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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 hndamental 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 1998 and 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. 
Service Reviews undertaken in Years 1 and 2 of the Council’s programme are detailed at Appendix 1. The 
areas being covered by Service Reviews in Year 3, the current year, are detailed at Appendix 2. 

4. EXTERNAL SCRUTINY 

4.1 The year 1 reviews were subject to formal appraisal and ratification by the Scottish Office who visited all 
Scottish Authorities to hear presentations on a selection of reviews. In year 2, scrutiny of the service review 
process took place within a wider audit of selected services {carried out by the External Auditors} in the 
context of performance management and planning. This is the arrangement for the current year also although 
the Scottish Executive will visit authorities later in the year, coming to North Lanarkshire on 1 5th November 
to hear a presentation on the Councils Best Value approach. 

5. INTERNAL, SCRUTINY 

5.1. Member Level - Previous, interim reports on the Service Review process were submitted for approval 
by Committee in May and October, 2000. These reports dealt with, respectively: 



- the proposed methodologies for the reviews; 
- update reports, by all of the individual services in year 3 of the review programme, on progress with the 
reviews. 

5.2 Officer Level - In addition to member involvement there is a tier of internal scrutiny in the current 
tranche of reviews through the auspices of the Best Value Officer Working Group. This Group, consisting of 
representatives from every service, has heard, at an interim stage, presentations by review project managers 
on the review approaches and techniques and initial conclusions. At these presentations the Working Group 
had the opportunity to exercise a ‘peer group’ evaluation of the full range of reviews and to share experience, 
question and challenge approaches and exchange ideas. 

6.  REVIEWFINDINGS 

6.1. The reviews of Property Maintenance and Council House Sales have been re-phased as a result of the 
ramifications of the Public Private Partnership {PPP} and, in particular, the assimilation of the DLO by the 
Partnership. In addition to this development, the Design Services division is being absorbed by the Housing 
and Property Services Department. The proposed review of Sheltered Housing has been superseded by the 
intention of Scottish Homes to transfer the ownership of the sheltered housing complex to a new landlord 
who would take on responsibility for the warden service. Consultation is currently being undertaken in this 
respect with the tenants. The reviews of Internal Audit, Insurance and Risk Management, Purchasing, 
Secondary School Provision, Raising Achievement Initiative, Early Years Staffing, Psychological Services, 
Network Support Teams, Home Care, Community Alarms, Meals on Wheels, Day Services {Elderly} , 
Sheltered Housing and Criminal Justice Services are still at varying degrees of completion. The executive 
summaries for these reviews will be submitted to Committee as soon as possible. 

6.2. Appendix 2 contains executive summaries of the detailed findings and Improvement Action Plans for 
services and activities in year 3 of the programme. Most of the services have completed the Action 
Plans at this stage; others are at advanced stages of completion and will be finalised in the coming months. 
These summary findings will be the subject of more detailed review reports [the preparation of which is 
ongoing] to be submitted to the first available Service Committees in the New Year. The fuller reports to the 
Service Committees will contain details of the monitoring proposals for the Improvement Action Plans. 

7. RECOMMENDATIONS 

7.1. It is recommended that the Sub-Committee : 

a] Notes the report; 

b] Notes and approves the Improvement Action Plans included at Appendix 2; 

c] Notes the proposal to submit the fill service review reports to Service Committees in the first available 
cycle in the New Year. 

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. 



Amendix 1 

SERVICE REVIEWS YEARS 1-2 



Department 

Construction 

Education 

Activity 

Social Work 

1 Design Services Project Management 

Planning and Environment 

I 
Early Years Staffing 

Community Services 

Administration 

Housing and Property 

Finance 

hance{l. T.) 

Secondary School Provision 

Raising Achievement Initiative 

Psychological Services 1 
I Network Support Teams 

Home Care [all Community Care Groups] 

Community Alarms 

Meals on Wheels 

Day Services [Elderly] 

Sheltered Housing 

Criminal Justice Services[Probation/Courts] 

Transportation 

Sports Contracts 

CleaninglJanitorial 

Council House Sales 

Committee/Core Services 

Registrars 

Members Support 

Recruitment 

Training 

Repairs and Improvement Grants I 
Local Housing Offices{Remainder} I 
Property Maintenance 

Internal Audit 

Insurance and Risk Management 

Purchasing 

Desktop Services 
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SERVICE REVIEW EXECUTIVE SUMMARIES 
YEAR 3 

0 
P 
R 

R 
0 
0 
0 
0 
0 
0 

Design Services Project Management 
Transportation 
Sports Contracts 
Cleaning/Janitorial Services 
Desktop Services 
Repairs and Improvement Grants 
Local Housing Offices 
Registration Services 
Committee/Core Services 
Members Support 



DESIGN SERVICES PROJECT MANAGEMENT 



DESIGN SERVICES DIVISION 

BEST VALUE SERVICE REVIEW 

1.0 

1.1 

2.0 

2.1 

2.2 

2.3 

Project Management Process - Executive Summary 

Introduction 

The Best Value Regime was introduced in 1997 by Government as a means of 
improving the quality and cost effectiveness of Council services. The Authority 
submitted its proposals and action plan in respect of Best Value and these were 
approved by the Scottish Office in December, 1998. The service review process 
was adopted with a view to fulfilling the objectives contained within the 
Council’s Best Value submission. 

Service Selected for Review 

The Design Services Division employs a range of Construction professionals 
providing a one door approach to project management activities for building, 
construction, roads and geotechnical requirements for the authority. 

The Project Management Process has been identified as an appropriate focus for a 
Best Value Service Review within Design Services. Work undertaken relates to 
the Housing Revenue Account Capital Programme, the Corporate Capital 
Programme and support to the Forth and Clyde Premium Trunk Road Contracts 
on behalf of the Scottish Executive. 

The reasons for selecting this area of activity are: 

e This is the core service provided by the Division. 

e It is a staged multi-disciplinary process taking projects from inception to 
completion 

e When managed efficiently it is an invaluable aid in the delivery of 
projects, which are designed, built and adapted to comply with client 
requirements. 

e Improvements which can be identified will increase the quality and 
efficiency of the service provision. 
All employees within the Division contribute to, and are involved in, the 
operation of the Project Management Process 

e 

VS:\BVR\results\sumrep.doc 
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3.0 

3.1 

3.2 

4.0 

4.1 

4.2 

4.3 

4.4 

Scope of the Review 

The scope of the review was outlined in the Project Proposal submitted for 
approval to the Chief Executive in May 2000: 

0 To examine how the Project Management Process compares to IS0 9001 
being the quality standard for design development; 

0 Compare the Project Management Process against best practice initiatives 
within the industry; 

0 To review the performance and develop monitoring procedures of external 
parties e.g. contractors/consultants that impact on the process; 

0 To establish benchmarking criteria with external parties. 

The 1999/2000 Service Plan outlined the requirement to maintain IS0 9001 
certification for Roads Design and this has been achieved and renewed for the 
next three year period commencing September, 2000. 

Review Methodology 

Stakeholder Consultation 

Due to the scope of the Best Value Review, a series of group meetings were 
undertaken with all staff. These meetings comprised a presentation outlining Best 
Value, the process involved in the Best Value Review of the Project Management 
Process and an introduction to the EFQM (European Foundation for Quality 
Management) Model being used within the review. A short self assessment of the 
service using the EFQM Model was undertaken by all staff. 

The consultation exercise with staff also involved a staff questionnaire based on 
the EFQM Model. 

Customers surveys were undertaken in order to gather information from all client 
departments and other organisations who use the service, e.g. Forth Local 
Authority Consortium and the Clyde Local Authority Consortium. 

VS:\BVR\results\sumrep.doc 
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5.0 

5.1 

5.2 

5.3 

5.4 

6.0 

6.2 

6.3 

Benchmarking 

The information gained from the benchmarking exercise undertaken presently 
relates to core benchmarking but shall be expanded to include process and quality 
benchmarking. This has been identified as an area for improvement and shall be 
included within the improvement action plan. 

The Design Services Division is presently a member of the SCQS Benchmarking 
Group. This is a Scottish based group with 20 participating authorities. 

In addition to this the Division has applied for membership of the National Best 
Value Benchmarking Scheme for Construction and Property. At present there are 
no Statutory Performance Indicators applicable to the Division. It is intended to 
explore the aspect of Performance Indicators within this group and include these 
in the improvement action plan. The group is endorsed by the undernoted 
organisations: - 

0 

0 Federation of Property Societies 
e 

0 

Chartered Institute of Public Finance and Accountancy 

Society of Chief Quantity Surveyors 
Society of Chief Architects of Local Authorities 

Comparisons with the private sector have also been undertaken. 

Review Group 

A review group was formulated comprising of representatives from all 
professional disciplines within the Division, a Senior Clerk of Works and 
Administration personnel. Representatives from the three major client 
departments (Housing, Education and Planning and Environment) are also 
members of the group and attend appropriate meetings. 

The group have been involved in formulating a process plan for the Project 
Management Process and this has been based on the RIBA Plan of Work and 
amended to encompass all disciplines involved. 

On the formulation of the Quality Management System for Design Services the 
Project Management Process was examined against the requirements for IS0 
9001 being the quality standard for design development and this is presently being 
re-examined for the purposes of the Best Value Review. 

VS:\BVR\results\sumrep.doc 
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6.4 

7.0 

7.1 

7.2 

7.3 

7.4 

7.5 

7.6 

8.0 

8.1 

8.2 

The group have also been involved in the analysis of staff and customer 
questionnaires and the results of these shall be included within the outcome of the 
Facilitated Self Assessment. 

External Appraisal 

The Project Management Process and the Best Value Service Review have also 
been subject to a degree of external input and appraisal. 

Inclusion within the Review Group of representatives fkom major client 
departments who use the service, namely, the Departments of Education, Housing 
and Property and Planning and Environment. 

SGS Yarsley are the certification body for the Design Services Quality System 
and the external audit reports have been referred to in the evaluation of the 
Service Review. 

Similarly, the external audit reports and findings from the Performance Audit 
Group (an organisation employed by the Scottish Executive for the purpose of 
monitoring performance on Trunk Road Term Contracts) have also been referred 
to within this exercise. 

Peer appraisal by the Best Value Officer Working Group on 18 September, 2000. 

A trained facilitator/assessor is available from outwith the Department to 
undertake the Facilitated Self Assessment on 14 November, 2000. 

Interim Findings 

The scope of the review shall support a system of continuous improvement by 
way of the production of an Improvement Action Plan, which shall meet the 
“SMART” criteria (Specific, Measurable, Achievable, Realistic and Timebound). 

From the analysis of the questionnaires and consultation exercises undertaken 
with client representatives, interim findings to be incorporated into the final action 
plan for improvement have been identified as undernoted. 

VS:\BVR\results\sumrep.doc 
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8.3 The initial findings identified the need to improve communication both within the 
Division and with client departments and processes and procedures shall be 
developed to:- 

1. Ensure vital information is flowing through the organisation. 

2. Avoid overlap and confusion both internally and externally. 

3. Encourage client departments to participate with feedback on services 
provided. 

4. Raise morale and motivate staff. 

8.4 It has been identified that a process is required to establish training needs within 
the Division, and shall be achieved by:- 

1. Reviewing previous training and undertaking training needs analysis. 

2 Liaising with professional institutions where appropriate to take into 
account continued professional development. 

It is anticipated that this exercise should be complete by September, 2001. 

8.5 Review of the appointment of consultants. It has been established that the 
evaluation methods, particularly in relation to consultants, require to be reassessed 
to improve the quality and efficiency of the service provision. 

This process shall be undertaken by the Design Support Unit and it is anticipated 
that this shall be completed by September, 2001. 

VS :\BVR\results\sumrep.doc 
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8.6 Performance review of contractors and consultants shall be undertaken and will 
incorporate:- 

1. The introduction of relative performance indicators 

2. Development of the computerised Construction Integrated Management 
System in order to monitor performance on a systematic basis 

3. The development of the systems will be undertaken on a phased basis to 
monitor, contractors performance and thereafter consultants. 

This shall be undertaken by the Support Unit. Phase 1, being the review of 
contractors shall be complete by June, 2001 and Phase 2 shall be introduced upon 
completion of 8.5 above. 

8.7 There are no statutory performance indicators for Design Services, however the 
Division is participating in:- 

1. The Society of Chief Quantity Surveyors (SCQS) Benchmarking Group. 

2. Has applied for membership of the National Best Value Benchamrking 
Scheme for Construction and Property. 

3. Direct comparision with the private sector where appropriate. 

In order to improve and provide information on service provision, the 
development of benchmarking activities shall continue in order to set meaningful 
and suitable performance indicators and develop a range of reliable benchmarking 
targets. 

8.8 In consultation with client departments, it has been established that that there is a 
requirement to develop a system to ensure that the briefing process for 
construction works addresses the concerns of both Design Services and the client 
departments. 

VS:\BVR\resul ts\sumrep.doc 
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9.0 A facilitated self-assessment of the Project Management Process is scheduled to 
take place on Tuesday, 14 November, 2000 the outcome of which shall formulate 
the action plan for improvement. The initial findings shall be taken into account 
at that stage and a full action plan shall thereafter be reported to the Construction 
Services Committee in January/February, 2001. A copy of this report shall be 
forwarded to the Chief Executive. 

Head of Design Services 

VS:\BVR\results\sumrep.doc 



TRANSPORTATION 



I 
Department of Planning & Environment 

Transportation 

Value Review 

Executive Summary 



Service Review - lmprovement Action Plan 

Description of the 
Planned 
lmprovement 

1. Audit of Review 
Income Sources 
and Works 
Procurement 

Why has this improvement been 
chosen and which PMP criteria 
does it relate to? 

{see Review Guidelines - 
Appendix 10) 

To maximise Revenue 
income 
PMP Criteria No.5. 

To ensure that works are 
delivered in the most 
effective manner 
PMP Criteria No.9 

What is this 
improvement intended 
to achieve? This should 
be both specific and 
measurable. 

To ensure that the 
Council obtains an 
equitable share of 
G.A.E. 

The development of a 
partnership approach 
to service delivery 

What are the key project milestones for 
this improvement These should detail 
both relevant actions1 timescales ? 

Actions Timescale 

Review G.A.E. 
submissions for 
Transportation 

Introduction of Public 
Private Partnership 
for Works 
procurement 

Summer 
2001 

Oct. 2000 

How will it be known 
the improvement has 
achieved what it was 
meant to ? 

The anomalies 
identified in regard 
to other Councils 
will be removed or 
adequately 
explained 

Efficiency in service 
delivery will 
produce measurable 
cost savings 

In which of your plans 
{e.g. Service Plans} is this 
improvement detailed ? 

Service Plan 

Service Plan 



ro address concerns in the 
delivery of Winter 
Maintenance 
PMP Criteria No.3 

To address the rising costs of 
Public Liability Claims 
PMP Criteria NOS 

To improve and 
modernise the Winter 
Maintenance Services 

To reduce the number 
of Public Liability 
Claims and the total 
value of claims 
settlements. 

~~ ~ ~~ 

Review all aspects of 
the Winter 
Maintenance Services 

Carry out road safety 
inspections 

Summer 
2000 

Minimum 
2 year 
period 

Reduction in the 
unit costs of service 
delivery. 
Improvements to 
decision making. 

Claims will be 
reduced in number 
and settlement value 

Service Plan 

Service Plan 



Transportation - Best Value Review 

Executive Summary 

1 .o 

1.1 

1.2 

2.0 

2.1 

2.2 

2.3 

2.4 

INTRODUCTION 

North Lanarkshire Council’s Best Value submission and Action Plan was approved by the Scottish 
Executive 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 Service 
Review was approved. 

The Department of Planning and Environment delivers the Transportation Service of the Council to the 
people of North Lanarkshire. This Service involves the roads and street lighting functions. The 
department, which carries out the Client function to the local road network, is required to cany out a 
review of the of Transportation function in terms of the Council’s five year rota timetable and the Chief 
Executive’s Service Review Guidelines. 

EXISTING SERVICE DELIVERY 

The Transportation function includes roads maintenance, both routine and structural, winter maintenance, 
bridges maintenance and all aspects of street lighting provision. Currently the Transportation function is 
delivered on a decentralised basis from three divisional offices and a headquarters unit. Each divisional 
office delivers a full roads service to the user community, with street lighting being delivered from the 
divisional office in Cumbernauld. The department operates a roads and street lighting reporting service 
through the Northline freephone telephone number, an integral part of the overall service delivery. Roads 
and lighting defects are processed through the departmental computer system associated with the current 
roads and lighting term maintenance contract. This system allows a level of control over contract works 
and budget expenditure which ensures that the department delivers the service within budget limits. The 
inspection of Council bridges is carried out on a specific period basis the results of which are used to 
identify a programme of works which are addressed through the revenue and capital budgets. Where 
budgets cannot accommodate the demand then this department takes appropriate action to maintain safety 
on the network by imposition of weight or traffic flow restrictions. 

Delivery of the Transportation function involves technical and administrative staff working within 
policies either set by statute or Council policy and the Department’s Service Plan. There are specific 
powers under various Parliamentary Acts which empower the Council in delivery of the Transportation 
function. The powers of the Council in relation to roads involve the control of road works on the roads 
network, co-ordinating these works to ensure that both vehicular and pedestrian traffic are inconvenienced 
as little as possible. The Council also undertakes the necessary maintenance of the roads network ensuring 
that any works undertaken in the public road are carried out to and comply with required specifications. 

The street lighting element of the service provides for the maintenance and renewal of all street lighting 
units within the Council area. Programmed maintenance and reactionary maintenance works are 
undertaken by the term contractor on the instructions of the lighting staff. 

