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3 May 1996 

Andrew Crowe 
Chief Executive 
North Lanarkshire Council 
Civic Centre 
MOTHERWELL 
ML1 1TW 

East of  Scotland Water 
Chairman lan Preston CBE 

Chief Executive Rod Rennet 

Pentland Gait 
597 Calder Road 

Edinburgh EH11 4HJ 

tel 01 31 453 7500 
fax 0131 453 7554 

Your Ref 

Our Ref 

Dear Mr  Crowe 

EAST OF SCOTLAND WATER 
CONSULTATION ON THE PREPARATION OF OUR CORPORATE PLAN 

As you will know, East o f  Scotland Water assumed responsibility on 1 April 1996 for the 
provision of water and wastewater services in the Edinburgh, Lothians, Borders, Fife and 
Forth Valley areas. 

I am writing to invite you to inform us of your particular priorities and concerns relating to 
the development of our service, as we commence the przparation of our three year Corporate 
Plan (1997198 - 1999/2000). As a public sector organisation, East of Scotland Water is very 
keen to listen to the views of those whom we serve and of others with an interest in our work. 
I am thus writing to a wide range of consultees and very much look forward to your 
individual contribution. I enclose. for your information, a copy of our Business Plan for 
1996197. 

Contributions on the development of our work will be welcome at any time. To tie in to our 
Corporate Plan preparation process, an initial response, if you wish to make one, is requested 
by - at latest - Friday 31 May 1996. There will be an opportunity to develop your 
contribution over the summer if you wish. Every response will be given careful 
consideration and will contribute to our planning process. Where practicable, we will seek to 
take on board positive suggestions which promote our goals of customer service and 
enhancing the environment. Given the constraints on our resources, it may not be possible to 
accommodate all such suggestions in the short term. 

If you would like to discuss aspects of your response or the development of East of Scotland 
Water's services, please let me know or contact the Head of Policy and Planning, Mr 
Jonathan Cape, at this office. 

I look forward to hearing from you. 

Yours sincerely 

Rod Rennet 
Chief Executive 
JC-S0330.16B 
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2.2 Our Customers 

J 

2.2.1 East of Scotland Water (ESW) will supply water and provide wastewater services in 
the following Council areas: 

East Lothian Falkirk 
West Lothian Stirling 
Midlothian Clackmannan 
City of Edinburgh Fife 
The Scottish Borders Part of Perth and Kinross (the Kinross area) 

We will also supply water to part of East Dunbartonshire and North Lanarkshire. 

A map of our area is included as an Appendix. 

2.2.2 We will provide almost one-third of the population of Scotland with a high quality 
water supply. In 1994, 99.6% of regulation tap water samples in our area met the 
required standards. In terms of wastewater, there will be a continuing need for 
priority to be given to enhancing quality to meet current and new standards. In 1994, 
the percentage of the population served in our area, where wastewater discharge met 
the regulatory standards, ranged from 64% to 90%. 

2.2.3 Our customers need to be supplied with nearly 700 M l ( l 5 4  million gallons) each day, 
about one-third of which will be used by our commercial and industrial 'customers 
who are metered, ranging from the massive BP refinery complex in Grangemouth to 
small High Street businesses such as hairdressers. 

2.2.4 The Customer Base 
There are more than 600,000 households in our area. The resident population is more 
than 1.5 million for water supply, marginally less for sewerage. On average every 
person in Scotland uses 148 litres (33 gallons) of water in the home every day. In the 
East of Scotland area almost 99% of the population are connected to public mains and 
nearly 97% are connected to the sewerage system. 

2.2.5 We supply some 15,000 industrial/commercial customers who are metered, and many 
more who pay on a rateable value basis. 

2.2.6 There is a group of key industrial customers who consume very large amounts of 
water. Major customers include those in the petrochemical complex in Grangemouth, 
Tomess. Mossmonan, Rosyth Dockyard, Longannet and Cockenzie Power Stations 
and Scottish and Newcastle Breweries. Other big users in our area include electronics 
factories, food factories. paper mills, hospitals. Universities, distillers, and port 
authorities. In serving the needs of these organisations. and many others, we have a 
key role to play in enhancing prosperity and developing the Scottish economy. 
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We aim to give value for money by constantly searching for ways of delivering 
our  high standards at least cost. 

We aim to meet the aspirations of all of our  stakeholders through the excellence 
of ou r  service. 

3.4 Strategic and Enabling Themes 

3.4.1 Ultimately, our efforts revolve around two inter-related Strategic Themes:- 

(i) Service to our Customers 
(ii) Protecting and Enhancing the Environment 

These themes are inter-related, inasmuch as the protection and enhancement of the 
environment is high amongst the concerns of our customers. They are distinct 
inasmuch as environmental protection is a public good which requires a discrete focus 
alongside our commitment to satisfying the requirements of our individual existing 
and prospective customers. 

3.4.2 These two Strategic Themes are supported by five Enabling Themes. These do not 
represent ultimate goals but are the essential means of promoting our two Strategic 
Themes. The five Enabling Themes are:- 

(i) Developing Quality 
(ii) Ensuring Capacity 
(iii) Renewing Infrastructure 
(iv) Improving Efficiency and Effectiveness 
(v) Building the Organisation. 

3.4.3 Each of the seven themes is supported by a number of Objectives. In Sections 5 and 6 
of this Business Plan, we consider each of these Objectives in turn. In each case, we 
provide a Commentary and set out one or more Priorities for Action in 1996197. 
Whilst the Objectives a re  aspirational, the Priorities for Action represent specific 
targets for the organisation. 

3.4.4 Between them, the Priorities for Action represent a comprehensive “roadmap” for the 
initial development of our organisation and its services. A large number of actions are 
identified. Each of these will be progressed and monitored. It should be stressed that 
Actions identified are not all of equal weight. We set out, in Section 4, a small 
number of Key Tasks, drawn from the overall “roadmap”, which represent top 
priorities for East of Scotland Water and upon which we will focus particular 
attention. 
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4.5 Achieving Financial Viabilitv 

Financial viability, in regard to the obligations and objectives of our organisation. 
may be defined as (a) generating revenue equal to our outgoings - of an expense and 
capital nature, tied to (b) running very efficient operations using optimal resource 
structures. To achieve these requirements, we need firstly to seek the most favourable 
financial structure at start up - i.e. a level of loan debt appropriate to our asset base 
and future revenue generation capacity; and a borrowing capability which ensures that 
our construction programme, taking PFI into account, is sufficient to meet our 
compliance obligations. Secondly, we will demonstrate professionalism in managing 
down our cost base prior to negotiating with the Customers Council and Scottish 
Office for an appropriate increase in charges (see 4.6 below) in future years to assist 
us in achieving financial viability. 

