. It has been proposed that a framework for thls be 
established for all services. 

AI1 business development programmes need improved marketing. This marketing 
needs to be more strategically focused to assist in improved targeting of the service. 
The reviews for both programmes did raise significant strategic issues which were 
common to both services and will require further analysis before any conclusive 
recommendations could be made on the way forward. 

It is clear throughout the customer consultation exercise that local business are dealing 
with a number of agencies when it comes to getting assistance for their business. The 
consultation exercise revealed that some clients did not even know at stages who they 
were dealing with, by returning the questionnaire saying they had never received 
assistance from the council when they clearly had. In some cases t h l s  could be dealt 
with by improved marketing and branding of services, but the number of agencies in 
the network is certainly a factor in confusing the client. This observation is applicable 
across all business development services and all the economic development agencies in 
North Lanarkshire. Clearly t h l s  is an issue which needs to be addressed by all partner 
agencies. 

The alternatives that are open to the Council is that they either contract their services 
out to a recognised point of delivery for business development services or business 
development services are contracted to the Council, so that they become the point of 
delivery. Both options require extensive consideration and consultation withm North 
Lanarkshire Council and with external agencies. 

The Scottish Parliament have already begun work examining the delivery of economic 
development services throughout the ceuntry. The Parliament's Enterprise and Lifelong 
Learning Committee has launched an aquiry, due to be completed in March or April 
2000, into the potential duplication in the delivery of economic development activity by 
organisations such as local enterprise companies, local authorities, enterprise trusts and 
chambers of commerce. 

The strategic rationale for North Lanarkshire Council's commitment to business 
development activity is clearly stated in the Corporate Plan and the area regeneration 
strategy, Changing Gear. What is less clear is precisely what the Council's 
involvement in this activity should be. The sen4ces provided by the Economic 
Development Unit are largely those whch were i . .rited at xorgankation. Whde 
most have been adapted to best meet the needs of l~-Lzl companies, there has been no 
major shift in resources or services to reflect the priorities of the new organisation. 
The key question is, what does the Council want to achieve through its business 
development activity ? 



Staff Absence 
The Economic Development Unit’s rate of absence (from April 1999, an average of 
7.6% compared to the public sector average of 4%- Source CBI) is affecting the 
services provided by the Unit. The EDU’s high level of absence is caused mainly by 
long term absence. In order that future levels decrease, improved management of staff 
absence requires to be implemented in line with the corporate absence management 
policy and procedures. The attached Improvement Plan sets out an extensive range of 
measures to tackle tl-us. 

5.23 

6. Conclusion 

6.1 The above reflect the majority of the key findings from the reviews into loan and 
employment grant services and the issue of staff absence. The findings clearly state 
that the services achieve a high level of customer satisfaction, do create economic 
benefits and operationally function very well. Both loan and EGS services are well 
established and popular forms of assistance, which provide real economic benefit to the 
North Lanarkshire business community. 

6.2 The improvement plan sets out a course of action which will build on the success of the 
service to date, but will aIso encourage a more strategically focused approach to the 
Council’s economic development function which will achieve better value. 

6.3 The improvement plan address the strategic, operational, monitoring and marketing 
issues that are raised in the key findings. 

C:LVSOFFICE\WINWORD\REWEW.DOC 
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IMPROVEMENT PLAN 

Chief Excc’s 
Deptf 
MMcCKMcAI 
EB 

STR 
No. 

1. 

2. 

3. 

4. 

5.  

6. 

7. 

8. 

Scpt 2000 

LTEGIC ISSUES 
~~ ~ - 

Improvement Actions 

Carry out an impact assessment of a change to the EGS criteria for recruitment 
of unemployed persons which would ensure no overlap with New Deal. 

