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	SECTION 1 – SUMMARY AND RECOMMENDATIONS FOR IMPROVEMENT

The Maintenance of the Highway / Streetcare theme represents a group of services which are either provided by, or are the responsibility of, 3 directorates, in an area where there are significant operational and strategic linkages.

The initial stage of the review looked at both the theme and the services therein, from the perspective of the 4C’s, to determine which areas to prioritise and focus on within of the review in accordance with the council’s corporate model for best value.  This process is documented in the service profile stage report, which culminated in a Terms of Reference for the detailed review stage.  The Terms of Reference (Appendix 1) identified the focus areas for the theme which include both service and thematic issues.

A series of assignments were then developed to review the focus areas identified in the Terms of Reference.  The work undertaken is documented in the 4C’s section of this report.

The main findings leading to the actions and improvements in the improvement plan are as follows:-

Highways -

The city council’s Best Value Performance Plan (2000/01) identified that low investment was one of the priority factors for this review commencing in year 1 of the five year programme of best value reviews.  The review, via consultation and comparison, has confirmed that the service is underfunded.

This is a result of the council discharging its responsibility to prioritise expenditure to the areas of local need, on behalf of the public, and to meet national Government priorities.  Due to the council’s ongoing financial circumstances, and increasing levels of need in some areas, this position is unlikely to change significantly in the foreseeable future.

Notwithstanding the above the review has identified a number of strengths, along with significant improvements, which can be made within existing expenditure levels, and which demonstrate our efforts to make most effective use of the resources available.

Major strengths:-

The service has aligned expenditure very successfully over a number of years to target safety priorities.  As a result of this a number of statutory performance indicators show Salford to be at, or near, top quartile levels –

· Condition of Principal Road Network (PRN)

· Percentage of dangerous roads repaired within 24 hours

· Percentage of street lights not working as planned

Main areas for improvement:-

The condition of footpaths 

The response time to non urgent works orders

Reducing the number of people killed or seriously injured through road accidents in the City.

The provision of customer information

Reduce opportunities to commit crime

Ease of use of footpaths

Condition of street lighting columns

Management

Level of investment in the highway

Refuse Collection and Recycling –
The City Council’s Best Value Performance Plan (2000/01) identified three priority factors for refuse collection services:

a) High customer impact;

b) Recurrent problems with refuse collection were taking a lot of management time;

c) The percentage of missed bins being corrected the next day and the time taken to remove fly tips were in the fourth quartile of local authorities.

A subsequent analysis of the refuse collection service revealed the following strengths of the service:

· Motivated in-house team

· Cost of service in best quartile of Metropolitan authorities

· Experience and local knowledge of DSO

· Wheeled bin system in place

· Proficient Management Team

· Good customer relations

· Strong team spirit and loyalty

· Well developed systems / processes

· Council support

· Multi-skilled supervision

The following main areas for improvement were identified:

· Ageing and unreliable transport fleet

· Need to improve considerably on recycling performance

· Service delivery following bank holidays

· Unacceptable level of missed bins

· Unacceptable speed of rectification of missed bins

· Cost reduction

· Need to design out Bank Holiday missed bins collections by designing a 4 day working week

Street Cleansing -
The Best Value Performance Plan identified one priority factor for street cleansing services:

a) High customer impact.

A subsequent analysis of the street cleansing service revealed the following strengths of the service:

· Motivated in-house team

· Experience and local knowledge of DSO

· Proficient Management Team

· Good customer relations

· Strong team spirit and loyalty

· Well developed systems / processes

· Council support

· Multi-skilled supervision

The following main areas for improvement were identified:

· Poor service quality

· Unacceptable frequency of sweeping

· Ageing and unreliable transport fleet

· Cost reduction

· Changes to provision of personnel to fill daily vacancies

Dog Warden Service -
The Best Value Performance Plan identified one priority factor for the Dog Warden service.

a) High customer impact.

A subsequent analysis of the dog warden service revealed the following strengths of the service:

· Proficient Management Team

· Well developed systems / processes

· Council support

The following main areas for improvement were identified:-

· Development of effective enforcement procedures

· Enhanced service specification

· Service quality and performance is not acceptable

The 4C’s section of this report identifies a range of actions to bring about improvement in the above areas, and these are brought together in the improvement plan.


	

	
	

	SECTION 2 – INTRODUCTION / BACKGROUND

2.1
The maintenance of the highway / streetcare theme includes services currently delivered by three directorates.  The services envisaged in the council’s five year programme, along with the directorates, are listed below


	

	
	Service Area
	Directorate
	
	

	
	Highway maintenance

Highway maintenance

Traffic and Transportation

(including road safety)

Highway Services DLO

Street Lighting

Main drainage services

Winter Maintenance

Verge Maintenance

Landscape design

Sponsorship / Advertising

Refuse collection

Refuse collection (Property Clearance)

Street Cleansing

Recycling

Dog wardens

Client Services Depots
	Housing (estate roads)

Development Services (all other adopted roads)

Development Services

Development Services

Development Services

Development Services

Environmental Services

Environmental Services

Development Services

Development Services 

Environmental Services

Housing

Environmental Services

Environmental Services

Environmental Services

Development Services
	
	

	Table 2.1 Services in Review


	

	2.2
A brief description of each service area is included in paragraph 2.2.1 to 2.2.8 below.


	

	2.2.1
Highway Maintenance / Highway Services DLO / Street lighting

Highway maintenance includes the management and maintenance of the majority of the highway network in the city (the main exclusions being trunk roads and motorways which are the responsibility of the Highways Agency).  In maintaining the network the authority must ensure that it is safe and convenient for users.  The authority is further responsible for the general appearance and visual impact of the highway.  The main functions are as follows:-

Licensing



Highway Safety inspections



New Road and Street Works inspections



Patching and minor maintenance (f/ways and c/ways)



Resurfacing (f/ways and c/ways)



Surface Dressing (f/ways and c/ways)



Weed Spraying (f/ways and c/ways)

Risk Management (Accident Insurance Claims)



Highway Drainage Maintenance



Street Furniture Maintenance



Tree & Shrub Maintenance
	

	

Grass Cutting



Crash Barriers and Fencing Maintenance



Highway Enforcement



Contact Vetting and Monitoring



Road Closures



Adoptions (Highways and Drainage)



Street Naming and Numbering



Highway Records and Legal Searches



Highway Condition Survey



Definition Rights of Way Network

Design of New Lighting Schemes



Maintenance of existing stock of street lights



Street Lighting Records



Other Electrical Installation on the Highway



Contract Letting and Monitoring



Night Inspections
	

	
The service is currently provided by two divisions, Highways Maintenance (which is split into 3 teams) and Highway Services, all within the Development Services directorate.  Housing Services are currently responsible for maintaining housing estate roads.  A number of the above functions are carried out operationally by other service areas which follow.


	

	2.2.2
Traffic and Transportation

Traffic and Transportation is split into two groups – The traffic management group which deals mainly with “lining and signing” and car parking, and the transportation group which is responsible for planning the development of the network to enable the “safe and expeditious movement of traffic, including pedestrians.”  Whereas the traffic group are reactive, the transportation group are more concerned with highway policy and the long term development of the network.  The transportation group is also responsible for road safety policy which includes:

· carrying out studies into road traffic accidents

· using these studies to determine road safety countermeasures

· ensuring that new roads are as safe as possible

2.2.3
Main Drainage

The bulk of the main drainage service comprises the undertaking of a sewerage 


management contract for United Utilities.  This work includes all aspects of operation, maintenance, repair and management of United Utilities sewerage system within the City of Salford, and was won in competition for the period 1999 – 2004 (with potential 3 year extension).  In February 2002 this contract was under review.


The main drainage section also deal with land drainage issues on behalf of the City Council.  A “reverse agency” arrangement was considered by which the City Council would purchase the service from United Utilities, however as at February 2002 there was no established service provider identified by United Utilities and a separate City of Salford in-house team was therefore established.


	

	2.2.4
Verge Maintenance

Verge Maintenance has been the responsibility of Highway Maintenance, but with the introduction of the green Budget in Salford the responsibility has now transferred to the Environmental Services Directorate.  Works include:-



Grass Cutting



Arboricultural Work (Trees)


	

	
which contributes to both visual amenity and health and safety (i.e. clear driver vision)


New schemes design is undertaken within the Development Services Directorate.


	

	2.2.5
Refuse collection

The refuse collection service includes:-

a) The collection of all domestic refuse on a weekly basis – predominantly using wheeled bins, but with the provision of sacks and containers in some locations.

b) A chargeable bulky household waste collection – on an on request basis.

c) A chargeable domestic clinical waste collection services – on a weekly basis to remove medical waste.

d) A chargeable trade and commercial waste collection service (including skip hire) from shops and commercial premises.


Services a) to d) above are included in the refuse collection / street cleansing CCT contract, last won in competition in 1997.


Housing Services provide a waste removal service by way of property clearance and 
rubbish removal in communal areas in low rise housing blocks.

2.2.6
Street Cleansing

It is the responsibility of the Street Cleansing Service to maintain an acceptable level of cleanliness in respect of all pavements, roads and adjoining grassed / shrubbery areas within the City’s boundaries.  The service can be split into the following categories:-

1)
Litter Removal -
Including leaves, silt and general street debris.  This 



is carried out using both manual and mechanical 




methods.

2)
Gully Cleansing -
Gullies are emptied on behalf of Development 




Services Directorate, on a frequency as defined.

3)
Graffiti Removal -
To remove graffiti from buildings, walls etc. within the 



City.  (NB permission is required before removal 




takes place).


	

	4)
Winter


This service is carried out on behalf of the Development


Maintenance -
Services Directorate, to ensure roads / pavements 




are kept free of ice and snow in accordance with an 



agreed winter maintenance plan.


	

	
5)
Weed Control -
Weed spraying only.  It is felt that the current quality



for Housing

of weed control is not sufficient as spraying is only



Directorate

partially successful in controlling weeds.


As paragraph 2.2.5 the street cleansing contract was last won in competition in 1997.


	

	2.2.7
Recycling

Salford Pride officers are responsible for the promotion of recycling and waste minimisation within the city, which involves educational initiatives and the provision of recycling facilities.  Initiatives / activities include:

a) Home composting

b) Recycling sites

c) Kerbside collections

d) Education programmes

e) Development of integrated waste management strategy with the Greater Manchester Waste Disposal Authority and other AGMA authorities


	

	2.2.8
Dog Wardens


The Dog warden service is responsible for:

a) Collection and removal of stray dogs

b) Maintenance of missing dog register

c) Rehousing of dogs

d) Dealing with confined dogs

e) Dealing with dog fouling complaints

f) Dealing with barking dogs

g) Education programmes

h) Dealing with some aspects of abandoned vehicles



	

	2.3
During the service profiling stage it was concluded that Gullying emptying, non main and domestic drainage and waste collection in Housing should all be included in the review, as there are overlap, customer, and potential economies issues around these areas.  Also, it was determined that landscape design would be better included in the authority’s year 3 development process (architects) review as highway scheme design is only part of the Landscape Service.  There is a relationship between the design and maintenance functions.  This is explored in the new Highways Code of Practice which the authority is adopting.

Sponsorship - or more accurately advertising on the highway – is a young service which is currently being developed in conjunction with the private sector.  It was not considered that this would benefit from review at this stage, and was therefore not included in the review.


	

	2.4
During the detailed review stage it was concluded that verge maintenance would be better included in the authority’s year 4 review of open spaces, which includes all the authority’s green maintenance.  This decision was due to the fact that verge maintenance is a completely integrated operation within the Authority'’ grounds maintenance organisation and, as previously mentioned, budgets for all green maintenance have been being transferred to Environmental Services.


	

	2.5
The budget for services remaining in the theme, for detailed review in the year 2000 / 
2001, is as follows:-


	

	
	
	
£
	

	
	Highways Maintenance (Housing)


Highways Maintenance (Dev. Serv)

Traffic and Transportation

Highways Services DLO

Street Lighting

Main Drainage

Other Drainage (5)

Refuse Collection

Property Clearance / Block cleaning (Housing)

Street Cleansing (2)

Gully Cleansing

Recycling (3)

Dog Wardens

Client Depots (4)


Winter Maintenance
	
75,000
75,000


1,251,660


1,162,840


3,622,480


249,210


322,010


268,200


2,186,500


470,000


1,905,740


207.660


25,000


61,830


-
	

	Table 2.2 Service Budgets


	

	2.6
Staff involved in providing the services are as follows:-


	

	
Refuse collection


Street Cleansing


Highway Maintenance – Contractor and DLO


Traffic and Transportation


Dog Wardens
	
69


93


111



25


2

	

	
Table 2.3 Staff numbers


In addition to staff directly employed, agency staff are used in the refuse collection and street cleansing services, and a substantial amount of work is contracted out by the highway DLO.


	

	2.7
Two substantial depots support the services – Turnpike House depot is utilised by the Refuse Collection, Street Cleansing and Dog Warden services, and Swinton Hall Road depot serves the Highway Maintenance services.  Offices at Turnpike House, Swinton Hall Road, the Civic Centre and Crompton House accommodate administrative, clerical, technical and managerial staff.  A substantial fleet of varied vehicles and plant are utilised by the services, as follows (figures as at commencement of the review):-


	

	
	Refuse Collection

Street Cleansing

Highway Maintenance

Housing clearances

Dog Wardens
	25

37

28

2

3
	
	

	
Table 2.4 Vehicle Numbers
	

	2.8
The services included in the review were selected for inclusion in the first year of the council’s five year programme for a number of reasons:-

· High customer impact

· Highway Maintenance in top 10 priority concerns in Quality of Life Survey 1998

· Low investment and poor claims performance for highway maintenance

· Recurrent problems re: refuse collection, taking up a lot of management time

· National P.I’s % of missed bins collected next day, time to remove fly tips 4th quartile.


as stated in the councils Best Value Performance Plan.


The services were grouped into a highways / streetcare theme, largely because there are issues in terms of customer perception and access and inter-relationships between parts of the services, in terms of commissioning and contracting directorates.  For example:-

· Gully emptying is provided by the Environmental Services Directorate to the Development Services Directorate.

· Drainage services are provided by both the Environmental and Development Services Directorates, leading to customer confusion

· Fly tipping, although mainly removed by Environmental Services, is currently paid for by the various land owning directorates, necessitating the raising of orders and resulting in a slow response in some instances.


The main reasoning behind the thematic nature of this review was to enable, in addition to a review of the individual services, an examination of the above inter-relationships in an arena which facilitates the opportunity for directorates to review jointly, to secure improvements for the customers.

STRATEGIC CONTEXT OF SERVICES

2.9
The strategic aim of the review was to enable better delivery of services that are more customer focussed within a best value framework.


The services provided are all customer-driven, and the Authority has reacted to public demand and changing public expectations when considering changes for these services.


The specific objectives identified in carrying out each service review were:

a) To consult with customers to determine their views and service needs;
b) To “design out” some of the known historical difficulties of each service
	

	c) To involve staff and customers at all levels in decision making;

d) To improve service quality.
During the course of the review, the Audit Commission produced a document entitled “Changing Gear”, which identified the following “Spectrum of Improvement Activity.”


A
Fix a poor PI

B
Better Systems for supporting services

C
Minor efficiency saving

D
Better cross-council working

E
Better day-to-day management

F
More equitable access

G
Saving money to fund improvements elsewhere

H
Delivering local / national priorities

J
More effective partnerships with outside bodies

K
Resources re-directed to achieve council ambitions


The improvement plan cross indexes the actions proposed against the changing gear spectrum of improvement activity, demonstrating that the council have considered a wide range of improvements.

The review subsequently took account of this, and the “Building blocks for Best Value,”  a checklist for challenging best value reviews.

2.10
The wider context and recent service development for each service area follows:-

2.10.1
Highway Maintenance
There is a widespread recognition of the importance of the highway network and the high value placed on it by users and the wider community.  This key and highly visible community asset supports the national and local economies and contributes to the character and environment of the area it serves.


However, the government has become increasingly concerned at the deterioration in the highway network throughout the country and, as mentioned earlier, has set local authorities key aspirational targets over the next few years.

· to reverse the decline in highway deterioration by 2004.

· to significantly improve highway condition by 2010
	


	
The government has not indicated the implications of failing to achieve such aspirational targets, but it is considered that a reduction in an authorities funding allocation eg Local Transport Plan bids etc. may result.


Much of the highway maintenance function is statutory.  Section 42 of the Highway Act places the following duty on the City Council.


“to ensure that the major infrastructure asset of highways is maintained so as to ensure the country’s economic well being is sustained.”


The government has long recognised this duty and has provided maintenance via the Rate Support Grant settlement over many years.


The Council as highway authority has other duties placed on it through other acts, which are set out in Appendix ….


Notwithstanding this legislation, practice standards vary throughout the country.  In seeking to produce more consistency a new national Code of Practice for Highway Maintenance was published in July 2001.  The code recognises that the effective management of local road network has the potential to aid regeneration, social inclusion, community safety, health and the environment.


The new code, in recognising the above sets five core objectives:-

· to encourage the development, adoption and review of highway maintenance policies

· to focus on communities and encourage active involvement in the development of policies, priorities and programmes

· to harmonise practices and standards

· to encourage a consistent approach to the keeping of highway statistical data.

· to use a risk management regime to determine technical and operational standards

	

	
The above are embraced in the three prime principles of the Code (Safety; Serviceability and Sustainability), these are covered by 109 recommendations of the new Code of Practice.


The main recommendations of the Code are as follows:-

a) That Highway Authorities should adopt the code

b) That a Highway Maintenance Plan be produced

c) That a Highway Policy be produced

d) That a Highway Asset Management Plan be produced

e) That consultation on programmes of work and priorities be undertaken


The performance and priorities of the highway maintenance service are set out in:

· The Best Value Performance Plan

· Development Services Service Plan

· Community Action Plans
	

	
Over the last few years works budgets have been cut, despite the acknowledgement of underspending on the highways network, due to the City Council’s financial position and the need to prioritise in other areas.

A number of recent service improvements have been implemented.

· In an effort to minimise the growth in the cost of claims, there have, during the last 12 months, been meetings with the City Council’s Loss Adjuster and insurers, along with a management services review of the inspection service.  This has resulted in recommendations from management on how to change the system to try to provide a better service and defence to insurance claims.  It will however be 12 to 18 months before the results are fully known.

· Radical changes to the highway inspection regime in order to identify urgent repairs more quickly and also to improve the City Council’s (following an independent analysis) defence in court.

· Process streamlining with some service requests being transferred directly to repairs staff in order to be able to remedy the problem as quickly as possible.

· The pilot introduction of a Highway Repair Vehicle which follows highway inspectors around the City, immediately repairing dangerous defects.

· The purchase and installation of a computerised highway management system.  This is an ongoing major project and is currently 50% operational.

· The publishing and regular updating of the highway planned maintenance programme on the City Council’s web-site.

· The completion of two pilot “alley gating” projects in the Seedley / Langworthy and Eccles areas to reduce the opportunity to commit crime. 

· The production of an “Alley Gating Guide” for use by community groups which is currently in the consultation stage.


	

	2.10.2
Traffic and Transportation

The Government White Paper “New Deal for Transport Better for everyone,” the first integrated transport white paper for over 20 years, introduced the national outline for an efficient multi-modal, safe transportation network.  Subsequent white papers, including “Transport 2010’ “From Workhorse to Thoroughbred,” “Beating the Logjam” and “Tomorrows Roads – Safer for Everyone, ” filled in the gaps and created a comprehensive transport strategy which would ensure that travellers were able to make an informed choice about the mode of travel most suited to their journey, whilst at the same time being confident that the mode would be available cheaply and reliably.  Some of the more detailed aims are shown below:


	

	The Government 10 Year Plan

This Plan identifies 9 main targets which include:-

a) To reduce by 50% the number of children killed or seriously injured in road accidents.


	

	b) To reduce by 40% the number of people killed or seriously injured in road accidents.

c) To create more traffic calmed 20 mph zones around schools.

d) To expand significantly walking and cycling schemes including safer routes to schools and railway and bus schemes.

e) To encourage bus priority schemes leading to a 10% increase in bus passenger services.

f) To improve the accessibility of public Transport and the pedestrian environment for disabled people.