Delivery of the winter maintenance service is carried out as a statutory duty under Section 34 of the Roads 
(Scotland) Act 1984. This service is supplied through the term contractor working to predetermined 
policies set down by the Transportation Service. Currently the contractor operates on a series of pre- 
gritting routes prepared by the client. Following a report of adverse weather conditions action will be 
taken in line with the severity of forecast conditions. These actions can vary from patrolling areas of 
known wet spots to full pre-gritting and ploughing in extreme circumstances. The treatment of these 
routes ensures that the roads and footways of North Lanarkshire are, as far as reasonably practicable, free 
from accumulations of snow and ice, allowing free movement of vehicle and pedestrian traffic. 

3. Review/ 
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3.0 

3.1 

3.2 

3.3 

REVIEW PROCESS 

The Transportation review was carried out by a five person Group which consisted of four engineering 
staff and a support services person who had financial experience in the transportation field. The Group 
met monthly beginning in November 1998. 

The first task of the Group was to scope out the review process and set a draft timetable for the various 
stages of the review. To assist in this process, the Group utilised a project management tool called 
Microsoft Project. This software programme facilitates the management of complex multi-task projects 
and as such is an ideal tool for managing a review process. Initially the review process was broken down 
into seven main stages and their associated tasks. The linkages between the various stages and tasks were 
identified and a timescale allocated to each of the tasks. Using this process Microsoft Project was able to 
identify the critical paths in the review process. At each meeting the Project Management Chart was 
updated and the critical events established to ensure that the process was kept to timetable. 

Before commencing the review proper, the Group carried out a pre-review of the service to establish an 
overview of the existing operation. This involved:- 

@ An audit of the core objectives of the service. These were then related to Departmental, Council and 
external agency objectives in order to assign a level of importance and priority; 
An audit of existing Management Information and Performance Measurement Systems including, at 
the same time, identifying gaps in both. 

As the delivery of Best Value requires services to be delivered in an effective as well as an efficient 
manner, steps were taken to carry out a series of consultation surveys to establish the form of service 
required by the customer or user. These included:- 

Lanarkshire Development Agency Customer Survey - This was carried out independently of the 
Council but contained elements which relate to services provided by the various Departments of the 
Council and of the Transportation Service in particular e.g. standard of road links to areas of 
commercial or industrial activity and the general standard of road maintenance with its consequential 
impact on the passage of goods and public transport; 
Transportation Focus Group Survey - On 25th. November 1999 representatives of a broad range of 
road user groups and associates were invited to attend a facilitated discussion which centred on the 
Transportation issues which they considered important to their respective organisations. The Groups 
who attended included Scottish Homes, the RAC, the Freight Transport Association, Scottish Taxi 
Federation and Strathclyde Police; 
Staff Survey - This survey was carried out by a private consultant (Customer Management 
Consultancy) on a cross section of staff within the service to establish their views on customer 
satisfaction, effectiveness of management, staff structure, workplace conditions etc with a total of 39 
out of 81 responding (48%); 
Departmental Customer Survey - In parallel with the staff survey CMC also conducted a 
questionnaire survey of 1,181 people who had contacted the Department with a request or a service 
complaint. The survey included those people who had used the Department’s freephone “Northline” 
fault reporting system as well as those who had called directly to the appropriate Divisional Office., A 
total of 583 responses were received (49%), the analysis of which provided detailed information on the 
levels of customer satisfaction with regard to how the complaint was handled and the completion time 
for any works required. 
Council Wide Household Survey - This involved a questionnaire survey commissioned by the Chief 
Executive’s Department to determine customer satisfaction levels for the various services provided by 
the Council. 

3.4 As/ 
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3.4 

I 

3.5 

I 

1 3.6 

4.0 

4.1 
i 
1 

4.2 

I 
i 4.3 

As well as gathering information through the above surveys the Group undertook benchmarking with other 
Local Authorities. Initially, this was carried out on two fronts Le:- 

0 SCOTS Benchmarking Groups - The SCOTS Group has organised approximately 12 Best Value 
Sub-groups which cover various aspects of the Transportation Service. Unfortunately, although these 
sub-groups still meet, progress has been slow and to date only the Street Lighting Sub-group has 
provided information within a timescale which it could be incorporated into the present review; 
Council Benchmarking Groups - Because of the lack of progress in the SCOTS Sub-groups, 
adjacent Local Authorities have shown interest in establishing their own benchmarking groups. 
Unfortunately, most other Local Authorities are reviewing the Transportation Service incrementally 
over a five year period and therefore it proved difficult to identify benchmarking partners for many 
aspects of the Service. It has however, been possible to join Groups dealing with Routine Road 
Maintenance, Structural Road Maintenance and Street Lighting. A fourth Group has already 
completed benchmarking of Winter Maintenance but has offered to provide the information gathered 
by the Group to this Council if this Department provides related information from this Council area. 

0 

The Routine Road Maintenance and the Structural Road Maintenance Groups are still at the information 
gathering stage and have yet to establish a suitable range of indicators for comparison. Progress has been 
slow because the Groups meet infiequently. The Street Lighting Group has in contrast met more 
frequently and is in the process of finalising a group of suitable indicators. In addition analysis of the 
information exchanged to date has been helpful in identifying areas of best practice which is being 
considered by the other members of the Group. 

The above benchmarking groups were joined before the Review Group had analysed the information from 
the previously mentioned surveys and established the key areas for the review. This situation arose 
because of the different review strategies adopted by other Local Authorities which made it difficult to 
locate appropriate benchmarking partners who were interested in the key area identified by this Council 
and who were at a similar stage in their review process. 

KEY IMPROVEMENT AREAS 

Using the information obtained from the four consultation surveys, a list was made of the issues raised. In 
order to help prioritise this list, a SWOT Analysis was carried out. This analysis helped to identify if there 
was any risk to the Council by not addressing of the issues raised and whether or not the Department had 
the ability and resources to respond. As a further means of prioritising the issues list, a risk assessment 
was carried out. This involved quantifying the risk to the public and the risk to the Council if the issue was 
not properly addressed. 

As a result of the above analysis five key areas of improvement were identified. These were:- 

0 

Winter Maintenance Review; 
0 Safety Defects; 

Enhancement of Northline; 
0 Departmental ReviewRestructure. 

Audit of Revenue Income Sources and Works procurement; 

These five key areas were reduced to three for the following reasons:- 

- Enhancement/ 
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- Enhancement of Northline - The Department’s Northline Service is a fault reporting fieephone 
number which operates 24 hours per day although it is only manned during normal working hours. 
Calls outwith the normal working day are recorded on a voice mail system. The Customer Survey 
Report carried out by CMC identified that the public were reasonably satisfied with the service 
provided. It was decided that rather than enhance an already successful system the Department should 
concentrate instead on improving the efficiency of works procurement and hence response to customer 
complaints. 

within the control of the Transportation function it was considered to be an unrealistic improvement to 
include within the scope of this review. 

I 

! 
1 

I - Departmental Review/Restructure - As the implementation of the ReviewRestructure was not I 

1 
I 

I 

1 4.4 The three remaining improvement areas detailed below were included within the review because they were 
considered to be a priority for customers and road users and they offered the greatest potential for service 
improvement:- 

i) Audit of Revenue Income Sources and Works Procurement - 

i 

Revenue Income Sources, Transportation - The Department’s Revenue Budget is based on the 
Grant Aided Expenditure provided by the Scottish Executive. The amount of GAE provided to 
each Council for Transportation purposes is established from a series of calculations which is 
designed to take account of the maintenance requirements of the road network within the Council 
area. Benchmarking of GAE settlements against other Councils has highlighted anomalies which 
requires further investigation. It is therefore intended to cany out an audit of the information 
provided to the Scottish Executive to ensure that the Council is claiming its full entitlement in 
regard to GAE. This audit will be carried out by the summer of 2001 to ensure that the 
information used to calculate the 2002-2003 GAE allocation for Transportation accurately reflects 
the requirements of the Council; 
Works Procurement - In 1996, this Department took the decision to procure all road maintenance 
works through a five year term maintenance contract despite the fact that existing CCT 
Regulations required that only part of the works should be procured through competitive tender. 
Expressions of interest were invited from suitable companies in September 1996 and as a result of 
an initial assessment of responses received, tender documents were issued to five contractors in 
April 1997. Roads DLO was the only organisation to submit a bid in the required timescale. 
Because Roads DLO was the only tenderer, a contract price assessment was carried out to 
determine if the DLO bid represented good value for money. As a result of this assessment the 
contract was assigned to the DLO with effect fiom 1st. September 1997 for a period of five years. 

Following the issue of a Section 19B Notice by the Secretary of State in July 1998, the Council 
was required to re-tender a proportion of the works which was being carried out by the DLO. In 
preparation for this, a market consultation exercise was carried out to determine the form and size 
of the contracts to be issued. As a result of this exercise the existing Roads Maintenance Contract 
was split into two elements with a Traffic and Lighting Contract to be issued to competitive tender 
without the DLO being allowed to bid. The remaining Roads and Winter element was to remain 
with the DLO until the work could be issued through a Public Private Partnership (PPP). The 
Traffic and Lighting Term Contract was issued in January 1999 to six pre-qualified contractors. In 
the event, only four of the tenderers returned tenders on time. The four tenders were evaluated 
using the CIPFA tender evaluation model and the most economically advantageous tender 
identified. This tender was the assessed against Roads DLO bid for the original Roads 
Maintenance Contract adjusted to take account of inflation and other appropriate adjustments. As 
a result of this assessment, the original bid by the DLO was considered to represent Best Value for 
the Council and the Scottish Executive subsequently authorised the work to remain with the DLO, 
but stipulated that it should also be included in the Public Private Partnership mentioned above. 

ii) Winter/ 
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ii) Winter Maintenance Review - Winter Maintenance featured significantly in the responses fiom 
the various surveys and hence was included in the Improvement Plan. The decision to include this 
area was reinforced by the severe difficulties experienced during a moderate snow fall in February 
of this year. The review, which was carried out over this summer looked at every element of the 
Winter Maintenance Service to determine if each element was properly resourced and being 
carried out in the most effective manner. In addition, an analysis of the public complaints received 
during last winter were analysed to determine public expectations and perceived deficiencies in the 
service. The various elements of the service received included:- 

0 Service Provision 
0 Vehicle and Plant Resources 
0 Driver Resources 
0 Route Optimisation 
0 Aids to Decision Making 
0 Winter Maintenance Policy and Procedures Document. 

a) Service Provision - This part of the review considered various options to address the public 
concern expressed in regard to the service delivery during last winter. Each option was costed and 
its likely effect on service delivery evaluated. As a result, the decision was taken to extend the 
length of the primary route network which is pre-gritted when ice or snow is predicted. The 
extension of the primary route system not only addressed the regular complaints received, but also 
took account of routes used to access schools, changes in bus operation and additions to the 
adopted road network through further development.; 

b) Vehicle and Plant Resources - Because the Council has been unable to continue with a regular 
programme of vehicle replacement, the tipper vehicles and de-mountable gritters used to grit 
Council roads are becoming more unreliable. This situation was highlighted in February of this 
year when vehicle breakdowns affected the DLO’s ability to respond to a moderate snowfall. 
Steps have therefore been taken to spot hire nine vehicles to improve service delivery during this 
winter, and arrangements are in hand to replace these spot hires with new leased vehicles as fiom 
1 st. April 2001. In addition, three new de-mountable gritters are being purchased to cater for the 
additional primary route mileage; 

Because of the DLO losses, Roads DLO have been downsizing their 
operation to reduce their overhead costs. It was necessary therefore to establish whether the 
reduction in driver resources would have an impact on the DLO’s ability to deliver a continued 
response during an extended winter emergency period. The audit which was carried out confirmed 
that driver resources were adequate; 

d) Route Optimisation - Prior to the DLO commencing work on the Road Maintenance Contract 
they employed a consultant to carry out a route optimisation exercise on the primary road network 
to establish the minimum number of routes which were required to carry out the pre-gritting 
operations within the timescale advised in the “Code of Good Practice”. As a result of the DLO 
transferring from three to two depots and the other changes to the primary road networks 
mentioned in a) above, it was now necessary to carry out a further optimisation exercise. This 
work is already underway and will have the effect of raising the number of pre-gritting routes from 
18 to 20; 

c) Driver Resources - 

e) Aids to Decision Making - The Council currently receives regular weather reports fiom the Met 
Office during winter months to enable action plans to be determined to deal with the hazards 
predicted. While this system has been successfully operated for a number of years it relies on 
experience and local knowledge to determine an appropriate action plan. A new computer system 
is now available which provides up to the minute information on the effect particular weather 
patterns will have on the road network. 

The/ 



-6- 

The system is a combination of thermal mapping and automatic weatherstations which constantly 
updates the weather prediction and therefore provides detailed information to aid decision making. 
This improvement in decision making will enable more precise action plans to be determined 
which will reduce winter gritting costs. In addition, the system will allow the Council a better 
defence in the face of public liability claims. 

The Winter maintenance Review has been approved by the Roads and Transport Sub-Committee 
and will be placed before the Planning and Environment Committee later this month. Subject to 
the proposals being accepted by Committee the service improvements contained within the report 
will be implemented this winter. The effects of the proposed service improvements will be 
monitored in the following ways:- 

0 

0 

The number and type of complaints received over the winter months will be compared with 
preceding years; 
The level of vehicle breakdown will be compared with previous years; 
The number of occasions pre-gritting operations were carried out will be compared with 
previous years to determine the effectiveness of the new decision making system. The cost 
savings of any reduced pre-gritting will be calculated. 

iii) Safety Defects - This Department has been awarded a E40,OOO allocation from the Risk 
Management Budget to carry out routine safety inspections. Safety inspections are recommended 
by the “Code of Good Practice” as a means of identifying those defects which are likely to create a 
danger or serious inconvenience to the travelling public, and as such require urgent attention. 

Experience from our benchmarking partners has shown that the introduction of safety inspections 
reduces the number of public liability claims and provides the Authority with a more robust 
defence to refute claims. In addition, it also improves the Authority’s success rate in regard to 
subsequent legal actions. Any improvement in regard to claim reductions and improved defence 
of claims is likely to take several years before they work through the system. As a consequence, 
the success of this improvement will have to be monitored over a minimum period of two years to 
obtain a reasonable comparison. The results will be benchmarked against other Local Authorities 
who have already introduced such a system. 

5.0 SUMMARY 

To date the Best Value Group within the Transportation Service have carried out the requirements 
necessary to bring the review of the Service to the stage where the Improvement Action Plans can be 
processed and taken to their conclusion. 

Existing management information and performance targets have been used to analyse the current 
operation of the Transportation Service. An audit has been carried out to check the adequacy of the 
existing information and systems and, where appropriate, enhancements and omissions have been 
identified. Steps are being taken to augment existing systems to ensure that effective monitoring of the 
Improvement Action Plans can be rigorously carried out. One such improvement involves the 
introduction of a time recording system for Transportation staff. This system will facilitate the 
identification of costs to be used in the monitoring and benchmarking processes. The use of such 
auditable systems will enhance the review process and ensure that the Department is best placed to carry 
forward a process of continuous improvement to meet the requirements of Best Value. 
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1. 

2. 

BEST VALUE SERVICE REVIEW 

SPORT AND RECREATION { SPORTS CONTRACTS} 

INTRODUCTION 

1.1 The Sport & Recreation Service (Sport Contracts) has been identified for Service Review in 
year three of the review rota as part of North Lanarkshire Council’s Best Value submission to 
the Scottish Executive. The service is subject to Compulsory Competitive Tendering (C.C.T.) 
legislation embodied in the Local Government (Scotland) Act 1988 as a defined activity. This 
review considers specific key issues within the Sport and Recreation service. 

BACKGROUND 

2.1 

2.2 

2.3 

2.4 

2.5 

2.6 

2.7 

The complexity of the review process required that a Project Team be set up 
composed of appropriate Departmental Officers led by the Service Development Manager 
(Sport) to address various aspects of the review. 

The Sport & Recreation Operations Section is responsible for the operation and management of 
all the Authority’s Sport and Recreation facilities with the exception of the Time Capsule, and 
Broadwood Stadium. 

A significant part of the Sport & Recreation Operations Section consists of a Sport & Leisure 
Management D.S.O. However, the management of facilities exempt from the Compulsory 
Competitive Tendering (C.C.T.) legislation are also the responsibility of this Section. 

The service review requires that the ‘contracted’ element of this service be reviewed. However, 
due to the work undertaken over the last four years to bring together all Sport & Recreation 
facilities under the general management of one Section, it was felt that the review should 
address the key issues relating to both contracted and non-contracted elements of the service. 

The reorganisation of Local Government in 1996 brought together six Sport & Leisure 
Management Contracts, five of which are managed by the Sport & Recreation Operations 
Section, the sixth is managed by The Time Capsule Monklands Trust Ltd. The task of therefore 
bringing the operational procedures of the disparate groups together is a complex task init’s 
own right. Issues which required to be addressed at an early stage included different conditions 
of service for staff, different charging levels, and the different methods of managing the 
financial accounts. It was felt that the harmonisation of this Section’s procedures and policies 
had to be tackled quickly to establish a corporate approach, as well as ensuring the staff were 
made fully aware of the new organisation of which they were now a part. 

The Sport & Recreation Operations Section and The Time Capsule Monklands Trust Ltd are 
specifically responsible for a range of facilities, which include swimming pools, ice rinks, 
sports halls, football pitches, bowling greens and athletics tracks. 

