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Purpose of Report

1.1 The purpose of this report is to provide the ALEOs and External Bodies' Monitoring Committee with
the findings of the recent service review into the Council's delivery of arts, cultural, community
facilities, catering, entertainment, libraries, museums and heritage services through its arms' length
company Culture NL and to request consideration and noting of the associated recommendations in
advance of the report being remitted to the Policy and Resources Committee.

2. Background

2.1 In December last year North Lanarkshire Council approved its future priorities for the next five years
and agreed initial changes to service structures to support the achievement of these, take the
organisation forward and enable the Council to meet future challenges. As a further development,
the Council established the ALEOs and External Bodies' Monitoring Committee in early 2016 to
strengthen engagement and communications with arms' length service delivery providers and
harness the valuable contribution that these companies can make to achievement of the Council's
priority outcomes. The ALEOs and External Bodies' Monitoring Committee, through its Terms of
Reference, is responsible for monitoring performance and risk management arrangements,
ensuring that effective governance is in place and periodically reviewing ALEOs (Arms' Length
External Organisations) to ensure that they remain the best delivery option and their strategies and
plans are aligned with the Council's priorities.

2.2 In furtherance of its remit to review arms' length service delivery arrangements, the ALEOs'
Committee approved its three year review programme at its meeting on 10 August 2016. During the
period 2016/17 to 2018/19 a total of 11 individual reviews will be completed in four distinct phases.
In determining this programme the Committee considered a number of contributory factors:

• The existence, or otherwise, of existing "trigger points" within the Council's Service Level or
Contract Works Agreement with the organisation which identify when a scheduled review will
take place as part of the ongoing funding and monitoring arrangements;

• The level of influence that the Council may have over the organisation and in particular,
identifying those organisations where the Council is the sole member;

• The level of funding from the Council to the organisation;
• The potential, through existing performance information and knowledge already available to the

Council, to identify where there may be measurable benefits and deliverables resulting from an
earlier review of the organisations; and,

• Other known opportunities, potential risks or wider corporate considerations.

2.3 Phase One of the review programme comprises three separate reviews − Culture NL Limited, NL
Leisure Ltd, and Amey Public Services LLP. This report highlights the findings in respect of Culture
NL Ltd, whilst reports in respect of the APS LLP and NL Leisure Ltd reviews are attached as
agenda items 5(a) and 5(c).

3. Company Formation and Objectives

3.1 The Council created Culture NL in April 2013 to manage and develop a wide range of cultural,
community and leisure facilities within the Council area on its behalf. The charity manages over 100



sites across North Lanarkshire and delivers a diverse range of services and cultural programmes,
activities and experiences to many different customer groups, service users and visitors to North
Lanarkshire. Services are delivered across North Lanarkshire and comply with Culture NL's
charitable objectives which are clearly stated.

3.2 In creating the wholly owned subsidiary in 2013 the Council sought to secure tax efficiencies,
improve access to external funding, reach new audiences, sustain cultural and associated services,
and, by providing freedom for the company to operate more commercially, to ultimately secure
continuous improvement in the cultural services delivered in North Lanarkshire.

3.3 With a view to successfully achieving the outcomes highlighted above, Culture NL was registered
as a Scottish Charity in 2013. Its charitable objectives are:
• To advance public participation in Cultural activities within the North Lanarkshire area;
• To provide, or assist in the provision of, Cultural facilities and to organise Cultural activities

within the North Lanarkshire area, with such facilities and activities being made available to
members of the public to improve their quality of life;

• To provide accessible and affordable opportunities for all members of the general public in
North Lanarkshire to participate in Cultural activities and access Cultural facilities;

• To advance education and learning primarily within the North Lanarkshire area, as it relates to
Cultural activities; and,

• To advance citizenship and community engagement through Cultural activities within the North
Lanarkshire area.

3.4 The services and undertakings provided by Culture NL on behalf of the Council are set out through
the Services Agreement, along with the management fee payable by the Council which was £14.3m
in financial year 2015/16 and E13.285 in 2016−17 (including one off increases of £0.093m).

4. Review Process

4.1 Culture NL's review was structured to comply with the Council Review Programme and
methodology approved by the Transformation Committee on 15 September 2016. Review activity
was completed over the five stages − scoping, analysis, assessment, findings/recommendations and
reporting − considered by the ALEOs and External Bodies Monitoring Committee at its meetings in
May, August and November 2016. The review activity was completed by a Review Team led by the
Partnership Unit and supported by representatives from each Service. The review commenced in
September 2016 and concluded mid−January 2017 following completion of initial stakeholder
consultation and an options appraisal. Examples of key activity completed as part of the 5−stage
review include:
• Scoping exercise to determine the areas for inclusion in the review.
• Desk top analysis of key documents associated with formation of the charity.
• Assessment of key areas of business:

• Company formation and Services Agreement with the Council;
• Culture NL's strategic direction, company objectives and charitable objectives;
• Governance arrangements;
• Service delivery;
• Operational performance;
• Financial performance;
• Customer engagement;
• Partnership working; and,
• Staffing.

• Workshops with Chief Executive, service managers and Directors providing an opportunity for
their views and suggestions to contribute to the review process.

• Options appraisal to identify and assess the range of options available to deliver cultural
services in the future.

5. Review Findings

5.1 The review processes described above were thorough and extensive, involving review of more than



50 documents, reports or processes linked to Culture NL's formation and subsequent operations.
Using a four part Red, Amber or Green (RAG) assessment methodology, the Review Team
evaluated and assessed the extent to which the externalised service delivery model is meeting the
Council's original objectives; and, performance and operational matters that relate specifically to
Culture NL. A copy of the RAG assessment methodology is attached as Appendix One.