Strategic Integration of the 10 Year Plan Through The Greater Manchester Transport 
Plan 2001 / 02 To 2004 / 05


One of the most radical changes, however, was the introduction of the Local Transport Plan system whereby authorities were released from the annual burden of year on year bids in favour of a five year indicative spend.  In keeping with previous arrangements Salford joined with the rest of the Greater Manchester Authorities including GMPTE, to submit a comprehensive, conurbation wide strategy and spending programme.  The quality of the bid was recognised by the fact that Greater Manchester Region was subsequently awarded Centre of Excellence Status for integrated transport planning and their local Transport Plan, and ultimately were awarded above average status for the 2001 / 02 progress report.


The objective of the Greater Manchester Transport Plan is to integrate national and local statutory and non statutory policy to create a comprehensive strategy and funded programme of action in which:-


	

	· the decline in public transport networks is addressed

· growth in car use is contained

· the transport network is made safer and more secure

· environmental quality is improved


The 5 year implementation programme included in the Greater Manchester Local Transport Plan includes funding for major schemes and integrated minor schemes,  such as the following within the Salford area.
	

	· Manchester / Salford Inner Relief Route

· Leigh / Salford / Manchester Guided Bus Way

· Cadishead Way

· Quality Bus corridors and other schemes

· Urban Traffic control system across Greater Manchester


	

	
One of the aims of the Local Transport Plan is to knit together land use planning with strategic transport decisions by linking the Local Transport Plan with Salford’s Unitary Development Plan (UDP), which is currently being reviewed.
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	Figure 2.5 The process of converting transport policy to action
	

	
This model shows how Government Policy and the Greater Manchester Local Transport Plan influence the delivery of both integrated transport policy and highway maintenance in the City of Salford.  From the above, it can be seen that the process is essentially bottom up with the individual schemes being assessed according to initial need.  This process can be driven by various factors i.e. complaints by Members, requests from the public, interrogation of computer records, highway inspections etc. etc..  From this information an initial programme is developed by officers and shaped into an outline bid which broadly complies with Government priorities.  Salford’s bid is then combined with similar bids from the other Districts and submitted to Central Government along with the AGMA approved policies which make up the Greater Manchester Local Transport Plan.  Following


consideration by Government a capital announcement is made in mid December which now forms part of the single capital pot.  In the past the process was an annual one, but with the replacement of the Transport Policy and Programmes submission by the Local Transport Plan, a five year indicative spend is now approved and annual updates are submitted by Districts (via the centre) which ensure progress and maximises their single capital pot settlement.  (The Local Transport Plan is one of the documents that the Government scrutinises to arrive at the overall single capital pot settlement for the City).
	

	
From this model it can be seen that highway maintenance funds approved in this way have traditionally concentrated on the Principal Route Network, however, since the publication of the 10 year spending plan, this criteria has been relaxed with more money now becoming available for local roads.  It should be noted that to date, this process does not allow for monies to be made available for street lighting unless there is a proven accident record or it is connected with other integrated transport schemes such as Quality Bus Corridors.


	

	
The performance and priorities of the traffic and transportation service are set out in:

· The Council Best Value Performance Plans

· Development Services Service Plan

· Community Action Plans


	

	
In the last few years the profile of the service has risen significantly, largely as a result of the governments proposals for an integrated transport system, its policies of moving people towards public transport and the reducing of traffic related accidents.  The service now faces challenging accident reduction targets set by the government.  Computerisation of many aspects of the service, particularly for accident statistical analysis, has led to a significant improvement in the service in recent years.


The service faces significant challenges due to the pressure of seeking to respond to residents particular circumstances and yet consider the needs of road users overall.  Such problems create difficulties where local wishes may conflict with government policy.  Such conflicts often place the service in a “no win" situation.

A number of service improvements have been implemented in recent years:

· Introduction of Area Traffic Officers

· Introduction of correspondence monitoring system

· Introduction of planning applications logging system has provided better information for Traffic and Transportation which has improved service delivery

· Development of P.I’s which are used for service improvement

· The operation of car parks has been outsourced with success
	

	· The management of advertising on the highway has been successfully outsourced

· The decriminalisation of car parking has been successfully outsourced

· The publication and weekly updating of highway improvement projects and road works taking place in  the City, on the City Council’s web-site

2.10.3
Main Drainage

Main drainage is a function of the Water Authority.  The council acts as its agent, having won the work in a competitive tendering environment.  This work is undertaken within the Development Services Directorate.


	

	
Other drainage, added into the review at the profiling stage (see paragraph 2.4) includes clearing of private drains, undertaken by Environmental Services, and work to road and footpath drains (other than main drainage) undertaken by Development Services.

2.10.4
Refuse Collection

The biggest change for the refuse collection service occurred in 1988, with the introduction of the wheeled bin service, to meet the challenge of CCT.


More recent service development has included:

· the move to Environmental Co-ordinators, who provide generic supervision and inspection on an area basis for the refuse collection, street cleansing and grounds maintenance services.

· Development of combined domestic and bulk refuse collection service in Langworthy / Seedley

· Expansion of trade waste service (commercial business expansion)


	

	
Current European and national waste legislation, which is driving the environmental agenda with regards to waste management could ultimately drive the service towards more specialised system of waste collection (e.g. twin bins), although at this stage outcomes are unknown.

2.10.5
Street Cleansing


Over the past 5 years the Street Cleansing service has moved from a total frequency based service, reliant upon manual sweeping teams, to a service which is adopting higher levels of mechanical sweeping coupled with area cleaning and rapid response capabilities.

Areas of service development have included:

· Increased mechanisation

· Introduction of generic supervision and monitoring

· Specialist areas cleansing teams and rapid response squads
	

	The issue of greater community involvement has been and will continue to be addressed by initiatives such as scrutiny commissions, promotion of community clean-ups, proposed customer forums and ongoing contact through residents committees.  In addition the Authority has introduced a call centre which allows easier and speedier access to a number of its services, including street cleansing.

2.10.6
Recycling

In the past seven years two national waste strategies have been produced, one in 1995 and a second in 2000.  These two documents have prioritised the methods by which waste arisings should be treated.  They have also set targets for the amounts of waste that should be dealt with by these methods, including dates by when this should be done.  EU legislation, such as the Landfill Directive, has also played a major part in determining how waste throughout Europe (including UK) will be dealt with in future. In response to these Directives and Waste Strategies the City, as part of the GMWDA, is currently drawing up an integrated waste management strategy, which removes the current reliance on landfill for waste disposal, replacing it with recycling, composting and waste to energy.  This strategy will be the blueprint for waste treatment for the next 25 years and may have a significant impact on the way current domestic refuse collection services are provided throughout the City and most of Greater Manchester.


	

	
Since 1999 a number of new initiatives have been developed.

· Reintroduction of kerbside textile recycling

· Increasing the number of council provided home compostors to 4500

· Introduction of a city-wide kerbside collection scheme for newspapers and magazines

· Recycling of City Building Services waste

· Creation of a furniture re-use scheme from vacated council properties

· Introduction of a council-wide office waste paper recycling scheme

· Independent waste audit of council buildings

· Expansion of recycling site facilities

· Creation of CD-Rom, web pages and educational materials on recycling and

general waste issues

· Ensuring City Council vehicle tyres are sent for recycling


	

	2.10.7
Verge Maintenance

Verge Maintenance is part of the grounds maintenance CCT contracts, which are largely geographically based contracts delivering grounds maintenance to all client directorates.  Main service development in recent years is the development of Environmental Co-ordinators, linking to refuse collection and street cleansing.  Ongoing development includes a move towards a consolidated green budget, which will lead to service equalisation across the City.


	

	2.10.8
Dog Wardens

Little service development has occurred in recent years, largely due to budgetary and resourcing issues.  Some change occurred in that part of the abandoned vehicles process has been allocated to environmental co-ordinators.


	

	2.11
THE POLICIES IN PLACE AND HOW THEY CONTRIBUTE TOWARDS CORPORATE 
PRIORITIES AND PLEDGES.


	

	2.11.1
LINKS BETWEEN THE GOVERNMENT AND LTP OBJECTIVES

	

	
	Government Objective
	City Council Objective
	

	
	Improve travel safety
	To reduce by 50% the number of children killed or seriously injured in road accidents

To reduce by 40% the number of people killed or seriously injured in road accidents

To create more traffic calmed 20 mph zones around schools

To utilise traffic calming schemes and other measures in residential areas

Maintain the road network in a good condition to prevent the creation of new hazards due to deterioration

To improve skid resistance on highways.


	

	
	Contribute to an efficient and sustainable economy


	Develop more sustainable processes and methods of working.
	

	
	Protect and enhance the environment

To reduce the impact of traffic by:


	· encouraging bus priority schemes

· expanding walking and cycling schemes
	

	
	Promote Accessibility
	To improve accessibility of public transport and the pedestrian environment for disabled people.
	

	Table 2.6 Linkages to the Council’s LTP Objectives

2.11.2
Links between the Corporate Aims and Service Objectives

It is important for the aims to be clear for the public to be able to relate to the service as they see it being carried out on the ground and to see that the service is trying to meet their aspirations for their community.  The service has a number of key objectives that enable it to meet its core purpose.  The objectives are derived from the 6 corporate pledges which have been communicated to the community via Salford People magazine and the staff via, for example, pledge cards, e mail, calendars, and a Chief Executive letter.


	

	
There is a staff appraisal scheme where individual objectives are linked to the City 
Council’s objectives and goals.


	

	Council Pledges
	City Council Objective
	

	Pledge 1 Better Education for All
	To Provide cycle and road safety education training to contribute to reducing schools to reduce by 50% the number of children killed or seriously injured in road accidents.

To offer environmental education via Salford Pride initiatives which helps children understand how they can help protect and enhance the quality of  their environment both locally, nationally and globally.


	

	
	To allow practical experience of environmental care by promoting school clean ups, providing assistance to carry out environmental audits and helping pupils establish recycling and composting facilities in their schools.

To reduce the impact of traffic by:

· encouraging bus priority schemes.

· expanding walking and cycling schemes to promote health and well being.


	

	Pledge 2 – Quality Homes for all
	To improve accessibility of public transport and pedestrian environment for disabled people to improve desirability of the home.

To maintain the road and pavement network in a good condition to improve the residential environment.

To provide a service to remove unwanted bulky waste from households to prevent unsightly storage on site or local fly tipping and to include the collection of recyclable materials from homes as well as the subsidised provision of home composter bins to those tenants requesting them.  All of this helps provide sustainable waste management and environmentally friendly lifestyles within the home.


	

	Pledge 3 – A Clean and Healthy City
To reduce the impact of traffic by:

· encouraging bus priority schemes

· expanding walking and cycling schemes to promote health and well being

To control harmful traffic emissions by reducing congestion.

To Keep streetworks disruption to a minimum.


	To ensure all bins are emptied every week

To ensure all main roads are cleaned weekly and every other street every three weeks

To introduce kerbside collections for all recycling so that household recycling rises to 20% by 2004

To remove abandoned cars promptly

To provide effective dog warden service

To maintain open spaces (inc. litter removal)
	

	Pledge 4 – A Safer Salford
	To improve accessibility of public transport and the pedestrian environment for disabled people.

To reduce by 50% the number of children killed or seriously injured in road accidents.

To reduce by 40% the number of people killed or seriously injured in road accidents

To maintain the road network (especially the principal highway due to the high volume of traffic moving through Salford to enter and leave Manchester) in a good condition to prevent the creation of new hazards due to deterioration.

To reduce the potential for crime and disorder by maintaining street lights well and improved lighting to poorly lit areas.

To reduce the potential for crime by working with the community to install lockable gates on communal rear alley ways to rows of terraced properties.

To respond to reports of dangers on the highway quickly and efficiently.

To ensure cleaner streets to improve visual amenity and lead to reduced risk of accidents (glass, debris etc) in particular the removal of fly tipping and graffiti are crucial to improving the image of an area, from both a residents view point and people passing through.  A clean area suggests a community which will not tolerate anti-social behaviour, which can, if unchecked, lead to crime.
	

	Pledge 5 – Stronger Communities
	To provide a high quality and public transport infrastructure to attract people to live, work and visit Salford.  A high quality well maintained environmental builds community spirit, develops social well being and brings the feeling of reducing inequality and poverty.

To consult with the Community on highway projects to permit everyone with the opportunity to participate in decisions which affect the community.

To put together high quality funding bids to ensure new public and private sector investment comes to the City and provides employment opportunities.

To publish highway information on the Councils web site thus ensuring communities have access to good information on issues which affect their lives.

To attend regular public consultation meetings in Areas; to provide communities with the requisite materials to carry out community clean-ups; offer advice on developing Neighbourhood Environmental Action Teams; promote recycling facilities; etc. Local businesses are also supported through the provision of trade waste removal services and the ability to become members of the Tidy Business Standards scheme which helps them operate in an environmentally friendly manner in the communities where they are located.
	

	
	
	

	
	
	

	Pledge 6 – Supporting Young People
	To put together high quality funding bids to ensure new public and private sector investment comes to the City and provides employment opportunities for young people.

To involve young people in community based activities and educational measures via Salford Pride, thereby allowing them to have a positive and sustainable effect in the areas in which they live.  This involvement should ultimately lead to a sense of ownership and community responsibility throughout the rest of their lives.


	

	Supporting the Pledges
	To ensure the Councils statutory and discretionary highway and transport services are efficient, effective and economic and therefore provide best value for money.
	

	
	

	Table 2.7 Linkages to council Pledges
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	SECTION 3 – THE REVIEW PROCESS

3.1
The Review has been carried out in accordance with the Authority’s agreed corporate manual for best value reviews.  At the time of this review this comprised a two stage process.



Stage 1 – Service Profile Stage



Stage 2 – Detailed review stage


	

	3.2
In Stage 1 service profiles were produced for the services in the review.  The service profiles are arranged in the 4C’s format, and provide base data on the services to enable the key issues to be identified.


	

	3.3
An officer ‘brainstorming’ meeting was held (18th May, 2000) to identify the key issues for the services and theme.


	

	3.4
A Stage 1 service profile stage report was then prepared, along with a draft terms of reference for Stage 2 of the review, focusing on the key issues identified for the services and theme (September 2000)


	

	3.5
A Phase 1 review panel met (4th/5th October 2000) comprising:

· The Elected Member Panel from Environmental Scrutiny Committee;

· The Chair of Environmental Scrutiny Committee;

· Lead / Deputy Lead Members – Development, Environment and Housing Services;

· Director / Deputy Directors;

· The Review Team;

· Other Directorate Officers as appropriate.


The Panel considered the services and issues, and developed the draft terms of reference into a final document – identifying focus areas for the review.  Further, Elected Members prioritised these areas.


	

	3.6
A review team, led by an external consultant (KPMG), was established to undertake the detailed stage of the review, comprising



Jez Leaper
-
Review Team Leader (KPMG)


Stan Frost
-
Corporate Best Value Team


Ian Crook
-
Highways Maintenance Manager


Paul Mallinder -
Business Services Manager (Development)


Denis Gibson
-
Business Services Manager (Environmental)


Nigel Sedman
-
Surveying Manager (Housing)


with a further co-ordinating group comprising


Jez Leaper
-
Assistant Director (KPMG)


Stan Frost
-
Corporate Best Value Team,


Dave Tinker
-
Deputy Director, Environmental Services


Allan Reid
-
Assistant Director – Head of Engineering and Highway


Nigel Sedman
-
Surveying Manager


	

	
In practice the co-ordinating group developed to include the two main directors involved in the review


Malcolm Sykes
-
Director of Development Services


Bruce Jassi

-
Director of Environmental Services


and became known as the executive group.


	

	3.7
Post Panel the Review Team drafted:

· Project briefs for the priority areas identified at the Panel meeting;

· A programme for the detailed stage of the review.


	

	3.8
Stage 2 of the review has largely concentrated on the project briefs, from which the various options and improvements have been determined.  The following 4C’s sections provide details on this work.


	

	3.9
Issues in the Refuse Collection Service were such that the review of that area needed completing and implementing earlier than the programmed date for the entire theme.  This review of refuse collection had begun prior to year one of the best value programme, with detailed study work by the Authority’s management services staff informing options for a revised service delivery approach.  This work was brought through the best value process to ensure compliance with best value principles, recommendations were approved by Members, and the revised service was implemented in May 2001.  Consideration was given to the main potential outcomes of other parts of the highway / streetcare review, particularly recycling, prior to the approval of the improvements to the refuse collection service, as the authority was concerned not to implement improvements in one service, which could prove incompatible with future improvements in other areas.  It was concluded that future recycling developments would be easier to implement and integrate with the proposed approach to refuse collection, rather than with the existing service, as the proposed approach gives greater flexibility to vehicle numbers and types, compared to the existing approach.

3.10
Additionally, as improvements have been identified during the review, a number have been implemented as the review has proceeded, as it was considered inappropriate to wait until the end of a two year review before making improvements.  Those improvements have been considered in the light of the entire review i.e. they are not of such significance that they dictate the direction of the entire review, or that they create blockages to later identified improvements.


	

	3.11
How independent rigour has been achieved
Assistance on the challenge has been provided by the appointment of an external team leader Mr Jez Leaper from Management Consultants KPMG following a thorough interview and selection process.


Challenge was also provided by the Chief Executive, Cabinet and Scrutiny Committee Members in two special “challenge days”; in the form of an independent Audit Commission Best Value coaching inspection; and through regular meetings of an Executive Group comprising Directors as well as Environmental Scrutiny Panels and the Environmental Scrutiny Committee itself.


	

	SECTION 4 – THE 4C’S  / SERVICE DELIVERY OPTIONS

4.1
HIGHWAYS MAINTENANCE / MANAGEMENT

4.1.1 
CONSULTATION
A significant piece of consultation was undertaken with a variety of stakeholders, full details of which are included in assignment 5 of the review.  The aims, stakeholders, a summary of the methodology and findings follows.

a) 
Aims of the consultation
 
To identify how easily people were able to contact the right person to resolve their problem. 


To identify stakeholders perceptions of the service, and key issues on the highway which display the most pressing need for attention by the Council to make improvements.

To inform service improvement and also to provide baseline data from which improvement can be measured.


	

	b) 
Stakeholders of the service and methodology

Stakeholders to be consulted, as identified by the Review Team, and the method of consultation utilised, are as table 4.1 below:


	

	Stakeholder
	Consultation Method
	

	People who have contacted the service


	Postal survey
	

	Councillors


	Postal Survey
	

	Community Committee


	Survey distributed at committee meeting


	

	Pedestrians
	On street interview


	

	Cyclists
	On street interview


	

	Motorists
	On street interview


	

	Car park users
	On street interview


	

	Residents who have “received” traffic calming schemes
	On street interview
	

	Disabled people
	On street interview and “interim inspection” interview
	

	Employees
	Postal Survey


	

	Table 4.1 Stakeholders and consultation methodology
	

	
	

	c)
Summary of the key issues emerging from consultation

An analysis of the findings for each of the stakeholder groups consulted can be found in assignment 5.  The overall conclusions of the consultation are that stakeholders would like us to:-

· make it easier to contact the council

· improve the level of maintenance, particularly on pavements 

· do more to improve safety and security, particularly alley gating

· carry out non urgent repairs quicker

· do something about car parking in residential areas

· improve customer information


i) Ease of contacting the Council


Most people found it easy to contact the City Council and find the right person to 
deal 
with their enquiry. Most people were dealt with pleasantly over the phone.


The respondents confirmed that they receive an immediate acknowledgement letter within 10 days.  Correspondents received a full response within 28 days in most cases.  However, 36% indicated they would prefer a detailed response sooner.


	

	
ii) Level of maintenance


Pavement condition is perceived as very poor, (- 39% dissatisfaction).  Condition of the roads is not considered as bad.  This broadly concurs with the findings of the Authority’s 1998 Quality of Life Survey which also found dissatisfaction in this area.  The issue of pavement condition is of some concern as over 70% of highway claims relate footways.


Street lighting was considered to be well maintained.


Disabled people suggested overhanging vegetation was their main issue.


