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INTRODUCTION 

1.1 The purpose of this report is to seek approval from committee for the implementation of 
the second phase of the reconfiguration of the Community information and Learning 
division of Learning and Leisure Services. 

1.2 As signalled in the report approved by the Learning and Leisure Services Committee 
on 27'h November 2007, this phase of the reconfiguration focuses in on establishing 
effective and sustainable strategic management, support and locality delivery 
structures to achieve improved outcomes for communities. The structural changes 
proposed will not only complement and enhance community planning partnership 
arrangements, but also the delivery of a curriculum for excellence. Underpinning the 
proposals is a lead objective to free up further resources to better support key strategic 
priorities and frontline services in line with the Service and People first programme. 

2. RECOMMENDATIONS 

2.1 The Learning and Leisure Services Committee is asked to: 

2.1.1 approve the proposals set out within this report with specific reference to 
appendices 1 and 2. 

2.1.2 remit this report to the Policy and Resources (Human Resources) Sub 
Committee for consideration; and 

2.1.3 remit this report to the Policy and Resources (Finance and Customer Services) 
Sub Committee for consideration. 

Members seeking further information on the content of this report are asked to contact: 

Lizanne McMurrich, Head of Community Information & Learning on 0141 304 1820 



NORTH LANARKSHIRE COUNCIL: LEARNING & LEISURE SERVICES 

RECONFIGURATION OF COMMUNITY INFORMATION AND LEARNING SERVICE - PHASE 2 

Report by Head of Community Information and Learning 

1. INTRODUCTION 

1 .I The purpose of this report is to seek approval from committee for the implementation Of 
the second phase of the reconfiguration of the Community Information and Learning 
division of Learning and Leisure Services. 

I .2 As signalled in the report approved by the Learning and Leisure Services Committee 
on 27'h November 2007, this phase of the reconfiguration focuses in on establishing 
effective and sustainable strategic management, support and locality delivery 
structures to achieve improved outcomes for communities. The structural changes 
proposed will not only complement and enhance community planning partnership 
arrangements, but also the delivery of a curriculum for excellence. Underpinning the 
proposals is a lead objective to free up further resources to better support key strategic 
priorities and frontline services in line with the Service and People first programme. 

2. BACKGROUND 

2.1 Phase 1 Reconfiauration 

2.1.1 Members are reminded that, at the Learning and Leisure Services Committee 
held on 27'h November 2007, the fourth tier management structure for the 
Community Learning and Development, the Public Library and Education 
Resource services was approved. The phase 1 proposals sought to put in 
place a flexible, customer focussed management structure to further the 
aspirations of the service within the context of the Service and People First 
programme and evolving local and national priorities. 

2.2 Internal Influences for Chanae 

2.2.1 The focus of the Phase 2 reconfiguration arrangements proposed within this 
report are much more about delivering effective outcomes for service users via 
the re-alignment of services to re-focus existing employee resources on the 
delivery of efficient and responsive front line services set firmly within the 
operational context of the community planning partnership local framework. 
The fundamental ethos and purpose of the services encompassed within the 
Community Information and Learning division is to deliver and sustain:- 

@ a service where overheads are minimised and resources to deliver front line 
services are maximised; 

0 a quality service supported by a 'can do' attitude at all levels; 
0 services which exploit the potential of new technology to deliver better 

access to learning opportunities; 
0 quality opportunities for lifelong learning to all citizens of North Lanarkshire; 
0 excellent facilities and programmes to drive up participation levels in sport 

and outdoor activities; 



0 imaginative and inspiring cultural experiences; and 
0 effective integrated working arrangements. 

2.2.2 As committee will appreciate, all of the proposals are underscored by the 
following 3 key elements of the ‘Service and People First’ change programme:- 

0 efficiency measures; 
0 workforce development; and 

organisational culture. 

2.2.3 In addition, the phase two reconfiguration proposals will seek where possible to 
tackle the negative impact of ‘red circle posts’ and also ensure that the 
increased and partly unfunded costs of job evaluation and single status do not 
adversely affect front line service delivery. 