5.2 Overall, Culture NL's assessment is extremely positive with the charity achieving the Council's
objectives, robust governance arrangements in place and performance and service delivery
operating at satisfactory levels with strong ambitions from the Board of Directors for further
continuous improvement. The review confirms that Culture NL is delivering varied cultural activities
and providing valuable and highly regarded services across North Lanarkshire for all age ranges.
Attendances at events, classes or facilities have increased over the past two years and income is
increasing. The charity is responsive to changing needs, reaching new audiences and involving
more sectors of North Lanarkshire's communities through for example, partnership initiatives such
as work with Macmillan and Alzheimer's Scotland, and Play Services work in local neighbourhoods
and towns to improve opportunities for play. The following sections summarise the findings of the
review against each of the assessment areas.

5.3 Company Formation

5.3.1 North Lanarkshire Council signed the Services Agreement, transferring responsibility for the
delivery and operation of its cultural, libraries, entertainment, community facilities, catering,
museums, play and heritage services to Culture NL Ltd, on 28 March 2013 and the company
assumed responsibility for service delivery from 1 April 2013.

5.3.2 Culture NL had previously been incorporated as a Company Limited by Guarantee in October 2012
to accommodate this transfer and shadow arrangements were in place in the lead up to the formal
transfer. Culture NL Ltd is a "not for profit' trust and received recognition as a registered charity
from the Office of the Scottish Charity Regulator (OSCR) on 26 March 2013.

5.3.3 The Council's agreement to establish Culture NL as a wholly owned subsidiary, with the Council as
the sole shareholder and member, was based on the findings and recommendations of detailed
feasibility work and options appraisal which had commenced in 2010. The findings and
recommendations of the options appraisal were reported to the Learning and Leisure Services
Committee, at its special meeting on 11 September 2011 where it was agreed that a detailed
Business Plan should be developed for the establishment of a stand−alone cultural Non Profit
Distributing Organisation (NPDO).

5.3.4 Following completion of the detailed business planning phase, the Policy and Resources
Committee, at its meeting on 27 September 2012, considered the outline business case, proposed
legal and governance arrangements, operating structure and business planning requirements for
the cultural NPDO and agreed to the formation of a charitable organisation to manage and operate
the Council's cultural and associated services.

5.4 Company Objectives and Business Plan

50401 Culture NL's charitable objectives are reflected through both its strategic business planning and the
development and delivery of wide ranging cultural, educational, lifelong learning and community
development activities across North Lanarkshire.

50402 Culture NL's initial 2013— 16 Business Plan was developed during the charity's shadow year and
provided substantial contextual, governance, financial and performance information to support
direction and service delivery arrangements during the charity's initial years of operation.

504.3 During its first three years of operation Culture NL achieved a number of strategic objectives
including:
• Service reviews into catering, marketing and library services;
• Creation of Culture NL Marketing Plan and website;
• Self−evaluation of all service delivery areas using Education Scotland's "How Good is Our



Culture and Sport" self assessment framework; and,
Refurbishment of a number of community facilities to improve accessibility, safeguard the
Council's assets and ensure long term sustainability of premises, utilising capital investment of
£1 .2m from North Lanarkshire Council.

5.4.4 Culture NL's second Business Plan, covering the period 2016−19, was considered by this
Committee at its meeting on 17 May 2016. The Business Plan is prepared by Culture NL's senior
management and considered for approval by Board of Directors. An annual review is undertaken by
the Board to assess delivery against strategic, financial and service delivery objectives and the
Business Plan is updated accordingly to reflect any developments, changing customer requirements
and relevant national strategies. The Business Plan sets clear strategic direction and reflects the
charity's vision, objectives and ambitions along with relevant national strategies and
recommendations. It outlines cost pressures and identifies the areas through which Culture NL will
secure efficiency savings.

5.4.5 The 2016−19 Business Plan identifies the Council's Corporate Plan and North Lanarkshire
Partnership's Community Planning priorities and commits the charity to operating at optimum
efficiency and delivering continuous improvement and Best Value through efficient and effective
service delivery.

5.4.6 Whilst both the 2013−16 and 2016−19 Business Plans demonstrate that the Council's initial
expectations in transferring management and operational responsibility for cultural and associated
services to Culture NL are clearly being met, the opportunity now exists for the Council to explore
with Culture NL how we may further strengthen collaborative strategic planning, engagement and
reporting. Culture NL makes a significant contribution to the priority outcomes in the Council's
Business Plan through for example: LogintoLearn; job search services; outreach services in
conjunction with schools; museum, creative arts or library programmes designed to support
Curriculum for Excellence and the Scottish Attainment Challenge; and, partnership work with NHS
Lanarkshire and Macmillan. There is a requirement to ensure that the impact, benefits and
outcomes of these services are captured and reflected within the Council's wider improvement
planning activity.

5.5 Compliance with Services Agreement

5.5.1 Culture NL Ltd adheres to the Services Agreement in place with the Council and referred to in
paragraphs 3.4 and 5.3.1 above. The Services Agreement requires Culture NL to report
performance against its charitable objectives and outcomes.

5.5.2 From April 2013 to February 2016, performance reporting was considered quarterly by the Learning
and Leisure Services Committee. Following establishment of this Committee and the change from
the Learning and Leisure Services Committee to the Education Committee in March 2016, Culture
NL performance reporting now fully rests with the ALEOs and External Bodies' Monitoring
Committee. In order to ensure, however, continuing alignment between Culture NL's strategic
direction and the wider cultural policy direction of the Council, together with an increasing
commitment by the Council to community empowerment and development, it has been agreed that
an annual overview report, summarising Culture NL's activities and performance in these areas will
be submitted to the Education Committee.