It is clear from the consultation that pavement condition requires improvement. From a broader Council perspective it is clear that a significant amount of potential resource for such pavement improvement is being lost through monies paid out in third party claims. Measures for reducing such losses are set out elsewhere in this report as well as actions to obtain additional resources for increased levels of programmed maintenance, targeted at the areas which are deemed to have the worst condition of pavement, identified from inter - alia the Geographical Information System analytical print outs on carriageway and footway claims for the years 1997 / 98 to 2000 / 01 inclusive. The Cabinet report on the 5 year investment strategy at Appendix sets out the business case for increased investment by the City Council (A 5 Year Investment Strategy report has been produced for medium and long term improvement).  This report was submitted to Cabinet in December 2001.  The report was noted and its contents fully appreciated by the Cabinet.  However, the Cabinet considered the City Council’s current financial pressures would not permit any additional investment at this time.


iii) Safety and security of the streets and car parks

Street lighting was considered to be extremely well maintained, providing a useful contribution to reducing street crime.
	

	
 Most people clearly receive good levels of consultation prior to a traffic calming scheme being installed. This appears to be reflected in the “reality check” project on “The Height” where people interviewed conveyed ownership of the scheme and felt it had achieved its safety objectives.



The Best Value coaching inspectors found that wheel chair users had difficulty in finding the best routes to key destinations such as local shopping facilities due to a lack of dropped kerb facilities.


The Development Services Service Plan shows the desire of the Community Committees to progress Alley Gating schemes in order to reduce the potential for crime to be committed from these areas.  The pilot projects have been carried out in the Seedley and Langworthy and Eccles areas and others are planned.  An Alley Gating Guide has also been produced,  (Appendix   ) and is currently undergoing a consultation process.


The City Council was recently presented with a Secure Car Park award for its design of the refurbished car park at Irwell Place, Eccles.  This project was designed by the Development Services Directorate incorporating features which were designed in conjunction with the Greater Manchester Police Architectural liaison unit such as siting CCTV cameras, signage and other factors in the car park.  The award scheme is run by the Association of Chief Police Officers for England and Wales to certify car parks which incorporate measures which reduce public fears and which restrict opportunities for crime to be committed.


	

	iv) Speed of carrying out non urgent repairs


The “people who have contacted the service” stakeholder group survey returns indicated a 50/50 split between those who were satisfied with the response to their enquiry and those who were not.  This perhaps reflects the contrast between the services good performance on responding to urgent highway and street lighting service requests, and the much slower response to highway issues not considered to be urgent or where people request improvement to their streets which the City Council is unable to afford.  It is considered that a more visible sign of maintenance occurring through the introduction of a new Rapid Repair service using a liveried vehicle would improve this service and consequently customer perception. 
 Measures to improve response times to non-urgent repairs are also set out in the improvement plan.



	

	(v) Public concerns about traffic 


Major concern was expressed about car parking in residential areas, where narrow streets and cars parked on pavements cause difficulties for refuse and street cleaning vehicles and resulting in a deterioration of footpaths, creating potential for accidents / injury claims.
	

	
The provision of more off road parking is a difficult issue. The estates were not designed to cope with four or more cars per household. This is part of a wider and national problem. However the City Council is seeking to improve this issue by following government guidance in seeking to remove the reliance on cars in the longer term by:


	

	· working with partners to improve public transport and information, examples are Metrolink, quality bus corridors and creation of bus lanes (achieved and on going)
· installing cycle lanes (achieved and on going)

· use of “kerb it” leaflets and encouraging the use of dropped kerb installation for a fee of £300.  (Achieved)

· planning for the future by  consulting widely on resident needs for specific areas for the production of Area Plans which will become part of the 5 Year Unitary Development Plan to be published in its first report draft form in Summer 2002. (achieved and ongoing)

· working with Community Committees and resident groups to install workable resident parking schemes, e.g. Around Hope Hospital (Achieved and ongoing). It must be appreciated though that in some instances residents may be divided on the operational solution or their preferences prevented by law.


	

	
vi) Provision and Customer Information

The “Interim Inspectors” found (following discussion with a disabled user representative) that there was no information published by the City Council showing the most suitable access routes for disabled people across the City.  It was felt that such information should be produced in conjunction with the City Council’s Disability Access Forum and proposals are set out in the Improvement Plan.


Whilst good progress has been made in publishing valuable highway information on the city council’s web-site, it is considered that the community and Councillors would also benefit in terms of access and convenience from being able to report defects and submit applications electronically via the Council’s web-site.   Measures to allow this to happen are set out in the improvement plan.


	

	
vii) Staff Satisfaction Indices

In comparison with the sample average of 20 other local authorities provided by KPMG, the staff survey showed the engineering service staff to be above average in 14 of the 20 areas covered by the survey.  This is shown at Appendix…..  Significantly better than average scores were achieved on management listening to new ideas from staff, feedback received and training.  The area most in need of improvement was considered to be dealing with under performing colleagues and actions to improve this aspect of management are included in the improvement plan.


	

	4.1.2 
COMPARE

There are a substantial number of statutory performance indicators, along with statutory information returns (Revenue Outturn forms) applicable to Highway Maintenance / Management and Street lighting services.  This information, supplemented by further comparative data collected during the review, demonstrates the issues facing the service and identifies the improvements needed.


	

	a)
Financial Costs
i) Expenditure on highway maintenance
SSA Expenditure
Salford’s expenditure on highway maintenance is considered low, as shown by the amount of its Standard Spending Assessment (SSA) allocation invested in the maintenance of the highway compared to the City’s neighbouring authorities.


	

	
Table 4.2 shows the percentages of highways SSA spent on highways, in line with the Council’s policy over several years of prioritising resources to the service areas most needed by the public.  The resulting under investment in the highway is approximately £3.5m per annum.  A detailed analysis of the SSA is set out in Assignment 7.


	

	Table 4.5 SSA Expenditure in AGMA Authorities



	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	
	

	Graph 4.2  SSA expenditure in AGMA authorities
	

	
This level of expenditure is further evidenced by the statutory PI – cost of highway maintenance per 100km travelled by a vehicle.


	

	2000/01
	1998/99

NB

2000/01 uses a revised definition
	Quartile level (if lower figure preferable)
	Average for mets 1999/00
	Average for families 1999/00
	Ranking against Gtr Manchester
	Ranking against families
	

	16p
	39p
	Mets – 1st
All Council’s – 1st
	63p
	56p
	1st out of 10
	1st out of 21
	

	Table 4.3 Cost of highway maintenance per 100km travelled by a vehicle


	

	ii) Expenditure on street lighting

The cost of maintaining street lights per column is mid range, as demonstrated by the statutory P.I.  This reflects the importance the City Council attaches to good street lighting levels to reduce accident levels and night time crime in accordance with its key pledge to make Salford a safer city.


	

	
	2000/01
	1999/00
	Quartile level (if lower figure preferable)
	Top quartile for mets 1999/00
	Ranking against Gtr Manchester
	Ranking against families 
	

	
	£62.18
	£75.50
	All council’s – 3rd
	£46.71
	5th out of 10
	16th out of 21
	

	Table 4.4 the Cost of maintaining street lights per column


	

	
	Expenditure (£)
	Income (£)
	Profit \ (loss)
	

	1997/98
	4,669,000
	4,807,000
	£138,000
	

	1998/99
	3,536,000
	3,574,000
	£38,000
	

	1999/00
	3,832,000
	3,845,000
	£13,000
	

	2000/01
	3,925,000
	3,930,000
	£5,000
	

	Table 4.5 Highways DLO Profitability.

The efficiency of the highways DLO has increased markedly over the years. Staffing levels have fallen from 233 trade operatives and technical staff in 1981/82 to 73 in 2000/01 (down 68%) with greater use of private sector subcontractors and partners, yet turnover has dropped by just 14%.  It can be seen however that the organisation has found it increasingly difficult to maintain moderate profitability.


Assignment 9, undertaken as part of the best value review, has sought to collect comparative figures for a selection of authorities, with the resultant figures being modelled to take account of likely volumes of the “basket” of items, thus establishing competitiveness.  The figures overall demonstrate the competitiveness of the DLO, which further demonstrates the efficiency above.  More details can be found in section 4.1.3 – competition.


	

	iv) Expenditure on third party claims
The most severe financial effect of the prioritisation of resources is the problem of money lost to the Council through the making of third party claims. These have risen markedly over the past few years as  a result of pavement and non principal highway deterioration and the rapid growth of a claims culture and the use of claims consultants, as is demonstrated in table 4.6 below:


	

	YEAR
	NUMBER OF CLAIMS PAID OUT ON
	COST INCURRED
	

	1993/94
	204
	£513,338
	

	1994/95
	230
	£708,557
	

	1995/96
	300
	£911,347
	

	1996/97
	269
	£727,265
	

	1997/98
	276
	£669,421
	

	1998/99
	340
	£461,421
	

	1999/00
	409
	£1,111,061
	

	2000/01
	366
	£1,000,000
	

	2001/02 (April – January)
	678
	£2,300,000
	

	Table 4.6 Analysis of claims trends


Salford is not alone in experiencing this situation as table 4.7 below demonstrates.


	

	Authority
	Value of claims paid out in 2000/01 (unless otherwise stated)
	

	Salford
	£1,000,000
	

	Rochdale
	£1,755,867
	

	Middlesborough
	£968,000 (1998/99)
	

	Stockport
	£180,000
	

	Bolton
	£150,000
	

	Trafford
	£103,000
	

	Wolverhampton
	£155,000 (1998/99)
	

	Sandwell
	£28,000 (1998/99)
	

	Table 4.7 Comparison of highway claims


An analysis of third party claims for 3 years also shows that footway claims outnumbered carriageway claims by almost three times, as table 4.8 below shows:


	

	
	19977/98
	1998/99
	1999/00
	2000/01
	

	Footway claims
	270 (71%)
	295 (66%)
	346 (65%)
	424 (72%)
	

	Carriageway claims
	112 (29%)
	151 (34%)
	188 (35%)
	171 (28%)
	

	Table 4.8 Analysis of claims
An analysis of an authority which shows low levels of third party claims reveals some good practices as this case study below reflects.


	

	Case Study – Bolton Borough Council, based on visit January 2002

An analysis of Bolton which boasts low levels of third party claims reveals some good practices employed by the authority


a good defence in Court as a result of having:

· a good inspection regime in accordance with the Code of Practice and the Councils  maintenance code

· a streamlined process of passing inspection information to the contractor

· a good responsive contracting service

carefully targeted expenditure


good levels of planned maintenance (SSA level)


a balanced budget


early consultation on footway materials, with bitumen macadam as standard


a very focussed approach


a proactive relationship with insurers


claims being filtered out


claims value is part of the engineering budget, creating an incentive to minimise 
payouts


a DLO which is in partnership with a contractor in accordance with Re-Thinking 
construction principles


a joint partnership between the merged DLO / Client and Environmental 

Services with regular Client Board meetings to ensure harmony of service and 
good co-ordination.


	

	Much emphasis has been placed in recent years on improving the inspection regime and management arrangements which have led to a reduction in claims paid out from almost £900,000 in 1996/97 to £150,000 in 1999/00
.

	

	
Assignment 3 contains a detailed analysis of the City Council’s risk management processes and a number of actions (adopting practises employed at Bolton) are included in the improvement plan.



	

	b)
Statutory and other P.I’s – condition and performance
i) Principal and non principal road condition.  

The tables below demonstrate that Salford has prioritised its expenditure on the major routes through the city.  These routes (the PRN) carry the most traffic and run the highest risk of accidents if poorly maintained.  This is particularly important given the high volume of traffic using the roads to travel to and from Manchester. Given the SSA expenditure the service has consciously targeted expenditure, based on safety, to the PRN, and the condition of these roads is bordering on top quartile.  The result of this prioritisation is a deterioration in the condition of the Non PRN and an apparent deterioration in footway condition (evidenced by consultation and by the increase in injury claims on footways).  The condition of both the Non PRN and the footways clearly is of concern.


	

	2000/01
	Top Quartile figure
	Quartile level
	Average for mets 1999/00
	Average for families 1999/00
	Ranking against Gtr Manchester
	Ranking against families
	

	8%
	7.8%
	Mets – 2nd All Council’s – 2nd
	21.4%
	16.86%
	4th out of 9 known
	9th out of 21
	

	Table 4.9 Principal Road Condition


	

	2000/01
	Top Quartile level
	Quartile level
	Ranking against Gtr Manchester
	Ranking against families 
	

	15%
	3.2%
	All Council’s – 3rd Mets – 3rd
	5th out of 9 known
	9th out of 12 known
	

	Table 4.10 Non Principal Road condition

ii) Speed of carrying out repairs
A similar story of risk management emerges from a comparison of the statutory P.I. for repairs to dangerous damage to roads and pavements with the authority’s response to non dangerous damage.  As tables 4.11 and 4.12 below demonstrate the authority performs well in repairing dangerous damage to roads and pavements, but has a poor record for response to non dangerous damage.


The review has identified that a merger of the client and DLO will streamline the process and formulate closer working relationships which will lead to progress, as well as a partnership with a private sector contractor. Process streamlining has already commenced with inspectors passing service regarding response times for non dangerous damage requests direct to the contractor instead of the client. The latest figures therefore show very encouraging signs of improvement, however further progress is required to improve performance to the intended 95% mark and actions are set out in the improvement plan.

During the review a decision was made to proceed with the purchase of a new infra-red patching system trailed by the New Forest District Council.  It is considered that the purchase of such a system by the City Council would significantly improve capacity through efficiency savings and assist with performance in this area.  It is also considered that disruption to road users would be reduced using this system.


	

	2000/01
	1999/2000
	Quartile level 
	Average for mets 2000/01
	Average for families 2000/01
	Ranking against Gtr Manchester
	Ranking against families
	

	96%
	98%
	Mets – 2nd  All Council’s 2nd
	93%
	90%
	4th out of 10
	Joint 11th  out of 21
	

	Table 4.11 Percentage of dangerous roads repaired within 24 hours
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	Graph 4.12 Response time to 2 week service requests


	

	iii) Street lighting

The City Council acknowledges the importance of good street lighting levels in reducing crime and accidents.  Table 4.13 below shows Salford has an excellent record of maintaining good lighting levels, a feature acknowledged by the many people consulted in the Quality of Life Survey and Best Value Review.  The City Council also undertakes night inspections.



	

	2001/02

to 3rd quarter
	2000/01
	1999/2000
	Quartile level 
	Average for mets 2000/01
	Average for families 2000/01
	Ranking against Gtr Manchester
	Ranking against families
	

	92%
	0.78%
	0.79%
	Mets – 1st All Council’s 2nd
	1.4%
	1.4%
	5th  out of 10
	2nd  out of 21
	

	Table 4.13 Percentage of street lights not working as planned


Whilst the current lighting levels are excellent, it is thought that the condition of the street lighting columns is deteriorating.  The level of replacement is below that which is needed to sustain the stock in a safe condition leading to increasingly difficult maintenance management.  A comprehensive profile of the column stock condition however is required to establish the scope of the issue.


This issue requires substantial investment to resolve and is a national problem.  Several authority’s have successfully bid for PFI funding for street lighting improvements and although not without risk, it is considered that the City Council should progress a bid for such resources, and actions to achieve this objective are set out in the improvement plan.


	

	iv) Accident reductions
The service has a clear strategy (though the Local Transport Plan 2001/02 – 2005/06) to reduce road traffic accident levels to the various users of the highway. The review sought to identify the degree of success which was being achieved. Accident figures must be judged over the long term given the nature of accidents, ( for example a single


multiple vehicle accident with casualties can heavily distort the figures), For this reason reference has been made to 1994 to 1998 averages to judge the level of achievement over the long term. Performance is shown in table 4.14 below:


	

	
It can be seen that the indicators themselves are subject to annual fluctuation but the longer term trend based on the 1994 - 1998 averages is down in all but for 2 wheeled motor vehicle users, and other vehicle users.


	

	
It can also be observed that Salford is one of the best performing Councils on reduction in the most vital area of people killed and seriously injured in road accidents with a significant improvement on the 1994/1998 average figure. This has been achieved up to now through a combination of actions:

· careful targeting of improvement projects based on statistical data

· installing traffic calming measures following resident consultation

· provision of  road safety education in schools
· provision of cycle training courses in schools

· effective use of publicity materials

	

	This performance again demonstrates Salford’s approach of prioritising expenditure to those areas which have safety implications.


	

	Number of casualties per 1000,000 population
	  2001  Projection based on January – September 2001 data
	1999 
	2000 
	1994 / 1998 Average
	2010 Target
	Current Quartile level Against the Mets
	Current ranking against Greater Manchester
	Current ranking against family authorities
	

	Killed or seriously injured
	44
	43
	44
	56
	< 28
	2nd
	7th out of 10
	7th out of 20
	

	Killed or seriously injured – children
	N/A
	-
	10
	11
	< 5
	To be determined
	To be determined
	N/A
	

	Slight injuries overall


	599
	701
	712
	748
	< 683
	4th
	8th out of 10
	18th out of 20
	

	Pedestrians slight injuries
	83
	94
	96
	114
	< 87
	4th
	5th out of 10
	18th out of 20
	

	Cyclists slight injuries
	36
	48
	41
	42
	< 32
	3RD
	3rd out of 10
	15th out of 20
	

	2 Wheeled motor vehicles slight injuries
	37
	33
	39
	26
	< 23
	4TH
	10th out of 10
	20th out of 20
	

	Car users slight injuries
	416
	541
	521
	548
	< 487
	4th
	9th out of 10
	19th out of 20
	

	Other vehicle users slight injuries
	27
	38
	34
	42
	< 38
	1st
	1st out of 10
	5th out of 20
	

	
Table 4.14 - Traffic Accident Statistics


	

	v) Facilities for disabled people at pedestrian crossings

One of the key deficiencies identified by the review is the lack of facilities for the disabled at pedestrian crossings.  Action is identified in the improvement plan with the aim of achieving top 25%.


	

	2000/01
	1999/2000
	Quartile level 1999/00


	Average for mets

1999/00
	Average for families

1999/00
	Ranking

against Gtr

Manchester
	Ranking

against families
	

	59%
	58%
	Mets - 4th

All Council’s - 4th
	68%
	62%
	Joint 5th  out of 10
	Joint 12th   out of 21
	

	4.15 Percentage of pedestrian Crossings with disabled facilities


	

	vi) Signs and directions on footpaths as they leave the road

The level of footpaths easy to use has traditionally been a low priority for the City Council as table 4.16 below shows.  However the demands of Best Value for the authority to improve towards the top 25% in Best Value Indicators required the City Council to amend this view in 2001/02 and proposals to achieve such levels are set out in the improvement plan with the aim of achieving top quartile levels.


	

	2000/01
	1999/2000
	Quartile level (if lower figure preferable)
	Average for mets 1999/00
	Average for families 1999/00
	Ranking against Gtr Manchester
	Ranking against families
	

	60%
	60%
	Mets – 3rd All Council’s – 4th
	76%
	87%
	8th our of 8
	17th out of 17
	

	Table 4.16  Percentage of footpaths easy to use
	

	vii) Disruption caused by road works
Large projects usually have a significant impact on traffic flow. This is reflected in the number of days temporary traffic controls or road closures are in place (as shown in table 4.17 below) which showed relatively high levels of disruption, which reduced in 2000/01 due to few major schemes being undertaken.  This figure is expected to fall further in 2001/02 for the same reason.  The indicator itself is not felt to be particularly helpful in addressing performance as the higher the level of improvement work taking place in an authority the higher the disruption and consequently the indicator.  In this respect the indicator can be considered to encourage a lack of investment in highway network improvement.


	

	2000/01
	1999/2000
	Quartile level (if lower figure preferable)
	Average for mets 1999/00
	Average for families 1999/00
	Ranking against Gtr Manchester
	Ranking against families
	

	4.45 days
	9.98 days
	Mets – 4th All Council’s – 4th
	3.2
	3.2
	7th out of 10
	13th out of 21
	

	Table 4.17 Number of days temporary traffic controls are in place


	

	viii) Comparison with National Standards
Appendix …. Shows how Salford currently compares with the 109 recommendations of the of Practice for Highway Maintenance (published in July 2001).  This shows a 55% full compliance level, 27% partial compliance and 18% non-compliance.  The improvement plan shows how the service aims to achieve greater levels of full compliance.

ix) Achievement Against the City Council’s targets and Pledges
Generally
Achievement against targets is set out in tables 4.18 and 4.19 below.