There are 14 major indoor, 5 major outdoor and 187 other outdoor facilities currently providing 
a Sport & Recreation service to North Lanarkshire’s 326,720 residents. The facilities cater for a 
variety of customers ranging from families participating in a leisurely swim to competitive 
international athletes. The section also provides for toddlers birthday parties through to the 
more mature over 50’s aerobics classes. Many visitors, from throughout the country, will also 
utilise these facilities when they compete in special events or simply visit as tourists. In the 
financial year 1999/2000, the facilities attracted over 2.8 million customers and generated an 
income of approximately 54.2 million. 
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2.8 

2.9 

2.10 

2.1 1 

The financial situation confronting the new Authority in 1996 affected the service significantly 
in the years following reorganisation. Financial reductions have been made to the expenditure 
budgets and the level of service being provided has been adversely affected over the last four 
years. The total financial reduction and amendment to the service since 1996 amounts to 
&1,234,133, resulting in the closure of cafeterias, the reduction of opening hours for various 
activity areas and, in some cases, reduced opening hours for entire facilities. 

The number of contracted staff within the Sport & Recreation Operations Section’s 
establishment has been reduced by 12%. The majority of these posts were deleted due to natural 
wastage, however, service reductions led to compulsory redundancies in March 2000. A 
restructuring of the managerial and professional staff structure of the Time Capsule was 
implemented in December 1999, which resulted in various posts being deleted from the 
establishment and financial savings being achieved. 

Due to these budgetary constraints, many other operational difficulties affected the income 
generating abilities of the Service. The main examples were the withdrawal of membership 
schemes, the launch of the ‘Passport to Leisure’ scheme allowing a 50% discount, inherited 
building defects, the responsibility for the repairs and maintenance of the facilities being 
transferred, and the general lack of capital investment in facilities. 

In addition, the commercial sector seized the opportunity to increase their operation within the 
lucrative health & fitness market. Purpose-built facilities were constructed and targeted those 
who could afford regular direct debit deductions. This was at a time when most Local Authority 
facilities could not compete with the quality of the facility offered by the private sector. 
Competition, which had never existed in the past, is now a real threat to Local Authority 
Operators. Many commercial enterprises operate such facilities in and around North 
Lanarkshire. 

3. REVIEW TECHNIQUES SELECTED 

3.1 The techniques selected were based on the Best Value Strategy developed by the Department of 
Leisure Services / Community Services. Best Value in relation to the sport and recreation 
service is a process of service measurement, development and review based on customer 
requirements and observes compliance with four essential elements, namely, Sound 
Governance, Performance Management and Monitoring, Continuous Improvement and Long 
Term Planning and Budgeting. 

3.2 The scope of the project will be to develop an improvement action plan following examination 
of the key issues identified below: - 

3.2.1 
3.2.2 

3.2.3 

3.2.4 
3.2.5 

The harmonisation of Sport and Leisure specifications; 
The assessment of the reliability of the sport and recreation service in respect of repairs 
and maintenance of the facilities; 
The assessment of the marketing and promotional needs of the service in respect of the 
local community and the wide variety of users; 
The assessment of staff competence in respect of training needs and programmes; 
To identify customer expectations and perceptions of service quality in relation to the 
service provided by staff. 

3.3 In the pursuit of continuous improvement, the service review intends to improve the efficiency 
and effectiveness of the key service issues using the various techniques below. 
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3.3.1 
3.3.2 Customer and Staff surveys 
3.3.3 

Benchmarking (Process, Quality and Cost) 

Customer and Staff Focus Groups 
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3.3.4 Quest UK Quality Scheme 
3.3.5 Quest Informed Mystery Visits 
3.3.6 
3.3.7 Quality Function Deployment (QFD) 

European Foundation Quality Model (EFQM) 

3.4 Significant improvements have been made to the sport and recreation service since 1996. 
However, consideration should be given to the significant disruption which took place at 
reorganisation. It is clear that the service review has provided an opportunity to focus on 
establishing an improved sport and recreation service through the techniques listed above, plus 
a methodology for ensuring continuous improvement. 

4. REVIEW FINDINGS TO DATE 

4.1 Benchmarking can be a usefbl tool for assessing the cost and quality of the sport and recreation 
service in North Lanarkshire in comparison to other similar Local Authority service providers. 
As well as conducting internal benchmarking, the Service Development & Review (Sport) 
Section are a founder member of the South West Scotland Benchmarking Group (SWSBG) 
which was established in 1998. This group consists of nine sport and leisure benchmarking 
partners from Local Authorities throughout the South West of Scotland. Due to the differing 
service provided by each partner, each partner nominated suitable ‘wet and dry’ sports facilities 
in order to achieve meaningful comparisons when benchmarking. The facilities nominated for 
North Lanarkshire were Wishaw Sports Centre and the Time Capsule. The key service issues 
being benchmarked internally and externally used process, quality and cost benchmarking 
techniques to identify existing strengths and areas for improvement. 

4.2 Process Benchmarking 

Considerable effort has been made to establish data benchmarks and to ensure that like-for-like 
comparisons have been made. Various service procedures considered as being related to the key 
issues previously identified in 3.2 above are in the process of being benchmarked and are 
detailed below. 

4.2. I Complaint Handling Procedures 

The initial findings for the service, obtained by the SWSBG in relation to the number 
and type of complaints received by the ‘partner’ facilities, would appear to indicate the 
following: - 

Wishaw Sports Centre and the Time Capsule have received the highest number of 
complaints in relation to Repairs & Maintenance (55% and 27% respectively). 
Wishaw Sports Centre has received the lowest number of complaints in relation to 
Programming and Cleanliness. 
Wishaw Sports Centre has not received any complaints in relation to Pricing. 

Further detailed findings will be available within the main report. 

The comparisons between the Sport & Recreation Operations Section, the Time 
Capsule and Esporta are currently being compiled, and once completed, will be 
available within the main report. 
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4.2.3 

4.2.4 

Comparisons between the Sport & Recreation Operations facilities, the Time Capsule 
and Community Centres are currently being compiled, and once completed, will be 
available within the main report. 

Repairs & Maintenance 

Comparisons between the Sport & Recreation Operations facilities and the Time 
Capsule are currently being compiled, and once completed, will be available within the 
main report. 

Repairs 

A pilot project was undertaken at the Tryst Sports Centre over the last six months to 
compare three possible methods of reporting and implementing repairs within sport and 
recreation facilities (excluding specialised items of plant and machinery). We are 
awaiting the first draft report, compiled by the Department of Housing & Property 
Services. The detailed findings and recommendations from this pilot project should 
hopefully be available for inclusion within the main report. 

4.3 Quality Benchmarking 

The two issues being examined by the SWSBG for quality benchmarking are Service Planning, 
Delivery and Control (FOP 1) and Cleanliness (FOP 2) for both Tryst Sports Centre and the 
Time Capsule using the Quest management criteria. 

4.3.1 Service Planning, Delivery and Control (FOP 1) 

Comparisons, made between the partners for the various items within this management 
issue, indicate that for:- 

0 

Service Planning - most partners have a similar formal planning strategy. 
Monitoring & Review - the majority of partners recognise the importance of this 
issue and therefore clearly define responsibility 
Service Standards - all partners have clearly defined service standards 
Key Issues Affecting Service Delivery - all partners have Normal Operating 
Procedures (NOPS), Emergency Operating Procedures (EAPS), standards in 
relation to Water Quality, Customer Care, Environmental Conditions, Cleaning and 
Maintenance, etc. 
Staff Training For Procedures and Systems - all partners employ a comprehensive 
Induction Training programme. North Lanarkshire Council are the only partner to 
utilise a Training Needs Analysis for each employee (APT&C staff only) 
Health & Safety Planning - all partners regularly undertake COSHH and Risk 
Assessments 
People With Disabilities - most partners run specific programmes to encourage use 
by people with disabilities 

0 

0 

0 

4.3.2 Cleanliness (FOP 2) 

The other Quest management issue currently being compared between the partners is 
ongoing and, once completed, the findings will be detailed within the main report. 

4.4 Cost Benchmarking 

4.4.1 Marketing and Promotion 
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The comparison between the financial budgets allocated to the Sport & Recreation 
Operations Section, the Time Capsule and various other comparable facilities is 
ongoing. However, initial findings have determined that the financial marketing and 
promotion budgets allocated per annum are:- 

53 5,064 
Time Capsule 579,656 
M&D’s (located in Strathclyde Country Park) 523 6,864 
Deep Sea World (St Andrews) 590,884 

0 Edinburgh Zoo 255,097 
Blair Drummond Safari Park 553,063 

Sport & Recreation Operations Section (1 8 facilities) 

4.4.2 Staff Training 

The average costs per staff member (FTE) per annum, which covers training issues 
such as Customer Care, Pool Lifeguard, First Aid and National Examination Board 
Supervisory Studies (NEBSS) courses, have been compared with other service 
providers and are as detailed below:- 

0 Department of Housing 5100.00 

Time Capsule 5 20.00 

Sport &Recreation Operations 5 60.04 
0 Department of Community Services 5 41.50 

The lower figure obtained from the Time Capsule reflects that there is training carried 
out by their own staff. However, staff costs are excluded from the above figure. Further 
details will be provided within the main report. 

4.4.3 Complimentary Tickets 

The number of tickets issued throughout the Sport & Recreation Operations facilities in 
relation to both compensation for the service failure and for marketing purposes is as 
detailed below:- 

0 Service Failure 
Sport & Recreation Operations Section (1 8 facilities) 2745.96 

0 Time Capsule E515.72 

0 Sport & Recreation Operations Section (1 8 facilities) El,032.30 
0 Time Capsule &1,735.37 

0 Marketing Purposes 

Further details on the issue of complimentary tickets and the value of such will be 
detailed within the main report. 

4.5 Customer and Staff Surveys 

4.5.1 External Customer Survey 

This survey employed Servqual gap-analysis and took the form of a one-to-one 
questionnaire completed by approximately 1,200 sport and recreation customers. 
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The survey was conducted within each facility in North Lanarkshire. However, being 
aware that a customer’s opinion on the quality of service provided would differ at 
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4.5.2 

4.5.3 

4.5.4 

different times of the day, as well as different times of the week, the survey was 
conducted during four main timeslots - morning, afternoon, evening and weekend. A 
random sample of customers were approached and asked to complete a questionnaire. 

The Servqual gap-analysis survey achieved a response rate of 98.9%. The issues 
identified within the survey responses are currently being collated, and once complete, 
will be identified within the main report. 

Postal External Customer Survey 

Our customers who use the various outdoor facilities, and therefore do not visit the 
facilities on a regular basis, have not been included in the random sample above. 
Therefore, the views of this group were obtained via a postal survey. A total of 38 
questionnaires were sent out and the analysis of the results is ongoing. The findings will 
be included within the main report. 

Internal Customer Survey 

Both the Departments of Education and Social Work were consulted on the quality of 
the service provided when attending the sport and recreation facilities. The Servqual 
gap-analysis questionnaire was sent out to 197 schools and 26 groups associated with 
the Social Work Department within North Lanarkshire and the analysis of the results is 
ongoing. The findings will be included within the main report. 

Staff Survey 

A survey was conducted in each facility to obtain the views of all staff currently 
employed within the service. A total of 746 questionnaires have been issued to staff and 
once the results have been analysed, the management issues that may require to be 
addressed, will be included within the main report. 

4.6 Customer and Staff Focus Groups 

4.6.1 

4.6.2 

Customer Focus Groups 

The Servqual survey identified 852 customers (70.5% of respondents) had indicated an 
interest in participating in a Focus Group located in various major facilities. Customers 
will be invited to participate by random selection. These groups will be set up in the 
near future and their views will be used to establish common themes for areas of 
improvement. Thereafter, specific action plans will be prepared and implemented for 
each facility. 

Staff Focus Groups 

These groups will be set up similarly to the above and will identifjr areas for 
improvement. Specific action plans will be prepared and implemented for each facility. 

4.7 Quest UK Quality Scheme 

4.8 Quest Informed Customer Mystery Visits 

In conjunction with the SWSBG, a programme of Inter-Authority Informed Mystery Visits has 
been introduced to identify areas of best practice. 
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4.9 

4.10 

A ‘visit’ conducted at the Tryst Sports Centre on 17 May 2000 identifiedvarious areas for 
improvement which are currently being dealt with by the Sport & Recreation Operations 
Section. 

Three ‘visits’ remain outstanding for the facilities, namely Sir Matt Busby Sports Complex, 
Wishaw Sports Centre and the Time Capsule. We anticipate the visits being completed in time 
for the findings being included within the main report. 

European Foundation Quality Model (E.F.Q.M.) 

This self-assessment tool will be utilised in November 2000, taking into account the completed 
analysis of the customer and staff surveys. The exercise will seek to identify the strengths and 
weaknesses of the service and the resulting action plan will address the various issues to be 
implemented. This item will be included within the main report. 

Quality Function Deployment (Q.F.D.) 

This analysis tool will be used to translate customer requirements into the service planning 
process. To ensure that the service is based on our customer needs, QFD will be used to design 
the service specification around the results gained from the various techniques used throughout 
the service review. Once finalised results have been obtained from the techniques employed 
above, the analysis tool will be used to identify the issues and action plans for ensuring 
continuous improvement. This will be detailed within the main report. 

5. CONCLUSIONS TO DATE 

5.1 The initial findings to date would appear to indicate the following issues. 

5.1.1 

5.1.2 

5.1.3 

5.1.4 
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The customer needs to be heard and their views implemented. Where possible we 
should seek to achieve a customer driven service which both the service providers and 
customers are proud of. It is not anticipated that the quality gap identified by Servqual 
will necessarily ‘vanish’, but that the customers opinions and expectations may change 
over time. A flexible approach to service delivery must be maintained. 

The service must be transparent to the customer, with reliable standards being set to 
reflect this. Therefore, the decisions for service improvement will therefore require to 
be based upon correct information. Greater customer focus will be pivotal to the 
improved service and areas identified for improvement will be actioned. 

Many of the facilities appear ‘tired and unattractive’ due to the lack of investment. The 
service providers continually compete with the private sector operators who would 
appear to be investing in their facilities. However, the Department recognises that the 
generation of income has been adversely affected as a result, and has subsequently 
allocated financial resources to begin to address this lack of investment. 

The need to get it right first time, and every time, requires the aid of an effective 
Quality Scheme recognised and endorsed by appropriate groups. This would indicate to 
our customers that the service provider has a commitment in achieving a standard of 
service acceptable to all. Such an approach is currently being conducted at the right 
level and by suitably qualified staff. 

5.2 The preparation of the Service Improvement Action Plan has been programmed for December 
2000. This is to ensure that the plan takes account of results from the following:- 
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Service quality gap 
Benchmarking data 
EFQM Self Assessment 
Staffsurvey 

Quest Mystery Visits 

Internal and external customer perceptions and expectations 

Staff Focus Groups (Quality Circles) 

5.3 Ongoing work in relation to the issues identified for the service review continues and the main 
report will be submitted to Committee in accordance with the Best Value Timetable. 
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BEST VALUE SERVICE REVIEW 

BUILDING CLEANING/JANITORIAL SERVICES 

1. INTRODUCTION 

1.1 The Building Cleaning Service has been identified for Service Review in year three of the review 
rota as part of North Lanarkshire Council's Best Value submission to the Scottish Executive. 

Building Cleaning Services has functional responsibilities for the services listed below: - 

Building Cleaning Services to Schools, Offices, Libraries, Community 
Education Centres, Workshops, and Adult Training Centres 
Janitorial Services and Janitorial Supplies to Schools 
Domestic Services to Social Work Establishments 
Centre Supervisors and Janitorial supplies to Community Education Centres 
Management and Cleaning of Public Conveniences 
School Crossing Patrol Service 
Cleaning and Janitorial Services to Strathclyde Police 
Cleaning of Sheltered Housing Units 
Management of Window Cleaning Services 

1.2 Cleaning and Janitorial Services are provided to approximately 450 premises within North 
Lanarkshire. They are managed by seven area managers with responsibility for distinct 
geographical areas and a management assistant with responsibility for special projects. The 
Crossing Patrol Service is delivered at 242 patrol sites during school term time under the control of 
the crossing patrol co-ordinator and two assistants. A workforce of 1860 Cleaners and Cleaning 
Supervisors, Janitors, CEC Supervisors, Toilet Attendants, Social Work Domestics and School 
Crossing Patrollers are employed to deliver these essential services. 

The Window Cleaning of schools is managed on behalf of the Education Department. 

1.3 The services are delivered within a budget of E 14.5 million for the financial year 2000/2001. They 
comprise a number of contracts amounting to E 5.8 million which fall within the Compulsory 
Competitive Tendering legislation, The Local Government ( Scotland ) Act 1998, and the 
remaining services are defined as non-statutory activities under the legislation. 

1.4 Building Cleaning services have been delivered since the inception of the Unitary Local 
Authorities in April 1996 against a background of Budget reductions mainly from the Education 
Department. 

The savings programme has targeted the - 

elimination of the day cleaning service in secondary schools 
removal of the Easter periodic clean in all schools 
reduction in site supervisory levels in secondary schools 
reduction in the frequency of Window Cleaning 

The annual periodic clean has also been eliminated in Social Work offices and Adult Training 
Centres as part of the Social Work savings programme. As a result of budget savings a reduced 
level of holiday and sick absence cover was agreed with Social Work. This is constantly 
monitored in Homes for the Elderly. 
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The annual periodic clean has also been eliminated in Social Work offices and Adult Training 
Centres as part of the Social Work savings programme. As a result of budget savings a reduced 
level of holiday and sick absence cover was agreed with Social Work. This is constantly 
monitored in Homes for the Elderly. 