2.2.4 A further feature of the service has been an over reliance on short term external 
funding and to a certain extent the Community Learning and Development 
Service in particular was the victim of it’s own success in the past. Significant 
elements of the service were previously provided via the following external 
funding sources:- 

0 Community Learning and Development Youth Work Services - 
(Regeneration Outcome Agreement) 

0 Partnership Officers in Schools - (various sources including the National 
Priorities Action Fund) 

0 Sports Development Officers in Schools - (various Sport Governing Bodies) 
0 Active Schools Co-ordinators - (sportscotland) 
e Arts Link - (Scottish Arts Council) 

2.2.5 Although, in some cases, (e.g. the Active Schools Coordinators) will continue 
to be funded on a short term basis, the single outcome agreement has created 
an opportunity to consolidate and establish front line Community Learning and 
Development Services which are sustainable and responsive to community 
need. 

2.3 External Influences for Chanae 

2.3.1 The key internal drivers for change have undoubtedly been the Service and 
People First’ programme as well as the Best Value Review of Community 
Learning and Development (CL&D). Allied to this, in terms of the external 
factors which have had a bearing on the phase 2 reconfiguration proposals, the 
most significant have been:- 

0 

0 

HMle Inspection of CL&D in Orbiston and North Motherwell; 
Phase 2 of Active Schools Programme (Sportscotland); 
Cultural Co-ordinators Programme (Scottish Arts Council); 
Curriculum for Excellence; 
Reaching Higher - Building on the Success of Sport 21; 
Audit Scotland - Statutory Performance indicator Report; 
changes in External Funding Streams (European, Sportscotland, Heritage 
Lottery etc); 
advances in new technology infrastructure for the delivery of learning; 
the National Youthwork Strategy (Moving Forward - A Strategy for 
Improving Young People’s Chances Through Youth Work); 



2.3.2 In developing the approach to the phase 2 reconfiguration we have drawn 
significantly on these 'national influences' in terms how they can inform 
approaches to improving the delivery of successful outcomes for the service in 
respect of impact on the communities of North Lanarkshire. 

3. CONSIDERATIONS 

3.1 Overall Rationale 

3.1.1 This report brings forward proposals which relate to establishing streamlined 
effective and sustainable strategic management, support and locality delivery 
structures which will complement and enhance community planning 
arrangements in order to achieve the delivery of cost effective, customer 
focused front line services for the people of North Lanarkshire. 

3.1.2 The reconfiguration proposals broadly cover the back office, strategic and front 
line services across the division (a more detailed outline of the functional 
service areas is included in page 1 of Appendix 1 to this report). The service 
specific structural changes proposed can also be found in Appendix 1. 

3.2 Infrastructure and DeveloDment Services 

3.2.1 Brought together as a direct outcome of the report on the management 
structure for the new Learnin & Leisure Services approved by the Policy and 
Resources Committee on 20' March 2007, the services which bridge the formal 
and informal learning sectors will be consolidated under the proposed 
management and operational delivery structure detailed in Appendix 1. The 
proposed Infrastructure and Development service will encompasses the 
following services:- 

a 

* 

a 

a 
a 

a 

a 
a 

a 

Arms Length Organisations (partnership monitoring and development) 
Active Schools 
Outdoor Education 
Sports Development (Schools) 
On line learning 
IT Communications Infrastructure and Development 
Complaints Monitoring 
Directorate Support Services 
Divisional Admin Support Services 
Information Services 

3.2.2 S ~ o r t  and Outdoor Education 

3.2.2.1 It is essential to establish a service delivery structure which not only 
maximises the benefits of the synergies- in terms of the delivery of sport 
and outdoor education - between the informal and formal learning 
sectors but also positions the service well to drive up participation levels 
(the current level of participation in terms of adults in North Lanarkshire 
is the lowest in Scotland). Also important is ensuring that the 
communities of North Lanarkshire obtain optimum benefit from the 
partnerships in place with North Lanarkshire Ltd, Time Capsule 
Monklands Trust Ltd, and Broadwood Stadium Company Ltd. 