	

	
The national performance indicators show the service to be performing well in relation to the City Councils pledge of making the City a safe place to live. This is particularly relevant to response times to dangerous situations and street lighting levels. Progress towards achieving traffic accident reduction targets is also good.  It can be observed that performance management against targets is mainly satisfactory with three areas ( 24 hours response time, footpaths easy to use and pedestrian crossings) failing to achieve set improvement targets.  Actions to achieve improvement in these areas is set out in the Improvement Plan.   The City Council also intends to submit a Public Service Agreement bid to accelerate the killed and seriously injured reduction targets by 2 years, and this too is set out in the improvement plan.


	

	Indicator
	2000 / 01 target
	2000 / 01 actual
	2006 / 07 target
	

	Condition of principal roads.  % in need of  repair
	No survey undertaken
	8%
	7%
	

	Condition of non principal roads.   % in need of repair
	survey ¼ of network
	Achieved.  15% figure ascertained
	15%
	

	Damage to roads and pavements repaired within 24 hours
	97%
	96%
	99%
	

	Percentage of street lights not working as planned
	0.78%
	0.78%
	Maintain top quartile performance
	

	Percentage of footpaths easy to use
	65%
	60%
	85%
	

	Percentage of crossings suitable for the disabled
	56%
	59%
	85%
	

	Table 4.18 Achievement of targets

	

	
[image: image3.wmf]0

500

1000

Target figures

Indicator

Achievement of accident reduction targets

2000 target

543

735

2000 actual

520

711

2005 target

475

710

Car users

Slight injuries


	

	
Graph 4.19 Achievement of accident reduction targets and proposed targets per 100,000 population


	

	x) Attracting improvement funding

The City Council has sought every opportunity to regenerate road and footway condition in areas of the City through capital regeneration projects.  


	

	
Appendix – shows in detail the capital projects undertaken to improve the carriageway and footway of over the past 5 years.  Table 4.20 below shows an overview of the amount invested in highway improvement.


	

	
	Number of capital projects completed
	Total value
	

	2001/02

2000/01


	18

19
	£2.8m

£9.4m


	

	1999/00

1998/99

1997/98
	14

14

25
	£3.5m

£1.8m

£3.7m
	

	Table 4.20 Analysis of capital highway Improvement Projects

This work has significantly improved the environment in these parts of the city and enhanced the quality of life for residents in those areas, for example Ordsall, Trinity etc. The Councillors and staff are rightly proud of these regeneration projects, which was affirmed by the Local Government Improvement Team Peer Review in November 2001.  Appendix – shows photographs of recently improved highways, parking and transport facilities in various areas around the city.


	

	c)
Summary of key issues under compare



The service has achieved top performance level in the areas below:

Percentage of street lights working as planned


Cost of highway maintenance per 100km 


and is within close reach of top quartile on :


	

	Principal roadway condition  However, investment is required to prevent further deterioration, as the City Council only resurfaces or reconstructs around 3.5% of its network each year.

Percentage of dangerous roads repaired within 24 hours, which is likely to be achieved through a more streamlined internal operation.

Traffic accident statistics where good progress is already evident.

These good performances are largely due to the council prioritising its limited funds based on risk management of safety issues.


	

	There are some areas where achievement of top quartile is much more challenging and will require considerable investment if they are to be brought up to top quartile levels.

Percentage of non principal roads needing repairs, where the current level of resurfacing and reconstruction of the network of only around 1.3% each year will not lead to an improvement on the current backlog of 15%.


	

	Pedestrian crossings suitable for the disabled, which requires diversion of existing funding to raise it to the 85% top quartile level from the current 59%.

Percentage of footpaths easy to use, which also requires an investment to bring it to the 85% top quartile level from the current 60%
The main issue demonstrated by the above comparative data is the lack of investment in the highway maintenance service (due to diversion of monies to other Council priorities). This has had an effect of reducing programmed maintenance which is now the lowest in the Greater Manchester region.  This situation has prevailed for many years and has produced a poor and deteriorating condition of non principal highways and footways which is resulting in a high level of accident and injury claims and community dissatisfaction.

	

	
Notwithstanding these difficulties the City Council maintains its principal highway and street lighting levels well and is at or close to the upper quartile in these areas as well as in its responsiveness to dangers on the highway.  The coaching inspection (Page 5 para 13) observed on highway and transportation that “The Council has done well in several areas in spite of severe budget difficulties.”


	

	The service places the emphasis on safety though responses to dangers, principal highway condition due to the high volume of traffic using Salford’s roads when entering and leaving Manchester, and street lighting levels to reduce crime opportunities and night time accidents.

Where resources are present, (as is the case with the Traffic and Transportation service) due to successful external funding submissions, the benefits are very apparent and the City Council is progressing well in delivering its contribution to reducing the number of road traffic casualties on Salford’s roads.

The action points in section 4.1.5 seek to make improvement where possible within existing financial constraints, and also seek to pursue potential investment opportunities.
	

	4.1.3 
COMPETITION
a) 
Aims Of The Work On Competition
The work undertaken on competition sought to achieve the following aims:

· to show the types and range  of work suitable for competition or partnering

· to establish the market for the range of service carried out

· to establish strategic tasks unsuitable for undertaking outside the authority

· to establish current cost and performance levels 

· to identify opportunities for increased investment in the highway network or the service through alternative procurement arrangements

· to identify how long term service improvement may be better strategically managed through alternative procurement arrangements

· to establish the type of work currently carried out by private sector companies for other local authorities.

	

	b)
An Analysis Of Findings Against The Work On Competition

A working group completed an analysis of Procurement Options in Assignment 6 which incorporates a corporate procurement matrix for the services (Appendix….. In addition a focus group was held with key managers to discuss procurement options.

It is concluded that each service element possesses varying levels of appropriateness for alternative procurement arrangements.

Traffic and Transportation.


	

	Much of the service is core policy and strategic work on accident reduction measures, congestion and safe and smooth traffic flow throughout the City. Priorities are very clear as is the strategy for achieving those objectives. Tables 4.15 - 4.21 inclusive show performance in achieving traffic reduction targets is good with positive trends in most areas and notable progress on the 1994 – 1998 average figures. This can largely be attributed to the employment of qualified and experienced staff. Improvements are required to the percentage of pedestrian crossings with facilities for disabled people, but this is a resource issue, not a service weakness.


	

	Comparison with staffing levels in other authorities indicates that the service is not  unduly expensive for the work it undertakes and in fact is short of capacity at times due to the extensive pre -project consultation and demands for road safety education to schools. The service has been very successful though in securing significant levels of government resources as part of the Greater Manchester Local Transport Plan. 

Table 4.21 shows the service to be reasonably competitive on day rates, the most common charging mechanism for Transport and Transportation Engineering Service.

	

	
	City of Salford Cost / day 2001
	External Provider 1 (2001)
	External Provider 2 (2001)
	External Provider 3 (2001)
	External Provider 4 (2001)
	External Provider 5 (2001)
	

	Partner
	£254
	£540
	£512
	-
	-
	£550
	

	Associate
	£237
	£380 - 410
	£418
	£375
	£400
	-
	

	Senior Engineer
	£202
	-
	£324
	£310
	£300 - 330
	£440
	

	Engineer
	£177
	-
	£277
	-
	£220
	£200
	

	Assistant Engineer
	£167
	-
	£214
	£195
	-
	-
	

	Trainee Engineer
	£143
	£140 - 180
	-
	-
	-
	£150
	

	Table 4.21 Analysis of day rate competitiveness

The market for traffic and transportation engineering services is fairly well established, although most local authorities appear to retain a strong in-house presence due to its strategic importance.  However, a few authorities have outsourced the service.  Salford has adopted a mixed economy in the service with in-house staff being used for strategic work and consultants employed on specific projects.  This has been Salford’s approach and Consultants have been used to undertake Traffic Impact assessments for example on, Barton Strategic Employment Site and Salford Quays’.


	

	Innovative use of the external market has been deployed in procurement activity over the past two years with the operation of the decriminalisation of parking ; car parks management and management of sponsorship / advertising on the highway all being tendered and operated very effectively so far by the private sector companies appointed.

Highway Maintenance and Street Lighting Client
Table 4.21 shows the service to be reasonably competitive on day rates, the most common charging mechanism for engineering consultancy services.

Some of the work undertaken in this area involves core policy and strategic work, notably, the production of the Highway Maintenance Plan, Winter Weather Emergency Plan and financial monitoring.  Other aspects of the work such as instructing and monitoring maintenance contractor(s), highway inspection and dealing with service requests from the Community are more operational.


	

	
The Interim Best Value inspectors noted that the service attempts to make few resources go a long way and is largely succeeding in its responsive performance standards. The service achieves very good levels of success in day to day reactive work, particularly those which involve a danger to the public. Street lighting levels are excellent and consistently recognised as such by the community, (evidenced by the numerous consultations undertaken) and the condition of the principal road network is good, a vital feature in a City used extensively as a route to and from Manchester.

Weaker areas of performance include the condition of pavements and non principal roads, the level of third party claims money paid out and responsiveness to non urgent situations. A key weakness addressed during the review was the inspection regime in order to reduce the number of claims and also improve the Councils defence in court.

The work requires interaction between the client and contracting halves of the organisation and it is considered there may be process benefits, efficiency savings and most importantly better working relationships if these halves were merged. Some process improvements are currently underway. The service is currently in the process of installing a new computer management system which should significantly improve the quality and efficiency of key aspects of the service such as customer letters and highway information.


	

	
There is a well established market for such services, however it is considered that perhaps if the newly merged service would benefit from closer collaboration with contracting side in accordance with Re-thinking Construction principles to develop fresh ideas on practices and streamlining of processes and that these improvements are likely to outweigh any benefits achieved via competition.  There is a mixed economy in this service too and consultants have been employed to undertake specific projects such as road condition surveys, data capture, street lighting designs, housing road condition surveys etc.


The street lighting service presents a different set of issues. Although lighting levels are excellent and public satisfaction levels high, the condition of the street lighting columns is deteriorating with approximately 10% of the 27,000 columns in the City in need of replacement. Addressing this situation will require major investment. The Council has had difficulty in funding this improvement and it is considered external investment will be necessary to improve the columns. A number of local authorities have attracted investment on street lighting through the procurement of a PFI contract. Salford is currently assessing such a procurement approach for its street lighting to identify the likelihood of success.  

Highways Services DLO

As a front line service the DLO is very visible to members of the public, but possesses no strategic responsibilities.

The DLO’s performance on responsiveness to urgent maintenance instructions and street lighting outages has been consistently excellent for several years. One area  in need of improvement is the response time to non urgent works orders which carry a two week response period . Although the DLO have previously been achieving 42% compliance, recent innovations such as:-


	

	· Extend the use of bitmac / flagging sub-contractors

· Revised the batch ordering process

· Designated a supervisor responsible for response times

· Improved the clarity of inspector information on works orders to assist repair staff

are responsible for significant improvements in performance currently being experienced.

The DLO also has an excellent safety record as a result of intensive induction and refresher training given to all employees.

Assignment 9 contains a detailed view of the DLO’s competitiveness.  To summarise, the service has successfully won 48.6% of tenders bid for in open competition based on quality and price. This reflects the fact that the service is staffed by a skilled, experienced and professional team.  An assessment of a schedule of a typical shopping basket of other DLO prices for maintenance work has highlighted that the Highway Services DLO are in the mid range of prices. To further emphasise the DLO’s competitiveness a comprehensive schedule of rates tender was sent to six local comparable sized civil engineering contractors. The comprehensive schedule of rates covered most traditional highway maintenance construction and repair activities and was to be used to accommodate an expected increase in works orders.  The market testing exercise took the form of a shopping basket analysis of 37 actual and national orders of contrasting size, cost, construction detail and materials specification, this highlighted the DLO’s  competitiveness as follows:


	

	· On 18 orders between £1 and £500 the DLO were lowest on cost, 14.11% lower than the second lowest, (Contractor 1)
· On 9 orders between £500 and £6000  the DLO were lowest on cost, 0.05% lower than the second lowest (contractor 2)

· On 3 orders between £6000 and £12,500  the DLO were fourth lowest on cost, 3.29% higher than the lowest (contractor 1)

· On 5 orders between £12,500 and £25,000  the DLO were second lowest on cost, 1.99% higher than the lowest  (contractor 2)              

· On 2 orders between £25,000 and £55,000  the DLO were second lowest on cost, 5.79% higher than the lowest (contractor 2)

Tables 4.22 and 4.23 show the value of works orders over the past 2 years.


	

	2000/2001
	

	Cost range 

£
	number of orders Issued
	Total  Cost 

£
	Cost / order

£
	differences between the DLO and nearest competitor
	Cost differences
	

	<500

501 – 6000

6001 – 12500

12501 – 25000

25001 – 55000

>55000
	3722

637

29

14

7

2
	502147

846488

243036

243397

231534

168712
	135.78

1228.87

8380.55

17385.50

33076.29

84356.00
	+ 14.11

+ 0.05

- 3.29

- 1.99

- 5.79

- 5.79*
	+ 70853

+ 424

- 7996

- 4844

- 13406

- 9768
	

	TOTAL
	4461
	2235314.00
	501.08
	
	+ 35263
	

	
* Assumed

Table 4.22 2000/01 works orders analysis


	

	1999 / 2000
	

	Cost range 

£
	number of orders Issued
	Total  Cost 

£
	Cost / order

£
	differences between the DLO and nearest competitor
	Cost differences
	

	<500

501 – 6000

6001 – 12500

12501 – 25000

25001 – 55000

>55000
	5513

750

33

16

11

1
	712403

1005765

274177

278265

384283

103708
	129.22

1341.02

8308.39

17391.56

34934.82

1037.08
	+ 14.11

+ 0.05

- 3.29

- 1/99

- 5.79

- 5.79*
	+ 100520

+ 503

- 9020

- 5537

- 22250

- 6005
	

	TOTAL
	6324
	2758601
	436.21
	
	+ 58211
	

	* Assumed

Table 4.23 1999/00 works orders analysis


It can be seen from the above that the vast majority of orders we issued in the 0 to £6000 range the area where the DLO is most competitive.

This leaves about 1% of orders issued in the price brackets where the DLO is slightly uncompetitive.  However taking account of the time spent on design, tendering and supervision of contracts then the rates of the DLO represent good value for money, furthermore supervision and some client costs which appear in the DLO cost but are not included in the subcontract rates used in the above comparison.

As table 4.5 shows, the DLO has also been profitable for many years, allowing such profit to be returned to the Council.

The efficiency of the highway DLO has increased markedly over the years, Staffing levels have fallen from 233 trade operatives and technical staff in 1981/82 to 73 in 2000/01 (down 68%) with greater use of private sector subcontractors and partners, yet turnover has dropped by just 14%.  The economy for this service has become increasingly mixed over the years and private sector companies are now utilised extensively in particular to address the problem of workload fluctuation and response times.  The DLO has formed good working relationships with the private sector and evolving partnerships include the sharing of facilities such as depot, storage and waste facilities.  It is now the case that staff from these partnerships may utilise the DLO’s vans occasionally to assist the DLO with capacity.


	

	The DLO carries out a wide range of work for other Directorates such as Education and, through performing well, has achieved excellent levels of repeat business from clients who are able to exercise choice over their preferred contractor(s), but who remain satisfied with the performance, quality and price provided by the DLO.


	

	If the Council chose to tender the service and highways was awarded externally then the council would be susceptible to market volatility.  It is considered that the City Council would receive more benefit by adopting a formal partnership approach to the procurement of this service in accordance with Re-Thinking Construction  principles.


	

	c)
 How has the service engaged with the market
A series of meetings have been held with numerous companies to assist with the research. These include:


KPMG, a full day meeting in their Manchester offices

Ringway Construction


Babtie, working for Berkshire County Council


WS Atkins (informal meeting with Director)  


Capita DBS working for Cumbria County Council following an outsourcing


Accord Ltd. to explore major investment opportunities through partnership


Mouchel in conjunction with Trafford Borough Council


Buro Happold working in partnership with Dorset County Council


Parkman (informal meeting with Director)


Amey


	

	Case study Seminar’s have also been attended
:

Galliford Construction working in Partnership with Bolton Council


Mouchel outsourcing project with North Yorks 

           Rethinking Construction Government Road Show


	

	A report on producing an outline Business case for a Street lighting PFI has also been produced (Appendix)


	

	Case Study – visit to Trafford MBC, December 2001

A meeting between Salford, Trafford MBC and Mouchel Consulting Engineers was 
held to consider measures reduce third party claims.

In seeking private sector views on investment, Mouchel Consulting Engineers explained their recent proposals to Liverpool City Council in reducing third party claims by investing a significant amount of money as part of a 20 year contract of repayments.  Staff would be
	

	
transferred under TUPE and Mouchel would bear the risk.  This potential solution does appeal to the Best Value Review team, however it is felt that on balance the long term solution will rest with a more multi disciplinary Strategic Partnership, and that an isolated “highways only” arrangement would restrict Salford’s opportunity to attract maximum market interest, and obtain greater consistency and value in a wider range of services.


	

	d)
Procurement Options

Highway’s client


	

	Option 1

Cease to provide service
	Option 2

Retain in-house
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option.  Legal requirement to provide service.
	The in house service is competitive on cost and is currently achieving very good (top quartile) levels of success particularly on the reactive side to dangerous occurrences, many of which are national indicators.

Staff who provide the service were commended by the coaching inspectors as doing well in several areas in spite of severe budgetary constraints.

Some service adjustments are required to further improve its efficiency and performance, in particular a merger with the highway service DLO and the establishment of a Re-Thinking construction partnership with a  construction contractor to add capacity and introduce fresh ideas to the service.
	A voluntary competitive tendering exercise is considered unlikely to bring any cost or quality advantages.

However, it is believed the partnership approach set out in option 4 will achieve better value trough the development of good relationships with a single contractor.
	Outsourcing is considered to be too radical a proposal for a service which is clearly achieving some success despite battling to make few resources go a long way.  This option is unlikely to achieve any significant cost savings or process improvements.

The establishment of a formalised partnering agreement between the Council and one contracting organisation in accordance with Re-thinking Construction principles.  This may provide construction savings, process and capacity benefits and will also introduce fresh ideas to the service.  Larger engineering projects would continue to be separately tendered.
	Option 4 appears to be most practical option given the current (and improving) performance given the financial constraints the service operates within.  However the client service should merge with the in house contracting side.

The service should be retained in house.  However, it is considered that a partnering arrangement between the newly merged client / contractor with a single contracting organisation will provide the basis upon which the service should proceed.
	

	
	

	Highways contractor


	

	Option 1

Cease to provide service
	Option 2

Retain in-house
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option
	The in house service is currently fairly competitive and achieving good levels of service particularly on the reactive side to dangerous occurrences.


	It is considered that a voluntary competitive tendering exercise would be unlikely to achieve significant cost savings or qualitative improvements as the costs of undertaking the tendering exercise  are likely to outweigh the benefits of doing so.
	Outsourcing is not considered to be an appropriate option for a service which is clearly efficient and delivering quality construction work at competitive rates.  It is also showing improvements in key areas.


	Retain in-house appears to be most practical option given the current (and improving) performance.

However the service should merge with the client side


	

	
	Some service adjustments are required to further improve efficiency and performance, in particular a merger

with the highway services client and the establishment of a Re-Thinking construction partnership with a construction contractor to improve competitiveness, add capacity and introduce fresh ideas to the service.


	
	However  i is considered the service would further improve through the establishment of a formalised partnering agreement between the Council and one contracting organisation in accordance with Re-thinking Construction principles.  This may provide construction savings, process and capacity benefits and will also introduce fresh ideas to the service.  Larger engineering projects would continue to be separately tendered.
	It is considered that a Re-Thinking construction partnering arrangement between the newly merged client / contractor with a single contracting organisation will provide the basis upon which the service should proceed.
	

	
	

	Street Lighting


	

	Option 1

Cease to provide service
	Option 2

Retain in-house
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option.  Street lighting offers a major contribution to highway safety and crime reduction

A reduction in service levels was considered but the service was felt to be too closely allied to achieving the City Council pledges.
	Although this service performs well (the best of all services on the highway in fact) it is considered that an injection of investment is needed for the service to improve column condition and prevent further deterioration.