Revise EGS criteria for recruitment of unemployed persons which would ensure 
no overlap with New Deal or other programmes. 

~~~~~~ 

Review current all business development delivery mechanisms across network and 
agree improved approach. 

Review the Council’s role in business development activity. 

The implementation of the corporate policy on managing absence to be prioritiscd. 

It is recommended that awareness is raised among staff on the corporate policy on 
managing absence. 

~~ ~ - ~~ ~ 

It is recommended that further considerath be given to managing long term and 
recurring illness. 

Staff consultation will continue as a critical part of the review process to ensure 
that staff concerns are included. 

Improvement target/ 

Recommendations on future 
programme delivery. 

Output 

Reduction in the number of 
recruits. (possibly up to 50%). 

Improved customer services 
Increase in demand for services - 
10% per year. 

A more strategically focused 
approach to Economic 
Development activity within 
North Lanarkshire Council. 

Reduction in current levels of 
absenteeism. 

Reduction in current levels of 
absenteeism. 

Reduction in current levels of 
long terni and recurring 
absenteeism. 

Increased levels of staff 
satisfaction. 

December 1999 

April 2000 1 
MMcCKMcA Sept 2000 l-- 

March 2000 =--I-- 
I 

March 2000 MMcC 

MMcC March 2000 

December 2000 1 



OPI 
No. 
- 

Establish definition of ‘gap 
fiinding’ in terms of a percentage 
of nroicct costs. 

1. 

2. 

3. 

- 

- 

- 
4. 

5 .  

6. 

- 

- 

- 
7. 

SL 

8. 

9. 

10. 

11. 

12. 
13. 

14. 

I_ 

- 

- 
- 

- 

- 

ZATIONAL ISSUES 
Improvement Actions 

It is proposed that consideration is given to making the provision of training a 
requirement of EGS, or that the scheme incorporates some training element. 
Consideration should be given to the level of additionality generated by EGS, and - -  
how this can be immoved in the future. 
There is a case for examining whether the existing maximum limit of 250 
employees which constrains access to EGS should be reduced to a lower level in 
order to focus activitv on assisting small and micro firms 
Increase the level of multiple use of Services to Business initiatives. 

The links between the EGS and Training Assistance Grant should be further 
developed. 
The mentoring element of EGS should be developed and formally linked to other 
training programmes, as it is the additionality provided by such elements which 
will facilitate the attraction of European funding in the future. 
It is suggested that further members of staff are trained in knowledge of EGS and 
given the capability to handle and deal with specific enquiries. 

Examine the levels of staff required to undertake all duties associated with the 
EGS scheme. 

Consideration should be given to reducing the value of the EGS grant offer. This - 
would enable better planning and forecasting. 
Review the manual aspects of administering the EGS scheme once the computer 
system has been hlly implemented. 
A new financial forecasting sofiware package for business loans is purchased 
subject to cost benefit analysis. 
Further training for administration staff on the loan assessment procedure. 
Increase awareness among all staff involved on loans procedures and 
documentation. 
More consultation with other public sector bodies to be undcrtnkcn to cstnblish 
parameters for establishing what ‘Gap funding’ is 

Improvement target/ 1 Responsibility 
Outnut 

I EB 
Reduce dead-weight by 10%. 

I 

I EB 
Reduce dead-weight by 10%. 

Reduce dead-weight by 10%. 

Applications to other schemes 
from EGS increase bv 20%. 
Links quantified and further 1 EB 

mentoring service. 

Additional members of staff 
equipped with knowledge of 

I EB 
Improve efficiency. 

To be 
corn o le ted bv 
Dec 2000 

Dec 2000 

Dec 2000 

Dec 2000 

Dec 1999 

March 2000 

March 2000 

March 2000 

check this fact 

Dec 2000 

March 2000 

March 2000 
March 2000 

March 2000 
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- 
No. 

15. 
- 

- 
16. 

- 
17. 

Improvement target/ 

Ongoing monitoring of the 
impact of the loans on the client 
businesses. 
A decrease in the average time 
taken from loan application to 
approval is reduced. 
Reduction in current levels of 
absenteeism. 

Out PI1 t 

18 

Responsibility 

EB 

EB 

MMcC/JT/EB/ 
TL/CMcA/C D 

19. 

Reduction in current levels of 
long term and recurring 
absenteeism. 
Reduction in current levels of 
long term and recurring 
absenteeism. 

20. 

- 
21. 

22. 
- 

- 
23. 

- 

MMcC 

MMcC/JT/EB/ 
TLKMcNCD 

Improvement Actions 

- 

Minimum of four meetings a 

That NLC establish its performance against the amounts lent and agree targets for 
increasing the number of higher value loans. 

TL/CMcA/CD 
MMcC/JT/EB/ 

It is recommended that changes in the business loan approval procedure are 
closely monitored to ensure that customers are benefiting from a speedier service 
and that the performance of the fund is maintained. 
It is recommended that all supervising staff participate in absence management 
training to increase awareness of corporate procedures and improve skills on 
managing absence. 
It is recommended that medical referrals are instigated after 6 weeks in all 