5.5.3 There is also scope within this Committee's Terms of Reference to invite representatives from
Culture NL's Board of Directors or senior management to attend a Committee meeting and provide
an update on the charity's activities or any service developments or emerging issues. To this end,
Culture NL's Chief Executive provided a presentation to Committee at its meeting on 16 November
2016 and described the charity's progress, performance outcomes, future plans and emerging
challenges and potential risks.

5.5.4 Performance is good overall, as described further in Section 5.9 below, with the Board ambitious to
achieve further continuous improvement.

5.5.5 A series of individual Service Level Agreements are in place between Culture NL and North



Lanarkshire Council with the Council providing a range of support functions to the charity including
Financial Services, IT, Legal, Property Repairs and Maintenance, Grounds Maintenance, Public
Relations, Media and Graphic Design functions. Less formal arrangements are also in place
whereby the Council will provide general advice, where required, to Culture NL in relation to matters
such as Equalities Diversity and Public Protection.

5.5.6 Culture NL established a Community Interest Company (CIC) and the charity's catering activity is
accounted separately through this account. Culture NL has improved and expanded the range and
quality of catering services offered and this, along with the catering services review described
further in paragraph 5.8.4, has resulted in substantial improvements in efficiency and revenues. The
level of subsidy required is reducing and the charity anticipates delivering a "break even" position in
the catering activity in 2017/18.

5.5.7 Culture NL provides emergency Rest Centre facilities and associated catering during business
hours in the event of an emergency or similar incident and this responsibility is reflected in the
charity's Business Plan and Risk Register.

5.5.8 Formal Change Control procedures, as set out in the Services Agreement, are in place and Culture
NL complies with these.

5.5.9 In 2015 the Council requested Culture NL to assume responsibility for commercial letting and
property management of the office and business accommodation located within the newly built
Muir−field Community Enterprise Centre, given the charity's existing responsibilities for the former
Community Centre previously located on the site, and also the benefits in having a single provider
to manage the full facility. The Council agreed to underwrite any shortfall, up to the level of
projected annual losses and via an adjustment to Culture NL's Management Fee, for the first three
years and review the arrangement thereafter. This was considered and agreed to by CNL Board
during the course of its 2015 Board meetings and reported through the Learning and Leisure
Services Committee at its meeting on 3 November 2015 and the Policy and Resources
(Regeneration and Infrastructure) Sub Committee on 25 February 2016.

5.5.10 Phase Two of the arms' length bodies' Review Schedule will focus on the Council's commercial
property, inward investment and regeneration activity and it is recommended that the above letting
and property management arrangement for the commercial business premises within the Muir−field
Community Enterprise Centre is also included in this review.

5.6 Governance

5.6.1 Culture NL has robust governance arrangements in place and is compliant with the Council's
governance requirements. The charity is managed by an experienced Board of Directors drawn
from diverse fields including public service, business, marketing and the community and cultural
sectors.

5.6.2 The Memorandum and Articles of Association set out the rules, governance and decision making
arrangements for Culture NL. Specific Articles are in place governing the following matters:
• Objectives and powers of Culture NL;
• Membership of the company and individual liability − Article 16 specifies that only the Council

can be a member;
• Procedures for General and Annual General Meetings of the company, including quorum and

voting rights;
• Requirements for consideration of Ordinary, Special and Written resolutions;
• Appointment and category of Directors along with procedures for the disqualification or removal

of a Director and the requirement that a Register of Directors' Interests is maintained;
• Authority to establish a Nominations Committee and an Audit Committee; and,
• Procedures for the winding up of the company.

5.6.3 The Articles of Association regulate that Culture NL may have four categories of Director, with a
maximum of 13 individual Directors at any one time:



• 6 Partner Directors who are elected members of North Lanarkshire Council;
• 5 Independent Directors;
• 1 Employee Director; and,
• 1 Trade Union Director.

5.6.4 Recruitment and selection of the Independent Directors' positions follows a robust HR process and
has resulted in the selection of experienced and highly motivated individuals who bring the range of
valuable skills referred to in 5.6.1 above. A Nominations Panel is in place to provide oversight of the
process and direct participation in the selection process.

5.6.5 The Recruitment Pack invites highly motivated individuals with relevant experience and/or
transferable skills which will support delivery of Culture NL's charitable objectives to apply for the
position of Independent Directors. Formal recruitment selection processes are in place, including
the use of a selection criteria matrix and interviews. Independent Directors are selected on the basis
of the personal skills and experience which they can provide to Culture NL's development, including
representation of wider community interests.

5.6.6 Nominations for the position of Employee Director are determined through a ballot of Culture NL
employees and the Trade Union Director is appointed by the three recognised trade unions.

5.6.7 North Lanarkshire Council appoints the six Partner Directors and approves appointment of the
Independent Directors.

5.6.8 The Board of Directors is responsible for ensuring that Culture NL services are delivered in
accordance with the approved Services Agreement and charitable objectives and meets on abi−monthly

basis to fulfil its governance responsibilities.

5.6.9 Whilst the Council places reliance on Culture NL's governance arrangements, the Services
Agreement also requires Culture NL to submit the information noted below to the Council, so that
officers can reference their assessment of these within the performance reports to this Committee
referred to at 5.5.2 above:
• An annual draft business plan;
• Monthly management accounts highlighting Culture NL's financial position and, cash/bank

balances;
• Quarterly and annual performance monitoring reports; and,
• Copies of the audited annual financial statements.