Option 4 (PFI) is therefore proposed for this service.
	Energy costs are tendered every two years.

A  voluntary competitive tendering exercise is not considered to have any cost or quality advantages and would not attract the levels investment required.
	It is considered that this option is appropriate for street lighting as an injection of investment is needed for the service to improve column condition and prevent further deterioration.

This proposal will require staff to transfer under TUPE and will involve extensive preparatory work.

Although there is a risk of abortive work if the Council is unsuccessful in the PFI bid, it is considered that success by other local authorities and the  combination of the quality of the current service , together with the poor condition of the stock, may offer a reasonable chance of success.
	Progress a PFI bid.
	

	Traffic and Transportation


	

	Option 1

Cease to provide service
	Option 2

Retain in-house
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option.  Legal requirement to provide service.
	It is considered that this largely strategic in house service is competitive on cost and is currently achieving good levels of success, particularly in the field of accident reduction.

The service requires improvement in its ability to respond to the increasing demands of community consultation, and a more systematic approach to post project review surveys.  Private sector consultants should continue to be used for specialist work and to assist in workload peaks.
	A voluntary competitive tendering exercise is  considered unlikely to achieve cost or quality benefits to the City Council.
	No viable alternatives identified
	Retain in-house appears to be most practical option given current high (and improving) performance.  Private sector consultants should continue to be used for specialist work and to assist in workload peaks.
	

	
	

	Seeking additional funding for footway and non principal road network improvements


	

	Option 1

Cease to provide service
	Option 2

Retain in-house
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option.  Legal requirement to provide service or high impact.
	Funding sought from the Cabinet in December 2001
	It is considered that this option would not deliver the level of investment needed for the network to improve.
	Long term innovative strategic partnering arrangements and models be explored with major companies in order to ascertain whether there are opportunities for private and public sector investment.

A meeting with the company Accord established that a PFI for highways maintenance was unlikely to succeed with the current funding levels


	Explore strategic partnering arrangements and models.
	

	Table 4.24 – Procurement options Highways


	

	4.1.4
CHALLENGE
a) 
Should We Provide the Service At All.
Maintaining the highway is a statutory duty as is maintaining the safe and convenient use of the highway.

Discretionary areas of the service such as street lighting and school crossing patrols are considered to play a fundamental role in achieving the Councils pledge of ensuring Salford is a safe place to live. Such services also have a very high customer impact.

b) 
Should The Level Of Service Be Changed.
The level of service has been challenged at several levels:

· how can the City better comply with the Code of Good Practice

· How can the City ensure its SSA is optimised

· How can existing highway client and contractor staffing resources be restructured to improve the services responsiveness and customer focus
· How can existing highway construction resources be reprioritised to improve the service or reduce wasted money on third party claims. Consultees express more concern about footways than carriageways.


	

	· How can the Council reduce the level of third party claims

· How can the amount of time spent on design and supervision of small maintenance contracts be reduced.

· How can significant external investment be achieved

· Should the City Council continue to use paving flags as standard or low maintenance bitumen macadam


	

	· Is the City Council able to increase the amount of SSA in a phased basis.

· How can the various Directorate functions be streamlined to improve customer contact and optimise control

· Does the service have clear strategic direction.

· How well is the service managing given the low level of SSA.

· How does the City Council reverse the decline in highway and pavement condition,  and condition of the street lighting columns.

· Is there any scope for surpluses from decriminalisation of parking and advertising on the highway to be re-invested in the service.

	

	· Can the City Council move away from the culture of responding to immediate concerns of the public, members and senior officers, rather than implementing a strategic approach to safeguarding the value of highways assets and protecting the City Council against the risk of claims.


This report seeks to respond to each of these challenges, which are detailed in the preceding 3C’s

c)
Is the council maximising its income



The review identified that work was required to ensure the City Council was calculating the Standard Spending Assessment correctly to ensure potential income was being optimised. This work required a review of:

· What road lengths were being used and were they correct?

· Did the calculation include unadopted highways currently managed by the Housing     Directorate and if so has the Council been losing money ?

· What other factors affected the calculations?

Conclusions were :

· Salford had previously over measured the principal road lengths by 4.3 km which will have the effect of reducing Salford’s SSA in future years.
	

	· The split between principal built up and non built up road was checked and found to be inaccurate, with the built up length being increased from 18.8 km to 26.5 km. This has had a positive effect on the SSA calculation.


A detailed report (Assignment 7) has been produced setting out the issues and proposing action.


	

	· Highway records were not as up to date as possible, adversely affecting information available to the officer completing the SSA bid form.  The improvement plan sets out a range of actions to improve the level of highway records to produce better systems to support services.

· By not adopting the unadopted highways currently managed by the Housing Directorate the City Council has historically been losing SSA.  An e-mail from the Highways Agency indicates that many authorities are in a similar position. However, the government has recently changed the method used to calculate Authorities SSA’s.  It was confirmed that the overall budget settlement from the Highways Agency will remain the same all Salford can do is seek to maximise its own share.  (This is a simplification of a very complex issue).


The improvement plan sets out proposed actions to optimise the City Council SSA income.

It was further identified during the review staff focus group that better cross council working will enable the service to make a greater contribution to the submission of regeneration funding bids to maximise investment in the highway network.  Proposals to achieve better cross council working are set out in the improvement plan.


	

	d)
Summary of the key issues emerging under challenge


The main issues arising under challenge mainly occur in the highway maintenance function.  They also revolve around the issue of resources, in terms of obtaining better use of current resources and also seeking additional resources to improve the service from both within the Council and externally.


	

	
It is clear that, due to current resource constraints highway maintenance has become more of a day to day reactive service, which it performs well, with little in reserve for tackling longer term planning activity.  The long terms effects of such an approach are now clearly evident, whilst at the same time the demands of the community for better pavements and roads increase and are voiced (often loudly) at Committee meetings across the City which are being granted an increasing level of status by the City Council under the Modernising Local Government banner.


	

	
These are key challenges for the City Council which faces increasing demands to improve national performance, customer focus and clearly demonstrate efficient use of resources.


	

	4.1.5
ACTION POINTS


	

	The condition of footpaths

Short term

R1
Target existing planned maintenance resources to high risk footpaths and carriageways across the City based on the plans showing “claims hot spots” produced by the Geographical Information System.

R2
In order to reduce construction joints in the highway, seek Cabinet agreement to a policy change of utilising bitumen macadam in lieu of flags in all areas except designated areas.


R3
Determine designated areas to be excluded from the policy of bitumen macadam as standard.

R4
Improve the inspection regime to comply with the requirements of the Code of Practice for Maintenance Management, to enable defects to be identified as quickly as possible after occurrence.

R5
Merge the highways client and DLO to streamline processes, reduce works orders, spread overheads and free up capacity to be improve responsiveness.

R6
Establish a partnership between the newly merged highway client and DLO with a construction company in accordance with Rethinking Construction Principles to add capacity to the service as well as introduce fresh thinking to the service which should improve the speed of undertaking repairs.

R7
Introduce and publicise a “Rapid Repair Service” for responsive highway maintenance through a liveried vehicle


	

	R8
Establish closer liaison between the Development, and Environmental Services Directorates.  An Officer Partnership shall be established which meets on a quarterly basis.

Medium term

R9
Revise the City Council’s risk management process.

Achieved

· Changed Inspectors working patterns in accordance with the recommendation of an independent process review.

· Revised complaints / pink slip system to offer priority to serious defects.

· Introduced the “complaints inspection system” to give urgent priority to serious defects

· Introduced the passing of defects from inspectors directly to repairs supervisors, to enable them to repair the defect as quickly as possible.

· Initiated improvements to accident claims management procedures.

· Improved communications on third party claims with the City Councils loss adjusters and risk managers through the introduction of quarterly meetings.

· Introduced a pilot repair vehicle which follows highway inspectors around the City immediately repairing dangerous defects.

· Reorganised and revised public complaints system to prioritise defects for inspection and repair.

The response time to non urgent works orders

Short term
R10
Revise practises to improve responsiveness to non-urgent repairs to improve efficiency and capacity.

Achieved
· Extend the use of bitmac / flagging sub contractors.

· Revised the batch ordering process.

· Designated a supervisor responsible for response times.

· Improved the clarity of inspector information on works orders to assist repairs staff.
Achieved

· Published the programme of highway planned maintenance projects on the City Council’s internet site, which is regularly updated.

· Published a schedule of road works taking place in the City on the City Council’s internet site, which is updated weekly.

	

	Reducing the number of people killed or seriously injured through road accidents in the City.
Short term
R11
Seek resources from the Government through a Public Service Agreement (PSA) bid to 
which seeks to fund measures and create partnerships which will accelerate Salford’s


10 year traffic Killed and Seriously Injured accident reduction target by two years

Achieved and ongoing
· Careful targeting of improvement projects based on statistical analysis

· Installation of traffic calming measures following resident consultation

· Provision of road safety education in schools

· Provision of cycle training courses in schools

· Effective use of publicity materials

· Area Traffic Officers have been introduced.


The provision of customer information

Short term

R12
Improve information for disabled people in the City by producing (in consultation with the City Council’s Disability Access Forum) a schedule of suitable access routes across the City.

R13
Improve public communication through the City Council’s web site to better inform the community of progress of highway projects and achievement and enable defects to be reported by Councillors and the public

R14
Produce alley gating guide for the community. 

Reduce Opportunities to commit crime on the highway

Short term
R15
Progress further alley gating projects across the City in consultation with Community Committees.

Achieved and ongoing

· Produced alley gating guide for the community which is in the consultation stage

· Successfully completed 2 ally gating projects in close collaboration with residents

· Successfully outsourced the management of car parks.

· Received award for the refurbished car park at Eccles from the Association of Chief Police Officer for England and Wales.


	

	
Facilities for disabled people


Medium term

R16
LTP monies to be re-directed to improve BVPI – facilities for disabled people at pedestrian crossings.  The aim shall be to achieve top 25% performance levels in a relatively short period of time.

Ease of use of footpaths

Medium term
R17
That measures are taken to improve BVPI – ease of use of footpaths with a view to achieving top quartile performance by the end of 2003/04.

Condition of street lighting columns

Medium term
R18
Produce a business case for funding to improve the street lighting column condition.


Achieved and ongoing
· Produced a report for members setting out the issues and options.


Management
	

	Short term
R. 19
That improvements to the staff Appraisal approach by managers is undertaken, with an increased emphasis on the setting of clear targets for staff and holding of periodic monitoring review meetings.  This will enable managers to deal more effectively with staff who are perceived to under-perform.

R20
Improve highway information records.

R21
That measures be taken to further progress Salford’s position against the Highway Maintenance Code of Practice.

Achieved

· All street lighting columns have been plotted on the GIS to improve analytical data.

· Introduced an integrated computer strategy.

Level of Investment in the Highway

	

	
Long term

R24
Explore long term innovative procurement arrangements and models with major companies to establish a Development Services Directorate Strategic Partnership to increase opportunities for private and public sector investment to improve pavement and non principal road condition.


Achieved and ongoing
· Improved the National Road and Street Works monitoring process to increase income streams

· Successfully outsourced the management of advertising on the highway, on target to bring in £130,000 in 2001/02

· Successfully outsoruced the operation of de-criminalisation of car parking.

· Establish a Rethinking Construction Working Map.
	

	4.2
REFUSE COLLECTION AND RECYCLING

4.2.1
CONSULTATION
a)
Aims of the consultation

	

	· To consult with customers to determine their views and service needs
	

	· To involve customers at all levels in decision making.
	

	b)
Stakeholders

The main stakeholders for refuse collection services are councillors, residents, visitors to the city, people who work or shop here, commercial organisations and the internal workforce.


	

	c)
Methodology

Consultation with the public on waste management issues began in 1997, when a “Scrutiny Commission” was formed from elected members, officers and community representatives to look at ways of improving the cleanliness of the City.


This resulted in a total of 39 specific recommendations to the Environmental Services Committee in early 1998.


Consultation progressed a step further in 1998, when a public meeting, which started out to consider issues surrounding the recovery of work after bank holidays, was held in the Lancastrian Hall, Swinton.

The need for such a meeting arose as a result of information received from:

(
Service complaints

(
Elected members concerns

(
Other consultation forums and

(
Comparison with local and national performance indicators
	

	
Several Workshops took place and 7 individual options that had been pre-determined by the Council’s management were discussed and a consensus (which was an 8th option) was agreed.  Following a period of consultation with staff representatives, this was later developed into an action plan for refuse collection.


	

	The Council undertook a Quality of Life Survey in 1998, which sought, amongst other things, to establish satisfaction with a number of services including refuse collection.  Additionally, as required by Best Value legislation, a survey was undertaken in 2000 by KWEST on behalf of all AGMA authorities, to establish customer satisfaction, again with a number of services including refuse collection.


In respect of the Refuse Collection Review, the review report was issued to every Council member, Council Directors, staff representatives and Chairs of community committees (with an offer of consultative meetings), to seek further views on the proposals.  Further, a public advertisement invited comments from the general public. 

In addition to the specific consultation exercises, other examples of consultation exist:

· Attendance at Community Committees

· Meetings with specific groups (residents groups, minority groups)


Issues arising from such discussions with the community are considered by the service as part of day to day management, and customer requirements are taken on board by the service, as far as is practicable.


	

	d)
Findings of the consultation work


The 1998 Quality of Life survey commissioned by the Council, and the AGMA survey showed satisfaction with refuse collection as follows:


	

	
	Very satisfied

%
	Fairly satisfied

%
	Neither

%
	Fairly dissatisfied

%
	Very dissatisfied

%
	No opinion

%
	

	1998 Quality 

of Life Survey
	14.5
	43.2
	8
	16.8
	14.7
	2.8
	

	KWEST 2000 Customer Survey
	32
	46
	11
	7
	4
	-
	

	Table 4.25 Kwest Customer Satisfaction

The various forms of consultation carried out indicated that the public expressed concern with:

Bank holiday collections;

Missed bins;

Appointments for bulky waste collections; and

Removals of excess refuse.

All these issues were addressed by the refuse collection review.


	

	There are now regular planned Community Committees and Residents Groups established, and Council officers attend as appropriate to offer advice, assistance or to consult on proposals.


Customer Forums have also been established and relevant customers are invited to attend.


	

	Refuse collection is the only Council service that impacts directly on every resident every week of the year, and regular service provision is generally taken for granted by the public. The importance of the service is normally only realised when it ceases to be provided for whatever reason.

The service is delivered in different ways to suit the specific needs of the community, for example:

· Assists for elderly and disabled people (i.e. wheeled bin taken to kerb and returned to back of house).

· Larger wheeled bins for larger families.

· Adjustment to collection days in respect of religious festivals.

· Adjustments to services to meet the needs of ethnic minorities.

· Various receptacles for trade waste to meet specific customer needs.


	

	e)
Summary of the key issues emerging from consultation
· The wheeled bin method now in use in Salford is a popular method with the public and is the most widely used in Europe, and is used by over 50% of Local Authorities in the U.K.

· The public requested adjustment to collection days in respect of religious festivals.

· The public also requested adjustments to services to meet the needs of ethnic minorities.

· The public expressed concern with bank holiday collections, missed bins, appointments for bulky waste collections; and the removal of excess refuse.

· Salford’s performance in respect of recycling needs to be improved.

4.2.2 
COMPARE
a)
Benchmarking

One of the important techniques used in the best value process is comparing service level provision by the technique of “Benchmarking.”


	

	Benchmarking is normally achieved by gathering comparative data for analysis and comparison with similar authorities or organisations, and using this to compare and evaluate the actual services provided, or to be provided. It consequently relies on the co-operation of others to freely provide information. 


A benchmarking exercise to compare Salford’s refuse collection, recycling and certain other related services with others was carried out in December 2000/January 2001. 


	

	

Attempts were made to gather information from a large number of local authorities for comparison purposes, and in particular from Salford’s “sister” Authorities as defined by the Audit Commission, but the response was very disappointing.


In the event, benchmarking of the various services under review was carried out using data compiled from a number of relevant sources, from the following local authorities:


	

	Bury
	

	Bolton
	

	Cleveland & Redcar
	

	Doncaster
	

	Kingston upon Hull
	

	Manchester
	

	Milton Keynes
	

	Oldham
	

	Peterborough
	

	Rochdale
	

	Sunderland
	

	Stockport
	

	Swindon
	

	Telford & Wrekin
	

	Trafford
	

	Wirral
	

	During the review, it was found that Derby, Stoke-on-Trent and Nottingham were carrying out a joint benchmarking exercise, and details were requested for comparison purposes. Regrettably, the authorities concerned declined to release details, even though Salford offered to participate in the comparisons being made. 


The lack of response in respect of local authorities providing information is a problem that will almost inevitably face all local authorities in due course and should be taken up at a national level. 


It was found that actual comparisons of services are difficult to make because services vary in the methods used to carry them out, the actual activities performed within the service heading, and also the fact that the Authorities concerned do not collect data or record costs in the same way.


	

	Main reasons for variations in performance
	

	Household refuse collection

Salford, Peterborough, Telford and Wrekin and Cleveland and Redcar mainly employ wheeled bin household refuse collection, which is traditionally expected to be more expensive than a sack collection service due to the additional vehicles required providing the service plus the capital, and maintenance / ongoing replacement, cost of the wheeled bins.  A small percentage of sacks are used in Peterborough (2%) and Telford and Wrekin (7%), mainly for elderly or disabled residents.

Both front of property and wheeled bin services require the public to do most of the work by placing or wheeling their receptacles out for kerbside collection, but usually offer a lower cost service than the back door method.

Costs in Salford, whilst not the lowest, were, at the time, within a reasonable range and have improved significantly since.

Commercial Waste Collection Service

Waste collection authorities are required to make arrangements to provide a collection of commercial waste if requested to do so, and can make charge for so doing.  The majority of local authorities do offer commercial waste services as a means of raising revenue, and / or reducing costs by having a broader base to spread overheads.

With the exception of Milton Keynes, each of the comparator authorities has maintained a direct involvement in commercial waste collection, and thus has the potential to benefit from the income it brings.  This ranges from £41,400 for commercial sacks in Swindon (there is an additional but undisclosed amount for skips, containers, etc) to over £600,000 in Salford, which assists considerably in balancing the books.


	

	Bulky household waste collection
The services offered are very similar across all the authorities, although comparative costs vary because of differing charging policies and level of demand for the service.

Al though not mandatory, most local authorities in the UK now offer a bulky waste collection service to their residents, and as each has discretion about whether or not to charge for the service, and at what rate, arrangements vary considerably.


	

	The availability and accessibility of civic amenity sites will normally affect local demand for these collection services, (together with other factors such as and the amount of public awareness of the availability of the collection service, availability of transport etc) with most demand usually being where few civic amenity sites are conveniently provided.

With the exception of garden wastes, which can be disposed of with normal refuse via a pre-paid green sack, Milton Keynes offer a free (i.e. Council Tax funded) service regardless of quantity, and only require a fee if a specific appointment is made.  Collection is promised (and normally achieved) within 10 days of any request being made.  DIY materials are not taken and house clearances are chargeable.  Garden waste is only collected free in special circumstances.


	

	A pre-paid sack service also operates for garden waste in Swindon, collected with normal refuse.  They offer a free service for up to 3 items of bulky waste (regardless of size) but require payment if more than 3 items are to be disposed of, although they admit that members of the public could request collections over several weeks to avoid any charge.  The Authority has no way of monitoring this, and the low level of income reflects this.

A bulky household waste collection service is provided by Telford & Wrekin for the collection of items that would not normally fit within the wheeled bin.  Collection is free of charge but no DIY materials, i.e. bricks or rubble, are collected.  Garden waste is only collected free of charge from old age pensioners and the disabled.  Although the service is separate from refuse collection it is carried out on the same day.

Peterborough collects bulky household waste, which would not normally fit within the wheeled bin.  Collection is free of charge but no DIY materials i.e. bricks or rubble, are collected.  House clearances are chargeable.  Garden waste is collected free of charge from old age pensioners and the disabled only.  Although the service is separate from refuse collection it is also carried out on the same day.