appropriate cases. 

It is recommended that supervising staff maintain contact with all employees 
during protracted periods of absence. 

Further guidance and training on improving communication between supervisory 
staff and staff. 

A more proactive approach is taken in implementing procedures to address 
oscupatisnal stress. 
Develop procedures and systems for staff/supervisor meetings guaranteeing a 
minimum of four meetings per year to discuss workload, performance, training 
requirements and other issues. 
It is recommended that a pro forma to review workloads and responsibilities be 
drawn up and completed for each post which is unfilled and/or cut from the 
structure. This proforma should clearly make decisions on how the workload is to 
be managed. 

Reduction in current levels of M McC/JT/EB/ 
absenteeism. TLICMcNCD 
Increase counselling skills among 

year for all staff with their line I TL/CMcA/CD 
manager. I 
Increased levels of staff 
satisfaction. 

MMcC/TL 

completed by 
March 2000 

March 2000 

March 2000 

November 1999 

November 1999 

March 2000 

~ 

March 2000 

March 2000 

December 1999 



MONITORING ISSUES 
~ -~~~ 

Improvement Actions Responsibility To be No. 

1. 

2. 

3. 

4. 

5 .  

6. 

7. 

8. 

9. 

10. 

1 I .  

12. 

[mprovement target/ 
3utput 
Monthly performance monitorins 
reports. 
Accurate monthly PMI 
submitted to management team. 
50% response rate achieved from 
EGS companies. 

completed by 
March 2000 CMcA Develop a monitoring framework for producing monthly and quarterly 

performance monitoring information for all services. 
Develop relevant and accurate internal performance indicators by utilising the 
new commter and time recording svstems. 

CMcAEB March2000 1 
- 

Greater use of the EGS post-scheme evaluation process should be made. EB Target to be 
achieved by Dec 
2000 

Standard period of 3 or 6 months 
introduced . 

EB The period between final EGS claim and issuing of the evaluation form should be 
reduced from 1 year to either 3 or 6 months. 
The Economic Development Unit’s chartered mail system could be used in future 
to monitor the success in resolving EGS applications within the 10 day time 
control. 
A new more comprehensive evaluation form should be drawn up, approved and 
implemented. 
Benchmark, if possible against authorities using similar systems to allow accurate 
comparisons to be made. 
Apply structured self assessment procedures to the development of continuous 
improvement plans for all business development services 

Introduce from 

Jan 2000 
Monitoring system introduce & 
targets set. 

EB 

EBICMCA Introduce from I New form developed & 
approved. 
Benchmarking club utilised to 
compare performance. 
Strategy Review completed. 
Framework for continuous 
review in place. 
An assessment of the relative 
effectiveness of contracting out 
the services runnine ‘in house’. 

CMcA 

Dec 2000 1 All 

SLEB Dec 1999 It is recommended that North Lanarkshire loans performance is compared with 
another area where publicly funded loans are delivered through the external 
agencies e.g. Enterprise Trusts 
It is recommended that staff attitudes continue to be monitored and measured as 
the service review process continues and the service improvements are 
implemented. 
It is recommended that all supervising staff are provided with monthly reports on 
sickness absence. 

Continuing levels of staff 
consultation exercise. 

CMcA 

MMcC/JT/EB/ 
TWCMcAICD 

November 1999 Improved monitoring of absence 
leading to a reduction in levels of 
absence. 
Improved monitoring of absence 
leading to a reduction in levels of 
absence. 

March 2000 MMcM/CD Other improvements to the monitoring of absence data to be made including 
clarifjling monitoring responsibility. 
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MARKETING ISSUES 

No. Improvement Actions 

1. 

2. 

3. 

It is recommended that consideration is given to developing a Marketing Strategy 
for the Employment Grants Scheme and Business Loan s services. 
Those services hnded by North Lanarkshire Council should be strongly 
recognisable as Council hnded services regardless of the delivery mechanism. 
Better promotion of Economic Development Services. 

Key 
MMcC Maureen McConachie 
EB Ellen Byers 
CMcA Caitriona McAuley 
JT John Turley 
TL Teresa Lavery 
CD Cathy Durham 
SL Steven Latta 
PMI Performance Monitoring Indicators 
Cex Chief Executive's Department 
Ets Enterprise Trusts 
ScOf Scottish Offce 

EB/ CMcA 
CMcA 

Improvement target/ 

March 2000 
January 2000 

Outp11t 
Marketing Strategy produced. 

4. 

5.  

6. 

Increased levels of awareness of 

More direct person-to-person marketing in favour of further spend on press 
advertisements. 

Training / seminars to be arranged for business loan intermediaries. 

Business loans promotional leaflet to be produced. 

Council hnded assistance. 
Greater awareness of EDU 

EB/CMcA 

activity from client feedback. 
Direct marketing events 
undertaken at locations 

I September 2000 

throughout North Lanarkshirc. 
Greater clarity among the 
intermediaries regarding the 
scheme. 
Greater awareness of loan fund 
and of it's objectives and criteria 