4.6 Reviewing our Charging Structure 

The construction of a sound and equitable financial base (see Section 6.5.7) requires 
us to undertake further detailed review of our Charging Structure with a view to 
progressively reducing anomalies and approaching harmonisation. This will involve 
accurately determining our operational cost base, reviewing the allocation of costs 
between specific water and wastewater services and between customer groups and 
hrther developing our harmonisation policy and timescales. This will all take place 
in the context of an overall policy that charges should cover the full costs of the 
services provided to our customers. 

4.7 Assessing the Condition of our Assets 

East of Scotland Water is inheriting over 2,000 above ground physical assets, both 
specialised and non-specialised, together with an extensive underground network. 
Our current state of knowledge on the condition of these assets is variable. A 
comprehensive picture of the condition, performance and safety of our physical assets 
is urgently required and will be assembled, as the cornerstone of a comprehensive 
Asset Management Planning exercise. as a matter of priority. It must be emphasised. 
nonetheless, that a full picture will take some time to emerge. The exercise will be of 
significance in relation to the prioritisation of our programme of capital maintenance 
and replacement, the implementation of our health and safety policy, the identification 
and combating of leakage from our underground network and the valuation of our 
above and below ground assets. (see Section 6.3) 

4.8 Establishing Performance Indicators and Targets 

The establishment of robust and respected performance indicators and targets. and the 
generation of regular Management Information related to them is essential to gauging 
the progress which we make and. as discussed in 4.3 above, assessing the scope for 
generating gains in efficiency and effectiveness. Indicators and targets will be 
maintained or established in four main groups: watedwastewater quality, customer 
service. finance. business efficiency. The latter two will be developed in 1996197 for 
full implementation in 1997/98. Performance against our targets will be published 
annually. (see Section 6.4) 
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4.9 Engendering a Unifving Culture within East of Scotland Water 

Our people, and the environment in which they operate. are of central importance in 
achieving our goals. A successful working environment and culture must be 
generated organically, i t  cannot simply be "legislated" into place. Inevitably, 
processes of re-organisation generate uncertainties. Whilst we cannot completely 
avoid such dislocating effects we will work positively to overcome these, to win staff 
confidence. loyalty and motivation and to engender a uniform shared culture which 
combines the ethos of public service with a commitment to business efficiency and 
quality. (see Sections 6.1 and 6.5) 

- 

4.10 DeveloDine and Implementing our IT Strategv 

As noted above, comprehensive management information is essential to our progress. 
A key requirement for achieving this will be the development and implementation of 
our Information Technology Strategy. (see Section 6.5) 
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5.1 Service to our Customers 

5.1.1 
We \vi11 continue to contribute to the provision of wholesome water and effective 
Lvaste\vater treatment and disposal. 

5.1.2 
We \vi11 operate and improve water and drainage infrastructure to support social and 
economic development and to meet legislative requirements. 

Cornmentarv 
The remainder of this section is devoted to managing our direct relationship with 
customers. The number one priority for our customers and for ourselves is the quality 
and reliability of the service we provide. All of the actions throughout this business plan 
contribute to this goal. The improvement of our infrastructure is considered in 
section 6.3. 

5.1.3 
We will ensure a responsive and attentive approach to the needs of all our customers. 

Commentarv 
We aim to provide customers with the highest standards of service that we possibly can. 
This is stated in our Code of Practice and clearly we can only provide such high 
standards if we are responsive and attentive to the needs of customers. 

Priorities for Action in 199611 997 

We will ensure that customers' needs are logged immediately they contact us whether by 
phone or by letter using an efficient recording system 

Customers will be able to contact us to express their needs 24 hours per day, every day of 
the year. 

We will provide training to all staff who are in contact with customers to ensure that a 
culture of Customer Service is developed. 

We n i l 1  ensure that staff are identifiable through name-badges or ID cards when they call 
on customers or when customers visit our offices. 

We \vi11 develop and provide a package of services to cater for customers who have 
special needs or additional requirements. 

We \vi11 establish. on a pilot basis. an account management system for major industrial 
customers. ensuring that we provide an active and co-ordinated relationship with those 
customers. In doing so. we will build on the extensive liaison undertaken by our 
Industrial Pollution Control staff to ensure that wastewater needs are understood and that 
discharges are properly regulated. 
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We will actively seek the views on our performance from customers in call-back surveys 
and in ESW-wide and Scotland-wide attitude surveys (see also 5.1 S). 

We will introduce a formal complaints procedure to ensure that customers' complaints 
are fairly and promptly dealt with. 

5.1.4 
The organisation will be focused on providing the highest practicable standard of service 
to our customers while meeting our statutory and financial obligations. 

Commentarv and Priorities: See section 5.1.6 

5.1.5 
We will develop, and keep up to date, a close understanding of customer needs and 
perceptions. 

Commentarv 
We aim to sustain a close relationship with, and understanding of, our customers through 
a variety of mechanisms. These include: formal market research, analysis of customer 
complaints and other customer correspondence, dialogue with customer groups, active 
relationships with non-domestic customers. 

Pnonties for Action in 1996/97 

(i) We will analyse the results of market research, both qualitative and quantitative, 
conducted on behalf of the Customers Council, and will commission such further 
research as may be necessary - where appropriate on a collaborative basis in order to 
maximise comparability of results and to minimise cost. 

(ii) We will establish management information systems which will enable us to monitor 
complaints and other customer comments. We will analyse these on a quarterly basis. 

(iii) We will establish dialogue with a number of organisations representing various 
groups of customers, domestic and non-domestic. We will continue to listen closely to 
customer viewoints as represented via the Customers Council. and through our contacts 
with individual customers. 