5.6.10 The Council also retains the right to inspect Culture NL records and premises and requires the
charity to adopt financial regulations, contract standing orders, scheme of delegation, records
management and risk management arrangements which satisfy the Council's assurance
requirements.

5.6.11 The role of Contract Monitoring Officer is undertaken by a senior officer from Education, Youth and
Communities and ongoing financial monitoring, including the reporting of financial performance to
this Committee, is provided by Financial Solutions. Culture NL is also included in the composite
report on arms' length bodies' compliance with the Council's financial assurance requirements
submitted to the Policy and Resources Committee annually. The role of Company Secretary is
undertaken by a Principal Solicitor from Legal and Democratic Solutions. These officers all attend
Culture NL Board meetings to ensure oversight and provide any assistance or support to the Board
where required. Quarterly meetings are also held between Culture NL's Chief Executive and the
Contract Monitoring Officer.

5.6.12 Moving forward, however, the Phase One reviews, coupled with wider activity in the Partnership
Unit, have identified an opportunity to strengthen monitoring arrangements by providing greater
clarity and distinction for arms' length bodies on the Council's monitoring roles. There is also the
scope to improve communications − especially in relation to the provision of information or advice
on any new legislation or requirements − and strengthen strategic collaborative planning.



5.6.13 Culture NL has established risk management and Health and Safety at Work arrangements in
place. Its Risk Register is reviewed on a six monthly basis by both senior management and the
charity's Audit and Governance Group.

5.6.14 Decision making and reporting arrangements are accountable and transparent with Board of
Directors' minutes, annual accounts, trading accounts and the three yearly Business Plan published
on the charity's website. Culture NL also published the findings of the consultation exercise
undertaken to inform the charity's service provision decisions in the summer 2016.

5.6.15 Culture NL Directors have all commented positively that the Board structure and operating
arrangements are effective and the role and contribution of the Independent, Employee and Trade
Union Directors in bringing forward their own expertise and specialisms, coupled with a wider,
community perspective is identified as a positive benefit. Both Partner and Independent Directors
have commented, however, that the Partner Director appointment process can, on occasion, result
in some Directors serving for relatively shorter terms of office. It is recognised that the appointment
of Partner Directors is a political process, however, the Council may wish to consider wider review
activity of how it appoints and supports, through the provision of training and briefings for example,
elected members appointed to serve on the boards of external bodies and organisations.

5.7 Service Delivery

5.7.1 Service delivery by Culture NL is very good and has continued to meet the Council's expectations.
Performance reports and updates on specific matters or new developments are submitted by
Culture NL's Chief Executive to each meeting of the Board of Directors. Similar performance reports
are submitted quarterly to this Committee by the Contract Monitoring Officer. Service delivery
highlights are also reported on a six monthly basis to provide Committee with broader information
on the range of services delivered by Culture NL and details of where Culture NL is adding value
and contributing to delivery of the Council's priority outcomes.

5.7.2 Key priorities for the Council in establishing Culture NL included the requirements to reach new
audiences, continue and further extend partnership working and provide increased opportunities for
cultural and associated services to be delivered in a more entrepreneurial and responsive way and
Culture NL is delivering on these priorities as illustrated through the following paragraphs.

5.7.3 Immediate priorities for Culture NL, and reflected in the charity's 2013 − 16 Business Plan, included
the requirement to review Catering Services to explore how these could be made more efficient and
competitive and a property review to inform future service delivery and asset rationalisation
considerations.

5.7.4 More recently, a full review of libraries has been completed to ensure that the delivery of library
services reflects changes in customer demand and the Scottish Government's national strategy
"Ambition and Opportunity," along with identifying opportunities for service improvements and
efficiencies. Culture NL's "Remaining Relevant— The Future of NL Libraries" strategic plan is linked
to the national recommendations and details strategic themes, actions and cost implications.

5.7.5 Culture NL's 2016— 19 Business Plan commits the charity to completing similar service reviews and
developing associated action plans in Museums and Heritage and Community Arts. The service
review objectives include:
• Increasing opportunities for people to develop skills to improve their life chances through

engagement in cultural activity;
• Increasing annual income levels;
• Delivering more efficient and co−ordinated services with a sharper focus on cross−sectional

activities; and,
• Heightening the profile and awareness of services, at both a local level and nationally.

5.7.6 Further examples demonstrating where Culture NL services are responsive to changing need and
delivered in partnership include the following.
• Expansion of digital library services including e−books, e−magazines, free access to online

resources and provision of Libraries NL Online catalogue.



• Access to personal computers and internet in all libraries where the public may access e−mail,
welfare benefits application forms, and job search.

• Adult learning opportunities through online learning, adult literacy and numeracy classes
delivered in partnership with Community Learning and Development and participation in Adult
Learners' Week.

• Shared approaches to support employability and inclusion through partnership work with
Routes to Work, the Department for Work and Pensions, New College Lanarkshire and
Voluntary Action North Lanarkshire (VANL).

• Partnership work with NHS Lanarkshire to deliver the Well Connected programme providing
specialist books and other resources designed to help individuals deal with stress, depression,
anxiety and a variety of other illnesses or conditions.

• Three year programme in place with Macmillan to assist people diagnosed with cancer and
provide specialist training for Culture NL staff. Similar training in supporting dementia sufferers
has also been provided through partnership work with Alzheimer's Scotland.