3.2.2.2 This approach is in line with the Scottish Government’s stated aims for 
local authorities enshrined within their policy document ‘Reaching 
Higher - Building on the Success of Sport 21’. This strategy charges 
the public sector as a whole with providing “opportunities to break down 
barriers across organisations, sectors, geographic boundaries and sport 
to take into account of sporting needs, aspirations and provision. This 
means organising sport provision around citizens’ needs and 
aspirations”. 

3.2.2.3 The revised management arrangements for Infrastructure and 
Development will deliver more effective service integration in that, for 
example, for the first time, the outdoor education programme’s 
management arrangements will encompass, within a single operational 
delivery structure, the following initiatives:- 

Kilbowie Outdoor Centre 
0 Outdoor Education Development programmes (in a North 

Lanarkshire community setting as well as Kilbowie Outdoor Centre) 
0 Duke of Edinburgh Awards 

3.2.3 Communitv Facilities 

3.2.3.1 Consistent with the stated aim of the reconfiguration to deliver and 
sustain a service where overheads are minimised and resources for 
front line services are maximised, a new IT customer management 
system, consistent across schools and community facilities letting, will 
be introduced. This will reduce much of the work currently associated 
with the two Facilities Officer posts therefore the proposal is to create a 
single post of Customer Services Manager to support the Community 
Facilities Manager. In addition the post of Maintenance Officer will 
move to the contracts and provision section within the Educational 
Resources Division where the service delivered by the postholder will 
be better supported and developed. 

3.2.4 S u ~ ~ o r t  Services 

3.2.4.1 At the present time there are five distinct operational sections 
supporting the headquarters functions of the Learning and Leisure 
Service as a whole (based at Kildonan Street, Coatbridge and 
Buchanan Business Park, Stepps). In this first phase of the review of 
administrative and clerical support it is proposed to create a single 
operational function to encompass the previous 5 disparate functional 
teams. This will create a much more cohesive approach to front line 
services, improving channels of communication and providing an 
enhanced internal and external customer service. In addition, a 
localities support team will be established as part of the drive to ensure 
consistency of approach to support services across the Community 
Information and Learning division. 

3.2.4.2 Committee are asked to note that this is phase one of the review of 
Administration and Clerical Services across the Community Information 
and Learning Service. During 2008/09 the Finance and Customer 
Services Business Review Team will carry out a comprehensive review 



of the overall admin and clerical support function within the Community 
Information and Learning Service via the lean business review process. 
The review will focus on:- 

* deployment of resources; 
0 admin systems, procedures and processes; 
0 skills; 
0 support required for front facing services;and 

redesign of red circle posts where feasible 

3.2.4.3 The outcome of this review will be reported to a future meeting of the 
Learning and Leisure Services Committee. 

3.3 Creative Services 

3.3.1 Committee are reminded that the services provided by Creative Services 
Section within Community Information and Learning include:- 

* a community arts service to all members of the community (includes over 
120 arts classes weekly, dance drama and music groups and choirs, public 
art, cultural grants); 
the management and programming of the Council’s main venues 
(Mothemvell Concert Hall & Theatre, Bellshill Cultural Centre and Sir John 
Wilson Town Hall, Airdrie); 
design and development services for cultural and corporate events for both 
external and internal clients; 
theatre and event technical support services to internal and external clients; 
the development of arts and cultural activity programmes in schools via 
Arts Link Officer and Cultural Co-ordinatorqand 
support for arts organisations e.g. NL Arts Association, Beetroot record 
label, Airdrie Arts Guild. 