(iv) We will undertake staff training programmes in customer awareness which will 
promote feedback of customer perceptions and needs by all ESW staff (see 5.1.3). We 
will actively seek to improve customer satisfaction levels, utilising any service failings 
positively as episodes from which to learn. 

5.1.6 
We will strive to deliver and improve upon the standards of customer service in our Code 
of Practice and we will monitor our progress and publish the results. 

t 
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Commentarv 
Our Code of Practice has been formulated in consultation with the other Scottish Water 
Authorities and has been approved by the Customer Council. The Code sets out a 
number of Service Aims which we aim to meet on most occasions. but which may not be 
met in particularly difficult circumstances. and a number of Guaranteed Standards which 
are the service levels set as being the minimum we should achieve. We will make 
payment to the customer. on application. if we do not meet Guaranteed Standards. 

Priorities for Action in 1996197 

We will ensure that management information systems are in place to record our 
performance against Service Aims and Guaranteed Standards. 

We will seek baseline information on relevant performance by others where this is 
obtainable. 

We will publish details of our performance against Aims and Standards on an annual 
basis. 

We will identify any actions necessary to ensure that Aims and Standards can be met 
throughout the Authority. 

We will discuss improvements to the Code of Practice with the Customer Council, with a 
view to publishing an agreed Code of Practice for 1997/98. 

5.1.7 
We will ensure that we communicate effectively with our customers, are easily accessible 
and respond quickly and effectively when they call upon us. 

Commentam 
We value our customers above all else. Through consultation with the Customers 
Council. a set of minimum standards will be maintained to ensure that we provide the 
best possible level of communication with our customers at all times. 

Our Code of Practice assures customers that we can be contacted for emergency service 
24 hours a day every day and that we will deal with enquiries and complaints promptly 
and effectively. Our information to customers will be easily understood and widely 
available to them. Our staff will be happy to explain any aspect of our service and we 
will make available copies of record plans and water quality results for inspection.. 

Priorities for Action 1996/97 

We will ensure that customers can easily contact us to express their needs by our setting 
up a single contact easily remembered telephone number. 

We will establish efficient call centres to make sure that telephone calls are answered and 
dealt with in the quickest and most convenient manner for customers. Appropriate 
training will be provided. 
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We will train staff to ensure that customers are not asked to call back or call another 
ESW number when this can be easily avoided. 

We will ensure that problems are dealt with wherever possible by local offices thus 
helping local communication between staff who carry out the work and our customers. 

We will establish a communications strategy through which we will provide information 
to our customers (domestic and non-domestic) on the services which we provide. 

We will produce a general introductory leaflet which will accompany our customers’ 
bills. We will also produce a series of information leaflets providing general information 
and explaining the basis on which we make water and sewerage charges and produce a 
summary leaflet on our Code of Practice to make understanding the levels of service 
simple and straightforward. 

We will monitor the effectiveness of our response and communicate details of that 
response to our customers. 

We will promote accessibility to our customers through a series of planned events, 
exhibitions and visits. 

We will produce informative and flexible educational material and supply this regularly 
to our customers. (See also 6.5.12) 

We will provide all material in a flexible and accessible form. All text will be clear, 
uncomplicated and easily understood. 

5.2 Protecting and Enhancing the Environment 

5.2.1 
We will promote the protection and enhancement of the environment and will seek to 
minimise any negative impact which our operations may have upon it. 

Commentary 
East of Scotland Water depends upon a clean and healthy environment to provide a 
supply of wholesome water to our customers. We also recognise our potential impact 
upon the aquatic environment through our waste water recycling and will minimise this 
through the development of our Quality Assurance and Industrial Pollution Control 
services. We will seek to meet the requirements of all relevant legislation. directives and 
regulations and will work closely with the Scottish Environment Protection Agency to 
meet our discharge consents. As a large and responsible public body we also 
acknowledge our obligations with the UK Strategy for Sustainable Development and we 
will seek to incorporate the ”Principles of Sustainability” within our operations and our 
Environmental Strategy. 
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Priorities for Action 1996/97 

_ -  

We will cany out a Preliminary Environmental Review of our activities to provide 
baseline information on our current environmental performance as the first step towards 
developing a comprehensive Environmental Strategy. 

We will review the Draft Environmental Policy Statement in the light of the Preliminary 
Environmental Review. 

We will assess the performance of all our Water and Wastewater treatment plants in 
terms of compliance with consents etc.(See also 3.4) 

We will assess all industrial wastewater in the ESW area. 

We will regard proper regulation as a key aspect of environmental protection and will 
aim to build a working partnership with industry to assist in this process. Regulation will 
be undertaken in a context of active provision of advice and information to guide 
industrial customers towards best practice through waste minimisation and recycling. 

5.2.2 
We will develop an Environmental Strategy and ensure that environmental 
considerations play their part throughout our Business Plan. We will integrate 
environmental management policies into every level and part of our organisation with the 
aim of maintaining standards which meet or exceed UK best practice. 

Commentarv 
All staff need to contribute to the objective of protecting and enhancing the environment. 
This requires an awareness of the relevant environmental legislation together with a 
thorough knowledge of the impact of the organisation‘s activities on the environment. 
The LiK Strategv for Sustainable Development and Agenda 21 influence a wide range of 
local corporate activities which have global impacts on the wise use of resources. the 
protection of environmental capital and the conservation of energy. The Scottish Office 
has published a Code of Practice for Conservation. Access and Recreation for water 
authorities. The recommendations of this Code will guide our management of the natural 
heritage and public access. 

Priorities for Action 1996/97 

We will ensure that the Corporate Plan reflects the interaction of all corporate activities, 
including waste management, energy conservation and purchasing, on the protection and 
enhancement of the environment. 

We will identify environmental “best practice” in all our activities and develop a 
programme for their introduction. 

As part of our overall Environmental Strategy we will develop a Strategy for 
Conservation, Access and Recreation on our reservoirs. 
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We will develop an educational programme to ensure environmental awareness at all 
levels and in all departments of the organisation, with our customers and with the general 
public. (See also 5.1.7) 

5.2.3 
We will recognise that there will often be additional costs associated with meeting 
enhanced environmental standards and acknowledge that cost will inevitably play a part 
in determining levels and timescales of environmental enhancement. 

