REPORT TO EXECUTIVE[image: image1.jpg]BlEaT e C

SYIaW3IN WV3L

|| suzenam wvas |

SY3gNIN V3L

m SY3IaNIN V3L M

| suzawan wvaL

|

HB

d3av3TNv3IL
IVELINIO G VIUY

¥3aval nvaL
1SV3 ¥ v3dv

d3av3T Wv3Ll
HLYON € Y3V

¥3av3aiwvaL
HLNOS ¢ V3dvy

d3av3at Wv3L
1S3IM | VIV

(FNIL 1Yvd)
140ddns NINav

dOSINY3dNS

HYIOVNVIN FONVYNILNIVIN VIV

YIOVNVIN INIOS 13341S

FINLONYLS ONINHOM YIHY

TTONMTOD ABELY A ISI'TEY )







PORTFOLIO AREA: ENVIRONMENT, INFRASTRUCTURE & TRANSPORT

Date of Meeting:
20 December 2004

Public


Key Decision:
Yes
Recorded in Forward Plan:
Yes

Inside Policy Framework

Title:
INTEGRATED SERVICE DELIVERY ON AN AREA BASIS

Report of:
Head of Commercial & Technical Services 

Report reference:
CTS  24/04

Summary:

The report sets out proposals to establish area teams which will deliver an integrated service for a range of streetscene operations.   An initial trial period is proposed and a range of options set out for further development at the area based culture.

Recommendations:

1.
The proposed integration of Streetscene services and changed delivery systems be approved and that further detailed issues be developed in conjunction with the Portfolio Holder for Infrastructure, Environment & Transport.

2.
The bid for one-off funding at £25,000 in 2005/6 be considered as part of the budget process.

3.
This report be referred to the Infrastructure O/S Committee for consideration.

Contact Officer:
Michael Battersby
Ext:
 5005

1. BACKGROUND INFORMATION AND PROPOSALS

1.1
The introduction of Compulsory Competitive Tendering in the late 1980’s required Council’s to more clearly specify front line services and to undertake work into defined packages.   Whilst this had advantages it created adversarial client/contractor roles and fragmented service delivery from a public perspective.   The City Council has responded positively to Best Value and many of the barriers between roles and services boundaries have been broken down to improve service delivery.

1.2
There have been some significant changes made already, including:-

· removal of client/contractor roles in waste management and the 

integration of domestic refuse collection and recycling

· the merger of building maintenance and cleaning and the development

and delivery of asset management planning

· the development of multi-functional management of the interface with

customers now progressed with the introduction of the Customer Contact Centre

· Environmental Task Force undertaken in partnership with CHA until

the end of 2003/4


Over the past few years the Council has adopted an evolutionary approach to issues which had allowed the capacity for learning and flexibility.   The proposals set out within this report continue this approach for a range of front line Streetscene services.


Functions

1.3
It is proposed to establish multifunctional teams to deliver street cleaning and routine aspects of highway maintenance (on ‘claimed highways’) and grounds maintenance.   At this stage the more specialised and project based operations would not be included due to economies of scale, however the balance/range of services would be monitored and adapted where appropriate.   An initial summary of the duties to be undertaken is included in Appendix A.

1.4
The standards of service provided would initially be based on current levels with a balance between cyclical/planned works and responsive work to deal with problems that emerge.   Existing standards are considered to be high and public surveys confirm a high level of satisfaction and any changes must sustain these levels.   However it is considered that there should be some flexibility to deal with specific problems and priorities within local communities.


Areas

1.5
The intention is to move away from focussed services to operate teams on a geographical/location basis.   This should develop greater community links and ownership/responsibility by the workforce.   Initially five areas are considered to be the most appropriate, as follows:-


Area 1 West Team


Covering the following wards to the west of the City, Morton, Yewdale, Bell Vue, and overlapping with the City Centre team in the Castle ward.   The team will also help cover the rural area to the south of Carlisle.


Area 2 South Team


Covering the following wards to the south of the City, Denton Holme, Currock, Upperby and overlapping into Castle ward.   The team will also help cover the rural area to the south of Carlisle.


Area 3 North Team


Covering the following wards to the north of the City, Belah, Stanwix Urban and the rural area to the north of Carlisle from Longtown to Stainton.


Area 4 East Team


Covering the following wards to the east of the City, St Aidans, Harraby and Botcherby.   The team will also cover the rural area from the A6 to the A6071 outside Longtown.


Area 5 Central Team


Covering the following wards to the central part of the City, Castle and overlapping into St Aidans.   This area is mostly covered with street orderly’s with no mobile teams;  this area requires the help of other teams for the removal of fly tipping etc.


A plan showing these areas is included as Appendix B.