5.7.7 Partnership working also provides opportunities for Culture NL to develop services for new
audiences or "hard to reach" groups that may not traditionally engage in cultural activities, and
secure external investment. This may be illustrated through:
• Collaboration with Museums Galleries Scotland who have awarded £60,000 in 2016/17 to

enable the charity to digitalise the museums' collections;
• £10,500 secured from Creative Scotland to support the Encounters programme, along with

similar levels of funding from the Heritage Lottery Fund and the Scottish Library Information
Council for individual projects; and,

• The recent announcement by National Theatre of Scotland (NTS) that, following a national
selection process, Culture NL has been chosen to work in partnership to deliver a large scale
participatory community arts project over a period of six months during 2017/18 which will
culminate in live performances involving local residents and delivered in local communities.

5.7.8 Play Services also work directly with local residents in identifying opportunities to enhance
neighbourhood play facilities with funding packages secured through both external funding sources
and the Council's Local Development Programme. In 2016/17 £446,000 has been secured from
external sources. Play Services also won the 2015 Nancy Ovens Award for the Parkour free
running park in Coatbridge.

5.7.9 The above examples clearly illustrate that Culture NL's service delivery reflects national standards
and current "best practice" as recommended by the Scottish Government and national bodies.
Comparison of Culture NL's library services against the Scottish Government's report, "Ambition
and Opportunity, A Strategy for Public Libraries in Scotland 2015− 20," demonstrates that, out of
the total number of 18 recommendations, the charity is currently meeting 11 actions, plans are in
place to address a further 5 actions and the remaining 2 (relating to procurement and accessing
books from Scottish publishing houses) will be most effectively addressed at a national level.

5.7.10 Culture NL is required to have a range of policies in place in order to retain national accreditation
standards. Museums and collections is a highly regulated service and Culture NL must produce
detailed policies in relation to safeguarding collections to retain national accreditation with Museums
Galleries Scotland. Culture NL's Museums and Heritage Service Collections Development Policy
2016−2021, which is aligned to Museums Galleries Scotland good practice recommendations and
requirements, was considered by this Committee at this meeting in August 2016.

5.7.11 Summerlee Museum of Scottish Industrial Life and North Lanarkshire Heritage Centre are both
VisitScotland 4star visitor attractions.

5.7.12 Through examining Culture NL activities and discussing such with key stakeholders, this review has
identified elements of service delivery currently delivered by another ALEO or Council service which
have scope to be considered within the Culture NL service delivery remit. Conversely, the review
has also identified a small number of areas where overlaps with other ALEOs and Council services
exist. These areas of overlap primarily arose as a result of initial service delivery decisions being
considered in isolation and include for example, pitch letting, catering services at sports facilities,



dance classes/workshops, events and Culture NL's commercial letting of the business premises at
Muirfield Community Enterprise Centre as referred to at paragraphs 5.5.9 and 5.5.10. With a view to
ensuring customers have easy access to cultural and leisure services in the future, the Council
must address these overlaps as part of its future delivery options considerations.

5.8 Operational Performance

5.8.1 Culture NL's performance is good overall and is showing improving trends across a number of
areas. Analysis of previous three years' outturn performance indicator figures show that an average
of around 71% of targets were within or above thresholds with improvements in years two and three
compared to the charity's first year of operation. In 2013/14 Culture NL's Board of Directors and
management team developed a performance reporting framework, linked to recommendations
identified through the "How Good is Our Culture and Sport?" self−assessment, and intended to
provide more meaningful performance reporting information. 2016/17 performance indicators have
been aligned with the Council's priority outcomes and it is recommended that further discussion
takes place with Culture NL during 2017/18 to explore how performance indicators could be further
developed to illustrate where services are contributing to delivery of the priority outcomes and
making an impact on residents' health, life chances, opportunities, education and training and
overall wellbeing.

5.8.2 Indicators that show strong performance in 2014/15, 2015/16 and year to date in 2016/17 include:
• Number of people engaging in museum learning experiences and usage of museums and

heritage facilities and resources;
• Number of digital users of library services; and,
• Attendances at bookings in community facilities, although the number of individual bookings in

community facilities and schools is reducing.

5.8.3 The indicator measuring the number of visits to libraries shows an improving position, however, the
indicator for the number of customers engaging in community arts activities is more challenging and
Culture NL is addressing this through programming and marketing activity.

5.8.4 Overall, attendances show significant improvement over the past three years as demonstrated in
Table 1:

2012/13 2013/14 2014/15 2015/16
Total Attendances in Year 3.041m 2.985m 3.228m 3.489m
% Variance on Previous Year n/a 1.8%9 8.1%l' 8.1%4'

Table 1
5.8.5 Income fiaures also show year on

Total Income in Year
% Variance on Previous Year

r improvement:
2013/14 2014/15
4.545m 4.864m

n/a 7.02%4

2015/16 2016/17
4.915m 5.029m (Targ
1.05%4' 2.3% 4'

Table 2
5.8.6 Culture NL's performance may be compared nationally through the Local Government

Benchmarking Framework (LGBF), although only two performance related and two cost related
indicators are available for direct comparison. Committee should also note that the LGBF reports
performance at local authority area with no reference to whether services are delivered in−house or
through an arms' length service delivery provider. It should also be noted that the Improvement
Service now reports the customer satisfaction results by rolling these up and reporting as three year
averages. Table 3 shows Culture NL's performance for the three year periods. Library satisfaction
rates remain strong and above the Scottish average and whilst there is a dip in the museum and
gallery satisfaction indicator, this is mirrored nationally.

2012/13 to 2014115 2013/14 to 2015/16
% of adults satisfied with NL Scotland Rank NL Scotland Rank
library services Average Average

86.33% 80.33 8 83.00 77.33 9



% of adults satisfied with NL Scotland I Rank NL I Scotland I Rank
museum & gallery Average Average
services 77.67% 76.33 12 73.33 74% 13

Table 3
5.8.7 Culture NL Directors have confirmed that they have strong ambitions and seek to be both

aspirational in the charity's performance and inspirational in the quality and range of services
offered. The charity aims to exceed the current performance indicators and the 2016−19 Business
Plan identifies objectives to secure continuous improvement across all service areas and functions.