Commentarv 
Environmental priorities must balance against the overall finance available and the 
benefits likely to be achieved by the improvements. Some strategic objectives and 
overall timescales are already determined by the European Union through legislation 
such as the Urban Wastewater Treatment Directive. Other targets will be set after 
consultation with the appropriate regulator such as the Scottish Environment Protection 
Agency. We will carry out environmental impact assessments or appraisals on new 
projects where this is appropriate and will apply the BPEO (Best Practicable 
Environmental Option) principle to major new projects. 

Priorities for Action 1996/97 

We will assess our progress towards the objectives and timescales laid down by the 
European Union. 

We will assess the environmental impact of our activities through the Preliminary 
Environmental Review and the Quality Assurance and Industrial Pollution Control 
audits. 

We will establish our enhancement priorities through discussion with SEPA and evaluate 
costs, benefits and value for money of the required investments. 

5.2.4 
We will establish a valid mechanism for auditing our environmental performance and 
will incorporate progress in advancing our environmental targets within our Annual 
Reports. 

Commentary 
Our Environmental Strategy will require to be monitored on a regular basis both for 
internal management purposes and for public accountability. There will be a continuing 
requirement to publish Annual Reports on Wastewater and Water Quality together with 
an additional Annual Report on Conservation, Access and Recreation. It  will be 
important to ensure that m y  audit and monitoring procedures established at this time will 
be valid for future accreditation under BS 7750 or similar externally - verified 
Environmental Management System at a later date. 

Priorities for Action 1996/97 

We will develop an Environmental Strategy which includes a programme of specific. 
measurable and achievable targets and timescales. 
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_ -  

We will develop a system of environmental monitoring a d  audit which will meet the 
future requirement of an accredited Environmental Management System. 

We will publish Annual Reports on Wastewater. Drinking Water and Conservation. 
Access and Recreation. 

6.1 Developing Quality 

6.1.1 
We will promote a quality culture throughout ESW and reflect this in the way we 
manage, develop and reward our employees. 

Commentarv 
Quality may be regarded as a means to an end - customer satisfaction in all aspects of the 
service that ESW provides. Quality is, however, about attitudes, culture and commitment 
within our organisation and the strategy, therefore, is to develop a systematic programme 
that involved all activities within ESW that will lead to efficiencies, productivity gains 
and long-term customer satisfaction. 

Employee involvement, total commitment and the devolution of decision-making to the 
lowest practicable level is the style that ESW will adopt. 

The HR strategy will there create an environment in which a practical programme will be 
implemented that recognises the critical importance of attitudes in ESW as being key to 
the long-term success in achieving our strategic goals. Continuous improvement will 
underscore and sustain ESW’s commitment to total quality. 

Priorities for action in 1996197 

All employees will be educated and trained in the principles and practice of 
customerisupplier quality management. 

We will introduce reward and recognition policies that are designed to underpin our 
quality first. customer-driven and commercially-aligned programmes. The principles and 
framework for a comprehensive reward and recognition strategy to underpin these 
policies will be developed this year. Full implementation, following consultation, is 
planned for 1997/98. 

We will introduce a comprehensive employee-focused communication strategy designed 
to achieve commitment to and support for ESW’s business goals. The strategic 
framework will be in place by the end of this year. 

We will develop appropriate auditing techniques to objectively measure progress to 
internationally-recognised standards of quality across all hnctions of our business. 

We will eliminate working practices that contradict or compromise ES W’s quality 
standards and goals. 
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Commentarv 
East of Scotland Water requires to meet both water and wastewater standards and 
timescales as required by the EC Urban Wastewater Directive and the EC Drinking 
Water Directive. In addition there is a requirement to meet existing and revised SEPA 
Consent for discharges to watercourses and coastal waters. Further. for designated 
bathing beaches within ESW’s area there is a requirement to meet the standards set for 
the EC Beach Directive. 

Priorities for Action 1996/97 

We will carry out a benchmark survey of existing water and wastewater treatment works 
to assess current performance. 

We will set up a working group from Water Quality, Development and Operations staff 
to prepare a report on what is involved to meet EC Directives and SEPA standards and 
timescales including future proposed standards. 

We will include as part of the capital investment programme, capital projects to meet the 
required standards and timescale. 

6.1.5 
We aim to maintain our reservoirs, installations, land and buildings to a high standard 
and where appropriate offer good quality recreational opportunities to the public. 

Commentan 
The Authority has inherited a large number of assets with wide variances in age, current 
condition or state of repair. 

Although their primary purpose is to supply water for drinking or compensation 
purposes, the reservoirs and their surroundings are also features of great landscape value 
and high quality assets for wildlife, informal recreation, angling and water-based 
recreation. The Scottish Office - Code of Practice for Conservation, Access and 
Recreation provides guidance on the planning and management of these interests to 
ensure that they are compatible with maintaining a supply of wholesome water. 

Priorities 1996197 

We will carry out a condition survey of all above ground assets to ascertain their current 
state of repair. 

We will implement refurbishment, maintenance and improvement programmes which 
recognise operational and statutory requirements and the availability of resources. 

As part of our overall Environmental Strategy we will prepare a Recreation Policy 
Statement to summarise the broad principles of our approach to providing where 
appropriate a high-quality recreational experience/opportunities at our reservoirs 
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We will develop a Strategy for Conservation, Access and Recreation on Reservoirs to 
provide a specific and measurable programme for integrating water quality, wildlife 
conservation, access and recreation on our reservoirs. 

We will produce an Annual Report on Conservation, Access and Recreation to record 
progress and review policy. - 
6.2 Ensuring Capacity 

6.2.1 
We will strive to improve our knowledge of present and likely future demands on our 
services, and of the capacity of our systems to deliver. 

Commentarv 
There is a need to collate and understand historical demand data in order to make realistic 
forecasts of future demand. Similarly, we need to gain a full understanding of how our 
systems currently operate in order to identify the limits of our capability including 
whatever options the wider ESW boundaries may present for rationalisation andor  
conjunctive use schemes. 