Cleveland & Redcar has the smallest population of the authorities, but the highest number of collections at 30,800, compared to only 8,531 in Salford.  This comparatively low number in Salford may be because Salford charges for collections (although the charge has been waived, for the specific advantage of benefit claimants until 2002/03).  Milton Keynes, with 3 CA sites has the second highest number of requests for special collections at over 22,500.  Swindon, with only 1 site has a considerably smaller service demand at 16,298 requests.


	

	Alternatively, Telford & Wrekin, with 6 sites (double the number in Milton Keynes), and Peterborough, with two CA sites, have a much smaller service demand at 5,347 and 4,608 requests respectively, which suggests that residents tend to take their own waste to civic amenity sites.  This is borne out by the much higher tonnages received at CA sites in these authorities.

It would be interesting in the future to compare the amounts of refuse “dumped” within each authority against the number of request for special collections together with the number of easily available / accessible CA sites.

Recycling

Households in the South East, East and the South West collected the largest amount of household waste for recycling – over 3 kg per household per week.  Households in the North West, Wales, and Yorkshire and The Humber collected less than half this amount (0.9, 1.4 and 1.5 kg per household per week respectively).


	

	Household waste recycling rates have increased in all authority types since 1996/97.  The non-metropolitan authorities have, on average, recycling rates twice as high (12%) as the metropolitan and Welsh authorities (6%).

There are substantial differences in recycling rates between regions, with the South East, East and South West standing out as having the highest recycling rates.
	

	The relative amount of different materials collected for recycling varies by authority type and region.  The collection of organic waste for composting formed a significant proportion of the non-metropolitan authorities recycling rate in 1999/00 and this high level of composting largely explains these authorities having the highest rates.  Similarly, high recycling rates in the South East, the South West and the East are mainly due to the large amounts of organic material collected for composting in these regions.  (Source – DEFRA website – Municipal Waste Survey 1999 – 2000.

The government has set specific targets for all local authorities in respect of recycling and the diversion of household waste from landfill.  These targets are as detailed below:

(To recycle or compost at least 25% of household waste by 2005

(To recycle or compost at least 30% of household waste by 2010

(To recycle or compost at least 33% of household waste by 2015

The Landfill Tax introduced in 1996, and now set to increase in an annual basis, together with the long-awaited Landfill Directive should have the effect of making recycling more economically viable than at present, provided that markets for the material collected are maintained.

Salford has a separate kerbside recycling collection service for waste paper (a weekly service throughout the City) and textiles (from time to time), the former provided by the private sector under a formal contract, and the latter by the voluntary sector.


	

	The city has no formal budget for the service, and the contractor receives his income purely from the sale of the paper collected, and recycling credits via the waste disposal authority.  The costs per tonne / head / household are therefore shown as the lowest of all the authorities, although it has to be remembered that the GMWDA raises its money by precept of its’ constituent Councils, including Salford, so that the costs of recycling are within the sum paid for refuse disposal.

Milton Keynes has at the time of the comparison a separate weekly kerbside collection service to all domestic properties within the Authority.  The collection service was carried out on the same day as the routine refuse collection service, but not at the same time, and involved the collection of designated recyclable materials from two boxes supplied by the Council.   An annual total of 13,182 tonnes of material was recovered for recycling.  These tonnage’s are produced from the kerbside collection system (10,163 tonnes), civic amenity sites (1,970 tonnes), and bring sites (1,049 tonnes).  The recycling scheme has recently been changed to incorporate a concurrent refuse and recycling collection on one vehicle, but this is currently experiencing considerable operational difficulties, for a variety of reasons.

Swindon has no kerbside recycling collection service, but it does have a large number (46) of bring recycling sites at supermarkets, car parks, public houses, schools and community halls, in addition to facilities at the civic amenity site.  It recovers a total of 3,428 tonnes per annum of materials from these sources at a relatively low cost.  Of the tonnage’s recovered, 1,348 tonnes (39%) is glass, and 1,919 tonnes (56%) is paper.


	

	Telford & Wrekin operates a fortnightly kerbside collection service for newspapers and magazines, cans and textiles to 18,000 domestic properties (28.6% of total).  This recovery system was extended in June 1999 to include a further 18,000 households.  The method of operation comprises the separation of the recyclables at the kerbside into containers on the body of a caged tipper.  These materials are taken to a central bulking place where they are stored prior to onward transportation to a re-processor.  An annual total of 3,006 tonnes of materials is recovered from the kerbside and bring sites for recycling.  These tonnage’s are produced from the kerbside collection system (506 tonnes), and bring sites (2,530 tonnes).

Peterborough offers a separate collection service with an authority-wide weekly collection, which recovers 5,700 tonnes of recylables annually.  The Authority operates a weekly curtilage collection scheme for co-mingled waste to nearly 98% of the households within the Council and collected materials are taken to an MRF for separation.  An annual total of 12,769 tonnes of material is recovered for recycling.  These tonnage’s are produced from the kerbside collection system (5,700 tonnes) civic amenity sites (5,733 tonnes), and bring sites (1,336 tonnes).  Participation by householders is currently measured at 60% with a presentation rate of 48%.

Rochdale does the least recycling of all the comparators, returning less than 2,000 tonnes per annum to industry for re-processing, and at the highest cost per tonne of all.  There are 60 bring sites which attract 1,306 tonnes per annum, and 2 specialist cage vehicles which are used in conjunction with a green box and bag scheme collecting the residue.  There is a 20% participation rate.


	

	An annual total of 7,944 tonnes of material is recovered for recycling in Cleveland & Redcar, all via “Bring” sites.  These tonnage’s consist of plastic (27 tonnes), cans (19 tonnes), paper (599 tonnes), rubber (3,651 tonnes) oil  (29 tonnes), glass (369 tonnes), textiles (33 tonnes), white goods (464 tonnes), ash (2,728 tonnes), books (6 tonnes) and batteries (19 tonnes).  It is in usual to see ash designated as a recycling material, particularly in such a large quantity.

With the exception of Salford, (which has a kerbside scheme which has no direct cost to the city) there is a net cost of recycling for each authority possibly due at least in part to the current poor condition of markets for the sale of recovered materials.

The high cost of recycling is demonstrated in the cost per tonne for each authority.  Milton Keynes recovers most materials but plays the highest price, mainly because of the range of materials collected and sorted at kerbside which slows down the collection process considerably.

Home Composting

Initially local authorities were set specific waste minimisation targets relating to both recycling and composting of household waste by the year 2000, home composting being one of a number of means of seeking to achieve waste minimisation targets.  One of the early national targets was for 40% of households with gardens to be home composting by 2000.  A significant proportion of the average refuse bin contains organic waste, which can be composted at home, together with garden waste etc., on a compost heap or in a specially designed compost bin.


	

	Only a small proportion of Salford residents (approx. 4,500 households) have taken advantage of Council “truck sales” – the selling of compost bins at special day sales at a favourable price and Salford does not fare well in comparison with others.  With the sole exception of Cleveland & Redcar, Salford has the poorest record of performance in this area.

In general Salford performs well against comparator authorities with overall refuse collection services, as shown below:


	

	Salford Benchmarking Exercise

Comparison of Outputs from the Refuse Collection Service


	

	
	Population
	Household Properties
	Net Annual Cost £
	Tonnage collected
	Net Cost per Head £
	Net Cost per Property £
	Net Cost per Tonne £
	

	Salford
	224,800
	101,900
	1,926,000
	89,849
	8.57
	18.90
	21.44
	

	Milton Keynes
	200,000
	83,155
	2,701,276
	50,090
	13.51
	32.49
	53.93
	

	Swindon
	177,271
	75,089
	923,427
	50,121
	5.21
	12.30
	18.42
	

	Telford & Wrekin
	151,500
	62,870
	1,628,210
	51,821
	10.75
	25.90
	31.87
	

	Peterborough
	157,800
	68,000
	1,215,700
	49,069
	7.75
	17.88
	24.78
	

	Rochdale
	209,000
	88,057
	1,730,965
	69,250
	8.28
	19.66
	24.99
	

	Cleveland & Redcar
	145,200
	60,200
	1,302,680
	78,900
	8.97
	21.63
	16.51
	

	Table 4.26 Comparison of Outputs from the Refuse Collection Services

Analysis of the data in respect of recycling shows that


	

	Salford Benchmarking Exercise

Comparison of Outputs from the Recycling Service
	

	
	Population
	Household Properties
	Total tonnage of HW collected
	Tonnage recycled
	Net Annual Cost £
	% Waste recycled
	Net Cost per Tonne £
	Net Cost per Head

£
	Net Cost per Household £
	

	Salford
	224,800
	101,900
	89,849
	2,965
	0
	3.3
	0
	0
	0
	

	Milton Keynes
	200,000
	83,155
	50,090
	13,182
	1,528,858
	26.31
	95.56
	6.30
	15.15
	

	Swindon
	177,271
	75,089
	50,121
	3,589
	24,928
	7.16
	6.95
	0.14
	0.33
	

	Telford & Wrekin
	151,500
	62,870
	51,821
	3,006
	91,584
	5.80
	30.47
	0.60
	1.46
	

	Peterborough
	157,800
	68,000
	49,069
	12,769
	453,300
	26.02
	35.50
	2.89
	6.67
	

	Rochdale
	209,000
	88,057
	69,250
	1,958
	196,555
	2.83
	100.38
	0.94
	2.32
	

	Cleveland & Redcar
	145,200
	60,200
	78,900
	7,944
	19,701
	10.06
	2.48
	0.13
	0.33
	

	Table 4.27 Comparison of outputs from the Recycling Service
	

	The results in respect of Bulky Household Waste Collection are:


	

	Salford Benchmarking Exercise

Comparison of Outputs from the Bulky Household Waste Collection Service


	

	
	Population
	Household Properties
	Net Annual Cost £
	No. of collections
	Collection Charge £
	Income

 £
	Net Cost per Collection  £
	

	SALFORD
	224,800
	101,900
	107,017
	8,531
	15.00
	32,292
	12.54
	

	Milton Keynes
	200,000
	83,155
	353,605
	22,539
	Free*
	0
	15.69
	

	Swindon
	177,271
	75,089
	240,173
	16,298
	Free**
	1,200
	14.74
	

	Telford & Wrekin
	151,500
	62,870
	40,171
	5,347
	Free
	0
	7.51
	

	Peterborough
	157,800
	68,000
	43,400
	4,608
	Free
	0
	9.42
	

	Rochdale
	209,000
	88,057
	174,500
	19,000
	8.00 minimum
	15,500
	9.18
	

	Cleveland 
	145,200
	60,200
	139,950***
	30,802
	Free
	0
	4.54
	

	Table 4.28 Comparison of outputs from the Bulky Household Waste Collection Service

Notes:


* Charge of £15.00 if resident requires appointment.

** Up to 3 Items free. Charge if more.

*** Estimate


Significant joint working has taken place between AGMA authorities and GMWDA to improve recycling, with the introduction of organic waste recovery at the disposal authority’s reception point.  This is currently stalled due to investigations being carried out by the Environment Agency. Work is also ongoing within the authority to develop further the kerbside collection schemes in partnership with external organisations.  


	

	b)
Best value performance indicators

Best Value Performance Indicator information (BVPI) for 1999/2000 and 2000/2001 shows Salford’s performance in refuse collection and recycling, compared to the top quartile of Metropolitan local authorities, was as follows:

	

	BVPI
	Salford
	Top Quartile-Metropolitan Authorities

	
	99/00
	00/01
	

	The average time taken to remove fly-tips. (Days)
	5
	8
	1-2

	Percentage of population served by a kerbside collection of recyclables or within 1 kilometre of a recycling centre.
	100
	100
	N/A

	Percentage of people expressing satisfaction with:

a) Recycling Facilities,

b) Household Waste Collection and

c) Civic Amenity Sites.
	N/A
	55

78

69
	N/A

	Number of collections missed per 100,000 collections of household waste.
	123
	98
	
66

	Cost of waste collection

per household. (£)
	22.65
	19.95
	23.64

	Total tonnage of household waste arisings –percentage recycled.
	6.61
	10.03*
	N/A

	Total tonnage of household waste arisings –percentage composted.
	0
	0
	N/A

	Kg of household waste collected per head.
	445
	432
	
N/A

	Table 4.29 Refuse Collection BVPI’s


*Note comments later about impact of Environment Agency action in terms of soil 
conditioner.


The above results show that Salford is already performing well in respect of refuse collection costs, being amongst the top quartile of metropolitan local authorities. The position has improved overall since the recent re-organisation.

The number of missed collections per 100,000 now averages about 22 following completion of the lead-in period of the revised refuse collection service, a considerable improvement, and one that should place Salford amongst the top 10% authorities.

	

	The improvements have been formally recognised in the District Auditor’s annual audit letter for 2000/2001, where one of four significant achievements within the Council is stated to be restructuring of the refuse collection service to improve its efficiency.

Performance in respect of the removal of fly-tipping is, on the face of it, not satisfactory. There is, however, some evidence (from a recent meeting of North West cleansing managers), that authorities measure this in different ways, and some do not include waste tipped on private land or large quantities of waste requiring the use of mechanical equipment. This will, if reflected nation-wide, skew the figures. It is considered that that a consolidated budget should be established under the Directorate’s management for the removal of all fly-tipped material within the city boundary.

It is recognised that the authority’s performance in relation to waste minimisation and recycling is in need of improvement. At present, nationally only 9% of household waste is recycled and 8% has energy recovered from it.  Statutory targets state that the amount of waste recovered needs to increase significantly in the next few years.


	

	
In Salford, in order to meet statutory recycling targets, recycling has to increase from the current 3.3% of the household dustbin to 10% by 2003/04 and to 18% by 2005/06. To meet Council pledges, it will have to increase further to 20% by 2004. When the local target was set by the Council, account was taken of the amount of waste recycled into soil conditioner via GMWDA, although this outlet has currently been discounted as a legitimate recycling methodology by the Environment Agency, following fears associated with the outbreak of foot and mouth disease in 2001. The level of recycling had reached 10% in 2000 when this was taken into account.

At present, in addition to household “bring” sites, there is a city-wide kerbside recycling collection undertaken in partnership with the private sector, although this is unsatisfactory in some ways and a feasibility study has been carried out by Friends of the Earth (Avon) Ltd. to establish a kerbside collection of recyclables across a mixture of residential categories with a view to service changes. 


	

	The UK waste hierarchy, as set out in ‘Waste Strategy 2000 sets out sustainable solutions to deal with the problem of waste.  At the top of the hierarchy is waste reduction, followed by reuse, then recovery – which includes recycling, composting and energy recovery and lastly, disposal to landfill. 

It is worth noting that, “within the hierarchy the Government does not expect incineration with energy recovery to be considered before the opportunities for recycling and composting have been explored.

It is clear that waste reduction and recycling is going to play a major part in any waste management strategy in future years, and service planning must take this into account. It is essential, however, to plan this in such a way that any re-organisation is carried out so as to provide the minimum of disruption to the core service.

A pilot project involving 10,000 properties in two separate geographical areas of the city to reflect the extremes of current recycling performance is to launched in 2002 to assess the feasibility of the kerbside collection of a variety of materials.


	

	c)
Who are the market leaders and how do we compare?

There are a number of local authorities recognised as “market leaders” in respect of refuse collection and/or recycling.  Manchester is acknowledged as one of the market leaders in refuse collection, and was selected as a best value pilot authority. Milton Keynes is generally accepted as the market leader in respect of kerbside collection of recycling materials, although Sheffield, Leeds, Cardiff and Dundee are also well advanced in terms of recycling initiatives.


There are also a number of notable partnerships in operation between Waste Collection Authority’s and WDA’s or Local Authority Waste Disposal Companies, the most successful of which is Integra, a Hampshire-based partnership involving the County Council (WDA) District Councils (WDA’s), and the private sector.  There are other partnerships between Waste Collection Authority’s and the private sector, such as the joint venture company established in the London Borough of Lambeth.


	

	Manchester delivers the refuse collection service through direct labour, and involves the private sector in the provision of vehicles via contract hire arrangements.  A deal has recently been struck to form a partnership with the GMWDA and the latter has taken over the City’s refuse collection service, and GMWDA is concurrently in discussion with Stockport about a similar arrangement.  A review of this option has been carried out in Salford, but no specific advantages were identified, and increased costs would be likely.


	

	Salford involves both the private sector and voluntary sector in providing a door-to-door collection of materials for recycling, and there are many similar arrangements throughout the UK.

The private sector are, in the main, only interested in arrangements that will guarantee a reasonable financial return for their shareholders, and there is some respect evidence that interest in providing refuse collection (and street cleansing) services to local authorities is not as strong as it used to be, particularly where local authority client officers keep tight control of contractors, and the opportunity to make claims by exploiting contract weaknesses is diminished.

A recent example is to be found in Manchester, where several private sector companies expressed an initial interest in tendering for refuse collection services, but none (with the exception of GMWDA’s LAWDC) were prepared to subsequently offer detailed proposals to the City.

A number of private sector firms operate in the refuse collection and recycling fields, the key players being:

· Sita

· Onyx

· FOCSA

· Serviceteam

· Cory Environmental

· Cleanaway

· Biffa


	

	d)
Cost of services
The revised delivery arrangements implemented by the refuse collection review, moving to generic rounds on a zoned basis, have been calculated to provide significant financial savings, and should bring the Council’s domestic refuse collection costs per household, amongst the best in the country.


A great deal of work has now been done to procure vehicles by a different method using the private sector to provide and maintain them as part of a contract hire package to drive costs down further and this will have the added benefit of also leading to greater reliability.

The costs of the services provided are made up of the direct costs of labour, transport, materials etc., directorate management and supervision, directorate overheads, and overheads allocated by the corporate centre. 


	

	Centrally allocated overheads in particular, can turn a viable service into a non-viable service, although when the service is lost, many of these overheads remain and are spread over remaining services, making them less viable.
	

	For this reason, it is considered that any corporate overhead costs that would still be incurred if the service did not exist or was externalised, should not be allocated to the service, but retained at the corporate centre, in accordance with CIPFA guidelines.

e)
Summary of the key issues emerging from compare
Salford is already performing well, being amongst the top quartile of local authorities in respect of the delivery of refuse collection services.

Only small proportion of Salford Residents (approx. 4500 households) have taken advantage of Council “truck sales” – the selling of compost bins at special day sales at a favourable price, and Salford does not fare well in comparison with others.  There are proposals for a new scheme to promote home composting in 2001.

	

	Salford, and the other 8 authorities in the GMWDA area, is disadvantaged in respect of meeting recycling targets.

Whilst other authorities have been at the forefront in recycling for some years, this is at considerable cost, and Salford appears to have a service at no cost.  Some costs, however, may be hidden via the precept from GMWDA which funds recycling credits paid to the collection contractor.

It is recognised that Salford’s performance in respect of recycling needs to be improved.

More needs to be done in Salford to encourage home composting and reduce waste at source.

Salford is the only authority that routinely charges for bulky waste collection, and despite being the largest of the authorities, has comparatively few request for collection.


	

	Corporate costs, which are effectively imposed by central departments, should be reviewed at a corporate level as a matter of some urgency.

4.2.3
COMPETE

As a starting point, in terms of competitive analysis, an assessment of the service delivery options against the corporate Procurement Matrix was carried out.  This subsequently led to the development of the service delivery options shown at the end of the compete section.

The refuse collection service was last effectively tested in 1996 when it was exposed to compulsory competitive tendering. It was previously similarly tested in 1991. Recycling was not included at either time, although a contract was subsequently arranged with a local company to carry out citywide kerbside collections. 


	

	The best value regime does not compel local authorities to expose services to competition, but it is made reasonably clear in DETR guidance documents that when procuring services, fair and open competition among potential service providers will in most cases be the best way of demonstrating the competitiveness of a service.


	

	This is particularly true of services that may never have been exposed to competition, but not necessarily the case for those that have.


	

	Council policy is to expose services to market testing where appropriate service improvements, via the in-house provider, or adequate investment cannot be secured and this approach was recognised by the District Auditor in his BV Audit Report for 2001/2002. 

The DA stated:


“Where Best Value reviews indicate that there is potential to improve the in-house services and members decide to proceed with this option, there need to be clear targets and specific deadlines for implementing the required changes. If these are not met, the whole rationale for retaining the service in-house needs to be revisited.”