It is expected that this trend of budget reductions will continue in future years. 

2. SERVICES SELECTED FOR REVIEW 

2.1 A Service Review Team was assigned to set the direction for the review and to ensure co- 
ordination for the completion of the key tasks identified. 

"Graham Patrick - Building Cleaning Services Manager 
Jim Brown - Building Cleaning Operations Manager 
Finlay Bruce - School Crossing Patrol Co-ordinator 
Andrew McKenzie - Civic And Leisure Manager (Catering) 
Sandra Brysland - Quality Manager 

*Service Review Project Manager 

Individuals or groups would be given SMART tasks by the Review Team and progress monitored. 

A project proposal was submitted to the Corporate Policy and Performance Section of the Chief 
Executive's Department in April 2000 detailing the scope of the project in accordance with the 
Council guidelines. 

2.2 All Building Cleaning Services were selected for review:- 

Cleaning Services 

0 

0 

0 

Building Cleaning Services to Schools, Offices, Libraries, Community Education Centres, 
Workshops and Adult Training Centres. 
Cleaning of Sheltered Housing Units. 
Cleaning Services to Strathclyde Police. 

Domestic Services 

0 Domestic Service to Social Work Establishments which includes cleaning, laundry and 
bedmaking. 

Janitorial Services 

0 Janitorial Services to schools. 
0 Centre Supervisors to Community Education Centres. 

Janitorial Supplies 

0 Janitorial supplies to schools. 
0 

0 

Janitorial supplies to Community Education Centres. 
Janitorial supplies to a limited number of Council offices. 

School Crossing Patrol Services 
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Manning of 242 patrol sites across North Lanarkshire. 

Window Cleaning Services 

Management of Window Cleaning Services for the Education Department. 

Public Conveniences 

0 

Management of Automatic Public Conveniences. 
Provision of 6 manned Public Conveniences. 

The activities listed above are controlled within a budget for 2000/2001 of &14.5m. While all 
activities would have some form of review resources would be focused in those areas most in need 
of scrutiny. 

3. REVIEW TECHNIQUES SELECTED 

3.1 The main objectives set for the building cleaning service review were:- 

To establish what is important to the customer and to meet their needs where possible. 

0 

0 

To establish the level of satisfaction, trends and areas that require improvement. 
To collect information at a cost centre level which can form the basis for Public Performance 
Reporting. 

It was recognised that service review objectives must be qualified by the Councils objectives and 
the direction set for services through budget allocation. The key driver of service provision will 
continue to be budget allocation. 

3.2 In recognition of the balance that needs to be made between the resources allocated to the service 
review and the desire to achieve a full best value action plan at completion key issues were 
identified for examination. 

0 

0 

0 

0 

Provision of a cleaning function to secondary schools during the day against a background of 
continuing budget reductions for the school cleaning service. 
Provision of a janitorial service to schools including the provision of janitorial supplies to meet 
budget constraints. 
To work towards self-sufficiency in the provision of the school crossing patrol service. 
Development of IT systems and a Service Information Portfolio to work towards Public 
Performance Reporting. 
Determine the gap between customer expectations and perceptions of the service and review 
existing customer satisfaction survey methods. 

Where time and resources permitted further issues would be identified and addressed. 

3.3 Building Cleaning is participating in the ADLO/Accounts Commission Pilot “Getting to Know 
You”. This has provided a useful platform to identify information gaps which require to be 
addressed to enable public performance reporting, The gaps identified are equally valid for the 
purpose of the best value service review. 

The most important areas identified are:- 

0 Customer consultation 
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0 Staff consultation 
0 Data to compare services 

3.4 The methodologies to be used to address the information gaps identified are:- 

Process mapping and benchmarking the provision of janitorial supplies to schools with Stirling 
Council and West of Scotland Water. 
Identification of Best Practice in the provision of janitorial service in Scottish Local 
Authorities 
Cost benchmarking of cleaning services through ADLO Performance Network for Building 
Cleaning, 
Cost benchmarking of domestic services with Scottish Local Authorities. 
EFQM self assessment. 
Customer Survey using servqual 
Staff survey 

The methodologies selected are consistent with the Department of Community Services Best Value 
Strategy and North Lanarkshire Council’s Best Value Guidelines. Most importantly the tools 
employed will satisfy the demands of the four essential elements of Best Value: Sound 
Governance; Performance Management and Monitoring; Continuous Improvement; and Long term 
Planning and Budgeting. 

Analysis of the data obtained will provide a sound platform for the provision of customer focused 
services and the implementation of a service improvement plan. 
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4. BEST VALUE PROJECT IMPLEMENTATION PLAN 

Kesponsibility: 
<, ‘e 

I ‘ b  ,d - 1” 

1. Consult to detennine the gap between 
customers expectations and perceptions 
using servqual 

Building Cleaning 
Services Manager 

Survey completed 
results being analysed 

Oct 2000 

Dec 2000 Building Cleaning 
Services Manager 

Preparatory workshop 
completed. Self 
Assessment scheduled 
for November. 

2. Conduct a Service self-assessment 
using EFQM Excellence Model 

3. Conduct a staff survey Building Cleaning 
Services Manager 

Dec 2000 Survey completed 
results being analysed 

Building Cleaning 
Services Manager 

4. Participate in the ADLO/Accounts 
Commission “Getting to know you” 
pilot to determine Stakeholders and 
develop Public Performance Reporting 
to meet their needs. 

Continue to develop the Building 
Cleaning Management System to 
deliver accurate, meaningful and 
timeous management information 
reports to help monitor and measure 
performance. 

5 .  

6 .  Conduct Service Focus Groups 

All templates 
completed for Building 
Cleaning. Feedback 
awaited from accounts 
division. 

Ongoing 

Ongoing Building Cleaning 
Services Manager 

System operating 
successfully. 
Additional 
requirements 
scheduled. 

Building Cleaning 
Services Manager 

Dec 2000 Initial meetings of 
secondary school and 
early years groups have 
taken place. Further 
groups planned. 

7. Implement a complaint logging system. Admin Manager Dec 2000 

Aug 2000 

Basic system 
implemented. 

Completed. New 
questionnaires issued. 

Quality Projects 
Manager 

8. Review Service Delivery 

Benchmark building cleaning service 
performance against that of other Council’s 
through the ADLO Performance Network. 

Questionnaire. 

Building Cleaning 
Services Manager 

Dec 2000 Interim results 
produced for family 
groups. Awaiting final 
report for year two. 

9. Pilot daytime cleaning service in high 
schools 

Building Cleaning 
Operations 
Manager 

Pilot successfully 
introduced to St. 
Margaret’s H.S. 
Outcome of focus 
group is to roll out pilot 
to a further 4 schools. 

Internal benchmarking 
completed. Awaiting 

Oct 2000 

Dec 2000 10. Benchmark Domestic Service for 
Social Work 

Building Cleaning 
Services Manager 
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~~ ~ ~ 

1 1. Conduct a Janitorial Survey of Scottish 
Authorities 

School Crossing 
Patrol Co-ordinator 

Building Cleaning 
Services Manager 

12. Process mapping and benchmarking 
Janitorial supplies provision to schools. 

Dec 2000 

Apr 2000 

~~ ~ 

13, Conduct a School Crossing Patrol 

14. Award Window Cleaning Contract 

Service survey of Scottish Authorities 

15. Review Options for Public 
Convenience Provision 

~ 

16. Participate in the “Loo of the year” 
award 

17. Development of Improvement Action 
Plan 

results of comparison 
with other Scottish I I Local Authorities. 

Building Cleaning 
Services Manager 

Dec 2000 Results of 1998 I 99 
benchmarking exercise 
available. Further 
review taking place 
November to help 
identify best practise. 

Admin Manager 1 Dec 2000 1 Process mapping 

Quality Manager exercise completed. 
Benchmarking with 
Stirling Council and 
West of Scotland 
Water in process. 

Survey in progress. 

School Window 
Cleaning Contract 
awarded to Caledonian 
Office & Window 
Cleaning Co. Ltd. 
Service being extended 
to other Departments. 

Building Cleaning 
Services Manager 

Apr 2000 Financial and 
operational review 
completed and 
implemented 1 April 
2000. 

Building Cleaning 
Services Manager 

Building Cleaning 
Services Manager 

Results awaited. I oct2000 [ Feb ~~ 2001 -pi Tobe finalised ~ ~ 

December. Interim 
Plan attached at 
Appendix 1 

5 REVIEWFINDINGS 

5.1 The Building Cleaning section delivers a number of support services to internal departments, 
external customers and the public. The decision was taken by the Service Review Team to 
recognise that these different services and customers meant that while a common approach 
could be useful it would not be helpful to use the identical tools for each service. Therefore, 
while similar techniques were employed across the range of services the statements used in, 
for example, servqual questionnaires were not the same for all services reviewed. It was also 
decided to adopt a fragmented approach to the different customer sectors to allow a customer 
focused approach to the analysis of the data. 

5.2 The results of the main review techniques utilised are not yet available. Therefore review 
findings will form part of the final report to be presented in February 2001. A brief summary of 
the current position is detailed below. 

I:MCE\CORPOL\I 8BVAL\350SEREWBUILDI“ CLEANING EXEC SUMM.DOC 



5.2.1 

5.2.1 

5.2.2 

5.2.4 

5.2.5 

Customer Survey for Cleaning and Janitorial Services 

The customers of all internal Departments, excluding Construction and Roads, were 
consulted on the quality of the service provided for cleaning, janitorial and community 
education centre supervisor services where applicable. The Servqual gap-analysis 
questionnaire was distributed to 

0 

213 schools and community education centres for janitorial services 
254 schools, community education centres, libraries, sheltered housing units, police 
stations, homes for the elderly and children, and offices for cleaning services. 

Customer Survey For School Crossing Patrol Service 

A questionnaire is being distributed via schools to the parents of children to assess the 
level of satisfaction with the crossing service. Four schools have been initially 
identified for this purpose through the Road Safety Section as schools where there has 
been the highest rate of accidents involving school children. 

This is to be followed up with focus groups involving the school children who use the 
Patrols. 

Customer Survey For Public Toilets 

Contact has been made with the British Toilet Association, who are the organisation 
responsible for conducting the annual 'Loo of the Year' awards in which building 
cleaning have been successful participants, to determine the best method of surveying 
the public to gauge the level of satisfaction with the provision of public toilets. 

This service has been the subject of an operational and financial review which 
culminated in the closure of seven facilities and reduced operating hours in the 
remaining six manned toilets on 1 April 2000. 

It has been indicated that the future of the remaining facilities is uncertain due to 
budgetary constraints and therefore a decision will be taken on whether to proceed with 
a customer survey as this may raise public expectations for this service. 

Staff Survey 

A survey form has been distributed to obtain the views of all staff currently employed 
within the service. A total of 1900 questionnaires have been issued to staff and again 
the approach to fragment the data obtained has been adopted. This will be possible 
through identification of post types on the returns. The reason for this course of action 
is that building cleaning staff are mainly employed in the premises of other departments 
delivering a variety of services and when the results have been analysed a closer fit will 
be possible with the results of the customer survey. 

Customer Focus Groups 

The Servqual survey identified a number of customers had indicated an interest in 
participating in a Focus Group. The first focus group meetings have taken place with 
the Education Department for the provision of a day time cleaning service in Secondary 
Schools and the provision of Cleaning and Janitorial Services in Early Years 
establishments. 
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5.2.6 Staff Focus Groups 

6 

It is intended to meet with staff representatives when the result of the staff survey is 
available. 

5.2.7 Cost Benchmarking of Cleaning Services 

ADLO Performance Networks for Building Cleaning offered the opportunity to 
compare the cost of cleaning services with other authorities throughout Scotland, 
England and Wales. The range of performance indicators and the grouping of 
authorities within similar family groups should produce like for like comparisons once 
the initial teething problems are resolved. 

The interim results for Year 2 have been made available and the full report is expected 
late October. 

5.2.8 Cost Benchmarking of Domestic Services 

An internal exercise to benchmark the costs of the domestic service for Homes for the 
Elderly within North Lanarkshire has been completed. The data obtained has been 
Submitted to Glasgow City Council who are co-ordinating the responses for authorities 
across Scotland. Results are expected October/November. 

5.2.9 Process Benchmarking 

The provision of janitorial supplies was selected for a process benchmarking exercise 
and the mapping of the component parts has been completed. The results are to be 
benchmarked with Stirling District Council and West of Scotland Water. 

5.2.10 School Crossing Patrol Benchmarking 

A questionnaire has been distributed to all Scottish local authorities with a school 
crossing patrol service. The data obtained will provide the basis for future decision 
making for this service in conjunction with the customer survey. Results are expected in 
November. 

5.2.1 1 School Janitorial Service Benchmarking 

A survey of all Scottish local authorities is being undertaken initially to determine areas 
of best practice. The results of this exercise should be available December. 

5.2.12 EFQM 

An EFQM assessment workshop took place in March to raise awareness within the 
management team. The full self-assessment tool will be utilised in November 2000, 
when the analysis of the customer and staff surveys returns will be available. The 
exercise will seek to identify the strengths and weaknesses of the service and the 
resulting action plan will address the various issues to be implemented. 

SERVICE IMPROVEMENT ACTION PLAN 

6.1 The preparation of Service Improvement Action Plans has been programmed for December 2000. 
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This is to ensure that the Service Improvement Action Plan takes account of : 

7 

Internal and external customer perceptions and expectations; 
Customer Focus Groups (Customer Question Time) 
Service quality gap ; 
Benchmarking data; 
EFQM Self Assessment; 
Staff survey Results 
Staff Focus Groups (Quality Circles) 
BS EN IS0 9002 External Audit Report (Building Cleaning) 

CONCLUSIONS 

7.1 

7.2 

7.3 

The Service Review process is at an early stage in terms of the availability of data resultsfrom 
customer and staff surveys and benchmarking exercises. It is not surprising to find that the level 
of satisfaction on customer returns would appear to reflect budget cuts in services in previous 
years. Budget reductions will continue to be a key driver of service provision and the balance 
with Best Value may prove difficult in the face of short term decision making to satisfy Council 
budgets. It is to be hoped that long tern planning and budgeting as part of Best Value will aid the 
process of delivering services that are customer focused and configured to meet their 
requirements. 

Improvements in Service Delivery have been made in the first years of North Lanarkshire 
Council and the Best Value Service Review provides a continuation of this process and a 
customer focused approach for further planned improvements to service delivery. The service 
review for building cleaning will continue to develop as the techniques available to assess service 
delivery are expanded to cover all services provided to internal and external customers and the 
public. 

The techniques employed over the review period are limited by the resources available to the 
service review team. Further comparison with other service providers outwith the public sector 
and option appraisal is likely to develop from the activities already undertaken. 
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I. IN TROD UCTION 

1. I Executive Summary 

The service review of Desktop Support is an element of the third tranche of Best Value 
reviews within the Finance Department. 

All staffing, business processes and costs were examined during this review and compared 
against recognised industry best practice. An improvement plan will be borne of this 
examination and will be implemented on acceptance of the findings of the review. Reviews of 
performance to this improvement plan will be carried out on a regular basis (six monthly). 

Service Under Review - Desktop Support Section 

The Desktop Support section is part of Production Services within the greater I.T. Services 
Division. This section has responsibility for the development, implementation and support of 
all distributed I.T. systems in use in all Departments Council wide. The following bullets 
summarise the main technology areas under the control of the Desktop Support team: 

Desktop hardware and software platform design. 
Distributed file, print and application server design and support. 
Corporate Email system development and support. 
lnternet service design and implementation. 
Anti Virus application development and implementation. 
Departmental I.T. strategy advice. 
Distributed systems security policy definition. 
New technology evaluation and reporting. 

The current staffing allocation within Desktop Support is fourteen, made up of one Desktop 
Support Manager, four Senior Support Officers, five Support Officers and four Support 
Technicians. This allocation is supplemented as required by retaining short term contract staff 
to assist with software rollout and upgrade work. 

Help desk support for desktop PCs and all distributed I.T. systems is provided on behalf of 
Desktop Support by a third party organisation (Altor-ICM). This contract is subject to a strict 
service level agreement which is monitored and enforced by the Desktop Support Manager. 

North Lanarkshire Council does not prescribe staffing levels on the external help desk support 
contract. Altor-ICM are required to perform to the defined service level agreement and must 
ensure that all help desk calls are completed within the defined parameters. Any failure in this 
area may result in financial penalties being imposed. 

Reasons for Selection 

It is intended that all areas of I.T. Services carry out reviews of service as part of the North 
Lanarkshire Council Best Value initiative, to enable the definition and implementation of 
continuous cyclical improvement plans in each area. 

Desktop Support has been selected as the next largest section after Business Systems, who 
carried out their initial review as part of the second tranche of Finance Department Best Value 
service reviews. 

Taking into consideration the fact that the Desktop Support section presides over a very large 
annual spend on hardware and software technology on behalf of all Departments, it is felt that 
the implementation of an improvement plan in this section may provide significant benefits for 
users across the Council. 
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Review Techniques 

In order to provide the information that would enable us to define and implement an 
improvement plan that would provide real benefits to the organisation, a number of key 
techniques were identified forming the basis of our service review, as follows: 

0 Benchmarking analysis of total costs and business practices in consultation with the 
Gartner Group. 
Analysis of Performance Management & Planning Criteria as defined by the Accounts 
Commission. 

