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Review of Streetscene Operations -

Delivering efficiency through a service
transformation programme.

Wallace Turpie (Operations Manager — Streetscene)
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Presentation Notes
Introduce presenters


Streetscene

Workforce Transformation

 North Ayrshire Council & Streetscene
 Drivers for Change

« Change Process

« Qutcomes

e Continued Development

« Sharing the Experience

« Employee Experience



Urban / Rural

Including Islands

340 Square Miles
Population (135,000)
High levels of deprivation

and unemployment
Main employers in
the area
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Streetscene

Streetscene Service

Three Services Areas
— Street Cleansing
(1258km of highway & coast line)
— Grounds Maintenance
(1100 Hectares, 105 play parks)
— Cemetery Maintenance (25 cemeteries)
— 217 Permanent Employees (+ 51 Seasonal)
— 27 Operational Depots
— Net Revenue Budget £9.2M féL



@ Streetscene

Drivers for Change

Strategically
— Cleaner / Greener / Safer Communities
— Regeneration
— Increase Tourism
— Reduce Health Inequalities
— Community Empowerment / Expectations
— Efficiency Agenda

NoRTH A


Presenter
Presentation Notes
Prior to the review the service was static no change had taken place for many years, three service areas worked in silos with no sharing of equipment or labour. Job descriptions had not been reviewed since the green book terms and conditions were written in the 1980’s. 

The job descriptions were very specific and the service had too many job types. This led to a culture of demarcation where workers would not carry out tasks out with their remit. This led to an inefficient service and poor service to the public. There was also an overtime culture which had an alleged bullying dynamic, clearly this required to be broken down. 

With increasing scrutiny and political accountability the service needed to improve and perform better to deliver the Scottish Governments Single outcome objectives of a Cleaner & Greener area for citizens. This was against a backdrop of 20% budget cuts. The service was being asked to deliver more with less and fundamentally needed to undertake a massive change exercise to deliver the savings required whilst maintaining service outputs.    


Streetscene

Why We Needed to Change

« High Costs

 Reputation of Council

« Poor Employee Relations

« Demarcation / Silo Mentality

 Low Levels of Motivation - Overtime Culture
 High Levels of Sickness Absence (14.6 days)

NoRTH A



@ Streetscene

What We Did

* |dentified Service Drivers

 Developed Strategic Plan

 Aligned Management Structure to Strategic Plan
« Engaged Trade Unions Early

 Developed New Service Delivery Model


Presenter
Presentation Notes
SOA
Straight Talking
Strategic objectives 
- Better neighbourhoods - Clean & Green - Tourism and Business Development Aspirations  
National & Local Drivers (SOA)
Ensure service met strategic objectives
Reviewed delivery structure
Strategic Planning - deliver vision

Craig to further deveop




@ Streetscene

What We Did

 Workforce Briefings

 Information Gathering / Mapping

« New Operational Staffing Model
 Elected Member Involvement
 Trade Union Involvement Throughout


Presenter
Presentation Notes
During the change programme naturally workers were apprehensive and nervous. There were regular briefings set up with the trade unions and workforce. This was planned deliberately to manage expectations, control the roumour mill and set the scene for implementing the changes.

It was vital to align the workforce to the needs of the business and and this was done through old fashioned  man power planning. Which in short was a large number crunching exercise which looked at the number and area of sites we maintain and worked out the labour requirements in accordance with the right equipment being used and a standard minute value being applied. This modelling was used to create a head count for the operations. 

During the process we had early trade union meetings in a communications group. This group was chaired by the Counsellor who held the Environment portfolio. 

As part of the review the Council  had an opportunity to review the content of the role profiles, these were modernised to introduce the multi-tasking, corporate agendas in relation to customer service and use of technology were included and health and safety responsibilities were reiterated. 

Once a paper had been presented to the Council for a political decision formal consultations commenced. It was important that consultation was meaningful and although job cuts were inevitable ways were explored to avoid redundancies. Concessions were also made in the selection process, operational changes to working hours and career routes and development opportunities were created. 


Streetscene

What We Did

Meaningful consultation process
— Modernised Role Profiles / Multi-Skilling
— Use of Contractors
— Work Patterns & Locations
— Career Routes / Training Opportunities
— Right Tools for the Job
— Process for Transition to
New Working Arrangements
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Presentation Notes
During the change programme naturally workers were apprehensive and nervous. There were regular briefings set up with the trade unions and workforce. This was planned deliberately to manage expectations, control the roumour mill and set the scene for implementing the changes.

It was vital to align the workforce to the needs of the business and and this was done through old fashioned  man power planning. Which in short was a large number crunching exercise which looked at the number and area of sites we maintain and worked out the labour requirements in accordance with the right equipment being used and a standard minute value being applied. This modelling was used to create a head count for the operations. 

During the process we had early trade union meetings in a communications group. This group was chaired by the Counsellor who held the Environment portfolio. 

As part of the review the Council  had an opportunity to review the content of the role profiles, these were modernised to introduce the multi-tasking, corporate agendas in relation to customer service and use of technology were included and health and safety responsibilities were reiterated. 

Once a paper had been presented to the Council for a political decision formal consultations commenced. It was important that consultation was meaningful and although job cuts were inevitable ways were explored to avoid redundancies. Concessions were also made in the selection process, operational changes to working hours and career routes and development opportunities were created. 


