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East Lothian

SERVICE REVIEW REPORT Council
REPORT TO: Members’ Library Service

DATE:

BY: Chief Executive

SUBJECT: Realignment of Council Services, Chief Officer

Responsibilities and Appointment of Service Managers

1 PURPOSE

1.1 To advise Members of the establishment changes detailed in this report
as a consequence of a recent re-alignment of Council Services, as
implemented by the Chief Executive acting under Delegated Authority.

2 RECOMMENDATIONS
2.1 That Members note the following:-

e The proposed Council structure and distribution of responsibilities as
contained within Appendix 2.

e The new grade 13 and grade 12 Service Manager posts and areas of
responsibilities reporting to Heads of Services contained within Appendix
3 to the report.

2.2 To note the further development of partnering arrangements with
Midlothian Council as outlined in paragraph 3.10.

3 BACKGROUND AND CONTEXT FOR CHANGE

3.1 The report approved by Council on 28 February 2012 provides the
platform upon which the Council’s existing organisational structure has
been developed. A further report to Council on 25 June 2013 approved
the revision of the Chief Officer structure and service responsibilities as a
consequence of the deletion of the Executive Director (Services for
People) post and the creation of 2 Depute Chief Executive posts and a
Jointly Accountable Officer post to lead Health and Social Care
Integration. Appendix 1 reflects the current structural arrangements.



3.2

3.3

The “One Council” approach and importantly the roles to deliver this, are
different which brings about challenges as well as opportunities, in
delivering Council Services going forward.

In order to help deliver the proposals outlined above:-

e The Depute Chief Executives will work with and support the Chief
Executive to provide the strategic direction of the Council.

e The Depute Chief Executives will work with our partners on the
integration agenda in order to deliver on the Single Outcome
Agreement. They will also ensure that services adopt a collaborative
approach to deliver the Council’s objectives as set out in the Council
Plan. They will provide leadership and general management direction
to Heads of Service and Service Managers to ensure delivery on
service objectives.

e The Heads of Service will work with and support the Depute Chief
Executives to operate at a strategic level to contribute to the overall
delivery of the Council Plan, priorities and objectives within agreed
budgets. They will also develop and lead on integration of service
provision, service planning and performance management, ensuring
effective delivery.

e The Service Managers will work with and support the Heads of
Service to ensure performance management and continuous
improvement is embedded within the service to achieve outcomes in
line with Council priorities and budget. They will lead, initiate and
develop creative solutions to meet and address the future challenges
of the service. In further developing the existing structure contained in
Appendix 1, changes have been made to reflect the delivery of the
Council Plan to achieve a “One Council” approach in delivering
services throughout East Lothian.

Apart from our drive to deliver the best service possible to our
communities, the reducing financial resources available to local
authorities make it more imperative to be as effective and efficient as
possible. This has led to a number of changes in the way we have
operated over the last four or five years. Service reviews have tended to
result in the size of teams being reduced and teams merged that were
previously managed separately. The recent departure of Service
Managers through a combination of VERS, early retirements and Service
Manager vacant posts has further compounded this. These factors were
carefully considered when developing the revised structure to safeguard
essential services and enable us to deliver the objectives set out in the
Council Plan.

One of the significant changes proposed is the formation of Area
Management to deliver services in a co-ordinated way which will enhance
the quality of services currently provided to the Community. This
development allied to the strengthening of our customer services team
has also required Community Housing to be transferred into Communities



3.4

3.5

3.6

3.7

3.8

3.9

3.10

and Partnerships. The primary community based teams will report to a
single Head of Service.

The Council and its partners have placed great emphasis on the
importance of growing our economy. Similarly, we have taken the
opportunity to better align groups of services that will help deliver the
Economic Development Strategy. @ We have a strong reputation for
working with local businesses and increasingly are complimented for our
‘One Council” approach to supporting companies with economic
development, planning, building and development teams all working
together to find solutions for businesses. The next challenge is to help
local businesses grow and bring new business into the County. One of
the ways we intend to do this is through our housing investment strategy.

Repositioning of Sport, Countryside and Leisure within Infrastructure will
capitalise on the similarities that exist in these Business Groups
regarding management and delivery of services.

The proposed changes also reflect the priority given to partnership
working in the broadest sense in addition to creating a structure which
will interface well with our communities and key partners. It is proposed
to continue to develop partnering of all services with other Councils and
integration with the NHS. Two areas being developed with Midlothian
Council are Environmental Services and Trading Standards. Midlothian
Council will lead on Environmental Health and East Lothian on Trading
Standards, initially on a 12 month pilot with an interim review after 6
months.

In accordance with delegated powers, new staffing structures are being
prepared by Heads of Service to deliver the proposals out-lined above
and are attached at Appendix 3 to the report for approval.