5.8.8 Culture NL has a formal Customer Complaints Procedure aligned to the Scottish Ombudsman's2−Stage
Model which aims to result in the majority of complaints being resolved at the frontline and

first point of contact. Details of the procedure, along with a Compliments, Comments and
Complaints form are published and available from the charity's website. Compliments, Comments
and Complaints are reported to the Board on a quarterly basis.

5.8.9 The charity recognises that scope exists to strengthen and improve how customer feedback is used
to identify future service improvements and to cascade 'You Said.. .We Did' reporting and feedback
already in place in some sections across all Culture NL service delivery areas.

5.9 Financial Performance

5.9.1 North Lanarkshire Council expends revenue resources annually through the Management Fee paid
to Culture NL to deliver services as per the Services Agreement. The individual Management Fee
sums allocated to the charity since its inception are detailed in Table 4.

NLC Management Fee 2013/14 2014/15 2015/16 2016/17
£1 4.555m £1 4.066m £1 4.296m £1 3.285m

Table 4
5.9.2 Culture NL has contributed around £3m cumulatively to the delivery of the Council's efficiency

savings. Provision was made by the Council to assist the charity in meeting some cost pressures in
years 2013/14 to 2015/16, however, in 2015/16 the charity also had to absorb some additional cost
pressures associated with changes to Terms and Conditions.

5.9.3 The Council's 2016/17 revenue contribution of £13.285m represents 72% of CNL's budgeted
income of £18.314m, with the balance of income of £5.029m being generated through other
charitable and trading income, external grant or project funding and return on investments. The
savings total was £1 .072m, with Culture NL also absorbing budgetary cost pressures.

5.9.4 Culture NL's 2016−2019 Business Plan takes account of these savings and cost pressures and a
£3.067m efficiency savings strategy is identified for 2016/17 and 2017/18 to achieve Best Value and
ensuring the ongoing sustainability of the charity. Specific measures include service reviews, IT
efficiencies, staff reductions and increasing annual income levels. Efficiency proposals are closely
monitored by both the Board of Directors and the Council to ensure the target savings will be
achieved.

5.9.5 It is currently anticipated, as at Financial Accounting Period 9 ending 9 December 2016, that
Culture NLwill achieve an operational break−even position by the end of financial year 2016/17, in
line with budget projections.

5.9.6 The overall financial standing of the charity as at 9 December 2016 indicates that the company's net
assets provide sufficient liquidity for the charity to meets its obligations at the reported time.

5.9.7 The Council's capital budget for Culture NL in 2016−17 is £1.473m and this funds investment in
Council properties managed by the charity and for other projects which assist the Council, through
the charity, to secure the sustainability of many facilities. Examples of projects include upgrading
libraries, facilities, play areas or developing museums.



5.9.8 The service review has also examined the extent to which the Council's financial expectations in
establishing Culture NL are being achieved.

5.9.9 Culture NL is clearly working to ensure the long term financial sustainability of cultural and
associated services. Non Domestic Rates savings have generated total efficiencies of around
£1.8m each year over the period 2013/14 to 2016/17. Operating surpluses generated in the three
years to 2015116 have been held to establish reserve funds.

5.9.10 Income levels have increased as demonstrated in paragraph 5.8.5, Table 2 above. Income growth
is especially strong in relation to ticket sales where the charity has seen year on year growth and in
catering income within the trading company. Retail sales in libraries and museums for items such as
books and souvenirs has also grown each year. It is recognised that there are limited opportunities
for income generation in libraries and further anticipated that income sources from dvd/cd and
computer game hires will reduce due to the expansion of personal online access.

5.9.11 The charity has also been successful in securing external funding to support specific projects and
developments as illustrated in paragraphs 5.7.7 and 5.7.8.

5.9.12 Current figures from the LGBF, summarised in Table 5, suggest that although service delivery costs
in North Lanarkshire remain more expensive than both the Scottish average figures and a number
of other local authorities, there are improving trends in both libraries and museums and galleries.

2013/14 2014/15 2015/16

Cost per library visit NL Scotland Rank NL Scotland Rank NL Scotland Rank
Average Average Average

£3.92 £2.57 21 £4.00 £2.45 22 £3.75 £2.44 22

NL Scotland Rank NL Scotland Rank NL Scotland Rank
Cost per museum & _ _ _ _ _ _ Average Average Average
gallery visit £9.46 £3.36 28 £7.51 £3.22 26 £4.95 £3.07 22

Fable 5

5.9.13 In a report to this Committee on 10 August 2016 members noted that the following factors impact on
the "Cost per Museum and Gallery Visit" indicator:

Summerlee's extensive site, along with increased maintenance costs given the type of
attractions, cannot be easily compared to a town/city centre museum or art gallery;
The museum services operated by local authorities vary, with national museums and galleries
most commonly located in the major cities. Some authorities also have a mix of small
independent museums and local authority sites, others have art galleries. There is no
dedicated gallery provision in North Lanarkshire.
NL Heritage Centre is classed as a museum and the running costs include those for
archive/public record keeping. In some other authorities public record costs are included in
libraries or corporate functions budgets. Moreover, there are fewer visitor numbers to this
facility given its more specific and specialist services.

5.9.14 Notwithstanding the above, and the efficiency and income generation measures identified in the
charity's 2016— 19 Business Plan, there is an opportunity to further develop the existing
engagement that Culture NL has in benchmarking family group activity and draw on wider
information available from the Improvement Service to identify any further potential to reduce
service delivery costs.