0 Customer satisfaction survey. 
0 Staff survey. 

Benchmarking 

The benchmarking analysis section of the service review involved the collection of a large 
amount of data under the following headings: 

0 

0 

0 

0 

0 

IT hardware and software purchase costs over selected period. 
Costs of the provision of all operational IT staff including official IT support and external 
contracted support. 
Costs of all related administrative staff. 
Costs to organisation of identified system downtime. 
Costs to organisation of end user IT operations, including user self support. 

The Gartner Group provided the organisation with a model into which all of the collected data 
was entered. This model was then sent to Gartner to enable them to compare it with a 
targeted peer group of like sized organisations in a similar industry sector. 

On completion of the benchmarking comparison process, Gartner were able to provide us 
with a presentation of their findings with recommendations on areas that could form part of 
any improvement plan. 

Accounts Commission PMP 

To assist with the analysis of general business and management practices within the Desktop 
Support section, the Accounts Commission Performance Management & Planning Criteria 
statements were used as a framework against which the collected benchmarking and survey 
data could be compared. 

The PMP criteria are in the form of ten statements of intent. Included in the review 
documentation is an explanation of how the Desktop Support section intend to achieve the 
aims of each statement. 

Customer Satisfaction Survey 

A major customer satisfaction survey was distributed to all Departments. 290 returns were 
received and forwarded to the Gartner Group who were able to compare our user returns 
against their collected database of similar organisations. 

As well as providing us with invaluable general information on how the section is perceived 
throughout the organisation, we were able to compare our performance against similar 
organisations in the Gartner Group database. 

Staff Survey 

A short staff survey was carried out to provide us with information on a number of areas, 
including how good a level of service we feel we provide to our customers. 
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Review Findings 

The general review findings suggest that Desktop Support are providing an excellent level of 
service at lower cost and with fewer staff than almost all of the organisations selected 
independently by the Gartner Group as being of similar size and complexity. 

The customer survey returns suggest that the end user environment are generally very happy 
with the levels of service provided by Desktop Support and are reasonably comfortable in the 
use of their IT systems. 

The following statement was produced by Gartner as part of their presentation of findings: 

“The procurement for and management of the environment in the scope of this study is 
carried out in a highly professional manner that is reflected by the well controlled 
costs. It can however be improved by taking a more holistic approach to asset 
management that includes the entire lifecycle of resource.” 

This statement is high praise from an organisation involved in benchmarking analysis of IT 
industry best practice on a global scale. The statement concerning asset management has 
been considered and an element of our improvement plan is designed to address this. 

Benchmark Findings 

The following bullet points summarise other findings of the benchmark analysis with the 
selected peer group organisations: 

The total cost of owning a desktop PC per user in NLC is 58% of peer group 
average i.e. almost half the cost. 
NLC support staff look after 75 users compared with 52 in peer group average i.e. 
we have less staff looking after more users. 
Indirect costs, including downtime and end user self support are 50% of the peer 
group average i.e. we have less downtime and less need for user self support than 
the peer groups. 

Customer Survey Findings 

The following graphs have been produced from data contained in the customer survey returns 
and provide an indication of the quality of support as perceived by our end users: 

This shows us that 66% of users surveyed feel that desk side support is either good or 
excellent. When compared with the peer group figure of 50% for the same points, this 
suggests that the support being provided in this area is fulfilling the needs of the user base. 
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The following graph compares the response of North Lanarkshire Council users against the 
Gartner Group database of responses from other organisations on the question of quality of 
telephone support: 

This graph shows us that 45% of users who responded feel that the quality of telephone 
support from the help desk is either good or excellent, compared with 37% in the peer group 
average. 

This figure is good when compared to the peer group but has been targeted as an area where 
improvements can be made and as such features in our improvement plan. 

Staff Survey 

The following graphs show the responses to the five staff survey questions: 
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The responses to our staff survey have shown that internal staff generally feel that we provide 
a good level of service to our customer base. It shows that they are happy with the levels of 
training they receive and with the tools made available to them to carry out their jobs. 

An area of concern was however highlighted in relation to the development of internal staff. 
Production Services management will carry out further investigations in this area to determine 
cause and to attempt to improve the situation. 

Review Recommendations & Improvement Plan 

The experts at the Gartner Group who were retained to assist with the benchmarking element 
of the review provided us with a number of recommendations based on an evaluation of the 
benchmarking findings, as follows: 

Gartner Observations 

Corporate IT Asset Management. The adoption of a technology based hardware 
and software asset management system will provide an opportunity for further cost 
savings both in support and technology and licence refresh and procurement. 

Peripherals Cost. Move towards Corporate controlled allocation and control of 
printing platforms concentrating on consolidation of users on to Departmental or 
large workgroup printers will provide savings in procurement and support costs. 

Staff Retention. Strategies for the recruitment and retention of skilled staff should 
be considered. Flexible benefits packages, working from home, investment in 
workplace comfort etc. Failure in this area will erode in house staff numbers to 
unsupportable levels. 

Complexity Creep. The excellent work carried out over recent years to enforce 
Corporate standards on hardware and software must be protected. This is 
providing savings to the organisation on downtime and support costs. Vigilance is 
required in this area to ensure that these hard won battles are not eroded by 
Departmental initia fives. 

The above Gartner observations have been considered by Production Services management. 
The three latter points, on peripheral cost, staff retention and complexity creep are of interest 
and will be considered independently of this review. The first point on asset management is 
found to be relevant and will form an element of our improvement plan. 
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Improvement Plan 

All elements of the service review were considered in preparation for the creation of our 
improvement plan, including peer group benchmarking, customer surveys, staff surveys and 
cost and business practice analysis. 

The following headings have been identified as areas for improvement within the section: 

Corporate IT Asset Management & Software Licence Control 

Platform Standardisation 

Domain Consolidation & DHCP 

Technical Telephone Support Help Desk 

Corporate IT Asset Management 

The need for improvement in the area of asset management is one that predates this review 
and has been discussed on a number of occasions. Gartner Group have highlighted this as 
the one major area for concern in the section and as such we intend that this area be our 
main priority on the improvement plan. 

The intention is to address this area as a part of the major tender currently under way in the 
section to renew procurement and support contracts. It is hoped that as part of any service 
provision, we can include a management service of all hardware and software assets. 

In conjunction with general asset tracking, discussions have been held with FAST (the 
Federation Against Software Theft). These discussions have produced a recommendation 
that we subscribe to the FAST Audit Certification scheme. This certification is the first 
scheme to recognise excellence in software management and contributes towards BS7799 
accreditation. 

Platform Standardisation 

It is generally accepted throughout the IT industry that distributed systems standardisation 
can provide major cost savings and user benefits in the form of reduced support costs and 
user downtime. 

The Gartner Group have agreed with our assessment with their statement on “Complexity 
Creep”. 

The three main areas of continued standardisation of our distributed systems are as follows: 

Standard NT 4.0 desktop PC build in all Departments 
Departmental domain consolidation to single NORTHLAN domain 
Automatic system based IP address allocation and control - DHCP 

Standard NT 4.0 Desktop 

What we mean by a standard NT 4.0 desktop, is that we will source hardware from a single 
“Tier 1” manufacturer, currently Compaq. We will install the same version of operating system 
and application software on all Departmental PCs and we will design a scripted build of the 
relevant applications for each Department. 

It should be noted that there will always be small pockets where unique application builds are 
required perhaps running on non standard operating systems. These systems will continue to 
be supported by Corporate IT staff. 
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The following chart details the current position on NT 4.0 standardisation: 

From this chart it can be seen that a number of Desktop systems are running Microsoft 
Windows 3.1 I. One of the elements on our improvement plan will be to ensure the continued 
drive towards standardisation resulting in all distributed systems up to the minimum hardware 
specification being upgraded to Microsoft Windows NT4.0. Targets and timescales are 
defined in the improvement plan document. 

Domain Consolidation 

NT domains are a technical concept that we needn’t go into in a great deal of depth. Basically 
the more NT domains you have set up in your distributed computing environment, the more 
complicated your setup becomes. This leads to an increased overhead on system 
administration and an increased potential for user downtime. 

It is widely recognised that a move to a single domain structure would bring benefits of 
simplification and ease of support. Our own internal experts have recommended that we 
follow this path and have been supported in this determination by consultants from Microsoft. 

This process is intended to start first quarter of 2001 as shown on the improvement plan 
document. 

DHCP 

As with domain consolidation, DHCP is a technical concept that when implemented will give 
us a much simplified distributed computing environment and a reduced support overhead. 

In conjunction with the NT Domain consolidation exercise, it is proposed that we implement 
Council wide DHCP (Dynamic Host Control Protocol). This allows each hardware device 
throughout the organisation to automatically receive an IP address on system boot. The IP 
address of each device provides a unique identifier for all system devices in the organisation 
to allow other hardware devices and software applications to differentiate one device from 
another. 

It is intended that this process be implemented in conjunction with the domain consolidation 
exercise and as such target project dates will be the same. 
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Technical Telephone Support Help Desk 

The current Help Desk facility has evolved over the last three years to provide distributed 
systems support within a strictly defined Service Level Agreement. The current external 
organisation providing this service are performing well within the defined service levels. 

This having been said, it is also a fact of the current service that all calls are visited in person 
by a technical resource. Desktop staff have carried out a pilot evaluation of the ability of 
technical staff to resolve end user software problems without the requirement to visit the end 
user at their location. A number of remote tools are available to allow technical staff to carry 
this out. The following chart shows data from this pilot: 

This chart shows that of 106 calls included in the pilot, 79% were able to be resolved without 
the need to visit the end user on site, and that 40% were resolved by talking the end user 
through their problem without any use of remote technical tools. 

This suggests that given good levels of technical expertise on our Help Desk, we could 
provide our users with problem resolution times further enhanced on current levels. It is likely 
that given the reduced need for travel and the related expenses, that support costs could be 
reduced. 

The intention is to address this area as a part of the major tendering exercise currently under 
way in the section to renew procurement and support contracts. It is hoped that as part of any 
service provision, we can include an element of telephone support thus enhancing current 
end user support. 

Targets and timescales for this proposal are included in the Improvement plan document 
which follows. 
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Improvement Plan 

NB: For column 3. di: 

1.  Define and 
implement a 
lifecycle asset 
management system 
to include software 
license control. 

2. Complete desktop 
software standard 
build across Council. 

3. Complete Domain 
Consolidation and 
DHCP. 

4. Implement a 
Telephone based 
technical Help Desk 

been chosen as the major 
finding of our benchmark 
exercise. PMP 5 / PMP 8. 

This has been chosen as 
part of the ongoing 
improvement process. 
PMP2 / PMP3. 

This is also an ongoing 
improvement process 
within Desktop. PMP2 / 
PMP3. 

This has been chosen as a 
result of feedback from the 
user survey. PMP 21 PMp5 

Improvement will provide 
us with clear information 
on all NLC owned assets. 
This will enable us to 
better control costs for 
support and procurement. 

This improvement will 
give us a cross Council 
standard which will allow 
us to save on support and 
training initiatives and 
improve in house Council 
communications. 

This improvement will 
bring all NLC users under 
a single Domain structure 
providing a more stable 
operating environment. 

This improvement will 
enable us to enhance the 
support service to the end 
user community delivered 
via the Help Desk. 

Included in current tender 
process to be implemented 
by lst April 2001. 

It is intended that all 
systems up to specification 
will be upgraded by end of 
Dec 2000. 

It is intended that this 
process start ISt quarter of 
2001 to be complete by end 
of 2001. 

It is intended that this start 
after tender selection of 
appropriate organisation on 
1’’ April 2001 and will be 
phased in by end of 200 1. 

Asset register will 
become a meaningful 
tool providing us with 
info on current hardware 
and software deployed. 

We should see reduced 
Help Desk calls and 
related drop in support 
costs. 

This improvement will 
reduce requirement for 
Departmental based 
systems administration. 
This should fiee staff up 
to carry out other tasks. 

Help Desk Call 
resolution times will 
drop. User survey 
responses will improve. 

Part of Tender 
document for 
Desktop Services. 

Monthly Reports and 
Desktop Project 
Plans. 

Monthly Reports and 
Scheduled Work 
project Plans. 

Part of tender 
document for 
Desktop Services. 



REPAIRS AND IMPROVEMENT GRANTS 



Department of Housing & Property Services 

Service Review 

Improvement Grants Section. 

Executive Summary October 2000 
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Description of Service 

Transport 
Admin Costs 
Apportioned Expenses 
Loan Charges 
Total Cost 

The main activity of the Grants section is the processing of applications for Housing 
Improvement and Repairs Grants. The need to do this arises from the duty placed on local 
authorities by the Housing (Scotland) Act 1987 to secure the improvement of poor-quality 
houses in their area. In addition this legislation also gives powers to the Council to secure 
the repair of houses in serious disrepair and to make grants for these purposes. 

f9,810 f9,810 f8,753 
f5,305 f46,264 f46,428 
f52,966 f21,654 fl1,640 

fO f245 f2,784 
€197.524 €210.41A f206.637 

This involves publicising the availability of these grants, receiving applications, gathering 
relevant information, approving or refusing the applications, and arranging for the payment 
of the grants as appropriate. The Section therefore deals with homeowners and their 
contractors and these are seen as the major customers. 

N 0. applications 
No. amrovals 

The other activities of the Grant Section include the following: 

1997198 1998/99 1999100 
1205 1112 1412 
587 867 866 

0 to manage the Council's Non-HRA Capital Budget 
to manage the Council's Housing Action Area programme 
to co-ordinate the involvement of owner-occupiers within the HRA Housing Capital 
Programme 

0 to promote other initiatives to improve housing in the private sector. 

. I  

No. completions 
Cost per Application 
Cost per Approval 
Cost per Completion 
Total Budaet (fM) 

COSTS & LEVEL OF ACTIVITY 

_ _ ~  
497 845 809 

f 163.92 f 189.22 f 146.34 
f336.50 f242.69 f238.61 
f397.43 f249.01 f255.42 
f1.062 f1.419 f1.302 

The table below shows the cost of the section over the past 3 years and as can be seen 
they have increased slowly over the period. 

w . ,  

Total Spend (fM) 
Averaae Amount of Grant 

Table 1 

f 1.0731 f 1.453 f 1.389 
f2.1591 f1.720 f1.717 

The reduction in overall costs is due to the fall in apportioned expenses which have off set 
the annual increase in salaries. 

In table 2 the volume of work over the past 3 years is shown. 



This shows that the Section is dealing with an increasing number of applications and as a 
result the cost per application is falling. The number of completions is out-with the control of 
the Section as it relies on third parties to proceed with the work on receiving approval. The 
number of completions is dependent on budget considerations as well as applicants 
completing the work. There is inevitably a time delay between application and completion 
which cannot be controlled. 

Methodology 

This is a service based review looking at the operation of the section, how it processes the 
applications as well as performance against other Councils across Scotland and customer 
care matters. The performance information will if possible be based an the financial year 
April 1999 to March 2000. The application procedures have been converted into a process 
map and this will be further analysed using functional analysis technique and a FAST chart 
also produced. It is hoped that this will identify areas for improvement. 

Performance Measurement 

There are no statutory performance indicators for improvement grants and it is therefore 
proving difficult to find any external evidence for comparison for performance. There are no 
established benchmarking clubs for this area and this will have to be addressed in the action 
plan. Performance is monitored on a regular basis against internal indicators set by the 
Department. The indicator is that grant payments are to be made within one month of the 
work being satisfactorily completed. In addition there are corporate indicators in respect 
response time to correspondence and dealing with enquiries. It is however proving difficult to 
find any established benchmarking clubs or external performance indicators for this area. 

Customer Consultation 
The Section is currently undertaking a survey of its users to establish customer satisfaction 
with the service. A questionnaire is being sent out to every applicant on completion of the 
process to establish their views on how their application was handled. It is hoped that initial 
findings will be reported in the final document. 

Quality 

The Section has been involved with a number of initiatives to improve its service to its 
customers. 

Disabled People 

Improvement Grants are provided to private home owners to assist with works to adapt the 
house to make it more suitable for the accommodation and welfare of a disabled occupant. 
The Grants Section works very closely with the Social Work Department’s Community 
Occupational Therapy Service in administering these grants. 

The first stage in the procedure is for the disabled person’s needs to be assessed by an 
Occupational Therapist. Any adaptations to the house that are recommended by the 
Occupational Therapist are considered for grant assistance. An Improvement Grant at 75% 
of costs up to f12,600 can be approved, and the Social Work Department can, resources 
permitting, provide additional grant funding if required. Many of the applicants require a 
greater degree of assistance than applicants for other types of grants, and this is facilitated 
by the Grants Section staff working closely with the applicants, relatives, Occupational 
Therapist’s and contractors to provide a sensitive joined up service, 
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A small Working Group on Adaptations in the Private Sector, including representatives of the 
Grants Section and the Social Work Department, has met on a frequently since 1996. A 
substantial amount has been achieved through this group, including 

0 facilitating close liaison between the Departments 
0 developing a uniform approach throughout North Lanarkshire 
0 developing parity in the level of assistance provided to clients irrespective of which 

housing tenure they live in 
0 contributing to staff training 

Care and Repair 

Within North Lanarkshire there are an increasing number of elderly owner-occupiers living in 
poor quality housing who have difficulty in financing the maintenance of their home. In 
addition they also have difficulty in finding suitable and reliable contractors to do the work. In 
1996, in recognition of this, the Housing Department initiated a Steering Group, including 
representatives of Scottish Homes, with a view to planning and setting up a Care and Repair 
Project to serve all of North Lanarkshire. 