The Joint Trades Unions and Service Managers reporting directly to
Heads of Service have been consulted during the course of the review
through a variety of mechanisms to maximise feedback to best inform
and shape the final proposed structure.

The role of the extended Council Management Team is also key to
driving forward continuous improvement in the Council’s values and it will
work together to ensure that the Council’s objectives are achieved.

Service Managers will be matched into the new posts using the Council’'s
Matching Protocol with the majority of Service Managers being directly
matched into a post which is broadly similar to their existing post within
the new structure. Those managers whose remits have been split
between different service areas will require to go through a competitive
matching process. This will be done through completion of a personal
profile form and interview/s.

The interview panel(s) will consist of Heads of Service, Director and/or
Depute Chief Executives as appropriate, supported by the HR Manager.
Appendix 4 provides details of direct matches to Service Manager posts,



3.11

3.12

current managers who will undergo competitive interview and details of
suitable alternative vacant posts. Any current manager/s who is/are
unsuccessful in obtaining one of the new posts will be managed through
the Council’s redeployment process. Any displaced managers matched
to lower graded posts will receive 3 years’ salary protection in
accordance with the Council’s Dealing with Redundancies Policy and
Procedure.

Indicative timescales of matching process is:-

e Direct matches — week commencing 4 November with the
successful candidate directly matched assuming responsibility day
after notification.

e Personal Profiles will be issued during week commencing 4
November to managers undergoing competitive interviews.
Profiles to be completed and returned within 10 days of the date of
issue.

e Competitive Interview(s) will be carried out during the week
commencing 25 November. The successful candidate/s will be
notified as soon as possible thereafter and will assume
responsibility the day after notification.

e Any Manager(s) being displaced after the competitive interview
process  will be managed in accordance with the Council’s
Dealing with Redundancies Policy and Procedure.

In order to achieve fairness and equity it is proposed that all Service
Managers reporting to Heads of Service are matched to posts on
common conditions of service i.e. maximum weekly hours of 35 as
opposed to 37. It is also proposed that these post-holders have more
limited access to the flexible work provisions than is currently enjoyed i.e.
no contractual or regularised home-working or compressed hours. This
is to maximise their visibility and availability as Service Managers for
support, advice and decision—making.

As is currently the case, reasonable adjustments for any employee with a
particular disability would be considered in accordance with the Council’s
employment policies and practices. Any adjustment could include
changes to working hours.

POLICY IMPLICATIONS

Although there are no direct policy implications in this report it is
anticipated that implementation of the new structure will contribute to
more effective service delivery in accordance with the Council Plan.
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7.1
7.2
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7.4
7.5

7.6

7.7

EQUALITIES IMPACT ASSESSMENT

Two Equality Impact Assessments (EIA) have been carried out. The first
looked at the impact that limiting access to the flexible work provisions
and ensuring a consistent maximum working week of 35 hours will have
for Service Managers.

The second EIA looked at the impact on employees of the Service re-
alignment and subsequent matching process.

Both Equality Impact Assessments are available to view on the Council
website.

RESOURCE IMPLICATIONS

Financial — Any financial implications will be minimal and will be managed
within the Council’s approved budget.

Personnel - HR are supportive of the contents of this report. The Joint
Trades Unions have been consulted on the proposals outlined. As the
Council is undertaking a service review i.e. re-alignment of services which
deletes current posts and implements a new structure affecting more
than 20 employees, the Council is required to issue an HR 1 (notification
of potential redundancies) to the Department for Business Innovation and
Skills. A copy of the HR1 form has been shared with the Joint Trades
Unions which identifies 36 posts being deleted from the establishment
albeit that there are no redundancies anticipated as a consequence of the
implementation of the new structure and matching/redeployment process.
Formal consultation with the trades unions commenced on 1% August
2013.

Other - None
BACKGROUND PAPERS
Council Report of 28 February 2012 — Review of Chief Officer Structure
Council Report of 25 June 2013 - Revision to Chief Officer Structure
Members Library Service Report 133/13 — Managing the Workforce
Voluntary Early Release Scheme
Appendix 1 — Current Council Structure (attached)
Appendix 2 — Proposed Council Structure showing redistribution of
service responsibilities (attached)
Appendix 3 — Proposed Structures (7) showing new Services Managers’
areas of responsibility (attached)
Appendix 4 — Matching Process (private background paper)



7.8  Appendix 5 - Job Outlines (private background paper)

7.9  Summary of Financial Implications

AUTHOR’S NAME | Angela Leitch

DESIGNATION Chief Executive
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DATE 4 November 2013




Appendix 1 — Current Council Structure
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Appendix 2 — Proposed Council Structure showing redistribution of service responsibilities

Chief Executive NHS Lothian
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Appendix 3 — Proposed Structure showing new Service Managers’ areas of responsibility

DEPUTE CHIEF EXECUTIVE -
RESOURCES & PEOPLE SERVICES

HEAD OF CHILDREN'S WELLBEING

GROUP SERVICE MANAGER - PROTECTION AND FAMILY SUPPORT

Care Management ( Child Protection, Young Offenders, School Links,
Staged Assessment, Clinical Psychology, Family Group Conferencing,
Children's Reporter, Children's Hearings, etc.)