1.6
Based on the types and levels of activities to be undertaken the number of existing employees allocated to each area is as follows:-





Area 1

8 employees





Area 2

6 employees





Area 3

5 employees





Area 4

9 employees





Area 5

11 employees


Note that one employee in each area would be designated as a working team leader.   There will need to be some flexibility between these teams to respond to emergency work or planned initiatives.   For example the power washing resources will be based in the Central team where the majority of work currently arises but would respond to incidents of graffiti or relevant cleaning in the other areas.


It anticipated that each area would have at least two vehicles, allocated from existing resources.   At this stage it is considered that no specific brand or logo would be used, other than the Council logo currently used.


Organisational Structure/Employees

1.7
A proposed organisational structure is shown in Appendix C.   The Area Maintenance Manager is based in the Streetscene Team already in post and has been instrumental in developing these proposals.   Each of the Area Teams would have a designated team leader.

1.8
An unfortunate outcome of a tender led approach through CCT is a range of disparate terms and conditions of employment in different service areas.   In recent years as a result of the national Single Status Agreement the Council is moving towards harmonisation.   This will need to be addressed in the wage structure of the 39 employees, the Streetscene Manager and Head of Personnel Services are progressing this issue.   In addition a protocol is being prepared for agreement which will guide the appointment/transfer of employees to the teams.   As a general issue both the Trade Unions and the employees themselves support this initiative.

1.9
It is also recognised that the training and development of the employees within the area teams will be a key factor in changing the operational culture.   Until the employees are allocated to the area teams specific training plans can not be developed.   Some generic aspects are obvious:-





- team working





- multi-skilling/health & safety





- customer care


A programme is being developed in conjunction with the Head of Personnel Services.


Timescale

1.10
It is currently envisaged that the organisational structure will be fully in place in late February/early March to enable the area working to commence at the start of the financial year 2005/6.   As stated earlier the performance will be monitored on an ongoing basis but a full review will be undertaken after 12 months to measure the effectiveness and further develop the services provided.


Community/Ward Member engagement

1.11
As stated earlier the effective engagement of Ward Members and the community in general will be vital to provide the responsive service to identify and respond to local priorities.   Proposed initiatives to achieve this are:

(i) Regular meetings between the Area Manager/Supervisor and Ward Members

to provide feedback on local problems and to identify priority areas of improvement and provide feedback/agree action plans.

(ii) More effective collection of data from all types of contacts with the Council to

identify problem locations and  the need for service improvements.

(iii) Contact points will be agreed in each Ward i.e. Community Centres where a

facility and ‘pro formas’ will be provided to enable faults to be reported.   these will be collated by the area team and built into the subsequent work programmes.   Reponses will be provided outlining the subsequent actions, timescales, etc.


(iv)
Representatives from the Area Team/CTS will attend Neighbourhood Forums,
CHA Neighbourhood meetings etc where appropriate.   There may be a 



logistical issue dependant upon the number/frequency although hopefully 



‘better informed’ Members could provide the link for routine issues.


(v)
Initially, until the revised culture is embedded, the employees would operate



from their existing base.   However the aspiration is that ultimately the area 



teams would be based in the area at a suitable facility.


1.12
Current service standards are generally highly regarded and it is essential that these are at least maintained and ideally improved.   It is important to effectively monitor performance particularly through the pilot period.   The Association of Public Service Excellence is currently producing a suite of indicators and it is the intention to utilise these from the start.   It is also proposed to survey residents in some areas after say 9 months to enable a measure of change from a community perspective.   In addition it is considered that Ward Members have an important role in monitoring and providing feedback on the quality of service delivery.


Budgets

1.13
The costs of the area teams will be met from a reconfiguration of existing budgets.   In this respect it is important to manage expectations.  The changes are being made within existing budgets and inevitably a higher priority/cost on one issue may initially have to be at the expense of lower priorities in that area.   Based on previous experiences it is considered that efficiencies will be generated, however this will be required to meet increased service demands.    The outcomes, when reviewed, may assist in guiding budget priorities in future years.

1.14
Whilst the operational costs will be met from existing base budgets there are a number of one-off set up costs.   These are the subject of a bid for £25,000 through the 2005/6 budget process and are primarily related to training costs.


Development of Services

1.15
The initial proposals as set out are based on the integration of front line streetscene services.   Subsequently there are a number of other areas that the Council may wish to consider to incorporate into this area based culture:

a) The enforcement role of litter, dog fouling and other similar functions 

could be undertaken by the equivalent of Neighbourhood Wardens.   This role could be linked to inspections and identification of work programmes for the area teams.   This would also compliment the crime and disorder strategy and is comparable in some aspects to a current initiative from the Police.

b) The County Council operate Rapid Response teams for emergency repairs 

in the highway.   It is the intention to incorporate those teams operated under ‘Claimed Rights’ into these teams and there appears to be great potential and efficiencies to include all highways teams within these proposals.   Similarly initial discussions with CHA have identified the potential for joint working in residential areas.   Subject to Council support the partnership opportunities will be explored.   It may well be that employment opportunities could emerge from this.

c) Other Council services may lend themselves to an area based approach 

and efficiencies through integration.