3.3.2 The service is also responsible for the management of a graphic design service 
support for all Council Services as well as the marketing function for Learning 
and Leisure Services. However, as members are aware, and as indicated in a 
report by the Assistant Chief Executive considered by the Policy and 
Resources (Human Resources) Sub Committee at its meeting on 6” 
September 2007, these functions will be subject to a wider review of Corporate 
Communications and for this reason have not been included within the Creative 
Services restructure proposals at this time. 

3.3.3 A key aim of play services is to promote children’s creativity. Given this, and the 
significant focus of the service on the direct delivery of play work programmes 
and events, it is proposed to move the play services team from Community 
Learning and Development to Creative Services, This operational management 
change will establish a more joined up approach to event programming across 
the arts and play programmes and will achieve a higher profile and 
corresponding increase in uptake within the community for this significant 
children’s and young peoples service. 

3.3.4 The proposed restructure retains the specialist nature of Creative Services, and 
attempts to address red circled employees, encourage development of the 
workforce and establish new key posts within the service. The red circle posts 



within the service include; the Administrator and Arts Link 0fficer.These posts 
have been reconfigured within the structure. 

3.4 Libraries and Community Learning 

3.4.1 Major influences on the development of the revised structure arrangement for 
the Libraries and Community Learning and Development Services were:- 

0 the outcome of the best value review of Community Learning and 
Development; 

o the outcome of the HMle Inspection of Community Learning and 
Development in Orbiston and North Mothewell; 

0 the single outcome agreement: and 
0 the National Youthwork Strategy. 

3.4.2 According to the HM Inspectors the service has the following key strengths:- 

* highly developed and effective partnership arrangements; 
highly motivated managers and staff; 

0 a range of innovative high impact project work; 
particularly effective learning support for parents; and 
particularly effective contribution of CLD support to work in schools. 

3.4.3 The restructure proposals will build on these positive aspects of the service to 
put in place a more sustainable, flexible approach to service delivery, supported 
by the single outcome agreement, which complements and enhances locality 
community planning partnership arrangements. 

3.4.4 The best value review of Community Learning and Development, in 2007, 
established the following, in terms of the future focus of CLD services in North 
Lanarkshire:- 

* that the service’s core business is community based adult learning youth 
work and community development; and 

0 that, set within the context of community planning and council priorities, the 
service must position itself well, to target effectively the most vulnerable 
individuals and deprived communities in North Lanarkshire and evidence 
the outcome of the services and operational plans put in place. 

3.4.5 Furthermore it was clearly identified that, as a more outcome focused service, 
CLD should be in an improved position to:- 

* provide strong operational and strategic leadership for the 3 main core 
service functions to ensure effective deployment and co-ordination and 
monitoring of services at local community planning level; 
integrate locality management and consolidate temporary/short term funded 
projects into a cohesive service; 

0 maximise the skills and talents of the workforce; 
0 improve the management infrastructure and service planning arrangements; 

and 
0 evidence the outcomes achieved by the service and partners. 



3.4.6 The operational management and locality delivery structures outlined in 
Appendix 1 detail the proposed approach to ensuring that the service effectively 
supports the citizens and communities of North Lanarkshire to fulfil their 
potential. 

3,4.7 In respect of the libraries service, the structural changes proposed at this stage 
are minimal pending the service review which will be completed in 2008109 
which will explore:- 

opening hours; 
0 library locationsllibrary service outlets; 
0 deployment of employees: 
0 outreach services; 
0 stock collection and circulation; and 
0 online services. 

3.4.8 The pre-review structural changes for the Libraries Service detailed in Appendix 
1 broadly reflect the drive to achieve following outcomes:- 

improved services to children through a more co-ordinated approach to 
school and community based services; 
red circled posts addressed where possible; and 
improved integration with other Learning & Leisure services through the 
effective deployment of staff and the implementation of new quality 
standards for the service (Public Library Quality Improvement Matrix). 