It is important to note that dependent on the services, between 50 and 70% of the resources employed are already provided by the private sector, in the form of vehicles, vehicle maintenance, provision of refuse containers and litter bins, and relief staff to cover for holidays and sickness.

Domestic refuse collection has previously been subjected to CCT, and there is a strong established market for the provision of the service.  However, the authority is not intending to subject the service to competition, as the indication in the refuse collection review is that Salford should be able to move into the top 10% of providers in the country, in respect of both cost and quality.

All trade waste contracts are already won in a competitive environment against the private sector.

The following factors have also been considered:


	

	Potential advantages of competition
There may be specific advantages in exposing services to external competition where it is clear that the private sector can bring some financial or other advantage (such as management expertise) to the authority.


	

	Management expertise

There are several large multi-national companies currently in the market for the provision of refuse collection and street cleansing services, and the most successful of them (Sita, Onyx and Focsa) have a senior management structure consisting of ex local authority managers who generally transferred to the company as contracts were awarded. There has been little evidence of any new management input to these services.


	

	Inward Investment

Refuse collection and street cleansing are not capital-intensive services. The major investment required of a capital nature is in depots and vehicles, and the latter are generally acquired by private and public sector alike through lease or hire arrangements from revenue rather than outright purchase

Some authorities have entered into agreements with the private sector to undertake refuse collection services in order to secure improvements to decaying and obsolete depots, and pay for this via revenue expenditure within the contract price over a number of years, although this is not required in Salford, where the main operational depot is in good order needing little, if any, significant capital expenditure.

Partnerships

Some local authorities have recognised the continuing and increasing difficulties faced by DSO’s in respect of competing for work within the constraints imposed upon them by the Goods and Services Act, 1970 (which limits the ability of local authorities to trade with external bodies), and the effect on such “trading” organisations of trying to operate within the bureaucratic framework of a Council organisation, and have taken steps to free their DSO from direct or indirect Council control and thus permit them to trade more widely. 

There are a number of examples of different ways in which this has been done, including the City of Westminster (management buyout), the City of Bristol  (trade sale), the London Borough of Bexley (facilities management contract), the London Borough of Lambeth (joint venture company), Greater Manchester Buses (part) (employee shared option scheme), Bury Contract Services, Peterborough Contract Services, 3C Waste {Cheshire County Council}  (local authority owned companies), and there are a number of alternatives within these options, as well as options in respect of joint ventures and partnerships between the local authority and private or other public sector players.

Potential savings would be lost in the meantime, as all effort would have to be directed into the competition process including the preparation of contract documents, and placing statutory advertisements, and as Salford are already in the top quartile of authorities, it is unlikely that significant further savings would be found and these may not offset tender costs.


	

	Potential disadvantages of competition

Exposing services to competition has some practical disadvantages which should be taken into account, but which are not immediately apparent, and also presents some very real risks.

The practical disadvantages and risks are:

Financial


Any “profit” (from trading surpluses or savings) made by Salford’s in-house organisation returns automatically to the Council to enable reduced charges to be introduced, offset other costs or fund other initiatives.


There are significant additional costs from the need too establish hard splits of client / contractor roles.

Available resources


In the event of an emergency, or ordinary peaks and troughs in workload for seasonal or other reasons, the in-house management, labour, material, plant and transport resources could be called upon and deployed without any immediate difficulty. This would not necessarily be the situation if the private sector provided the assets and management etc. resources required.


Environmental Issues 

The Council makes a positive contribution on environmental issues in four areas:

· As a consumer

· As a provider

· As an enforcer

· As a persuader
In-house organisations can assist and enhance the Council's policy, especially in the first two areas. The private sector would not necessarily make any contribution in respect of environmental issues.

Depots
The refuse collection operation is run from an existing Council-owned depot that houses operational functions alongside maintenance facilities. This provides added value to the Council in that it uses existing Council resources efficiently, and reduces overall costs because overheads can be spread over a much wider base. 


	

	Overall interests of the Council
The fact that all staff are employed by the City Council ensures that the best interests of the Council are at the forefront and are continuously maintained.


	

	During major changes brought about by refuse collections / street cleansing re-organisations in line with customer requirements, a unique rapport has been developed with front-line staff, and a strong and motivated team of people providing the services has emerged.  In addition, there has been increased training and development as indicated by recent IIP accreditation.  Individuals now have ownership of the service, and there are consequently high levels of motivation.


	

	These have reflected in the quality of service now being provided, and the willingness of the workforce and representatives to adapt to change should be acknowledged as a major contributory factor in the success of the re-organisations carried out.

A Chartermark application for refuse collection is now being prepared.

Salford has now achieved a situation where local people are committed to the delivery of quality services to fulfil the Council’s pledges and this is in contrast to the private sector ethos and imperative of profit making.


	

	Risks

Some local authorities (and Oldham, Brighton and Portsmouth are the most recent examples) have found themselves in the position that contractor performance was so bad that the contract was terminated, with all the financial and operational consequences that such action brings, in addition to the public dissatisfaction with services that has inevitably occurred along the way.


	

	The Government has recognised some of the difficulties associated with contracting out services. The following is extracted from the DTLR website:


”Lorraine (1993)” has suggested that, under the traditional adversarial model of contracting, the principal factors providing commercial advantage to contractors were:

· withholding information for tactical advantage;


· refusing to co-operate in problem solving;


· drawing up and implementing contracts in rigid terms, so that clients were not easily able to intervene in order to minimise losses and delays to their works; and

· exploiting to the full the inevitable 'variations' in contracts, so that the final valuation of contracts was often more than 50% above tendered price
Consequently, the potential gains from competition, in terms of investment, service planning, service delivery and quality of service were seriously hindered by this form of contracting.”

	

	Service delivery options – Refuse Collection / Recycling

a) 
Refuse Collection

In respect of the physical organisation of refuse collection, i.e. routes and rounds, there are a number of options. A number of authorities operate a zoning approach whereby a team of crews “blitz” an area of the City at a time. The refuse collection review and re-organisation recently carried out in Salford adopted this approach, and also included other radical changes to the way the service is delivered including operation over a 4-day week, and has proven to be more economical and efficient in operation.


	

	The new service was introduced on 8th May 2001 and following a 3-month bedding in period, set out in the Improvement Plan, has now settled down.  Since 6th August 2001 targets are being met and in some cases exceeded. Complaints are now at their lowest level of all time. The following table shows results on a week by week basis up to 27th November 2001.


	

	
	Week Commencing
	Number of Complaints
	Collected Same Day of Service
	Balance for Investigation
	Justified

*
	Non-Justified
	Weekly Average *
	

	
	
	
	
	
	
	
	
	

	
	07.08.01
	93
	39
	54
	29
	25
	
	

	
	14.08.01
	83
	43
	43
	15
	28
	
	

	
	21.08.01
	77
	39
	38
	16
	22
	
	

	
	28.08.01
	108
	27
	81
	33
	48
	
	

	
	04.09.01
	88
	34
	54
	18
	36
	
	

	
	11.09.01
	83
	28
	55
	19
	36
	
	

	
	18.9.01
	64
	20
	44
	25
	22
	
	

	
	25.09.01
	85
	30
	55
	31
	24
	
	

	
	02.10.01
	76
	24
	52
	33
	19
	
	

	
	09.10.01
	68
	26
	42
	21
	21
	
	

	
	16.10.01
	89
	35
	54
	24
	30
	
	

	
	23.10.01
	80
	32
	48
	24
	24
	
	

	
	30.10.01
	65
	33
	32
	16
	16
	
	

	
	06.11.01
	60
	22
	38
	18
	20
	
	

	
	13.11.01
	65
	28
	37
	16
	21
	
	

	
	20.11.01
	69
	29
	40
	19
	21
	
	

	
	27.11.01
	50
	31
	29
	13
	16
	22
	

	Table 4.30 Refuse Collection Complaints

The main strategic options are:-

i) refuse collection


	

	Option 1

Cease to provide service 
	Option 2

Retain in-house 
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option. Legal requirement to provide service.
	Service performing well and among the top quartile of authorities. Recent re-organisation has improved the situation further, reduced costs, and complaints now at a very low level. Issues of bank holiday disruption and missed bins have been rectified.
	No advantages identified for this option, and actually offers potential to damage service by destroying good industrial relationships built up over past 18 months. Cost of tendering high. Cost of re-establishing hard client/contractor split high.
	No viable alternatives identified.
	Retain in-house appears to be most practical option given current high (and improving) performance.
	

	Table 4.31 Service Delivery options Refuse Collection
	

	(ii) Recycling


	

	Option 1

Cease to provide service 
	Option 2

Retain in-house 
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option.  Legal requirements to provide service.
	Proposals are to integrate into refuse collection service commencing with a trial scheme to be carried out 2002, to be rolled out citywide in the longer term.
	Service currently provided by private sector.  Trial shortly to commence using Council and community resources with a public / private partnership approach
	Possibility of future joint venture with private sector or 100% externalisation
	Commence trial and review results in 2002.
	

	Table 4.32 Service Delivery options - Recycling

Summary of the key issues emerging from competition
· Other procurement routes for refuse collection are available, but these would take some time to pursue, and no particular advantage can currently be identified from doing so.

· There are some very real disadvantages and risk in exposing the refuse collection service to competition.
4.2.4
CHALLENGE
a)
Should we provide the service at all?
The collection of household waste is a statutory requirement on all Waste Collection Authorities, (and Salford is such an Authority), although there is no statutory requirement in respect of the way refuse is collected, or the periods between collections.

Waste Disposal Authorities are responsible for arranging the disposal waste, and have some concurrent powers with Waste Collection Authorities in respect of recycling.


	

	In some (but not all) parts of the U.K., WCA’s are also WDA’s. The Greater Manchester Waste Disposal Authority acts on behalf of Salford and 8 other authorities although Salford has no direct role in this, other than appointing representative Members to serve on it. 


The Waste Regulation function in England and Wales is now carried out solely by the 
Environment Agency.

The Council’s powers as a Waste Collection Authority are set out in the Environmental Protection Act 1990. Section 30 of the Act places a statutory duty on Waste Collection Authorities to arrange for the collection of household waste.



The Council therefore has no lawful option other than to arrange to provide a service for refuse collection from domestic properties, either by use of its own workforce, or an external provider.


	

	
Making arrangements for the collection of Commercial waste is a statutory requirement on the Council if the occupier of commercial premises requests it. 


	

	The Council is, however, required to make a reasonable charge for this service, to recover its costs.


	

	There are approximately 5,560 Commercial premises in the City and 1,859 (33%) of these currently have formal agreements with the Council for the removal of their commercial waste arisings. 


	

	b)
Should the level of service be changed?
The level of service has been challenged at several levels:

-
How can the City meet the concerns of customers?


-      Should the frequency or method of refuse collection be changed?


-     How can the City comply with the National Waste Strategy?


	

	Customer concerns

The various forms of consultation carried out in 1999/2000 indicated that the public expressed concern with:

Bank holiday collections;

Missed bins;

Appointments for bulky waste collections; and

Removals of excess refuse.


These issues figured prominently in the refuse collection reorganisation.

	

	The Survey carried out in 2000 revealed that in general, there had been an improvement. 78% of the public were either very satisfied (32%) or fairly satisfied (46%) with the overall refuse collection service. The survey produced the following results relating to specific aspects of the service:
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	1
	Receptacle provided for household waste
	
	

	
	2
	The place waste has to be left for collection
	
	

	
	3
	Reliability of waste collection
	
	

	
	4
	The waste collection service overall
	
	

	
	5
	Street cleanliness after waste collection
	
	

	
	6
	Collection of bulky household waste
	
	

	Graph 4.33 Household Waste Collection satisfaction levels
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	1
	Range of recyclables able to deposit
	
	

	
	2
	Accessibility of recycling facilities
	
	

	
	3
	Cleanliness & servicing of site
	
	

	
	4
	Overall provision of recycling facilities
	
	

	By June 2002, there will be a specialist unit in Environmental Services to undertake customer liaison work and surveys and in mid 2002, a telephone survey will be carried out of people who had cause to complain during the previous 9 months.

Numerous improvements have been introduced following the refuse collection review, taking on board issues identified by customers, and reducing costs.  These include:

· A four-day week operation dealing with bank holiday issues.

· A generic service (combining domestic, trade and bulky waste rounds).

· A zoning approach, providing more certainty of collection day in respect of bulky waste.

· Changes to the pay structure, building in incentives to improve service quality (e.g. completion payments to reduce the number of missed bins).

Improving service quality via the above changes to the service has already improved customer satisfaction.  However it is accepted that monitoring information now being developed needs to be fine-tuned to establish a system for regularly measuring and monitoring customer satisfaction.


	

	Frequency

It is generally accepted that a weekly collection of refuse is appropriate as this facilitates the organisation of refuse collection rounds, and particularly enables householders to know when to make their refuse available for collection, but more importantly, the life cycle of the fly from the laying of eggs to the emergence of the winged insect was taken into account when weekly frequencies were generally established. A weekly collection was a statutory requirement until relatively recently, when enactment of the Environmental Protection Act 1990 repealed the Public Health Act 1936.


	

	In Salford, multi-weekly collections are necessary from many of the premises in multi-occupation, particularly those with inadequate refuse storage space, and there is very little scope for any savings or organisational change in this respect. 

Methods

Refuse collection methods have developed considerably over the last 50 years, in every way. The method of storing refuse awaiting collection has moved from heavy metal dustbins through various stages to the modern wheeled bin. The vehicles used to collect their contents are larger with sophisticated hydraulic and pneumatic systems, and the personnel have changed to become accustomed to working within a competitive culture.


	

	Even the service recipients have accepted changes. The traditional refuse collection from the “back door” of property, which did not involve the recipients in the collection process has changed to the current method of service delivery which utilises wheeled bins which have to be placed out for collection by householders.  Assisted collections are offered to the elderly or disabled. 


	

	A separate weekly collection of paper for recycling (by a private contractor) and occasional textile collection, (by private contractor or charitable organisations), support and enhance the normal cyclical refuse collection service.

It is widely held that the wheeled bin system offers the most hygienic and convenient refuse storage and collection arrangements for the public.

The following Table shows methods of containment for household waste in England and Wales, and the increase in the use of wheeled bins:

	

	Method of refuse collection round waste containment England and Wales: 1996/97, 1997/98 1998/99 and 1999/00.
	

	
	Percentage of households
	

	  
	1996/97
	1997/98
	1998/99
	1999/00
	

	Wheeled bin
	41%
	43%
	45%
	48%
	

	Plastic sack
	31%
	31%
	29%
	29%
	

	No method provided
	21%
	20%
	19%
	19%
	

	Other
	6%
	7%
	7%
	4%
	

	Total
	100%
	100%
	100%
	100%
	

	Table 4.35 Method of Refuse Collection
	

	There are a number of different and alternative methods of service provision, which include the issue and collection of plastic sacks and collection of metal or plastic dustbins, although the wheeled bin method is now the most widely used in Europe, and is used by over 50% of local authorities in the UK. It is also a popular method with the public, providing an easily manoeuvrable container of sufficient capacity to store a considerable amount of refuse, and with a hinged lid to protect its contents from scavenging animals.

It is worth noting that in the Year 2000 Customer Survey, undertaken as a statutory requirement under the best value regime, customer satisfaction with the wheeled bin in Salford was 91%. Satisfaction at Stockport, where plastic sacks are used, was 69%, the lowest of all AGMA authorities.

In view of the popularity and efficiency of the system, it is not considered to be either practicable or necessary to alter the current method of refuse storage and collection.

National Waste Strategy

The EU Landfill Directive sets challenging performance targets for Member States and HM Government has accordingly prepared a National Waste Strategy, and set local authorities challenging targets to both improve waste management services and to increase the recycling of municipal waste which will require local authorities to change the level of service currently provided.

	

	These targets include the following targets relating to waste reduction or re-use:


· To recycle or compost at least 25% of household waste by 2005

· To recycle or compost at least 30% of household waste by 2010

· To recycle or compost at least 33% of household waste by 2015

The key challenge facing Salford is succinctly set out in the Foreword to the National Waste Strategy, part of which is reproduced below.

	

	“……. if we are to deliver sustainable development it is crucial that we begin to tackle our growing mountain of waste. This means designing products, which use fewer materials and using processes that produce less waste. It means putting waste to good use, through re-using items, recycling, composting, and using waste as a fuel. And it means choosing products made from recycled materials.

To engineer this step change in the way we think about waste we must work in partnership – with businesses, local authorities, community groups and the public. Persuading people to change their own approach to waste on a person by person, business by business, basis is probably the biggest challenge we face.”

At present, nationally only 9% of household waste is recycled and 8% has energy recovered from it.  Statutory targets state that the amount of waste recovered needs to increase significantly in the next few years. 


	

	In Salford, this means increasing recycling from the current 3.3% of the household dustbin to 10% by 2003/4 and to 18% by 2005/6.  However, to meet these targets, the Government Waste Strategy 2000 also states that “in some cases, authorities will need to introduce energy recovery facilities. Where energy recovery plants are needed, the Government believe they should be appropriately sized to avoid competition with recycling.” 


	

	The issue of energy recovery plants is a matter exclusively for the GMWDA, and it is clear that in addition to any “local” recycling that takes place, an overall joint plan for the 9 District Councils with GMWDA is required in order to achieve government targets. Salford, and the other 8 authorities in the GMWDA area, is disadvantaged in respect of meeting recycling targets, because it is not a Waste Disposal Authority, and consequently does not have the facility to extract certain items with ease. 

The GMWDA on the other hand is well placed to recover materials through mechanical or other processes at the refuse disposal reception points, including civic amenity sites, and as previously stated, a partnership in respect of recycling is one option for meeting future statutory recycling targets, although the costs which are likely to be involved are a matter of some concern.


	

	One area in which more can be done in waste minimisation is in respect of home composting. The following diagram shows the composition of a “typical” dustbin.


	

	
[image: image6.wmf]Home Composting

19%

8%

9%

11%

33%

20%

Composition of the household dustbin waste :

can be 

removed by 

“home composting”

Paper & 

Cardboard

Plastics

Glass

Metals

Other

Organic Waste

(by weight)



	

	A significant proportion of the average refuse bin contains organic waste, which can be composted at home, together with garden waste etc. on a compost heap or in a specially designed compost bin.

Only a small proportion of residents have taken advantage of Council “truck sales” – the selling of compost bins at special day sales at a favourable price, and more can be done to encourage their use to minimise waste to be collected.

c)
Summary of key issues emerging from challenge


· The Council has no lawful option other than to continue to provide a service for refuse collection from domestic properties. 

· It is generally accepted that a weekly collection of refuse is the most appropriate, for public health and convenience. 

· Waste reduction and recycling is going to play an important part in any future waste management strategy, and future planning must take this into account. 

· HM Government has set challenging targets to both improve waste management services and increase household waste recycling. 


	

	
	

	
	

	
	

	
	

	4.2.5
ACTION POINTS – REFUSE COLLECTION AND RECYCLING
	

	Short Term

To reduce cost of service provision by £150k pa.

To remove fly-tipped material requiring specialist equipment within 10 working days of receipt of report.

To remove fly-tipped material not requiring specialist equipment within 3 working days of receipt of report.

To collect all bulky waste within 5 days request.

To carry out a customer survey by telephone on revised service provision

Create a recycling budget to support the recycling programme.

Establish kerbside pilot schemes for multi material collection

Improve reliability and image of fleet

Increase number of “bring” sites by one per year

Increase awareness of recycling and waste minimisation initiatives

Medium Term
Improve utilisation of CA sites to encompass recycling

Enhance corporate recycling schemes

Develop wider ranging partnerships for recycling

Promote the acquisition of an additional 500 Home Compost bins per annum


	

	Long Term
Increase recycling rates to 20% to meet Council pledge

Offer reduced rates for commercial recycling

To achieve Chartermark status for refuse collection services

Enable recycling investment through a change in current waste disposal financial and operational methodologies

Increase recycling rates to 10% to meet Government target

Achieved
Ensure profitability of commercial refuse service

Ensure 100% service delivery through alternative employment Practices / partnerships

Introduce 4 day working on zone basis

Improve rectification rate of missed bins to 100% within 24 hours

100% removal of excess waste


Resolution of non-collection at Bank Holidays

Improve customer relations

Introduce service between Xmas and New Year

To reduce number of missed bins to within top quartile of Metropolitan Authorities

Update the Recycling Plan to take account of the National Waste Strategy

Achieved and Ongoing
Improve customer consultation processes
	

	4.3      STREET CLEANSING

4.3.1 CONSULTATION

a)
Aims of the consultation
· To consult with customers to determine their views and service needs

· To involve customers at all levels in decision making

b)
Stakeholders

The main stakeholders for street cleansing services are councillors, residents, visitors to the city, people who work or shop here, commercial organisations and the internal workforce. 