Assessment and Early Intervention (Family Support, Assessment)

Reviewing Service (Child Protection Case Conferences, Public
Protection, Staged Assessment, etc.)

GROUP SERVICE MANAGER - CHILDREN'S LONGTERM CARE &
SUPPORT SERVICES

[Residential Services (Lothian Villa, Pathway, Carer Support, Outreach
Support, etc.)

LAC Support (Throughcare, Aftercare, LAC Nurse, Corporate
Parenting, etc.)

Community Resources (Family Placement, Adoption, Fostering,
|Longterm Kincare, Carer Development & Support, Carer Recruitment,
etc.)

Disability Resources (Care at Home, Health Service Partnership, Self
Directed Support, etc.)

GIRFEC Performance




Appendix 3 — Proposed Structure showing new Service Managers’ areas of responsibility

Administration Hub
Archives & Records
Management

DEPUTE CHIEF EXECUTIVE — INTERNAL
RESOURCES & PEOPLE SERVICES AUDIT
HEAD OF COUNCIL RESOURCES
SERVICE MANAGER - SERVICE SERVICE MANAGER - SERVICE SERVICE
LICENSING, MANAGER - PROCUREMENT & MANAGER - MANAGER -IT
ADMINISTRATION & LEGAL SERVICES TRANSFORMATION IT BUSINESS INFRASTRUCTURE
DEMOCRATIC SERVICES
Corporate
SERVICES

Procurement
Democratic Services
Civic Events Council
*Licensing Transformation

SERVICE MANAGER -
HR AND PAYROLL

SERVICE MANAGER —
CORPORATE FINANCE

SERVICE MANAGER —
BUSINESS FINANCE

SERVICE MANAGER -
REVENUES

SERVICE MANAGER -
BENEFITS

*Licensing is extended to include Licensing Requests, Licensing Standards, HMO Licensing & Housing Standards and Caravan Sites.



Appendix 3 — Proposed Structure showing new Service Managers’ areas of responsibility

DEPUTE CHIEF EXECUTIVE -
RESOURCES & PEOPLE SERVICES

HEAD OF EDUCATION

SERVICE MANAGER -
EDUCATION (ADDITIONAL
SUPPORT NEEDS AND EARLY
YEARS)

ASL

Alternatives to Exclusion
Exceptional Need
Hearing Impaired Service
SEN Pupil Placements

Pre-School Education &
Childcare (Early Years)

Educational Psychologists
Inclusion & Equality

Outwith Placements

Pre-school SEN teaching

SERVICE MANAGER - EDUCATION
(STRATEGY AND OPERATIONS)

Service Planning

Strategic & Operational Projects
Schools Administration

Schools Staffing

Early Years Services

Probationer and Student Support
Study Support

ICT development & curricular support
Training & Development

Arts, Music & PE Specialists

ASL Administration

Mainstream Grants

Parental & Community Involvement
MIS & Schools Estate

Support Schools in the
Implementation of the Council's
policies and practices, e.g. HR
practices, FOls, Complaints

Pupil Placement

Financial Planning & Development
Workforce Management/Planning

QUALITY IMPROVEMENT TEAM

HMle Inspection Support
Support Development Planning

Support Development of
Curriculum for Excellence

Analyse Attainment and
Achievement in Schools

Head Teachers PRDs, etc.

Performance Monitoring and
Evaluation of all Schools

HEAD TEACHERS -
SCHOOLS

Nursery Schools (2)
Primary Schools (35)

Secondary Schools (6)




Appendix 3 — Proposed Structure showing new Service Managers’ areas of responsibility

DEPUTE CHIEF EXECUTIVE — PARTNERSHIPS & COMMUNITY SERVICES

HEAD OF DEVELOPMENT

SERVICE MANAGER -
ECONOMIC DEVELOPMENT
& STRATEGIC INVESTMENT

Economic Development
East Lothian Works

East Lothian Tourism and
[Events

Strategic Investment and
Regeneration

Local Housing Strategy
Town Centres
Sustainability

ENVIRONMENTAL SERVICES
(Partnership with Midlothian)

Food Safety/Hygiene
Food Standards

Food & Waterborne Disease
Investigation

Health & Safety Enforcement

Drinking Water Monitoring
(Public & Private)