Priorities for Action in 1996/97 

We will collate historical demand figures for all water supply systems and wastewater 
treatment works. 

We will identify trends in demand. 

We will develop demand forecasts for 5 year and 20 year time horizons. 

We will collate data on treatment capacities and compare with present and h ture  
demands. 

We will take stock of the extent of network modelling carried out by the predecessor 
authorities and plan the continuation of this work to establish transmissioddistribution 
capacities. 

6.2.2 
In discussions with local authorities and others, we will ensure that our plans are 
informed by development needs and proposals, and that the plans of others take into 
account our ability, or our limitations, in contributing to their realisation. 

Commentarv - -  
East of Scotland Water has a key role to play in enhancing prosperity and developing the 
economy of our area of Scotland. 
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The Structure and Local Plans of local authorities will determine the scope for growth in 
demand for our services as a result of new development. Local enterprise companies. 
industrialists and house building contractors will be key players in the realisation of this 
potential growth. It is imperative that we liaise closely with these bodies when 
developing our view of likely future demands. 

At the same time these bodies. who are tasked with promoting growth in the local 
economy, must be kept informed of the current limitations of our systems and of the 
constraints upon us which may affect our ability to respond, or at least the timing of our 
response. when called upon to expand our infrastructure in support of development 
proposals. 

Priorities for Action 1996/97 

We will ensure that existing links with local authorities and other key players are 
maintained and that lines of communication are understood. 

We will keep all Structure and Local Plans affecting the ESW area under review in order 
to inform demand forecasting. 

6.2.3 
Having regard to development plans and proposals and to the standards set out in our 
Code of Practice, we will establish where capacity shortfalls exist or are likely to arise. 

. .  Commentarv 
We must determine the capacity of each water and wastewater treatment works to 
produce water and effluent to the requisite quality standards and similarly the capacity of 
transmission and distribution systems to deliver our product to customers without 
jeopardising quality. 

Priorities for Action 1996/97 

We will establish databases of water resources and associated treatment works capacities. 

We will establish database of wastewater treatment works capacities. 

We will compare resources and treatment capacities with present and future demands. 

We will prepare a position paper on network modelling including achievements to date 
and work in progress. 

Within an Asset Management Planning framework, we will plan our future approach to 
network modelling. 

6.2.4 
So far as is possible within the financial framework under which we operate we will act 
to overcome existing or emerging capacity shortfalls. 
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Commentarv 
Clever attention to an optimised asset maintenance programme and to a progressive 
capital spend plan will minimise our financial inability to avoid capacity shortfalls. 

Priorities for 1996/97 

We will. while constantly testing and reviewing the financial framework, apply cost- 
benefit analyses to capacity and engineering data. 

6.3 Renewing Infrastructure 

6.3.1 
We will develop, and keep up to date, a comprehensive knowledge of the condition of 
our assets so as to be able to assess their performance in meeting our quality and capacity 
objectives and the risk of failure. 

Commentarv 
Knowledge of asset capacity, condition and performance are crucial to the maintenance 
of levels of service and to investment planning. Asset Management Planning (AMP) will 
be utilised to bring a systematic approach to investment planning and will significantly 
enhance operators' understanding of our ability to meet quality and capacity objectives. 

We will create a fully integrated database recording the condition of the assets, their 
value and, ultimately, their performance in meeting the corporate objectives. 

Priorities for Action 1996/97 

We will determine the methodology to be adopted in the preparation of ESW's first 
AMP. 

We will begin to assemble and integrate the various databases required for AMP, and 
will link these to a Corporate Geographical Information System. 

We will conduct a condition survey of all above ground assets to ascertain their current 
state of repair. 

We will conduct an asset valuation and evaluation of opportunities for growth in line 
with best market practice. 

We will develop procedures for opportunistic data capture in relation to below ground 
assets. 

We will plan condition surveys of below ground assets. 

We will identify key performance indicators and report measured performance. 
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6.3.2 
We will undertake a planned programme of asset maintenance. refurbishment and 
renewal to ensure acceptable performance and levels of risk. 

Cornmentaw 
Planning of asset maintenance leads to effective work scheduling and efficient use of 
resources in addition to minimising breakdowns and consequential risk to levels of 
service. However, all assets have a finite life and the timing of renewal must also be 
planned to avoid escalating maintenance costs as assets approach the end of their 
working life. Asset Management Planning, which pulls together data on asset condition 
and performance along with maintenance costs and other relevant factors will facilitate a 
systematic approach to the planning of asset renewal and prioritising of investment. It is 
likely, however. to take two to three years to develop hlly.  For 1996/97 the capital 
investment programme is largely determined. The actions below will relate to a review 
of priorities for subsequent years. 

Priorities for Action 1996/97 

We will identify those assets which fall below an acceptable state of maintenance and 
repair and instigate the capital investment procedure in these cases. 

We will implement a planned maintenance, refurbishment and renewal programme to 
improve the condition of poorer assets and maintain the standard of better quality assets 
in conjunction with operational needs. service delivery and availability of resources. 

We will develop costing systems to monitor maintenance costs against specific assets. 

We will develop maintenance manuals for all treatment works and pumping stations. 

We will establish a maintenance strategy for mechanical and electrical assets. 

6.3.3 
We will examine alternative ways of meeting needs, and of financing asset renewal, to 
ensure that objectives are met timeously and at the least long-term cost, so far as possible 
within the financial framework under which we operate. 

Cornmentaw 
Our priority will be to develop the attractiveness of our capital programmes to PFI 
consortia. 

Priorities for 1996/97 

We will refine our approach and criteria for determining the appropriate form of funding 
for capital projects (EFL or PFI) and will emphasise, through a dedicated resource, the 
development of a strategy towards acquiring works under PFI. Our aim is to establish at 
least one small PFI scheme early in the year and major schemes to be well undenvay 
before the end of the year. 
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Priorities for Action in 1996197 

We will undertake a planned programme of independent reviews of specific systems and 
processes which will appraise the extent to which business objectives are met, how 
efficiency or effectiveness might be enhanced, and alternative approaches which may be 
possible. The programme will recognise immediate, medium and long term priorities for 
review. 