Summary

1.16
The outline of integrated service set out within this report establishes an important change in the culture of service delivery.   Local Government is likely to face ongoing challenges and organisational change over the next 3-5 years.   These proposals provide the building blocks to add value to the community and be responsive to local needs.   As such this would provide continuity through any future changes.   The proposals make a start and the report outlines potential options for learning and further development.

2. CONSULTATION

2.1 Consultation to Date -  Relevant Council staff.

2.2 Consultation proposed subject to approval – Ward Members and relevant community groups, Trade Unions, other relevant agencies i.e. CHA, County Council

3. RECOMMENDATIONS

It is recommended that:-

3.1
The proposed integration of Streetscene services and changed delivery systems be approved and that further detailed issues be developed in conjunction with the Portfolio Holder for Infrastructure, Environment & Transport.

3.2
The bid for one-off funding of £25,000 in 2005/6 be considered as part of the budget process.

3.3
This report be referred to the Infrastructure O/S Committee for consideration.

4. REASONS FOR RECOMMENDATIONS

The proposals provide an exciting opportunity to engage elected Members and the community in developing streetscene services to improve responsiveness and target local priorities.   The changed operational arrangements are compatible with improving efficiency, as set out by Sir John Gershon and should enable more works to be undertaken.   The evolutionary approach provides capacity for learning and further development of the emerging culture.

5. IMPLICATIONS

· Staffing/Resources –  In the initial phase the changes will be managed within existing resources although some changes will be required to current terms and conditions of employment.   The support and administrative requirements will be refined in the next few months.

· Financial – The proposed changes will be contained within existing budgets.   A bid for £25,000 non-recurring has been included for budget consideration in 2005/6.   Re-configuration of the existing budgets will be required.

· Legal –  N/A

· Corporate –  N/A at this stage

· Risk Management –  There are a number of risks associated with these proposals:-



-   The workforce and TU’s are supportive of these changes in



     principle however negotiations will be required to address disparate 



     terms and conditions of employment.   These negotiations may take



     some time to conclude



-   The proposals to change existing working practices which may not


          meet with universal public support



-   Community/public expectations may be greater than can be met 

 
          from within existing resource levels/budgets, and are not within the 



    direct control of the Council to address

· Equality Issues –  N/A

· Environmental –  In general terms those proposals are seen as positive.   Benefits will need to be monitored.

· Crime and Disorder –  The potential benefits are significant although likely to be modest initially.   The development of a ‘Neighbourhood Warden’ type role has had significant success in other parts of the country.

· Impact on Customers – The changes should provide an improvement with a more responsive service which addresses local priorities.   Feedback will be sought after a period of operation.

APPENDIX A

KEY DUTIES - ALL TEAMS

1. Litter picking and sweeping, (Streets, cuts, rear lanes, some private lanes, car parks, industrial estates, recycling sites, play areas, community centres, rural villages, rural verges and lay-bys etc.

2. Emptying litterbins, (both City sites and rural).

3. Leaf fall removal.

4. Fly tipping removal (both City sites and rural).

5. Dead animal removal (both City sites and rural).

6. Highways emergency works (paint, oil spillage’s etc. highway damage repairs etc.)

7. Highways and cleansing out of hours call outs (city maintained streets only).

8. Winter maintenance - gritting, snow clearance (city maintained streets only).

9. Weed spraying and removal, (City Council maintained roads in the City and rural areas).

10. Strimming overgrowth - fence edges etc. (City Council maintained roads in the City and rural areas).

11. Rural litter picking and fly tipping removal.

12. Weeding and bed trimming at paths.

13. Tree trimming at base.

14. Fly poster removal (City only).

15. Graffiti removal.

16. Chewing gum removal (from shop fronts etc.)

17. Hand gully cleaning (integral gullies only on narrow parked up streets).

18. Some rural refuse collection duties.

19. Street sign and furniture washing (City only) including illuminated bollards.

20. Weekend working where instructed.

21. Assist with the collection of refuse from problem rural locations (access problems).

22. Maintenance and cleaning of Recycling “Bring Sites”.

23. Assistance with winter maintenance activities

24. Maintenance of outside area of Community Centres and Civic Buildings.

25. Maintenance and cleaning of City Council car parks.

26. Industrial Estate Maintenance.

CENTRAL TEAM

As Above plus the following items:

27. Street Washing, (Bird Dropping Removal), seasonal.

28. Hand Split Channel cleaning, (City Centre Only)

29. Special Events Cleaning, VIP Visitors etc.
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