5.9.15 Given the potential limitations of the LGBF in terms of consistency across all authorities and also
the inclusion of only two service areas, there is a requirement to carry out more detailed financial
appraisal of Culture NL's costs as part of the follow up work to this service review.



5.10 Customers and Engagement

5.10.1 Culture NL recognises and values the benefits of consulting and engaging with service users and
customers to obtain feedback on the quality and level of service delivery and a number of actions
are included in the 2016— 19 Business Plan to strengthen customer engagement and consultation
and provide the charity with intelligence on customer segmentation and preferences. Customer
feedback has largely been event or service specific up to this point, however, a dedicated Marketing
Team is now in place and the charity has plans to replicate existing good practice in some areas
across remaining services.

5.10.2 Culture NIL consulted widely on service provision proposals in libraries and community facilities and
the results were published in August 2016 and available via the charity's website. These proposals
were linked to the charity's 2016/17 and 2017/18 financial plan and resulted in reconfiguration of
service provision in some areas and withdrawal from a number of premises.

5.10.3 Postcode analysis is used within libraries to identify usage and evidence of neighbourhoods or
"hard to reach" groups not using library services.

5.10.4 Robust customer feedback is in place for the annual Encounters Festival. Participants are invited to
submit their views on a range of questions linked to the individual performance or event they
attended and provide preferences or suggestions for future events. Wider ranging questions relating
to customer demographics, residential postcode, ease of travelling to venues and their quality and
cleanliness, along with staff helpfulness, provide Culture NL with valuable data for service
improvement and forward planning.

5.10.5 Examples of Encounters' feedback and data obtained from the results includes:
• In both 2015 and 2016, 81% of respondents were from North Lanarkshire with only 19% from

outwith the Council's area, indicating a strong local customer base;
• 98% of respondents each year rated the event they attended as "Very Good' or "Quite Good;"
• More than 4/5th of respondents felt that, where a charge had been levied, they had paid "the

right amount," for the ticket. (87% in 2015 and 82% in 2016 respectively.) 6% thought they
should have paid less in 2015 and 9% in 2016; and,

• 80% of respondents in 2015 felt a heightened sense of wellbeing having participated in the
Encounters event, and this rose to 95% in 2016;

5.10.6 The 2016 Encounters customer feedback also sought participants' views on a range of service
delivery associated matters. More than 4/5 1h of respondents rated the online and telephone ticket
booking processes, and the interior and exterior decor of the venues as being "Very Good or
Good," providing a positive endorsement on recent investment and improvements. 96% of
respondents rated "Customer Service, Welcoming nature of staff, and Cleanliness of venue" as
being "Very Good or Good."

5.10.7 The seasonal nature and programming of services and events provided by Culture NL is reflected in
the numbers and trends of customer compliments, comments and complaints and received during
the year with recognisable peaks and troughs. These fluctuations, alongside the relative infancy of
the charity and the relatively small numbers of complaints and compliments received make it difficult
to identify any overall trends to date.

5.11 Staffing

5.11.1 Culture NL's Board of Directors and management are committed to ensuring that staff structures
support delivery of the Business Plan and strategic direction, along with providing high quality
customer services.

5.11.2 Mechanisms are in place at an operational level to enable staff to inform and influence future
service delivery and improvements and the position of Employee Director on the Board further
strengthens links between strategic and operational planning, as well as enhancing
communications. The 2016 −19 Business Plan contains a number of actions to improve staff
engagement and empowerment including:



• Engaging all staff to create and embed a new culture and shared vision for Culture NL;
• Ensuring staff are equipped to fulfil their role in the organisation;
• Developing increased opportunities for cross−sectional working to develop the business through

combined marketing and enhancing the "package" of services offered to customers; and,
• Improving employee communications and building staff knowledge of other parts of the

organisation through greater interaction, targeted initiatives or activities.

5.11.3 Culture NL currently communicates with staff in a number of ways including a bi−annual staff survey,
regular meetings at operational and senior management levels and opportunities for staff to submit
suggestions on specific proposals.

5.11.4 The 2014 staff survey showed very positive results overall with a 41% response rate. 82% of
respondents indicated that they were proud to work for Culture NL, 85% satisfied with their work
and 81% satisfied with their work life balance. The survey identified areas for improvement in
relation to training and professional development opportunities and the availability of regular
meetings with line managers. These matters were subsequently prioritised by the Board of Directors
and actioned through delivery of the 2014/15 Business Plan.

5.11.5 Sickness absence figures show strong performance overall and the charity has invested in
managing attendances and improving sickness absence levels. The 2016 staff survey is underway.

5.11.6 Culture NL has a strong local employment base across the organisation. For example, the majority
of front of house and catering staff are recruited from the local area and a significant percentage of
caretaking and library staff. Modern apprentices are also recruited from the local area providing
training and development for young people alongside supporting the Council's economic
opportunities priority outcome.