among the clients. 

Responsibility I To be I 

EBKMcA January 2000 

I I 
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SERVICE REVIEW 

EXECUTIVE SUMMARY 
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1. 

1.1 

1.2 

2. 

2.1 

2.2 

2.3 

2.4 

3. 

3.1 

3.2 

4. 

4.1 

4.1.1 

4.1.2 

4.1.3 

Executive Summary 

The Building Control Service Review began earlier this year and has been carried out in line with the 
Chief Executive Department‘s Best Value Review Service Guidelines. The terms of reference were to 
examine all the statutory and non-statutory functions carried out by the service. 

The service is delivered on a decentralised basis through three offices in Cumbernauld, Coatbridge and 
Motherwell. 

Services selected for review 

The services selected for the Review were centred around:- 

The Building Warrant application process designed as a pre-emptive system to ensure as far as 
possible a building when completed will comply with the Regulations. 

Site inspection service which requires the issue of a certificate of completion having ascertained that 
the building complies with the warrant and Building Regulations. 

Building Control enquiry system which requires the issue of a letter having ascertained, followiig a 
site inspection, that the Council will not take enforcement action on unauthorised works. 

Basis for selection 

The services selected are the core business, together representing some 80% of the workload. These 
services provide the majority customer base, and generate almost all the income, most of which 
derives from fees laid down by statute. 

Some comments on the provision of other services provided such as licensing have been incorporated 
in the main report. 

Techniques used 

The Best Value Management Arrangements Audit - Accounts Commission for Scotland 

The audit was developed by the Accounts Commission to assist public services in the development of 
performance management and planning frameworks. This framework requires authorities to 
demonstrate that they are effectively addressing four key questions:- 

How do we h o w  we are doing the right t h g s ?  

Customer/Stakeholder “s statement: needs, consziltations, objectives, performance 

How do we know we are doing things right? 

Resources: financial, hitman, physical, service objective statement 
which meets SMART criteria, external environments, i. e. 
social, political, legol, technological 
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4.1.4 How do we plan to improve? 
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4.1.5 

4.1.6 

4.1.7 

4.2 

4.2.1 

4.2.2 

4.3 

4.3.1 

4.3.2 

4.4 

4.4.1 

Quality initiativedmanagement systems: benchmarkmg. time recording, continuous improvement 
appraisal. IT investment, integration, harmonisation. 
training 

How do we measure our performance? 

Statutory and Non-statutory Indicators: building warrants. certijc'cltes of completion 

After discussion Rith the Council's Best Value Group it was agreed to build into the review- 

Elements of Value for Money? 

Measures: 
Indicators: 

Costs, Resources, Outputs, Outcomes 
Economy, Eflciency, Effectiveness 

The review team agreed to use self-assessment criteria developed from our benchmarkmg partners and 
based on the Accounts Commission management audit. This was designed to address the four key 
issues and obtain a baseline of our customer/stakeholder needs and aspirations, and establish the 
current level of resources used in meeting the Department's objectives which achieved the baseline 
position. The review examined performance management and sought comparisons in process and 
resources to identify potential service improvements. In co-operation with Management Senices we 
agreed to undertake an element of value for money study. 

Customer Consultation 

A customer survey was carried out by CMC Consultants during Summer 1999 to establish a baseline 
of customer views. There was a 33% response among warrant application customers and a 48% 
response rate among inspectiodcertificate of completion customers. The Consultants considered the 
response rates to be satisfactory. 

The objective of the survey was to ascertain custonier satisfaction levels in regard to response times, 
officers understanding of the situation, helpfulness, knowledge. fhendliness and capacity to deal with 
the contact. 

Benchmarking 

The building control service is part of the ABC Benchmarking Club and has been meeting since 
October 1998. The authorities involved are working to different timescales in terms of Building 
Control Best Value Reviews. 

The information sought for comparison has focussed on the services offered, the processes, staff 
resources, workload and performance. 

Staff Survey 

All staff were surveyed by CMC Consultants to establish staff attitudes to management, customers, 
responsibilities, and barriers to improvement in customer care. 18 staff (5  1%) responded to the 
survey. 
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4.5 Value for Money Assessment 

4.5.1 North Lanarkshire Council’s Management Services has camed out value for money assessments of 
the buildmg warrant process. This has provided information on service costs, outputs, service 