Contaminated Land
Environmental Protection
Animal Welfare/Licensing
Public Health Nuisance

Environmental Monitoring &
Assessment

Noise
Abandoned Vehicles

SERVICE MANAGER - SERVICE
TRAPING STANDARDS MANAGER -
Trading Standards PLANNING

Weights & Measures
Development

Fair Trading

. . Control
Petroleum Licensing
Animal Health Strategic
Product Safety Planning

Consumer Credit
Consumer Advice
Enforcement
Underage Sales
Trusted Trader

SERVICE MANAGER -
STRATEGIC ASSET AND
CAPITAL PLAN
MANAGEMENT

Schools' Estates
Estates

Strategic Asset
Management

Projects
PPP

SERVICE MANAGER -
ENGINEERING SERVICES
AND BUILDING
STANDARDS
Engineering Design

Services

Public Buildings Asset
[Management

Public Buildings
IMaintenance

Energy Management

Housing Central Heating
Team

IBuilding Standards




Appendix 3 — Proposed Structure showing new Services Managers’ areas of responsibility

DEPUTE CHIEF EXECUTIVE -
PARTNERSHIPS & COMMUNITY SERVICES

HEAD OF INFRASTRUCTURE

ENJOY

| | | |
SERVICE MANAGER |  |SERVICE MANAGER|  |SERVICE MANAGER] ISERV'CE 'V'ANAGERI kervice manacer]
SPORT, WASTE ROADS -FACILITIES TRANSPORT SERVICE MANAGER]
COUNTRYSIDE AND . Janitorial Services PROPERTY
Roads Net k
LEISURE Waste Collection oads Tetwor . Internal Transport MAINTENANCE
Waste Disposal Roads DLO Mailroom .
Harbours . 4 Lichi Catering Public Transport Property
Sports Development Waste Recycling Road Lighting - Fleet & Plant IMaintenance DLO
Structures/Civil Cleaning Management
Landscape & Engineering/ Caretaking .
Countryside Flooding Vehicle & Plant
. . Public Maintenance
Amenity Services SESTRANS Conveniences
Outdoor Learning .
. Security
Active Schools Print Unit



Appendix 3 — Proposed Structure showing new Service Managers’ areas of responsibility

DEPUTE CHIEF EXECUTIVE — PARTNERSHIPS
& COMMUNITY SERVICES

HEAD OF COMMUNITIES & PARTNERSHIPS

SERVICE MANAGER -
CORPORATE POLICY AND
IMPROVEMENT

SOA

Council Plan

Community Planning
Performance Management
Benchmarking

Emergency Planning and Risk
Health & Safety

Learning and Development
PR/Communications

Marketing of Council Services

SERVICE MANAGER -
COMMUNITY PARTNERSHIPS

Partnership Funding/Grant
Awards/External Funding/
Monitoring

Voluntary Organisations/3rd
Sector

Volunteering Strategy
External Recognition & Awards

Community Learning &
Development Services

Museums
Brunton Theatre Trust

Archaeology

SERVICE MANAGER -
CUSTOMER SERVICES

Customer Services

Libraries (School and Public)
Area Management
Registration

Contact Centre

Safer Communities

Antisocial Behaviour
lInvestigations

ASB Helpline

Police Joint Working/
linteragency Tasking &
Co-ordination

Night Time Service
Community Wardens

Dog Fouling & Litter

SERVICE MANAGER -
COMMUNITY HOUSING

Community Housing

Repairs & Improvements and
IModernisation

Private Sector Housing
Homelessness
Tenants Charter
Tenant Participation

Antisocial Behaviour
linvestigations

Housing Asset Management




Appendix 3 — Proposed Structure showing new Service Managers’ areas of responsibility

DIRECTOR OF EAST LOTHIAN HEALTH &
SOCIAL CARE PARTNERSHIP

HEAD OF ADULT WELLBEING

MELDAP
(Midlothian & East
Lothian Drugs &
Alcohol Partnership

SERVICE MANAGER - OPERATIONS
Adult Protection
Complex Care
Community Care
Welfare Rights
Older People
Response/Reablement
Mental Health, Drugs & Alcohol
Learning Disability/Physical Disability

SERVICE MANAGER - RESOURCES

Services for Adults (ELVOS, Day Centres,
Adult Placement, Local Area Co-ordination)

Home Care Service (Meals Service, Rapid
Response, Overnight Service)

Residential Services (Emergency Planning,
Care Homes, Telecare Service, Crisis Care,
Respite, Palliative Care, Intermediate Care)

*Reporting to Head of Adult Wellbeing and then directly to the Chief Executive

*SERVICE MANAGER - CRIMINAL JUSTICE
Criminal Justice

Community Service Orders
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