The IT strategy will document ESW's high level business processes, will support the 
creation of new processes and improvement to existing ones. The IT function will be 
committed to the wider aspects of change management and process change throughout 
ESW. 

6.4.4 
We will examine the way that we use different sources of water supply and treatment to 
meet demand. so as to ensure maximum efficiency for the system as a whole. 

Commentarv 
Studies will be conducted to identify opportunities for rationalisation of water supply 
arrangements wherever they may exist. The focus will initially be on the use of our 
available bulk supplies and this will be the subject of a study during 1996197. 

Priorities for Action 1996197 

We will undertake a study on options for the use of our available bulk supplies. 

6.4.5 
We will examine the scope for reducing our consumption of materials and energy by 
greater efficiency in their use. 

Commentarv 
As part of the broader process of establishing baseline information, set out in 6.4.3 
above, we will compile information relating to materials and energy consumption. We 
will then examine the scope for reducing consumption wherever possible. 

Priorities for Action 1996197 

We will draw up a programme of appraisal of treatment works and undertake in-depth 
reviews of a number of specific sites. 

6.4.6 
We will review purchasing anangements and the organisation of our business process to 
ensure that we achieve lowest costs consistent with quality and reliability of supply, 
combining forces with other bodies where appropriate to achieve scale economies. 
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6.1.8 
We ivill review the Authority's property holdings and identify any surplus property not 
required to meet existing nor future objectives. We will manage the portfolio in line with 
best estate management practice ensuring good value for money and the maximisation of 
asset value. We will dispose of any surplus property on the best terms available that 
could be reasonably expected to be obtained on the open market. 

Commentam 
The integration of efficient asset database systems will ensure the effective monitoring 
and control of the Authority's property holdings in achieving best value. 

Priorities for Action in 1996197 

We will conduct an asset valuation and evaluation of opportunities for growth in value of 
the portfolio in line with best market practice. 

We will create an integrated asset database including a GIS information system which 
will identify all assets and thus ensure the most efficient management and use of 
resources. 

We will create financial systems to monitor and control the planned maintenance. repair, 
refurbishment and renewal of all property assets. 

We will continually review the Authority's existing and hture  property requirements and 
manage the assets in line with the corporate objectives. 

6.5 Building the Organisation 

6.5.1 
We will create a unified organisation with a strong commitment to our customers, 
bringing together the relevant parts of the predecessor authorities. 

The culture of our organisation will combine the best from the worlds of public service 
and of commerce. Consultation, employee development and employee involvement in 
meeting our challenging targets, will be key features of our culture. Our goal is for each 
member of staff to have pride in our organisation and in their contribution to its success. 

We will have the right numbers of people, with the right skills, in the right places and at 
the right times to ensure that our aims can be met. 

We will empower and support employees at all levels to enable them to give of their best. 
Responsibilities will be devolved wherever practicable, retaining only corporate issues at 
the centre. 

Cornmentarv 
ES W will develop a highly productive flexible organisation delivering superior customer 
service. 
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We will develop and introduce appropriate objective measures of employee management 
which inform and direct initiatives reducing the costs of absence. lost time, accidents and 
inefficient working practices. 

We will develop a consistent Health and Safety audit methodology across all fimctions of 
ESW. 

We will conduct an ESW-wide safety audit on a rolling annual cycle across all functions 
commencing with Operations. 

We will devise appropriate training initiatives to build a culture of personal 
accountability in matters of occupational health, safety and welfare. 

We will encourage a cross-functional task or project based approach to get to the root 
cause of an issue and obtain a solution at minimal cost and effort. 

6.5.2 
We will maintain a pragmatic approach to sourcing, procuring services internally or 
externally to gain maximum benefit to the organisation. 

Commentarv 
The Scottish Office Financial Memorandum for Water and Sewerage Authorities requires 
a Procurement Procedure for goods and services that delivers value for money. A 
procedure has been developed by ESW and approved by the Board to minimise 
bureaucracy and maximise benefit to ESW covering minor purchases to multi-million 
capital works. 

ESW requires to look closely at the costs of non-core services and establish whether 
peripheral activities can be more efficiently undertaken by external partners rather than 
by tying up internal resources. 

Priorities for action 

We will adopt best practice as espoused by businesses involved in a high level of 
procurement activities. 

We will utilise our internal audit function to test and report on practices and to 
recommend improvement where found necessary to maintain probity, honesty and 
independence. 

We will produce quarterly reports on procurement for the previous 3 months to show 
contracts awarded and implications on the budget. 

We will produce an annual report on procurement with an analysis of delivery of value 
for money. 

We will review annually how both in-house and external design services have been 
procured with a value for money evaluation using performance indicators. 
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We will identify and examine all non-core services. 

We will identify and explore possible procurement partnerships which would achieve 
maximum benefit. 

We will prepare a business plan incorporating any partnerships which would be more 
cost effective. 

Acquisition of goods and services will be monitored and profiled against 
BudgeVForecast expectations to detect and investigate variances. 

6.5.3 
Within the framework set by the Scottish Office and the Customers Council, we will 
build a sound financial base for the future of the Authority. 

Commentarv 
Our ability to build a sound financial base, especially in these early days, is very much 
dependent on the financial regime in to which we enter e.g. to what extent loan debt is 
actually commuted; what constraints remain over charges increases in future years; the 
extent to which additional demands are made on our financial resources beyond those 
already identified. 

Our statutory and financial obligations are as expressed within the relevant Acts, the 
Companies Acts, and the draft Management & Financial Memoranda and 'Accounts 
Directions. 

A number of matters remain to be resolved with regard to these draft documents. Our 
goal will be to interpret and assimilate all of these once they are finalised and we have 
brought on board our new finance managers and educated them and our existing senior 
finance staff on the requirements. 

We will take advice from our external auditors who have experience of managing change 
in this type of business and who have dealt with similar issues. 

Priorities for 1996/97 

We will optimise our financial opportunities within the financial framework established 
for us by the Scottish Office. 

We will implement and load on our databases a valid financial Budget (BUD 96) for 
income & expenditure for 1996/97. 