3.5 Surmort Services (Finance) 

3.5.1 As part of the disaggregation of support staff at the point of the establishment of 
Learning and Leisure Services two posts from the former Community Services 
finance unit were transferred to Learning and Leisure Services. These two 
posts provided support directly to the services within the Community 
Information and Learning division. The posts in question were :- 

e Accountant 
0 Finance Technician 

Both posts were red circled. In order to address the red circle status of the posts and to 
properly reflect the revised role and remit of the posts within the new service both posts 
have been redesignated and regraded along the same lines as similar posts in 
Finance and Customer Services and Environmental Services. This approach has been 
agreed by the Executive Director of Finance and Customer Services. The proposed 
changes are outlined in Appendix 2 of this report, 

3.6 Phase Three of Reconfiauration of Communitv Information and Learninq 

Committee are asked to note that work is ongoing to reconfigure Museums and 
Heritage and Information Services. A further report on the final phase of the 
reconfiguration of Community Information and Learning encompassing the changes 
proposed in these two remaining services will be submitted to the Learning and Leisure 
Services Committee during the next committee cycle. 



4. CORPORATE CONSIDERATIONS 

4,l Human Resource Implications 

4.1.1 

4.1.2 

4.1.3 

A total of 3 red circle posts have been fully removed from red circle status and 
1 post partially removed by the reconfiguration proposals contained within this 
report. 

The proposed changes outlined in Appendix 2 involve the deletion and creation 
of a number of posts. A process involving matching as appropriate and 
restricted recruitment will apply in accordance with the arrangements put in 
place for other structural reviews which have taken place within the Council to 
ensure that there are no adverse implications for employees of the structure 
changes. 

Financial Implications 

4.1 -3.1 The proposals contained within this report will realise a net saving of 
€52,538 which, when combined with the savings of €134,085 generated 
from the phase one restructure results in an overall saving of €186,623. 

5. PECOMMENDATIONS 

5.1 The Learning and Leisure Services Committee is asked to: 

5.1.1 approve the proposals set out within this report with specific reference to 
appendices 1 and 2; 

5.1 -2 remit this report to the Policy and Resources (Human Resources) Sub 
Committee for consideration; and 

5.1.3 remit this report to the Policy and Resources (Finance and Customer Services) 
Sub Committee for consideration. 
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Appendix 1 (Proposed Structure) 
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Appendix 1 (Proposed Structure) 
LEARNING AND LEISURE SERVICES 

INFRASTRUCTURE & DEVELOPMENT - SPORT & OUTDOOR EDUCATION TEAM 



Appendix 1 (Proposed Str'uchrW) 
LEARNING AND LEISURE SERVICES 

INFRASTRUCTURE & DEVELOPMENT - COMMUNITY FACILITIES 



Appendix 1 (Proposed Structure) 
LEARNING AND LEISURE SERVICES 

INFRASTRUCTURE & DEVELOPMENT - SUPPORT SERVICES 
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CREATIVE SERVICES 
PROPOSED MANAGEMENT STRUCTURE 

Appendix I (Proposed Structure) 
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Appendix 1 (Structure Approved - 
LEARNING AND LEISURE SERVICES Phase 1 Restructure) 

COMMUNITY LEARNING & DEVELOPMENT AND LIBRARIES 



Appendix 1 (Proposed Structure) 
LEARNING AND LEISURE SERVICES 

LIBRARY SERVICES -CHILDREN & YOUNG PEOPLE’S LIBRARY SERVICES TEAM 



LEARNING AND LEISURE SERVICES *ppendix ’ (proposed structure) 

LIBRARY SERVICES - LENDING SERVICES SOUTH TEAM 
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Appendix 1 (Proposed Structure) 
LEARNING AND LEISURE SERVICES 

LIBRARY SERVICES - BIBLIOGRAPHIC & OUTSIDE SERVICES TEAM 
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Appendix I (Proposed Structure) 
LEARNING AND LEISURE SERVICES 

COMMUNITY LEARNING & DEVELOPMENT TEAM 
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LEARNING AND LEISURE SERVICES 

COMMUNITY LEARNING & DEVELOPMENT 
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