6. Service Review Recommendations

6.1 The service review has identified a number of opportunities to examine where existing service
delivery arrangements may be strengthened and specific recommendations are detailed below:

i) The Council should explore with Culture NL potential mechanisms to strengthen existing
collaborative strategic planning arrangements as referenced in paragraph 5.4.6;

ii) Linked to the above recommendation, and recognising the significant contribution that Culture
NL is currently making to support delivery of the Council's priority outcomes, there is a
requirement as described in paragraph 5.8.1 for the Council to examine with Culture NL how
performance reporting may be further developed to illustrate and measure where services are
contributing to the delivery of priority outcomes and impacting positively on residents and
service users' health, life chances, opportunities, education and training, and overall
wellbeing;

iii) The Council should examine its existing monitoring arrangements for service delivery through
an arms' length body as recommended in paragraph 5.6.12 to provide assurance that
services continue to be delivered in accordance with the Services Agreement, to strengthen
communication and strategic planning and to provide greater clarity and distinction of roles
and responsibilities;

iv) The Council should consider, as referenced in paragraph 5.6.15, whether scope exists to
strengthen the current processes used to appoint Partner Directors to arms' length bodies to
reflect best practice recommendations from Audit Scotland and the Standards Commission for
Scotland, whilst also ensuring that the Council's requirements and expectations through
representation on such Boards continue to be met and Partner Directors receive adequate
training to assist them in their roles;

v) The Council should support Culture NL through facilitating access to wider information from
the Improvement Service's network of LGBF Family Groups to identify any further measures
or initiatives that may assist in reducing service delivery costs as illustrated in paragraph
5.9.14;

vi) To improve customers' ease of access to cultural and associated services in the future, the
Council must address the service delivery overlaps outlined in paragraph 5.7.12 as part of its
future delivery options considerations; and,



vii) Culture NL's current service delivery responsibility for commercial letting of the business
premises within the Muirfield Community Enterprise Centre, as referenced in paragraph
5.5.10 should be included within the wider scheduled review of the Council's commercial
property, inward investment and regeneration activity included in this Committee's Phase Two
Review Programme.

7. Options Appraisal

7.1 This service review confirms Culture NL is performing well against its Services Agreement with the
Council. 2016 − 19 Business Plan objectives reflect the Council's priorities and opportunities exist to
strengthen collaborative strategic planning in this area. The charity is achieving the Council's initial
expectations and provides services which attract high levels of customer satisfaction. In
recognising, however, that Committee is also tasked with ensuring Culture NL remains the best
delivery option, it is necessary to compare existing provision with a range of available service
delivery options.

7.2 To satisfy this remit, an option appraisal workshop was held on 16 January 2017. Using the
evaluation criteria outlined in Appendix 2, this option appraisal assessed a range of potential
delivery arrangements currently available − including the "base case" of existing provision − against
the Council's identified goals noted in paragraph 7.3. To ensure the options appraisal captured all
relevant benefits, risks and uncertainties pertaining to these options, representatives from both NL
Leisure and Culture NL participated in the options appraisal exercise.

Service Delivery Options Considered:

1 Retain existing provision 5(a) Expand option 3 to create joint shared services
delivery between Culture NL and NL Leisure

2 In−house service delivery 5(b) Expand option 3, creating new shared service
ALEO

Retain subsidiary company, but realign
services (para. 4.2.27)
Realign services, tendering for delivery
supplier

6 Create new company regarding sporting, leisure
and cultural services
Merge Culture NL and NL Leisure into a single
charitable delivery vehicle

7.3 The risks, benefits and uncertainties likely to arise from implementing each of these options were
assessed by Council Officers from the Review Group against the following strategic goals:
• Alignment with the Council's Business Plan and key priorities to 2020;
• Minimise future risks to the Council;
• Obtain cost effective and affordable service delivery;
• Maintain influence regarding service delivery and performance; and,
• Obtain a trusted relationship with a proven service delivery organisation.

7.4 The results of the options appraisal are illustrated in Appendix 2 for members' consideration. In line
with the service review findings and specific recommendations noted above, the options appraisal
identified an immediate need to address areas of frontline service delivery overlap. However, with a
view to potentially securing longer−term cost−effectiveness and affordability, the options appraisal
also determined the Council should more fully examine all aspects of options 6/7. To enable the
Council to make a fully informed decision regarding the future delivery of sport, leisure and cultural
services, more detailed stakeholder engagement, financial appraisal and due diligence is therefore
recommended.

8. Challenge I Scrutiny Processes

8.1 Gateway Reviews with the Conveners of the ALEOs and External Bodies' Monitoring Committee
and the Transformation Committee were held on 4 October and 29 November 2016 and 19 January
2017. These provided an opportunity for the Review Team Leaders to update the Conveners on the
review's activities and emerging findings at key milestones, and also enabled members to evaluate
the Review Plan, assessment methodology and outcomes and the options appraisal process. At the



end of each Gateway Review approval was granted to allow the reviews to proceed to the next
stage.

9. Recommendations

9.1 The ALEOs and External Bodies Monitoring Committee is requested to:

i) Note findings and options identified during the Council's service review of its arms' length
service delivery arrangements with Culture NIL Ltd;

ii) Consider the review recommendations outlined in paragraphs 6.1 and 7.4 above; and,
iii) Remit this report for decision making to the Policy and Resources Committee.

\

Strategic Adviser − External Organisations

Members seeking further information on this report should contact Jennifer Lees on telephone number 01698 302147



ALEOs and External Bodies' Monitoring Committee

Phase One Review Programme

RAG Assessment Methodology and 5 Point Scoring Convention

Appendix One

Assessment Definition Evidence
Rating

Green
Meets or exceeds more More than 75% of targets/service
expectations/targets delivery met

Partially meets Between 50% and 75% of all
expectations/targets but targets/services successfully met and
evidence exists to demonstrate evidence available indicates % being

Green − Amber ALEO has capacity to deliver met can be increased within 12 month
green performance within a period
reasonable timeframe

Partially meets Between 50% and 75% of all
expectations/targets, but targets/services being met but no

Amber − Red concern exist that ALEO will be evidence this % can be increased
unable to deliver within a within 12 month period
reasonable timeframe;

Less than 50% of targets/services
Red Not delivering expectations being delivered effectively
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