We will re-forecast our income and expenditure numbers, for the year. every quarter and 

- 

build in changes in strategy as established by the management team. I _  

We will agree with the Scottish Office the 
variance analysis, improvement plans etc. 

reporting regime - content, frequency, 
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We will establish best practice in conjunction with our external auditors and advisors in 
use of existing financial systems across the regions. in setting and maintaining common 
charts of accounts, recognised and working authorisation procedures. financial reporting 
formats and variance analyses, and financial performance metrics for all key operational 
and financial measures and targets across the business. 

We will work to maximise our income. while monitoring incremental costs, from sources 
which demonstrate the need for development. 

We will. through the deployment of specially trained and experienced finance staff and 
where necessary external consultants. educate the non- finance internal community on 
financial procedures and controls and assist the development of a high level of financial 
awareness and astuteness. 

We will renew the effectiveness of our billing and collection arrangements. 

6.5.1 
We will ensure that we have the right business processes and systems, including 
appropriate information technology, to deliver our aims. 

Comment arv 
We have niade reference, in 6.4.3 to the wide programme of review of process and 
systems. In terms of Information Technology, the short term strategy is to use, as far as 
possible. existing systems on a divisional basis. There are, however, some key areas of 
development which are required for April. 

In the longer term East of Scotland Water must develop an IT strategy for the first three 
to five years of its existence. The strategy must address the overall business 
requirements of ESW based on its corporate strategy and business plans. These business 
requirements will address all aspects of water and drainage operations. customer 
interfaces and internal support services. The strategy will also contain recommendations 
on the IT infrastructure which ESW should adopt and the most appropriate method of 
implementation. 

Priorities for Action in 1996197 

We will ensure that management and financial information systems are in place to record 
our performance against the Service Aims and Guaranteed Standards set out in our 
Customer Code. 

We u i l l  ensure that SLAs are agreed with the Unitary Authorities to ensure continued 
provision of billing and other computer systems as required by ESW. 

We will improve communications by implementing an ESW-wide telephone system. 

We will introduce an ESW-wide customer contact telephone number (at local rates). 
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We will implement a Payroll System as the first step towards the implementation of an 
integrated Human Resources IT system 

We will develop an IT strategy which will focus on delivering ESW’s business 
requirements and priorities. 

6.5.5 
We will develop and implement effective planning process which involve employees 
throughout the organisation and build commitment to shared goals. 

Cornmentarv 
Strategic development. corporate planning and performance management are processes 
which are central to ESW’s progress. To be effective, they need to be built in to the 
thinking and the actions of managers and staff across the organisation and must be 
developed through dialogue within and outwith the organisation. If they are seen as 
being driver or determined by a small corporate team, no-one outside the centre is likely 
to feel ‘ownership’. Equally, if they are not co-ordinated. the organisation will not pull 
together. The task, therefore. is one of co-ordination, and - where appropriate - 
leadership, but not one of control. The aim is to build plans and targets which are well 
understood and which command widespread respect and ‘ownership’. 

Priorities for action in 1?96/97 

We will develop a long term strategy for ESW around which our corporate and service 
plans will be based. 

We will prepare a three year Corporate Plan for ESW, which will set out clear goals, 
targets, priorities and financial requirements. 

We will establish service business plans (roadmaps) for our component businesses. 

We will work with others to maintain and establish consistent and robust measure of our 
performance. 

We will benchmark our performance internally and against appropriate external 
comparators. An initial benchmarking exercise will be carried out in Qtr 1. 

6.5.6 
We will promote public knowledge and understanding of the Authority and its services, 
aims and values. 

Commentary 
A priority in 1996/97 will be the implementation of a Communications Strategy. The 
Strategy will identifjr, by target groups or segments, all key audiences and customers for 
East of Scotland Water, including internal customers. The Strategy will recommend 
appropriate methods of communication for each of these and will address directly such 
misconceptions as may exist concerning the Authority. 
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The implementation of the Strategy will require consultation across a broad range of 
related and non-related groups and individuals. The success of the Strategy will be 
dependent on the commitment of all ES W staff. 

Priorities for Action 1996197 

We will identify and list key internal and external target audiences. 

We will create an awareness of the objectives of ESW. This includes regular 
broadcasting of information to Press and Media including specialist Press. 

We will promote understanding of ESW structure and culture amongst staff, Board and 
decision makers. 

We will promote public understanding of ES W through leaflets, brochures, displays, 
education packs, site visits and presentations. 

[Special needs will be considered as a priority in all of these areas]. 

6.5.7 
We will develop effective communications with other bodies whose interests overlap our 
own, including The Scottish Office, the Customers Council, local authorities. community 
councils, SEPA, local enterprise companies and other bodies representing customer, 
economic and environmental interests. 

Cornmentaw 
Good communications are vital in building mutual understanding and harmonising plans 
and objectives wherever possible. We will seek to open and maintain channels for 
regular dialogue with all organisations whose interests overlap our own. The means of 
doing so will vary. In some cases. such as the local authorities, there may be multiple 
channels each handling a different aspect of the relationship. 

Priorities for Action in 1996/97 

We will establish a close working relationship with all relevant bodies with whom we 
interface in areas of mutual interest whether as vendors, customers or business partners. 

We will foster and strengthen existing means of communication with our regulatory 
partners: The Scottish Office, the Customers Council and SEPA. 

We will approach the Chief Executive and Director of Planning of each of the local 
authorities whose areas we serve and meet them to discuss strategic planning and scope 
for co-operation generally. 

We will make contact with all local enterprise companies operating in the areas we serve. 

We will write to all community councils in the areas we serve. to inform them about 
ourselves and offer them the opportunity to meet our representatives and make their 
views known. 
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We will consider what other organisations should be approached, and make contact as 
appropriate. Such bodies are likely to include the police and fire brigades, health 
authorities and conservation bodies. 

We will ensure that our activities and objectives are clearly and regularly communicated 
to other bodies and organisations. 

Wherever possible we will seek actively to consult other bodies and organisations in our 
planning. We will respect the priorities and objectives of other organisations. 

6.5.8 
As a major organisation, we recognise that our progress is intertwined with that of the 
communities which we serve. We will play our part in the life and health of these 
communities. 