outcomes. 

5. Review Findings 

5 . 1  The Building Control Service in North Lanarkshire has been steadily evolving since local government 
reorganisation in 1996 and significant service improvements have been implemented, or were in the 
course of implementation during the period of the review. 

5.2 The core business of the service - building warrant process, site inspection and certification of 
completion - is heavily prescribed by statute and the objectives of the service are well understood by 
customers and staff. 

5.3 There are no formal arrangements in place for monitoring developments in the external environment. 
However, opportunities are provided for continued professional development, seminars and workshops 
provided by the construction industry, the Scottish Executive, and the Institute of Buildmg Control. 
These provide lnformation and exchange of ideas on new legislation, construction industry innovation 
and development. Staff also participate in national local authority organisations and professional 
bodies. 

5.4 Performance targets which have been set taking into account current staffing and hancial resources. 

5.5  The Customer Consultation exercise found a high level of satisfaction with overall performance of the 
building control services. Combining the results of the survey of building warrant customers and the 
survey of completion certificate customers:- 

I 

e 58% were very satisfied with the overall experience of dealing with the service 

0 57% indicated their confidence in the service had increased as a result of their esperience 
I ’ 5.6 The consultants attach considerable weight to the “top box‘’ or the highest level of satisfaction and 

recommend that the Building Control service should apply for Chartermark next year. 

Areas of the service most frequently recommended for improvement in the Customer Consultation 
exercise are: 

0 speed of processing applications 

0 

0 

The staff survey revealed building control staff had a clear understanding of their own role and the 
impact of their work on members of the public. Despite this clarity of their role they do not believe 
they get the recognition from management they deserve and do not believe there is adequate team 
spirit. Though most staff have received training recently, there is a h r s t  for more. 

I 
I 
I 
I 
I 

5.7 

communication with owners and builders during and following site inspections 

need for review of Building Control Handbook guidance 

5 . 8  

’ 
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5.9 

5.10 

5.11 

5.12 

The ABC Benchmarking Group has acknowledged that information available is as yet insufficient to 
provide objective cost qualitative analysis and comparison of the building control service within the 
group of authorities. 

Statutory Performance Indicators are reported to the Planning and Environment Committee and Policy 
and Resources (Performance) Sub-Committee on a quarterly basis. Budget monitoring information is 
provided to the Building Control Managers on a four weekly basis. It would be advantageous for 
Building Control Managers to obtain performance mformation on a similar frequency. 

The Value for Money exercise ascertained that there is an uneven distribution of workload across the 
service but that there are other factors such as process variations and staff time spent on other duties 
which may influence this. 

The Option Appraisal considered four options:- 

(1) continue to provide the service in-house under existing arrangements 

(2) provide the service in-house with a modified management arrangement 

(3) subject the service to voluntary competitive tendering 

(4) externalise the service 

Taking into account current legislation and the findings of the review the review team concluded that 
option 2 was the most appropriate for the purposes of Best Value. 
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6 .  Service Review - Improvement Action Plan 

Structure Review 
2. Implement and 

Develop 

il 
B 

Detailed in Performance Plan 

Improvement actions 
proposed from BV 
review 
(List and number) 

5 .  Commence 
investigation and 
Charter Mark 
Application 

5. Introduce 
Management/Staff 
focus group 

7. Introduce planned 
CPD 

Improvement target 

Continuous appraisal and ~ 

improvement 

Improved staff morale and 
team spirit and process 
improvements 
Improved training 

Performance Plan 
3. Establish User 

Panel I 
Continuous improvement 

4. Develop a level of 
site inspection 
service 

Establish efficiency 
improvements 

Officer responsible for 
implementing 
improvement action 

Director 

Building Control Managers 

~ 

Building Control Service 
Manager 
Buildmg Control Managers 

Buillng Control Service 
Manager 

Building Control Managers 

3uilding Control Service 
Manager 

To be 
completed by 
(date) 

2000 

April 2000 

November 1999 

April 2000 

November 1999 

January 2000 

October 1999 
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3. LOCAL HOUSING SERVICES 
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Executive Summary 

The review examined the management and performance of 6 area offices and looked at 