The group was quickly expanded to include representatives from the Social Work 
Department and Lanarkshire Health Board. After studying Care and Repairs operations 
elsewhere in Scotland and considering a number of options, a tendering process was 
initiated which resulted in the selection of a managing agent. 

The project is managed by Clyde Valley Housing Association on behalf of the Council, 
Scottish Homes and the Lanarkshire Health Board, who jointly provide the funding for it. 
Staff in the Grants Section work closely with the North Lanarkshire Care and Repair Project 
in setting policy, monitoring activity, and processing a large caseload of grant applications. 

The importance of Care and Repair is illustrated by the fact that the Scottish Executive 
recognise as a national priority the establishment of a network of projects covering all parts 
of Scotland, and that they allocate additional resources to local authorities specifically for 
spending on grants through Care and Repair projects. 

By 30 June 2000, North Lanarkshire Care and Repair had a caseload of 530 elderly or 
disabled people. The service provided ranges from adviceheferral to the co-ordination of 
major improvement works. At 30 June 2000, 45 major works cases were completed, 72 
were in progress and a further 90 in preparation. Last year the Council spent f324,OOO on 
grants, assisting 233 house owners with a variety of types of work. This year, f220,OOO has 
been allocated to North Lanarkshire Council, and the Council has agreed to enhance this by 
a further f 100,000 from its general capital budget. 

Anti-Fraud Activity 
The building industry generally, and grants-related activity in particular, is an area which is 
open to fraudulent practices. These include collusion among contractors, submission of false 
estimates and invoices, tampering with estimates, and avoidance of tax. 

This is an area that has been considered in detail by the Grants Section, and in conjunction 
with the Internal Audit Section of the Finance Department, various measures have been put 
in place to prevent this. These include:- 
0 A system is in place for dealing with cases where the estimates submitted are suspected 

of not all being genuine. This may result in applications being refused with possible 
eventual referral to the police. 



A database of contractors who estimate for grant-aided work, based on questionnaire 
returns from the contractors, samples of headed notepaper and authorised signatures, 
and confirmation of VAT status. 

Potential corruption of Grants staff has also been considered, and amendments made to 
systems and procedures, including cross-checks and counter-signatures, to reduce the 
potential for this. 

These measures help identify fraud and collusion, and also prevent grants being approved 
or paid which are not based on bona fide information. This ensures that the Council 
receives value for money from its non-HRA budget. 

FINDINGS 

The review has established that there is a lack of performance based information for 
external comparison. It is difficult to see how this can be overcome, as you are dependent 
upon others to make available and be interested in establishing a benchmarking club. 
However this point will be included within the action plan. 

In terms of the performance of the section table 2 shows that the number of applications has 
grown over the past 3 years as well as the number approvals. These have grown faster 
than the costs and as a result the cost per application/approval has dropped significantly 
from f163.92 per application in 1997/98 to f146.34 in 1999/00. Cost per approval has 
dropped from f336.50 to f238.61 over the same period. The section would appear 
therefore to be cost effective dealing with more applications and approvals whilst at the 
same time reducing the cost per application. 

In terms of quality the section has undertaken a couple of initiatives in respect of the less 
able sections of the community to ensure that there is a more even take up of grant across 
the social spectrum within the North Lanarkshire Council area. It has however neglected 
customer consultation although this is now being addressed. 

Overall the section is performing well although more can be done in terms of customer 
consultation. 
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LOCAL HOUSING OFFICES 



Department of Housing & Property Services 

Review of Local Housing Offices 

Executive Summary 

October 2000 



Reviewed Service 

The review examined the management costs of the remaining 3 area offices that were not reviewed 
last year as well as the specific service area of improvement grants. The Improvement Grant service 
review will be the subject of a separate report. The 3 offices specifically under review are:- 
Bellshill 
Shotts 
Wishaw 

For comparison purposes however, all of the offices will be used to show relative performance, against 
each office over the past two years. 

In addition the action plans arising out of last years service review and the performance management 
planning audit are also being implemented. 

Methodology 

As noted above 6 offices have already reviewed and it is intended to use last year’s review as a 
benchmark and compare overall performance against this. The review will examine the performance 
of the Housing Offices compared to last year using the same performance indicators. The graphs 
measuring performance will show all 9 area offices with the 3 under review highlighted. In addition 
the local office management plans will also be used to assess the overall performance of the 3 offices. 

As well as examining the performance of the offices, each office was subjected to an audit to ensure 
that the same standards are delivered across all offices. When these were being carried out the 
opportunity was also taken to carry out an exit survey of the callers. The survey was used to establish 
general satisfaction levels and try and find out if callers were aware of, or read the performance reports 
that are available at each office. In addition an examination of complaints monitoring system was 
carried out to ensure that complaints are handled within the timescales set down 

Customer Care 

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

Tenants survey:- this exercise was carried under the auspices of the New Housing Partnerships (NHP) 
and the results are awaited. 
Exit survey:- this was done as part of the audit of each area office to establish levels and standards of 
service. 
Repairs satisfaction mailer:- this arose out of the sharp drop in tenants satisfaction at the time of the 
DLO difficulties. The system generates a questionnaire to tenants for their comments on repairs. The 
results are analysed monthly and reported to committee. 
The Housing Division has improved its literature available for tenants and has attained the Crystal 
Mark for plain English for the new tenants’ handbooks and the general housing leaflets 
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 in 1998 for exceptional public services 
and a Charter Mark team has been established to re-apply for the award next year. 

However in order to further improve the standard of service delivery and invest in the staff the 
department has made an application towards a hopefully successful IIP award. As part of the IIP 
application an Employee Development Process has been established within the department. This gives 
staff the opportunity to discuss with their line manager on a one to one basis and identifies areas for 
improvement either within their own skill base or within their teadoffice. Resulting from this an 
agreed action plan for development is drawn up. 



PERFORMANCE ANALYSIS 

As noted above 3 main indicators were used in last years review and it is intended to compare progress 
over the past year and look for trends in the data to try and establish areas for improvement. Last 
years review showed that the offices were cost effective and delivered a good quality service. There 
were a number of minor matters that were included in an action plan and most of these will be covered 
in the full review. 

The review of management costs looked at the following indicators: 
+ staff cost per lettable dwelling 
+ management cost per lettable dwelling 
+ number of dwellings per area office 

These indicators come from the Accounts Commission and were produced last year. The departments 
costs have to be updated on the same basis in order that valid comparisons can be made and this will 
be finalised for the full report. However if the costs from the departmental budget are used there is a 
definite trend in respect of the costs/performance. 

Staff Cost per Lettable Dwelling 

Chart 1 
I 

Staff Costs per Lettable Dwelling 
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Chart 1 shows the staff costs for all offices. There has been a slight increase in costs against nearly all 
offices. The exceptions being Coatbridge, Motherwell and Viewpark. The large decrease in the 
Coatbridge costs is due to moving the concierge staff out of the office budget and into a separate 
budget of its own. The Motherwell cost reduction is due to the amalgamation of the Forgewood and 
Motherwell offices. 

If the stock per area office is analysed it shows a steady decline as shown in chart 2. 



Chart 2 

Stock Trends 1996 - 2000 
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After the initial set up year for the Council voids have continued to reduce as a percentage of the total 
stock. As the stock is shrinking due to the sale of the housing stock it is an achievement to maintain a 
drop in the number of void properties. The target set by Audit Scotland for void properties is 2.5%. 
Although the Departmental target figure for 1999/00 was 1.5%, this was not achieved with rate of 
1.96%, however with a void rate of 1.96% this is a 21% improvement over the Audit Scotland target. 

The stock per area office shows a general decline as expected from the results of the management 
costs. This is shown in chart 3 

Chart 3 
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* Offices amalgamated in 1999 

The increase in stock in some offices is due to office amalgamation as the department re-organises to 
meet the challenge of reducing stock numbers. The overall effect however is to stop the decline in the 
stock figures per area office is with a significant increase over the last year. 

OPTION APPRAISAL 



New Housing Partnerships 

The New Housing Partnership Initiative (") has been introduced by the Government to increase 
housing investment and to encourage Council's to consider the transfer of homes to Community 
Ownership. As part of the current NHP programme for the period 1999-2002 North Lanarkshire 
Council received E660,OOO to progress an appraisal of options for future housing investment. 

Chapman Hendy Associates were appointed in September 1999 to provide a High Level Options 
Analysis. This was concluded by October and identified that the following options were applicable for 
consideration: 

Whole Stock Retention; 
Whole Stock Transfer; 
Partial Stock Transfer; 
Securitisation as a method of funding stock transfer. 

The Housing Committee approved the findings of the report and the department has gone on to 
proceed with the next level of investigation. In order to ensure that the tenants are kept informed of 
progress and to help progress the matter internally a Communications Co-ordinator and Project 
Manager have been appointed. Their main duties are to oversee the stock condition survey, option 
appraisal and tenant consultation processes 

Stock Condition Survey 

In august 2000 Ernst & Young were appointed as lead consultant for the stock condition survey and 
option appraisal process in conjunction with King Sturge (surveyors) and Michael Dyson Associates 
(structural engineers / surveyors). This will be done with a pilot survey being conducted on 25 / 26 
September 2000 and the main survey commencing on the 17 October 2000. The aim is to have the 
main survey concluded by Christmas and the final report by summer 2001. 

FINDINGS 

The Council's housing stock is continuing to fall in numbers as tenants continue to exercise their right 
to purchase their homes. As a consequence costs will continue to rise in relation to the number of 
houses unless action is taken to stop this. 

Chart 4 
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Chart 4 shows that if the reduction in the housing stock continues at the same rate then in 5 years time 



the stock will be under 40,000 houses. This will have obvious consequences on the operation of the 
department. 

With regard to the option appraisal as a firm of external consultants have been appointed to do this, as 
part of the new housing partnerships, it is proposed to await the outcome of their considerations and 
not duplicate their efforts. This is a key report on the provision of social housing within North 
Lanarkshire which may impact on service delivery and will be reported to the Housing Committee 
when concluded in summer of 2001. 



REGISTRATION SERVICES 



ADMINISTRATION DEPARTMENT 

Central Services Division 

Areamegistration Service Best Value Review 

Executive Summary 

1. Introduction 

1.1 Background to Review 

Following the introduction of the Government’s Best Value Regime in 1997 North 
Lanarkshire Council’s Best Value Submission and Action Plan were approved by the Scottish 
Oftice in 1998. This review is part of the 5 year rota introduced to cover all Council services 
following the introduction of the Government’s Best Value Regime in period 1998-2002. 

Within the Administration Department reviews of the District Courts, Office System Centres 
and Printing & Reprographics, were undertaken in 1999. This year Members Support, 
Committee and Core Services, AreaRegistration Services, Recruitment and Selection and 
Training are currently being reviewed. 

All reviews are undertaken with a view to fulfilling the objectives of the Council’s Best Value 
submission. The reviews are a means of improving the quality and cost effectiveness of 
Council services; informing the objectives of each service; improving the Council’s internal 
management; involving the public in agreeing priorities; setting standards of service; agreeing 
priorities and providing an impetus for the introduction of three year budgeting. 

1.2 Background to the Areamegistration Service 

Following reorganisation of local Government in 1996, North Lanarkshire Council inherited 
the responsibility of the former Strathclyde Regional Council for the provision of 
AredRegistration Service. The Registration Service is unique in that responsibility is split 
between the Council and the Registrar General for Scotland. 

North Lanark3hire Council has responsibility for 

e Registration of Births, Still births, Deaths and Marriages 

Funding the operation of the Registration Service 
Provision of appropriate premises; and 

e Performance of Civil Marriages 

e Staffing 

e 

0 

The Registrar General 

e Sets national rules for registration 

Certifies qualified Registration staff and 
Audits Registration services throughout Scotland annually. 

e Sets registration fees 
e 

e 

The Area Office functions which are undertaken on behalf of the Education Departiiient were 
also inherited from the former Strathclyde Regional Council in 1996. The range of task 
undertaken on behalf of the Education Department include 



0 administration of free school meals 
0 administration of clothing grants 
0 clerking of attendance councils 

0 work permits 
0 administration of appeals eg placing requests, exclusions 

Functions undertaken on behalf of the Finance Department 

In 1996 Council Tax Collection was undertaken at Registration Offices in Cumbernauld, 
Coatbridge and Bellshill. However, following a review of Council Tax Collection in 1997 
collection of payments was moved to Finance Offices. 

Ancilliary functions 

In addition, other ancilliary tasks include, from 1997, assisting the Finance Department with 
the payment of Christmas Bonuses to Pensioners. The Bellshill and Chryston Offices paid out 
220,540 to 2,054 pensioners in December 1999. 

1.2 The Registration Service 

In March 1996 an interim review of the staffing and structure was undertaken. This incorporated 
the Kilsyth Office within the Cumbernauld and Chryston management grouping (Kilsyth had 
formerly been grouped with Kirkintilloch). In addition temporary posts in the structure were 
consolidated. 

A further review was undertaken in January 1997 which resulted in a new grading structure being 
introduced for clerical grade staff. The GS2 scale was replaced by GS 1/3 with placings on the 
scale governed by the undernoted criteria: 

GS 1 On initial appointment 

GS2 When post holder is authorised by the Registrar General on the department's 
recommendation to conduct-Registration business (other than Civil Marriages) 

GS3 When post holder is authorised by the Registrar General on the department's 
recommendation to conduct Civil Marriages 

In August 1998 the four management groupings of offices was reduced to three, namely 

Airdrie and Coatbridge; 

0 

Bellshill, Motherwell and Shotts. 

Cumbernauld, Chryston and Kilsyth and 

Within North Lanarkshire there are currently eight Registration Districts; Airdrie, Bellshill, 
Coatbridge, Chryston, Cumbernauld, Kilsyth, Motherwell & W isliaw and Shotts. 

The Registration Service is governed by Statute and as a result choices available to citizens are 
limited eg Births can be registered in either the district in which the mother has her normal 
residence or the district where the birth takes place. Death registration must take place in the 
district in which the deceased had his/her normal residence or the district in which the death 
occurred. Marriages can take place in any Registration District in Scotland. However, notice of 
intention to many must be given to the Registrar for the District in  which the marriage is to take 
place. 



1.3 Best Value Review Group 

The AredRegistration Best Value Review Group was formed i n  April 2000. Membership 
consists of representatives of the AredRegistration Service and its stakeholders within the 
Council namely Legal Services and the Departments of Education and Finance. 

2. Scope of Review 

The scope of the review was outlined in the Project Proposal submitted for approval to the General 
Purposes Committee in April 2000 : 

0 

0 

0 

evaluate and assess the performance of the AreaRegistration Service 
examine the efficiency; effectiveness and responsiveness of service provision to customers 
support a culture of continuous improvement by the production of a SMART (specific, 
measurable, achievable, realistic and time-bound) Action Plan. 

The values within the Corporate Plan must also be incorporated in the scope of the review: 

0 Being caring, open and efficient 
0 Working in partnership with the community 
0 Providing quality services and achieving best value 

In addition, the 1999/2QOO Service Plan for the Administration Department highlighted the importance 
of the direct public services provided from the AredRegistration Offices and within it there is a 
commitment to pursue achievement of the Government’s Charter Mark Award for the Registration 
Service. The Charter Mark is a nationally recognised award for excellence in public service. The 
Service Plan indicates 

“Services provided by the network of Areaegistration Offices have a direct impact on the public. 
Pursuit of Charter Mark accreditation for this area of the service will, over the Plan period, involve 
direct contact with members of the public with the specific aim of evaluating the services provided”. 

3. Key Issues to be Examined 

The Review Group noted that, within the Areaegistration Service preparation of a Charter Mark 
application was underway with a view to continuous improvement and with this in mind it was agreed 
that the Charter Mark criteria be adopted as the key issues to be examined, namely: 

To examine how the AreaIRegistration Service in North Lanarkshire measures up  against current 
Charter Mark Criteria 

0 

0 

0 

0 

0 

0 

0 

e 

Set Standards 
Be Open and provide full information 
Consult and involve present and potential users of the service 
Encourage access and the promotion of choice 
Treat all fairly 
Put things right when they go wrong 
Use resources effectively; 
Innovate and improve 
Work with other providers and 
Provide user satisfaction 

4. ApproachMethodology deployed in the Review 

Involvement of stakeholders of the AredRegistration Service was judged by the Review Group to be 
critical element and, with this in mind, subject to legislative constraints every aspect of the Service 
should be reviewed. This entailed devoting considerable effort to identify the needs and views of the 
customers, stakeholders and staff providing the service. 



The undernoted range of methods were deployed ir i  the research process: 

Benchmarking with the SOLAR Administrative Services Benchmarking Group 
GRO Performance Indicators 
Exit Surveys 
Customer Satisfaction Surveys 
Civil Wedding Surveys 
Analysis of corporate complaints and comments 
Analysis of returns from Service Standards & Customer Comments Forms 
Informal Comments 
Team meetings: Management ‘Team; Review Group; AreaRegistration Officers 
Seminars for Stakeholders 
Innovation in Action (Employee Suggestion Scheme) 
EFQM (European Foundation for Quality Management) Self Assessment Session 
Visits to Health Centres and Ante Natal Clinics 
Footwear and Clothing Grant User Group 

The Review Group agreed that the feedback report provided by the Charter Mark Assessor should be 
considered prior to finalisation of the SMART Action Plan and it is anticipated that the result of the 
Charter Mark and the Assessor’s Feedback Report will be available in December 2000. 

It is recognised that the Registration Service is governed by statute, there are no direct competitors, with 
the exception of the performance of Marriages. 