Commentarv 
We wish to be an active, approachable and socially responsible organisation and to build 
good relationships with local communities. We will seek to inform and involve people 
through working with schools and community groups, providing speakers and printed 
and audio-visual material, and arranging visits to ESW installations. We will contribute 
where appropriate to local initiatives for regeneration and improving the quality of life. 

Priorities for Action in 1996197 

We will develop a range of printed and audio-visual materials for use in schools and with 
community groups. 

We will establish contact with schools and community groups and invite them to learn 
more about their water services through offering speakers, materials and visits to 
installations. 

We will play an active role in community initiatives where this is appropriate. This may 
include participation in events, sponsorship and promotional activities. 
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7 .  Concluding Remarks 

7.1 
This Business Plan describes the way in which we in East of Scotland Water will be 
tackling the task of building on the high quality of service which we are inheriting from 
our predecessor authorities. 

7.2 
In doing so, we will be conscious of the features which distinguish the area which we 
serve:- 

(i) 

(ii) 

The area we serve brings together rural communities with a large urban central 
area. 
East of Scotland Water will service Scotland’s largest concentration of major 
industrial customers. 

(iii) East of Scotland Water will control a number of large sources of water supply 
which will need to be effectively and integrally managed and which may have 
potential for supply in excess of our own requirements. 

7.3 
We will take account of these and other specific characteristics in managing a service 
which is strategy-driven and customer-focused. 

Strategv-driven: Our Board and Management Team will lead the organisation in the 
pursuit of our values and strategic objectives. 

Customer-focused: Our efforts are all focused on the desire to meet the aspirations of 
our customers, both individually and as a community. 

We will achieve this through establishing a culture which combines the best sources of 
inspiration and motivation from the worlds of commerce and of public service. 
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Amendix 1 

EAST OF SCOTLAND WATER 

BUSINESS PLAN 

1996197 

EAST OF SCOTLAND WATER 
CAPITAL PROGRAMME FOR 1996197 ONWARDS 

1. Introduction 

1.1 The first Capital Investment Programme for East of Scotland Water has been 
prepared by combining the Programmes of the existing five Authorities, 
considering overall priorities and the implications of the new financial regime 
on capital expenditure. 

1.2 The main purposes of the Capital Programme are to provide ES W with assets; 
to the extent that resources permit, which:- will allow the Authority to meet 
EC Environmental Directives (particularly Water Quality and Urban Waster 
Water Treatment Directive); meet consent standards where existing works are 
failing; and generally improve delivery of service to the customer. In addition, 
where major industrial and housing developments are proposed infrastructure 
is being provided to assist in economic development. 

2. Inherited Position 

2.1 Capital expenditure for the existing five Authorities was limited by Section 94 
allowance (consent to borrow). The last bid by the five Authorities for capital 
was made in October 1994 and totalled f 107m. In March 1995, the Scottish 
Office announced allocations totalling f67m for these Authorities. 

2.2 Two Authorities (Central Regional Council and Central Scotland Water 
Development Board) had major water projects starting in 199.5196 and. due to 
limits on Section 94 allocations, funded these projects by capital from current 
revenue (CFCR). These projects will continue over the first few years of 
ESWA and in 1996/97, their expenditure amount to f15.2m (ie, f4.36m for 
Carron Valley - all CFCR - and f 10.93m for Balmore Treatment Works - 
partly CFCR). 

0 -  
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_ I .  

2.3 As part of reorganisation the Kinross Added Area (formerly Tayside Regional 
Council) will be part of ESW and capital expenditure is required in this area in 
1996/97 of around f0.75m. 

? 
J. ESWA Capital Prowamme 1996/97 

3.1 A detailed Capital Programme has been drawn up for the period 1996197 to 
1999/2000. The Programme for 1996/97 has been drawn up based on the net 
available external financial limit of E68m. 

3.2 The detailed Programme amounts to f68m and the breakdown of how this is 
proposed to be spent is shown below:- 

a) Statutorv - fm 

Health & Safety and Reservoir Safety. 2.59 

Water Quality Regulations (Carron Valley, 
Balmore Treatment, Glenfarg Treatment 
and Mains Renewals). 

23.67 

Urban Waste Water Treatment (PFI Fees, 
North Berwick, Burntisland and Levenmouth Sewer). 

13.35 

Compliance with River Board Consent (Cambusbanon 
Main Drainage and Edinburgh Sewage Disposal Scheme). 

1 1.63 

Site Servicing (Housingflndustnal). 5.90 

b) Service Deliverv 

Minimum Water Pressure, Continuity of Supply, 
Sewer Capacity and Development. 

c )  Extension of Services 

d) Operational Efficiency 

e) RefurbishmentlEnvironrnental 

Smell, Noise and Visual. 

4.07 

0.57 

2.17 

4.05 

~ 

68.00 
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CAPITAL INVESTMENT SUMMARY 1996197 - (E’000) ONWARDS 

~~ 

I998199 SUMMARY TOTAL 996197 I997198 I99912000 2000/0 I 

~~ 

113,172 
ESW Capital Expenditure 
(Detailed Programme Attached) 

A 
7 18,825 18,000 128,363 86,965 322,325 

ESW PFI 

Sea field Sludge Incinerat/on, Secondary Treatment 
& Improved Priinary (Lothian). 

80,000 

50,000 

52,000 

2 1,000 

203,000 

22,000 

12,500 

16,800 

5 1,300 

18,500 

13,500 

19,000 

1,000 

52,000 

16,000 

15,800 

I0 ,OOO 

9,500 

5 1.300 

23.500 

Leveiimouth Purification Scheme (Fife). 8,200 

6,200 

10,500 

48,400 

River Almond Valley Trunk Sewer (Lothian). 

Esk Valley Trunk Sewer (Lothian). 

PI-l Sub total 
B 

ESW GRAND T O T A L  C A P I T A L  
INVESTMENT A+B 138,265 370,725 92 1,825 i8,OOO 1651 72 179,663 

- -_ 

I 

1997/98 ’r0 I999/2000 Expenditure (excluding PFI). S.94 Equivalent over 3 Years. 327 (I28 + I I3 + 86) 
- 201 (3 X67) 

€126111 Shortfall 

JC-SO 106.36 
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