@ Streetscene

What We Did

 Re-application Process for New Roles
e 1-1 Meetings

o Skills Analysis of Workforce

« Avoidance of Redundancies

« Created New Work Patterns

e |ssued New Contracts
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Presentation Notes
During the review process the Council deleted 217 jobs and the workforce had to go through an application process to apply for 151 positions. Each worker was supported by a 1-1 meeting to prepare them for the placement meeting held under the Council’s re-deployment procedure. These were supported by our human resources colleagues. Each work then had a placement meeting where their skills were assessed against the essential and desirable criteria for the new role profiles. 

Given there were job cuts and the council was seeking these on a voluntary basis it was difficult to avoid losing skills, knowledge and experience. Therefore a skills analysis was carried out to identify training needs. Since November has spent £20K on training.  

There was always a commitment from the Council to avoid compulsory redundancies. Vacancy management over the previous 2 years accounted for 22 positions, 4 were re-deployed and  the remainder left through voluntary early retirement. We were in a fortunate position that the age profile allowed a good take up of VER. 

The Council created new work patterns for the street cleansing operations where 363 days per year cover is required. These new working hours have saved £250K on over time as the Council now pays a shift allowance instead of overtime premiums.  

Importantly new contract of employment were issued to the whole workforce which under pinned the changes made to working hours and the role profiles.   


@ Streetscene

How Did We Change

e Listening

 Providing Visible Leadership
 Planning and Managing Expectations
 Improved Communications

« Improved Employee Engagement
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Presentation Notes
During the change process it was important to take a strong leadership role. This meant being open and honest with the workforce. Large workforce briefings took place with numbers of up to 60 workers at a time. Updates were provided and each session had a Q&A session. Difficult questions were no avoided. 

These briefings helped planning by listening to the workforce issue it allowed the Council to formulate a position during the consultation period that would provide a win / win solution for the workforce and the Council. This engagement with the workforce allowed the Council to identify employee engagement opportunities allowing the old culture to be broken down and a culture shift to begin. The employee engagement examples are, procurement of small compact sweepers, a review of the PPE, procurement of small petrol ground care equipment and the operation location of the shift workers. 

Following from the review these engagement opportunities have proven vital to shifting the culture and and starting on a positive journey as oppose to a negative or bitter employee relations climate.   


@ Streetscene

What Did We Achieve

 Flexible More Skilled Workforce

 Reduced Sickness Absence (8.5 days)

o Career Routes for Workforce

 Better Outcomes for Customers

* Increased operational performance (LEAMS)
« £1.68M efficiency Savings Delivered

 Role Profiles Aligned to Corporate Objectives
« Improved Employee Relations


Presenter
Presentation Notes
The Council has invested training in the workforce to increase the skill base. This has resulted in specialist work such as tree work being brought in house. Through training this has saved the Council £150K and saved 4 jobs. The sickness absence levels have been reduced despite the period of change. The percentage time lost in 2009 was 5.69% by 2011 it was down to 35%. 

We have also created career route opportunities for the workforce by investing in training operatives have had the change to progress from grade 3 to grade 4.

The Council’s external environmental audits carried out by Keep Scotland Beautiful have also improved since the introduction of new working patters better planning and scheduling of work has meant that the district is cleaned more consistently. 

The efficiency savings delivered thus far are £1.4M this was over 2 budget years 2010/11 & 2012/13. There are still £350K of savings to be delivered which will main be saved through rationalising depots and better use of plant and machinery. 

The role profiles have been aligned to corporate objectives, these are working more efficiently, better use of technology and a stronger link to health and safety. 

During the change process a stable employee relations environment was maintained, there were no unofficial actions such as work to rule or threats of industrial action, there were no appeals against the placement outcomes and no grievances were brought forward.   


@ Streetscene

Continued Development

Continue to embed change journey:
— Tier 2 JCC
— Machinery Working Group
— Depot Rationalisation
— Staff Briefings
— Introduction of New Technology
— Develop Vocational Qualification Programme
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Presentation Notes
Although a lot has been achieved to date work continues to ensure that the change in culture is embedded. There are regular quarterly meetings wish shop stewards. At leas on an annual basis a workforce briefing takes place where budget and service planning information are shares.

The plant and machinery working group is an internal group which has been set up to get the workforce involved in the rationalisation of the ground care equipment. This involvement will ensure the right equipment is purchased. 
�Other work that continues is the rationalisation of the depots, introduction of new technology and the continued development of the workforce through an SVQ programme. 
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Sharing Our Knowledge & Experience

Experience shared internally and externally:

— Promoted by Trade Unions as Preferred
Approach to Change

— Used as Best Practice and Implemented for the
Council’s Corporate Change Programme

— Approached by Neighbouring Councils to
Share Experience
— Shared with Public Sector Managers at a
UK Conference A

NORTH AYRSHIRE
COUMElL
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Presentation Notes
The experience gained from the operation review is seen as an excellent approach by the council. The methods used have been shared with other service areas where the change journey has still to take place. 


Thank you

for listening


Presenter
Presentation Notes
Thank you for providing North Ayrshire Council with the opportunity to present to you today. Can I ask if you have any question in relation to our submission or the presentation today. 
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