In 1999, the General Registrar Office for Scotland introduced a revised independent audit system for 
the annual examination of registration records. The results of the GRO audits for 1999 and 2000 
enables comparison of the performance of North L,anarkshire Registration Service against that of other 
Councils. 

Findings 

Benchmarking 

An Administrative Services SOLAR Benchmarking Group was formed in January I999 with a view to 
identifying services for benchmarking. This group meets each quarter and Registration was one of the 
first services examined. An initial benchmarking survey was undertaken in 1999 and whilst the returns 
were interesting the Group decided it would be advantageous to agree Key Performance Indicators 
which could be used for future benchmarking activities. The list of possible KPIs currently being 
considered are included as Appendix 1. 

In addition, further benchmarking activities have been undertaken with seven local authorities: 

City of Glasgow Council 
Clackmannanshire Council 
East Dunbartonshire Council 
Perth and Kinross Council 

0 Renfrewshire Council 
South Lanarkshire Council 
West Lothian Council 

It is important to highlight at the outset that there are wide variances in the tasks performed within the 
Registration Service in each Council. For example, Glasgow City deals solely with Registration 
Services. South Lanarkshire Council ’ s  Registration Services are run from ‘Q & A’s, which are in 
effect ‘one stop shops’ were the public can access a range of services . South Lanarkshire Council also 



have a number of ‘parlour’ (part-time) services. Other authorities such as East Dunbartonshire and 
Renfrewshire Councils deliver similar services to North Lanarkshire, however there are wide variances 
in the population being served, number of offices and number of staff providing the services. 

Strengths 

An extensive list of performance indicators has been developed within North Lanarkshire and 
performance against targets is displayed quarterly on posters in receptions. Accuracy rates for 
Registration Records have improved each year since 1996 and the current figure is 98%. These figures 
are independently audited annually by the District Examiner of the General Register Office for 
Scotland. (See Appendix 2 for GRO Summary and Appendix 3 AredRegistration Service Performance 
Indicators) 

Areas for Improvement 

Comparison of performance indicators with other authorities is difficult because of variances in the 
information currently collected within Councils. This can be addressed by continuing to work with the 
SOLAR Benchmarking Group to agree a common set of Key Performance Indicators. 

Further indicators should be developed for Work Permits and reporting number of cases held at each 
appeal. 

Consultation 

Prior to 1999 no formal consultation had taken place within the AredRegistration Service. Following 
the decision to prepare to submit a Charter Mark application, it was recognised that this area would 
require to be developed, Customer Surveys were undertaken in October 1999 and May 2000; Exit 
Surveys were undertaken outside each office in May 2000 and Employees were surveyed in January 
2000. 

Strengths 

All of the surx’eys undertaken to date were in the main complementary eg 

General 

Overall Customer Satisfaction Ratings 

Excellent 
Good 
Satisfactory 
Unsatisfactory 
No Response 

Civil Marriages 

Overall Customer Satisfaction Ratings 

Excellent 
Good 
Satisfactory 
Unsatisfactory 
No Response 

Areas for Improvement 

1999 

71% 
27% 
2% 
0% 
0% 

1999 

87.5% 
12.5% 
0% 
0% 
0% 

2000 

79% 
13% 
0% 
0 Yo 
8 Yo 

2000 

94% 
6% 
0% 
0% 
0% 

2000 
Exit Surveys 
68.5% 
3 1.5% 
0% 
0% 
0% 

There is a lack of trend information to analyse. This should be addressed by repeating consultation 
exercises on an annual basis to enable comparison of results and informing actions in service plan. 



Currently all marriage suites are located within Registration offices. Customer choice could be 
increased by extending the number of venues available. This can be achieved by working in partnership 
with other departments to identify suitable venues. 

At present there is no brochure to promote Civil Marriages in North Lanarkshire. Production of such a 
brochure would address this issue. In addition, the facilities available could be advertised on the 
website. 

No arrangements are in place for the acceptance of payment by credit card. The feasibility of 
introducing this option should be evaluated. 

Footwear and Clothing Users Group 

Strengths 

A footwear and clothing grants user group was established in 1999 and feedback resulted in several 
quality improvements being made in 2000. An information slip is now enclosed with each grant 
payment cheque which details where the cheque could be encashed and what proof of identification is 
acceptable, In addition, it was highlighted that the range of identification could be problematic for 
some, as not everyone has a driving licence or passport and many benefits are now paid directly into 
bank accounts. As a result a letter from the Benefits Office confirming benefit is now accepted. 

Areas for Improvement 

Volunteers for the LJser Group were sought from the public via posters displayed in receptions. The 
response from the public was poor. It is recommended that a Users Group is set up on an annual basis 
to get feedback from customers and articles be published in the local press to raise the profile and 
encourage participation. 

Seminars 

A series of information seminars were held in 2000 to which stakeholders were invited. Feedback from 
the seminars was very positive: 

Category 

Service Standards 

Performance Results 

Excellent Good Satisfactory Poor 

80% 

80% 

20% 

20% 

Complaints Procedures 60% 40% 

Overall Rating for Seminar 80% 20% 

Resources 

Strengths 

The budgets from 1996 - 2001 were examined and planned and actual expenditure was compared. All 
expenditure is closely scrutinised and monitored with the aid of four weekly budget reports provided by 
the Finance Department. Analysis of expenditure trends revealed that budgets for direct expenditure 
have decreased annually. From 1996 this represents a reduction Of 25%. Since 1996 Supplies and 
Services has been reduced by 5%; Transport and Plant has fallen by 12% and Administrative costs have 
been reduced by 17%. Capital Charges have been reduced by 62%. Employee Costs have risen since 
1996 by 5% (below inflation). Effective use of financial resources can be demonstrated by the 
consecutive reductions in direct expenditure budgets (excluding apportioned expenses): 



Direct Expenditure Budgets 199612000 

Financial Year 96/97 97/98 98/99 99/00 

Budget 630,680 625,140 536,912 536,405 

The number of staff working within the service has reduced from 28 in 1996 to 24 this year and the 
average number of registrations per employee has increased from 1.56 in 1996 to 1.73 in 1999. 

A staff development review process was introduced in January 2000 and every employee in the 
AredRegistration service now has a personal developrnent plan which was jointly agreed with a view to 
matching the needs of the service and the individual. 

Areas for Improvement 

Networking of the AredRegistration Offices is currently underway. This project was delayed due to 
problems experienced with the computer program for Footwear and Clothing Grants and how it works 
with the Windows NT Operating System. This computer program is written in foxpro and never 
designed to work with Windows NT. 

Whilst changes have been made to the computer program in the short term, it has been agreed in 
conjunction with Education Department and IT Services that a specification be drawn up for a new 
program which will maximise the benefits of networking and reduce the amount of technical support 
required. 

IT training will be required for all employees to maximise the benefits of new technology. (eg Email, 
Intranet, Word 97). 

The staff development process introduced in 2000 should be repeated annually to identify and address 
training and development needs. 

School Attendance 

Strengths 

Following on the success of the pilot of Area Officers' early intervention interviews, this process has 
now been adopted in all areas of North Lanarkshire. Continuous monitoring of cases, in conjunction 
with Attendance Officers now takes place with a view to encouraging regular attendance at school. 

Areas for Improvement 

Following discussion with and approval from with the Education Department the opportunity could be 
taken for Area Officers to be available during parents evenings to highlight the role of Area Officers 
with regard to Education Functions and offer assistance to parentdguardians. 

Appeals 

Strengths 

An Appeals Brochure has been published to raise awareness of the Appeals Process. 

Areas for Improvement 

There is a requirement to prepare for the impact of new legislation; review the Appeals Committee 
recruitment process and provide training and development for staff and members. 



Work Permits 

Areas for Improvement 

It is considered that there is a need to consult with Legal Services to create and implement new 
procedures for the issue of Work Permits following the introduction of new legislation; provide 
appropriate staff training and thereafter raise awareness of the new legislation governing Work Permits. 

New Challenges for 2001 

In June 200 1 a new general hospital is scheduled to open in Wishaw and the impact of this on the 
Registration Service requires to be prepared for in conjunction with the Lanarkshire Health Board. 

The General Register Office for Scotland has indicated it may produce a consultation paper on future 
of registration services and there is a joint General Register Office for Scotland/COSLA Consultative 
Forum which exists to discuss matters of mutual interest. The consultation may refer to such new 
services as 

0 Baby Naming Ceremonies 
0 Civil Funerals 
0 Reaffirmation of Marriage Vows 

By working in partnership with other departments, the service to the public can be improved by making 
additional information available from AredRegistration Services - eg access to the Council's Intranet 
will increase the speed at which general enquiries can be dealt with. 

Fee income has not been increased since 1998. Consideration should be given to increasing the 
discretionary charges made by North Lanarkshire Council. 

6. Recommendations 

It is recommended that 

(1) the contents of this executive summary and the draft Action Plan be noted at this time; 

(2) a full report on the findings of the Best Value Review of the AredRegistration Service will be 
submitted to the General Purposes Committee in January 2001. 

(3) the finalised Action Plan will take account of feedback received from the Charter Mark 
Assessor in December 2000. 

& @ *p" 
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Area/Registration Service - Best Value Service Review - Improvement Action Plan - DRAFT 

Description of the 
Planned 
Improvement 

1. Maximise use of 
information 
technology 

2. Improve 
Directional Signage 

3. Evaluate 
acceptance of 
payment of fees by 
credit card 

4. Upgrading/ 
Relocation of 
AredRegistration 
Offices 

Why has this improvement been 
chosen and which PMP criteria 
does it relate to? 
{see Review Guidelines - 
Appendix 10) 

Modernising Government 
Targets 
2,495 

Feedback from customers and 
staff surveys 
9, 10 

1 ,2 ,3  
Feedback from customers and 
staff surveys 

Feedback from stakeholders - 
survey and disability forum 
audits 
1 ,2 ,5  

What is this 
improvement intended 
to achieve? This should 
be both specific and 
measurable. 

Improve Service to 
Customers 
Increase speed of 
communication 
between offices 

Make it easier for the 
public to find 
Area’Registration 
Offices 

Extend customer 
choice 
Increase convenience 
for customers who 
wish to pay fees by 
telephone without need 
to visit offices 

Improve facilities for 
customers and staff 

What are the key project milestones for 
this improvement These should detail 
both relevant actions/ timescales ? 

Actions Timescale 

Complete Networking 
Provide Staff training in 
Email, Intranet and Word 97 

Provide access to LOLA 
Develop & Update web pages 
Eg publish performance results 
Publish photographs of civil marriage 
suites and promotional material 
Create link to GRO Website 
Publish surveys on website and enable 
returns to be completed on line 

Consult with Planning & Environmcnt 
Design Signage 
Identify suitable locations 
Erect Signage 

Identify Costs 
Implementation 

Action dependent on success of capital 
programme bid 

How will it be known 
the improvement has 
achieved what it was 
meant to ? 

Complete installation 
Complete training 
Introduction of Email 
Access to Intranet 
Electronic access to 
historic records held 
in Edinburgh 

Ercction of Signqe 

Introduction of 
payment by credit 
cards 

Improvements made 
to accommodation 

In which of your plans 
(e.g. Service Plans} is this 
improvement detailed ? 

Service Plan 
Charter Mark Criteria 



Description of the 
Planned 
Improvement 

5. Staff Development 
Review Process 

6. Promotion of Civil 
Marriages in North i Lanarkshire 

Conservation 

+ 8. Development 

introduce new 
performance 
indicators 

Why has this improvement been 
chosen and which PMP criteria 
does it relate to? 
{see Review Guidelines - 
Appendix l O }  

To make best use of our people, 
and to actively support 
continuous development 
1 ,2 ,3 ,4 ,5 ,6 ,8 ,9  

Maximise no of civil marriages 
performed in North Lanarkshire. 
4, 5,7, 8, 9, 10 

8 

To ensure detailed plans are in 
place for major emergency 

To actively support continuous 
improvement and inform 
customers of performance 
results 
5,7,9,  10 

What is this 
improvement intended 
to achieve? This should 
be both specific and 
measurable. 

Prepare staff for the 
impact of new 
legislation; 
maximise the use of 
information technology 
and 
personal development 

To maximise income 
60m civil marriages 

Keep energy bills as 
low as possible 
Raise awareness of 
costs 
Introduction of 
recycling bins 
Consolidate existing 
Emergency Plans 

Raise awareness of 
work undertaken 
Set new standards and 
targets 
Improve performance 

What are the key project milestones for 
this improvement These should detail 
both relevant actions/ timescales ? 

Actions Timescale 

Schedule PDP Interviews 
Create Personal Development Plans 
Agree Performance Indicators for 
2001/2202 
Training Needs Analysis 
Cost and Schedule approved activities 
Record progress in Personal 
Development Records 

Create Promotional Material 
Arrange photography of Marriage 
Suites 
Extend No of Venues 
Publication of Promotional Brochure 

Re Introduce Save it Campaign 
Highlight and monitor costs 

Consult with Registrars 
GROs and Emergency Plan 
Agree Procedures 
Document 
Publish 

Introduction of new PIS for 
Work Permits 
Senior Citizens Grants 
Early Intervention Interviews 
Record No of Cases heard at each 
Appeal 

How will it be known 
the improvement has 
achieved what it was 
meant to ? 

Jan-March 200 1 

April 200 1 

Feedback from staff 
Reduced energy 
bills? 

Implementation of 
new procedures 

Achievement of 
Targets set 
Monitor and Publish 
Results quarterly in 
receptions 

In which of your plans 
{e.g. Service Plans) is this 
improvement detailed ? 

Charter Mark Criterion 1, 
2 ,7 ,8  



Description of the 
Planned 
[mprovement 

1O.Consultation with 
Stakeholders 

1 1.  Identification/ 
evaluation of new 
business 
opportunities 

12. Raise the profile 
of the Area/ 
Registration Service 

Why has this improvement been 
:hosen and which PMP criteria 
loes it relate to? 
(see Review Guidelines - 
4ppendix IO} 

Zontinuous improvement 
1 ,2 ,3 ,4 ,9  

To provide new services 
799  

To provide stakeholders with 
information on our service 
provision 
10 

What is this 
improvement intended 
to achieve? This should 
be both specific and 
measurable. 

To ensure we 
understand the needs of 
our stakeholders 

Increase current 
Income 

Raise awareness of 
services provided by 
AredRegistration 
Services 
Staff recognition 

What are the key project milestones for 
this improvement These should detail 
both relevant actions/ timescales ? 

Actions Timescale 

Conduct 
Annual Customer Satisfaction Survey - 
May 200 1 
Civil Marriage Postal Survey - ongoing 
Employee Survey - April 2001 
Exit Surveys - June 200 1 
Publish Results of Surveys and actions 
taken 

Establish Users Groups for Footwear 
and Clothing Grants and Registration 
Complete programme of seminars for 
Stakeholders 
Pilot Attendance at Parents Evenings in 
Schools 

Review current fees 
Installation of Business Card Holders 
in Receptions 
Access to LOLA 
Investigate and report on feasibility of 
introduction of Geneaology Service 

Establish working group 
Preparation of articles to be submitted 
to Public Relations for North 
Lanarkshire News, Insider/local press 

Creation of Annual Report 

Publication of Customers Newsletter 

How will it be known 
the improvement has 
achieved what it was 
meant to ? 