three specific service areas - rent arrears, voids and repairs across the entire housing 
function. The Department has also participated in a pilot study by Arthur Andersen intc 
housing management costs. 

Met h odoiogy 

The review used the performance information published by the Accounts Commission and 
also the Arthur Andersen study. This was done by comparing Council performance against 
national statistics and then comparing the individual offices against the departmental 
performance. For each of the offices the review also examined how each office performed 
in relation to the Housing Area Plan that each one prepares. The evaluation of each office's 
performance is contained within the appendices of the report. 

For the specific service reviews these were based on focus groups that locked at 
performance and processes to establish best practice. 

Performance Measurement 

The review of offices looked at the following indicators: 

Management employee cost per house (Total Costs) 
Management average cost per house (Staff costs only) 
Repairs cost per repair 
Allocations cost per house allocated 
Estate Management cost per house 
Arrears cost per tenant 

The specific reviews also looked at a number of indicators, the principal ones being: 
+ YO of tenants in arrears 
+ arrears as % of net rent debit 
+ 9.6 let within timescale 
+ % of houses allocated 
+ average cost of repairs 

Customer Consultation 

The Department has a long history of customer consultation and a few of the items are 
noted below: 

Housing needs survey 
House condition survey 
Homeless accommodation survey 
Voids survey 
Arrears survey 



I 
I 

9 4  

Quality 

The Department has a commitment to providing quality services to all its customers. This is 
demonstrated by the set up of having decentralised area offices throughout the district for 
ease of access. The Housing Division was awarded the Charter Mark for exceptional public 
services in 1998. In addition, last year a quality plan? was also published. 

Findings 

The Housing Division is cost-effective and efficient as it generally performs better than most 
authorities in Scotland. There was, however, concern over the cost of certain services in 
some of the local offices and management information available form the time recording 
system. With regard to quality the award of the Charter hlark reflects the fact that the 
Department offers good quality services and commitment to continuous improvement 
reflected in the service review action plan. 

A number of other more detailed points have been highlighted in the review to date. These 
points will be included in the final action plan. 



4. PROPERTY SERVICES 
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Executive Summary 

The review comprised of all of the property services function with the exception of property 
maintenance which will be reviewed next year. The main services provided are: 

a. the management of all the Council’s operational properties 
b. the maintenance of all non housing properties 
c. the maintenance of the Council’s property terrier 
d. the management of the Council’s commercial property portfolio 
e. the disposal of surplus property 
f. the provision of mapping services . 

The major challenge in trying to establish performance in the property arena was the lack of 
performance indicators. The lack of performance information was dealt with through a 
working group formed by the Association of Chief Estates Surveyors and Property Managers 
(ACES) which produced a report in October 1998 outlining a number of performance 
indicators for local authority property management. The ACES report identified 4 broad areas 
of work for which some performance indicators have been produced: 

a. Operational property management 
b. Non-operational property management 
c. Corporate services 
d. Agency (acquisitions and disposals) 

Customer consultation highlighted areas of both good and poor performance. These relate 
mainly to communication: 
3 Communication 
3 
> Lack of transparency 
> Quality of work 
3 

Time taken for repairs to be completed 

Improved reporting back to client 

A number of positive items were also found: 
> 
3 

Staff very responsive, knowledgeable and helpful 
Good relationship with client headquarters staff 

Staff consultation revealed a drop in satisfaction levels. 

The main achievements of the Division are: 

+ 
+ 
+ 
+ 
+ 

Savings in rating appeals better than the market. 
Established property utilisation strategy and set of performance indicators for property 
costs. 
Use of Council offices on a par with other Councils. 
Ongoing savings achieved in energy management. 
Hourly charge out rate for staff slightly below market level. 
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,' ' Rental income increase better than the market: 

The action plan highlights 5 areas for improvement 

+ 

+ External verification of benchmarking 

+ Introduction of quality scheme 

+ Introduction of property logbook 

+ Extend tenant satisfaction survey 

+ 
+ Progress property utilisation strategy 

Review of performance information and development of performance management 
system 

Review corporate property maintenance function 

* >  