Completion of 
Surveys 

Publication of Results 
and Actions Taken 

Establishment of 
Group and 
completion of review 
of procedures 

Feedback from 
Parents/Guardians 

Publication of 
Articles 

Publication of Annual 
Report 

Quarterly 

~~~ ~~~ ~~ 

In which of your plans 
(e.g. Service Plans} is this 
improvement detailed ? 

Publication of Articles 
Feedback from public 



APPENDIX 1 

Registration Service 

1 .  

2 .  

3. 

4. 

5. 

6. 

7. 

a. 

9. 

9 

Possible Key Performance Indicators 

Percentage error rate in each Registration District. 

(a) Band assessment by GRO re staffingjtraining 

(b) Band assessment by GRO re records 

(c)  Band assessment by GRO re premises 

(d) Overall band assessrnent by GRO 

Time taken to see individual caller. (Waiting time) 

Time taken to deal with a registration 

Time taken to respond to telephone calls 

Time taken to acknowledge correspondence 

Number of registrations. 

(a) Full time employees 

Satisfaction rating following customer survey. 

N u m be r of com pl ai n ts/com m en ts . 

(b) Part time employees 

S u p p I e m e n tayi! 

Processing of Appeals Committees 

(a) Appeals acknowledgement - number of acknowledgements issued 
within target. 

(b) Appeals - notification of decision - number of decisions issued with 
target. 

10. Processing of Clothing Grants 

(a) 

(b) 

Time taken to deal with an individual caller. 

Time taken for caller to receive grant. 
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APPENDIX 3 
ADMINISTRATION DEPARTMENT - CENTRAL SERVICES 

PERFORMANCE INDICATOR 
Q = Quarterly; A = Annually 

REGISTRA TlON 
No of Births 
No of Stillbirths 
No of Deaths 

REGISTRATION/AREA OFFICES 

PERFORMANCE INDICATORS 

YEAR 199912000 
F Q1 Q2 Q3 Q4 YEAR TARGET 

Q 949 958 973 942 3822 
Q 3  5 2 4 14 
Q 817 789 1054 1022 3682 

No of Marriages 
Footwear & Clothing Grants 
Volume of Footwear & Clothing Grants 
Processed 
Passed to Finance within 3 working days 

Q 337 513 256 119 1225 

A 21,447 20,370 20,592 20,739 20,739 

Q 88% 98% 100% 



ADMINISTRATION DEPARTMENT - CENTRAL SERVICES 

Volume of Footwear & Clothing Grants Processed 

Passed to Finance within 3 working days 

REGISTRATION/AREA OFFICES 

A 20,817 

Q 100% 100% 

PERFORMANCE INDICATORS 

Appeals Hearings 

No of Education Placing Request Meetings 

No of Placing Request Appeal Meetings 

No of Exclusion Appeal Meetings 

Q 0 

Q 0 

Q 4 

Telephone response time - Registration 
Motherwell 
Volume of incoming telephone calls - Registration 
Motherwell 
Volume of incoming telephone calls - Registration 
All Offices (8) 

I 1  I I I I I 

Appeals acknowledged within 5 working days 1 100% 

2.1 8 Rings 
Q 

Q 

6,033 

15,361 



COMMITTEE/CORE SERVICES 



ADMINISTRATION DEPARTMENT - CENTRAL SERVICES DIVISION 

BEST VALUE SERVICE REVIEW REPORT 

COMMITTEE AND CORE SERVICES EXECUTIVE SUMMARY 

Introduction 

The Council's Best Value submission and action plan was approved by the Scottish Office in December 1998. 
The service review process was adopted with a view to fulfilling the objectives of the Council's Best Value 
submission. The Administration Department has undertaken three service reviews in 1999/2000 namely 
District Courts, Printing/Reprographics and Office Systems centres and is undertaking six further reviews in 
2000/200 1 one of which is Committee and Core Services. 

The Committee and Core Services Section has a staffing complement of 26 and its principal activity is 
resourcing of the Council's decision-making process. In the year 1999/2000 the Section dealt with 336 
meetings. 

In addition the Section undertakes a number of other functions including:- 

Secretariat to the Council; 
Co-ordination of responses to Ombudsman; 
Liaison between Council and Community Councils; 
Childrens Panel; 
Contracts; 
Safety of Sports Grounds; 
Public Processions, and 
Road Traffic Orders. 

Carrying out the service review at this time coincides with the review being undertaken by the Council's 
MembedOfficer Review Group on Local Government Modernisation, who are reviewing the Council's 
decision making processes and structures in light of the proposals in the McIntosh Report. 

In the project proposal submitted to the Policy and Resources Committee on 20 June 2000 the scope of the 
project was to :- 

0 evaluate and assess the performance of the Committee and Core Services Sections; 

identify the strengths and weaknesses of the service and the opportunities and challenges facing the 
service, and 

0 review processes and identify areas for improvement. 

To this end three key issues were identified for examination:- 

1. the efficiency and effectiveness of procedures which support the Council's decision making processes; 

2. the efficiency and effectiveness of procedures for other services provided including Children's Panel, 
Safeguarders, Safety at Sports Grounds, Community Councils, Public Processions and Road Traffic 
Orders, and 

3. How we can increase the use of information technology. 

In order to progress the Review, a Core Group was established to co-ordinate the main thrust of the Review, 
i.e. the efficiency and effectiveness of procedures which support the Council's decision-making processes. 
This Group compiled the various survey forms used in the Review and also took cognisance of Benchmarking 
with other local authorities in relation to Quality, Cost and Process. In addition, two small Sub-Groups were 
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set up to look at the services detailed at 2 above. Their discussions with stakeholders are ongoing and their 
reports will feed into the service review process and will be included in the final service review. 

Methodology/Techniques Used 

For the purposes of measuring the performance of the Committee and Core Services Section and comparing 
the level of service provided, the project proposal indicated that there would be benchmarking in the areas of 
process, quality and cost and in this connection the Council have been involved for the past year in 
benchmarking exercises on Committee Services with a number of other authorities. 

Cost and Process Benchmarking of the Committee Process 

In 1998 a Benchmarking Group was set up in relation to the Committee process involving 8 other local 
authorities under the auspices of SOLAR (Society of Local Authority Lawyers and Administrators in 
Scotland). 

The comparisons are not exact, as Committee staff in North Lanarkshire perform, also, a number of functions 
not performed by their counterparts in other authorities, but the comparisons are nonetheless of value. This 
Group compared costs of Committee services delivery across the nine largest Councils in Scotland. In terms 
of Committee staff as a percentage of all Council staff, returns varied from 0.08% to 0.45%. North 
Lanarkshire at 0.17% was mid range. In terms of total gross expenditure on Committee staff per head of 
population, figures varied from 20.81 to 22.61. North Lanarkshire, with expenditure of L1.74 per head of 
population, was, again, mid range. With regard to population per individual member of Committee staff, 
returns varied from 34,111 to 8,080. Three Councils showed a higher figure than North Lanarkshire’s of 
14,205. With regard to total gross expenditure on Committee staff as a percentage of total gross expenditure 
of the Council, figures varied from 0.03% to 0.37%. The figure for North Lanarkshire is 0.08%. Only two 
Councils showed a lower figure. 

Benchmarking is an ongoing process within the Group and the results will continue to contribute to the overall 
Best Value Review process. 

Quality Benchmarking of the Committee Process 

In 1998 three Working Groups were set up involving two other local authorities to look at various aspects of 
Committee Services including training and Information Technology. One of these Groups looked at the 
Committee process itself. Arising from that Group’s work a series of performance indicators were devised 
which were designed to test the quality of service provided, from the issue of Convener’s meeting papers to 
the finalisation of the Committee/Sub-Committee minutes. While acknowledging that there were differences 
in many aspects of the Committee process across all three Councils, it was nevertheless agreed to adopt 
common performance indicators and measure each Council’s performance over a one year period. The 
performance indicator sheet for North Lanarkshire Council was amended slightly to reflect existing internal 
policy priorities. The performance indicator sheets were introduced in the late summer of 1999 and the one 
year period was completed in September. 

The performance indicators showed a similar pattern for all three Councils. The minute finalisation process 
was the most difficult target to achieve for all three Councils. This was a reflection of similar processes for 
the “checking” of minutes which involves a number of officers. Other information which was yielded in the 
performance indicator sheets tended to support the view that in North Lanarkshire meetings tended to be 
longer, have more items, have more items for information, longer reports and more items to follow or tabled 
than the other two Councils. 

As a consequence of the year exercise and the experience gained, all three Councils are now revisiting the 
performance indicator sheet with a view to tailoring the indicators more to the needs and expectations of their 
own Committee systems. 
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EFQM 

The proposal also indicated that the EFQM (European Foundation for Quality Management) model would be 
used as the preferred quality framework. This is a highly recognised management technique presently being 
adopted within Best Value Service Reviews across Scotland. The Core Review Group intend to produce to a 
wider Review Group incorporating all Departments of the Council (1) findings from the questionnaires, and 
( 2 )  a view on which of the 9 criteria identified in the EFQM Excellence Model the group should focus on. 
This will lead to a facilitated EFQM assessment. The wider Review Group will be asked to evaluate the 
findings of the questionnaires in association with the criteria chosen which are likely to include customer 
process, customer results, people results and policy and strategy and also look at strengths etc of the 
resourcing of the Council’s decision-making process and discuss ways of making improvements to the process 
which will be used as a basis for the draft action plan. 

Customer and Staff Surveys 

Customer and staff surveys have only recently been undertaken and questionnaires were prepared and issued 
to the following categories of customer/staff:- 

ConvenersNice-Conveners 
Councillors 
Directorsmeads of Service and relevant staff of departments 
Committee Staff/Core Staff 
Printing Staff 
Word Processing Staff. 

The investigation proposals set out in this Executive Summary and the methods proposed to be used for the 
purpose of the review were reported to and considered by the Best Value Service Review Peer Group on 
28 September 2000. 

Interim Review Findings 

The questionnaires have only recently been undertaken and returns are only just coming in. The current 
analysis can be summarised as follows:- 

( 1) Questionnaires for ConvenersNice-Conveners 

Conveners and Vice-Conveners considered that the services provided by the Committee Services 
Sections were good with some aspects considered to be excellent. Comments related to adequate 
officer attendance at Convener’s meetings, suitability of some of the Committee accommodation and 
the temperature of the Committee Rooms/Council Chambers. 

Suggestions made included training for Councillors on the use of PCs and the introduction of touch 
screen information booths for access to Council Minutes, reports and services to be located in 
libraries, schools, Housing and Social Work offices. 

(2) Questionnaire for Councillors 

The questionnaires returned indicated general satisfaction with the service given by the Committee 
Services staff. Most of the comments related to lengthy reports and the high number of items on the 
agendas. Suggestions for improvement included voting being done electronically and videoing 
planning site visits which could be shown at Committee meetings. 
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(3) Questionnaire for Departmental Directors, Heads of Service and Relevant Staff 

On the whole returns indicate general satisfaction with the role of Committee staff and related 
administrative arrangements at Convener’s meetings and Committee/Sub-Committee meetings. There 
was general satisfaction regarding the current style and content of minutes, the way in which 
Committee/Sub-Committee decisions are communicated to departments and the arrangements in place 
in terms of access to the Council’s decision making process by the general public. Suggestions made 
include use of the Intraneanternet for minutes, agenda papers, reports etc, standardisation of layout of 
reports, e-mailing of reports/action notes, and reduction of items described as “for information”. 

(4) Questionnaire for Committee Staff 

Committee staff were generally satisfied with the current Committee procedures which enabled them 
to operate the Committee system satisfactorily. The main areas of concern related to difficulties in 
meeting deadlines for receipt of reports for issue, the distribution of agenda/minutes to Elected 
MembersDepartments and the conveying of decisions to departments. It was also indicated that 
internal procedures could be reviewed eg opening of tenders, processing of conferences. In the main, 
suggestions related to a more effective use of IT in all areas of the process. 

(5) Printing Staff Questionnaire 

All returns indicated that existing resources were sufficient but that notification of printing 
requirements was insufficient. Suggestions made include improved timescale for the production of 
the volume of minutes, the reassessment of the number to be issued and assessment of the duplication 
of printing of reports. 

(6) Questionnaires for Typing Staff 

Returns have indicated some concerns with the quality of work to be typed. The comments which 
were made related to poor dictation and written work. Suggestions related to improvement in the 
methods of dictation and a reduction in written work. 

Interim Conclusions 

Analysis of the Questionnaires is ongoing and issues have been identified which will be assessed by the Wider 
Review Group. The issues which may have scope for identifying improvement targets include:- 

0 Use of new technology on all aspects of Committee Services 

0 Review of agenda content (including to follow/tabled items) 

0 Insufficient Public Notice of meetings 

0 Review of Committee accommodation 

0 Standardisation of layout of reports 

0 Timescale for receipt of reports for Conveners papers/Committee papers 

0 Procedures for conveying minuted decisions to departments 

0 Printing/delivery of papers 

pJ!!?*f 
Jo Fleming 
Project Manager 
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MEMBERS SUPPORT 



ADMINISTRATION DEPARTMENT - CENTRAL SERVICES DIVISION 

BEST VALUE SERVICES REVIEW REPORT 

MEMBERS’ SERVICES - EXECUTIVE SUMMARY 

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; informing the objectives of each service; 
improving the Council’s internal management; involving the public in agreeing ,priorities and 
setting standards of service. 

1.2. North Lanarkshire Council’s Best Value submission and action plan were approved by the 
Scottish Office in December 1998. The service review process was adopted with a view to 
fulfilling the objectives of the Council’s Best Value submission. 

1.3. A rota for the review of Council services over a five year period was established. The 
undernoted table outlines the reviews scheduled for completion over that period for the 
Central Services Division of the Administration Department:- 

Year 

1998 

1999 

2000 

2001 
2002 

Service 

Office Systems Centres, and Printing 

Committee and Core Services; Members Support, and 
Registration 
Reception Services at Motherwell, Coatbridge and Cumbernauld 

Security; Building Maintenance, and Mail and Courier Services 

1.4. A Review Group to undertake the Members Support Review was established and comprised 
one Elected Member, representatives from Administrative Services, Core Services and 
Members’ Services, and an independent assessor. 

2. Services Selected for Review 

2.1. The Central Services Division of the Administration Department is, amongst other things, 
responsible for providing comprehensive administrative, clerical and secretarial services for 
seventy Elected Members; organising twinning activities in liaison with Twinning 
Associations and groups; co-ordinating civic transport and providing civic and ceremonial 
support services to the Provost, Depute Provost and senior Elected Members. These services 
are undertaken by the Members’ Services Section. 

2.2. The Members’ Services Section is located at the Civic Centre, Motherwell and operates from 
offices on the ground, fourth and fifth floors, with a staff complement of sixteen. 

2.3. Estimated expenditure for Members’ Services in the year 1999/2000 was 5481,000 and 
included such elements as surgery advertisements, equipment, twinning and civic hospitality. 
The actual outturn was 5449,000 (both figures excluding apportioned expenses). 

2.4. The services provided by the Members’ Services Section are essential to the operation of the 
Council’s business and accordingly, have been identified as an appropriate focus for Best 
Value Services review within the Department of Administration. 
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2.5. In the project proposals submitted to the Policy and Resources Committee on 20 June 2000, 
the scope of the project was to evaluate and assess the performance of the Members’ Services 
Section; to identify the strengths, weaknesses, opportunities and challenges facing the service 
and to review processes and identify areas for improvement. 

2.6. To this end, three key issues were identified:- 

2.6.1. the efficiency and effectiveness of procedures and processes in respect of services to 
Elected Members, including support services, civic functions and twinning 
arrangements; 

2.6.2. current consultation methods, and 

2.6.3. how information technology could best be maximised. 

3. Review Methodologies/Techniques 

3.1. ConsultationlBenchmarking 

For the purposes of measuring the Members’ Services processes, and comparing the level of 
services provided, consultation exercises were undertaken to gather information from 
customers who use the service, the staff who provide the service, and other local authorities. 

3.1.1. In respect of service users, questionnaires were issued to:- 

’ every Elected Member of the Council for their views on customer care, document 
production, administrative support, complaints, civic events, training and 
information technology resources; 

recipients of civic hospitality and civic recognition for their views on the 
organisation of events, the helpfulness of staff and the overall quality of events, 
and 

’ twinning associations, Council departments and groups with regard to twinning 
links, for their views on the assistance provided by staff, the quality of 
information provided and liaison arrangements with the Council. 

3.1.2. Staff have been included in the consultation exercise and a questionnaire was issued 
for their views on job satisfaction, office procedures, customer care, resources, 
training and development. 

3.1.3. Twenty-two local authorities were issued with questionnaires and invited to assist in 
the process of benchmarking with a view to comparing service delivery, indicative 
costs, equipment and IT provision. Completed survey forms are still being received 
for assimilation and the process of benchmarking is scheduled for completion in 
November. 

3.2. European Foundation for Quality Management (EFQM) Model for Self Assessment 

While the project proposal form did not identify the EFQM model as a methodology which 
would be used in the Members’ Services Best Value Review, the value of the model as a 
technique for measuring quality was recognised and the consultation exercise with staff was 
based on the EFQM model. 

An independent assessor is available to assist in the scrutiny of the survey results and will 
lead the self assessment session scheduled to take place in the near future. 
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3.3. Independent Scrutiny 

In addition to an independent assessment of the survey results, the review proposals set out in 
this executive summary and the methods proposed to be used for the purpose of the review, 
were reported to and considered by a Peer Review Group of the Best Value Officers Working 
Group on 28 September 2000. 

4. Preliminary Review Findings 

4.1. There is evidence from a comparison made with the results of a survey undertaken in 1998 
that significant improvements have been made to service and equipment provision, in 
particular, surgery arrangements, civic functions, document production, complaints handling 
and Information Technology. The review process has provided a focus which will ensure 
continuous improvement and the key findings have pointed to some strengths as well as 
highlighting areas for improvement. 

4.2. From the analysis of the survey questionnaires, the review group highlighted the undernoted 
strengths:- 

0 Evidence of positive feedback in relation to:- 

customer care, for example, 

- staff confidence in customer interactions; 
- good working relationships with customers; 
- satisfaction with the quality of service output, and 
- adequacy of IT resources; 

0 Achievement of performance indicator targets and the ability to produce urgent work 
when required, and 

0 Enablement of improved communication channels with members of the public through 
the provision of new IT hardware and the extension of the availability of software 
packages to users. 

4.3. From the analysis of the survey questionnaires, the review group highlighted the undernoted 
areas to be considered for improvement and incorporation into the final action plan:- 

0 Staff Resources - a high percentage of the returns identified inadequate staff resources as 
an area of concern and the final action plan will take account of this. 

0 Consultation - communication with customers was identified as an area for improvement 
and the interim action proposal includes the development of a strategy for consulting 
customers on a regular basis with regard to service provision. 

0 Quality - the development of a strategy for monitoring, maintaining and improving 
quality standards was considered an appropriate measure to recommend. 

0 Staff Development - to enable staff development, the establishment of a procedure to 
conduct annual development interviews for staff is recommended, as are team briefings to 
aid the flow of communication. 

0 Management of Staff - only one performance indicator, document production turn 
around time, is in use and the development of a range of targets on other activities was 
identified as an area for improvement. 
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0 Procedures - customers identified a need for more information and the review group 
proposed the documentation of procedures manuals/information leaflets for circulation to 
customers, as appropriate. 

0 Information Technology - a gap was identified between the availability of facilities and 
skills. The recommendation of the review group is to conduct a training needs analysis 
for all Elected Members and staff. 

4.4. Recommendations 

It is recommended that:- 

(1) the contents of this executive summary be noted, and 

(2) a full report on the findings of the Best Value Review of the Members' Support 
Service be brought forward for consideration by the General Purposes Committee in 
January 2001. 

' ";r-"' Pro' ct Manager 
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