	

	c)
Methodology

Consultation with the public on waste management issues began in 1997, when a “Scrutiny Commission” was formed from elected members, officers and community representatives to look at ways of improving the cleanliness of the City. 

This resulted in a total of 39 specific recommendations to the Environmental Services Committee in early 1998.

The Council undertook a Quality of Life Survey in 1998, which sought, amongst other things, to establish satisfaction with a number of services including street cleansing.  Additionally, as required by Best Value legislation, a survey was undertaken in 2000 by KWEST on behalf of all AGMA authorities, to establish customer satisfaction, again with a number of services including street cleansing.

Tidy Britain group have been commissioned to carry out public surveys on street cleansing for the next 3 years.

Salford Pride itself has devised its own customer consultation surveys in relation to the work it carries out with schools and residents groups.  


On 14th February 2001, a review of the types of litter bins available was carried out involving litter bin manufacturers, elected members, community representatives, and council officers/TU representatives.
	

	A variety of bins were assembled for physical inspection by consultees, and a technical evaluation made of all samples supplied by manufacturers.

In addition to the specific consultation exercises, other examples of consultation exist:

· Attendance at Community Committees

· Meetings with specific groups (residents groups, minority groups)


	

	
Issues arising from such discussions with the community are considered by the service as part of day to day management, and customer requirements are taken on board by the service, as far as is practicable.


	

	d)
Findings of the consultation work


The KWest Survey carried out in 2000 revealed that in general, only 32% of the public were either very satisfied (4%) or fairly satisfied (28%) with the overall street cleansing service. The survey produced the following results relating to satisfaction with the Council keeping land clear of litter: 
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	1
	Very Satisfied
	
	

	
	2
	Fairly Satisfied
	
	

	
	3
	Neither
	
	

	
	4
	Fairly Dissatisfied
	
	

	
	5
	Very Dissatisfied
	
	

	Graph 4.35 Satisfaction with council keeping land clear of litter

The Tidy Britain Group has been commissioned to carry out an annual survey of public opinion in relation to street cleansing issues over the next 3 years.

These will provide data that will be invaluable in assessing the public’s aspirations for the service.

The first survey was carried out in September 2001, and revealed the following updated information about the public’s satisfaction with the Council keeping land clear of litter:


	

	Overall this shows that 44% of respondents were very satisfied (3%) or fairly satisfied (41%) with standards of cleanliness in Salford which shows a considerable improvement over the previous year when only 32% of people thought so.


	

	The issue of blame was also raised, and interestingly, the majority of interviewees (75%) did not blame the Council for standards of cleanliness in Salford, and the majority of these blamed residents themselves.


	

	

	

	Graph 4.37 Customer opinion  of who is responsible for cleanliness
	

	As a result of the consultation carried out on litter bins, and an extensive 3-month trial, it is now Council policy that a specific litter bin (the Atlas) be installed in all the city’s parks.

Abandoned vehicles were included in the study because they can have a detrimental effect on the cleanliness and overall visual amenity of the area, and in many areas the number of cars abandoned is increasing annually because of the current lack of any market for, and therefore value of, scrap vehicles. Nationally, Government have estimated that in the year 2000, up to 350,000 cars were dumped, balanced against 1.8 million being scrapped. A review of the existing prescriptive legislation is now being carried out by the Secretary of State with the objectives of speeding up the removal of abandoned cars, and pursuing offenders more vigorously.

	

	
It should be noted that the number of cars reported greatly exceeds the number actually removed, as about 95% of vehicles reported are removed by their owners (or others) prior to or following the placement of a 7-day notice. 

The public and elected members are dissatisfied with the current speed of removing abandoned vehicles, which is largely caused by legislative restrictions and a slow response from DVLA.

e)
Summary of the key issues emerging from consultation
A Tidy Britain Group survey in street cleansing carried out in September 2001 indicated that, in respect of street cleansing, the public perception is that the situation has improved significantly in the last 12 months.  The percentage of people expressing satisfaction with the services has risen from 32% to 44%,.

	

	4.3.2
COMPARE
a)
Benchmarking

Benchmarking of the various services under review was carried out using data compiled from a number of relevant sources, from the following local authorities:-


	

	
Bury


Bolton


Cleveland & Redcar


Doncaster

Kingston upon Hull


Manchester


Milton Keynes


Oldham


Peterborough

Rochdale


Sunderland


Stockport


Swinton


Telford & Wrekin


Trafford


Wirral
	

	
During the review, it was found that Derby, Stoke-on-Trent and Nottingham were carrying out a joint benchmarking exercise, and details were requested for comparison purposes.  Regrettably, the authorities concerned declined to release details, even though Salford offered to participate in the comparisons being made.


As part of a benchmarking exercise the following were considered for comparison with Salford, although the latter two were not measured by Salford during part of the year 2000 and the data presented is from the first 3 months of 2001:


	

	
Net spending per head of population

· 
Net spending per head of population

· Net cost per Km.

· Net cost per Hectare

· % of highways of a high standard

· % of highways of an acceptable standard


	

	Main reasons for variations in performance
It was found that actual comparisons of services are difficult to make because services vary in the methods used to carry them out, the actual activities performed within the service heading, and also the fact that the Authorities concerned do not collect data or record costs in the same way.

Some of these differences can be shown by the following differences in service provision under the general heading of street cleansing, for some of the authorities.

A cross indicates that the service is included as a street cleansing function:-


	

	Specific activity
	Salford
	Doncaster
	Hull
	Sunderland
	Wirral
	

	Manual street cleansing
	x
	x
	x
	x
	x
	

	Mechanical street cleansing
	x
	x
	x
	x
	x
	

	Gully emptying
	x
	x
	x
	x
	-
	

	Winter gritting
	x
	-
	x
	x
	-
	

	Litter bin emptying & cleaning
	x
	x
	x
	x
	x
	

	Litter bin placement / removal / repair
	x
	x
	x
	x
	-
	

	Market cleansing
	x
	x
	x
	-
	x
	

	Shopping trolleys
	x
	x
	x
	-
	x
	

	Animal Carcasses
	x
	x
	x
	-
	x
	

	Leaf fall
	x
	x
	x
	x
	x
	

	Car parking sweeping
	x
	x
	x
	x
	x
	

	Other sweeping
	x
	x
	x
	x
	-
	

	Weed control
	
	
	
	
	
	

	Table 4.38 Comparison of street cleansing service provision
	

	Given the above variations, and following the cost allocation exercise recently carried out, Salford compares favourably with most comparator authorities, and the comparison results for street cleansing are:



	


	Authority
	Population
	Total Net Spend
	Net Spend per Head
	Net Cost per Km.
	% High Standard
	% Acceptable Standard
	

	Salford
	224,800
	£1,794,542.92
	£7.53
	£2,043.90
	28.2
	59.3
	

	Milton Keynes
	200,000
	£1,605,399.00
	£8.03
	£1,456.80
	No Data
	No Data
	

	Peterborough
	157,800
	£1,242,000.00
	£7.87
	£1,925.58
	No Data
	No Data
	

	Swindon
	177,271
	£944,000.00
	£5.33
	£1,245.38
	No Data
	No Data
	

	Telford & Wrekin
	151,500
	£1,161,080.00
	£7.66
	£1,081.08
	No Data
	No Data
	

	Doncaster
	290,468
	£1,758,512.00
	£6.05
	£1,108.07
	No Data
	No Data
	

	Kingston-upon-Hull
	254,800
	£3,000,000.00
	£11.77
	£4,846.53
	20.5
	65.9
	

	Sunderland
	292,300
	£2,419,615.00
	£8.28
	£1,989.81
	30.1
	52.9
	

	Wirral
	326,600
	£2,324,235.00
	£7.12
	£1,983.14
	No Data
	No Data
	

	Table 4.39 Comparison of street cleansing performance
	

	b)
Best value performance indicators

There are 3 sets of PI’s relative to the street cleansing service. The first of these, and the most important, are Best Value Performance Indicators for the service produced annually by the DETLR. For the comparison period of 2000-2001 the BVPI for street cleansing was based on the percentage of highways that are either of a high or acceptable standard of cleanliness. 


	

	
The second set of PI’s is produced by AGMA and the final set is local PI’s produced by the Council.

The various PI’s, and Salford’s performance are set out below:-


	

	Ref :
	Description
	1999/2000 Actuals
	2000/01

Actuals
	Salford 5 –Year Target
	
	

	BVPI 85 *
	The cost per sq. kilometre of keeping relevant land and relevant highways clear of litter and refuse
	£184,662
	£181,889
	£193,000
	
	

	BVPI 89
	The % of people satisfied with cleanliness standards (i.e. keeping relevant land clear of litter and refuse)
	32%
	44%
	70%
	
	

	LPI
	The % of highways that are of a high or acceptable standard of cleanliness
	87.5%)
	89%
	96%
	
	

	AC 52 AC J2
	Average time taken to remove fly-tips not requiring specialist equipment (days)
	5
	8
	No 5 year target set, but the target in the improvement plan is 3 days
	
	

	-
	Average time taken to remove fly-tips requiring specialist equipment (days)
	N/A
	N/A
	No 5 year target set, but the target in the improvement plan is 10 days
	
	

	Table 4.40 Street cleansing P.I’s


	

	*Recent Audit consultation proposes removal of this indicator from 2002/03 as it is ineffective for inter-Authority comparisons
	

	c)
Who are the market leaders and how do we compare?
In terms of operational and financial performance, there is no available reliable data that indicates who are market leaders in the area of street cleansing. 


Salford’s comparative performance has, in the past, been less than satisfactory in terms of service quality and cost, although much of the information obtained in relation to street cleansing relates to the year 1999/2000.


It is accepted that there have been changes in Salford (and elsewhere) since then, which may have changed the situation.  In particular, Salford has introduced a mechanical sweeping service using “precinct” type sweepers, which has improved standards considerably, and has already contributed to a better standard of service at a lower comparative cost.

The changes are ongoing and the Improvement Plan for the service is now being progressively implemented.


	

	The supervision of the service has recently been improved by the introduction of multi-disciplinary Environmental Co-ordinators, and monitoring of the service has increased using reality checks, photographic records and independent checks by the Tidy Britain group.

Street cleansing methods have been reviewed, and elected members have determined that, as a matter of policy, all the city’s streets are to be cleaned every 3 weeks as a minimum.  Currently the cycle is at least 5 weeks, and was 8 weeks some 2 years ago.


	

	The Council has pledged to advertise the 3-weekly service so that the public will know what level of service to expect, and will ensure that there were no difficulties such as parked cars to prevent service delivery.


Advertising sweeping cycles will also simplify supervisory monitoring.  An additional advantage is that the public would effectively become additional monitors of the service.


Salford has engaged with organisations in the private and voluntary sectors, the first in relation to the provision of transport and labour, (and a high percentage of the street cleansing budget is consequently now expended in the private sector) and the second in relation to community-based clean-ups, educational measures, focus groups etc.



There is also involvement with the public sector via regular consultation with AGMA, GMWDA etc., and a regular exchange of information and best practise experience on methods, equipment etc. Salford recently took the lead in preparing, issuing and collating a detailed questionnaire completed by AGMA authorities.

c)
Summary of key issues emerging from compare
Much of the information obtained relates to the year 1999/2000.  Since then, Salford has introduced new methods of street cleansing involving the use of small mechanical sweepers, and is now carrying out a radical change in the way street cleansing services are delivered.


	

	d)
Cost of services

When budget reconciliation was carried out in 1999/2000, the costs of the service per head of population appeared to be high compared to some similar authorities. If this were actually the case it would be a major weakness. However, a review of cost allocation recently carried out shows that the reconciliation figures were artificially high, and contained service elements not directly associated with the street cleansing function. 
	

	
	

	The level of spending on street cleansing is not, however, in itself a true indicator of how well (or `badly) the service is provided and the percentage of highways considered to be of a high level of cleanliness and the percentage considered to be of an acceptable level is a more accurate assessment. The judgement on these is, however, made by the staff employed by the individual authority itself, and not by an independent source, and should be made in accordance with specific guidelines issued by the DTLR.


	

	Costs could be reduced by mechanising sweeping, although the Council’s policy is to increase sweeping frequencies to improve the service to residents, rather than to reduce the level of service and thus reduce costs.

The current situation is therefore that costs have been held whilst at the same time sweeping frequencies and quality standards have been improved considerably, and it is likely that, pro-rata, in terms of performance, future costs will be more comparable with the top quartile of metropolitan authorities, providing the same level of services.


	

	The level of spending on street cleansing is not in itself a true indicator of how well (or ‘badly’) the service is provided and the percentage of highways considered to be of a high level of cleanliness and the percentage considered to be of an acceptable level is a more accurate assessment.


	

	4.3.3
COMPETE


As a starting point in terms of competitive analysis, an assessment of the service delivery options against the corporate Procurement Matrix was carried out.  This subsequently led to the development of the service delivery options shown at the end of the compete section.


The street cleansing service was last effectively tested in 1996 when it was exposed to compulsory competitive tendering.  It was previously similarly tested in 1991.


It is important to note that a partnership with the private sector offers a better option than conflict-based competition.  Salford has taken this on board and between 50 and 70% of the resources employed are already provided by the private sector, in the form of vehicles, vehicle maintenance, provision of litter bins, and relief staff to cover for holidays and sickness.

As stated street cleansing has previously been subjected to CCT, and there is a strong established market for the provision of the service.  However, the authority is not intending to subject the service to immediate competition, as the indication in the review is that, in terms of both cost and quality, the Authority started the review with a high cost and perceived low quality service, but should be able to move into the top 25% of providers in the country, and when considerable improvements in service quality and value for money are achieved by street cleansing improvements now introduced.


	

	I would draw your attention to my comments in the refuse collection analysis about the District Auditor’s view on internal improvement opportunities.

The following factors have also been considered; and, as can be seen, these are a replication of several issues covered in the refuse collection analysis.  This is to be expected as the RC/SC Services are interlinked at Salford and both have experienced “step” changes, concurrently, in the delivery of improved services.


Potential advantages of competition

There may be specific advantages in exposing services to external competition where it is clear that the private sector can bring some financial or other advantage (such as management expertise) to the authority.

This is not, in general, the case in relation to street cleansing services.


Management expertise

There are several large multi-national companies currently in the market for the provision of street cleansing services, and the most successful of them (Sita, Onyx and Focsa) have a senior management structure consisting of ex local authority managers who generally transferred to the company as contracts were awarded.  There has been little evidence of any new management input to these services.
	

	Inward Investment

Street cleansing is not a capital-intensive service.  The major investment required of a capital nature is in depots and vehicles, and the latter are generally acquired by private and public sector alike through lease or hire arrangements from revenue rather than outright purchase.


Some authorities have entered into agreements with the private sector to undertake services in order to secure improvements to decaying and obsolete depots, and pay for this via revenue expenditure within the contract price over a number of years, although this is not required in Salford, where the main operational depot is in good order needing little, if any, significant capital expenditure.

Partnerships

Some local authorities have recognised the continuing and increasing difficulties faced by DSO’s in respect of competing for work within the constraints imposed upon them by the Goods and Services Act, 1970 (which limits the ability of local authorities to trade with external bodies), and the effect on such “trading” organisations of trying to operate within the bureaucratic framework of a Council organisation, and have taken steps to free their DSO from direct or indirect Council control and thus permit them to trade more widely.
	

	
There are a number of examples of different ways in which this has been done, including the City of Westminster (management buyout), the City of Bristol (trade sales), the London Borough of Bexley (facilities management contract), the London Borough of Lambeth (joint venture company), Greater Manchester Buses (part) (employee shared option scheme), Bury Contract Services, Peterborough Contract Services, 3C Waste (Cheshire County Council) (local authority owned companies), and there are a number of alternatives within these options, as well as options in respect of joint ventures and partnerships between the local authority and private or other public sector players.


If any of these were to be considered, there would be a considerable amount of work necessary, which would require extensive legal and financial input, and possibly external advice before any such alternative arrangements could be introduced, in addition to any requirement to comply with EC Procurement legislation, and generally speaking, the process could take up to two years to complete satisfactorily.  It is difficult to see what benefits, if any, such arrangements could offer to the Council.


Potential savings would be lost in the meantime, as all effort would have to be directed into the competition process including the preparation of contract documents, and placing statutory advertisements, and as Salford are already approaching the top quartile of authorities, in terms of performance, it is unlikely that significant further savings would be found and these may offset tender costs.

Potential disadvantages of competition

Exposing services to competition has some practical disadvantages which should be taken into account, but which are not immediately apparent, and also presents some very real risks.
	

	
The practical disadvantages and risks are:-

Financial

Any “profit” (from trading surpluses or savings) made by Salford’s in-house organisation returns automatically to the Council to enable reduced charges to be introduced, offset other cost or fund other initiatives.


There are significant additional costs from the need to establish hard splits of client / contractor roles.

Available resources

In the event of an emergency, or ordinary peaks and troughs in workloads for seasonal or other reasons, the in-house management, labour, material, plant and transport resources could be called upon and deployed without any immediate difficulty.  This would not necessarily be the situation if the private sector provided the assets and management etc. resources required.


	

	Environmental Issues

The Council makes a positive contribution on environmental issues in four areas:

· As a consumer

· As a provider

· As an enforcer

· As a persuader


In-house organisations can assist and enhance the Council’s policy, especially in the first two areas.  The private sector would not necessarily make any contribution in respect of environmental issues.


	

	Depots

The street cleansing operation is run from an existing Council-owned depot that houses operational functions alongside maintenance facilities.  This provides added value to the Council in that it uses existing Council resources efficiently, and reduces overall costs because overheads can be spread over a much wider base.


Overall interests of City Council

The fact that all staff are employed by the City Council ensures that the best interests of the Council are at the forefront and are continuously maintained.


During major changes brought about by street cleansing re-organisation in line with customer requirements, a unique rapport has been developed with front-line staff, and a strong and motivated team of people providing the services has emerged.  In addition, there has been increased training and development as indicated by recent IIP accreditation.  Individuals now have ownership of the service, and there are consequently high levels of motivation.


	

	
These have reflected in the quality of service now being provided, and the willingness of the workforce and representatives to adapt to change should be acknowledged as a major contributory factor in the success of the re-organisation carried out.


Salford has now achieved a situation where local people are committed to the delivery of quality services to fulfil the Council’s pledges and this is in contrast to the private sector ethos and imperative of profit making.


Risks

Some local authorities (and Oldham, Brighton and Portsmouth are the most recent examples) have found themselves in the position that contractor performance was so bad that the contract was terminated, with all the financial and operational consequences that such action brings, in addition to the public dissatisfaction with services that has inevitably occurred along the way.


The Government has recognised some of the difficulties associated with contracting out services.  The following is extracted from the DTLR website


	

	
“Lorraine (1993) has suggested that, under the traditional adversarial model of contracting, the principal factors providing commercial advantage to contractors were:

· withholding information for tactical advantage;

· refusing to co-operate in problem solving;
· drawing up and implementing contrasts in rigid terms, so that clients were not easily able to intervene in order to minimise losses and delays to their works; and

· exploiting to the full the inevitable ‘variations’ in contrasts, so that the final valuation 
of 
contrasts was often more than 50% above tendered price.

	

	· Consequently, the potential gains from competition, in terms of investment, service planning, service delivery and quality of service were seriously hindered by this form of contracting.”

Service delivery options – street cleansing


	

	Option 1

Cease to provide service 
	Option 2

Retain in-house 
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option. Legal requirement to provide service.
	Prior to recent re-cost, costs of service appeared to be high. Standards were below acceptable level. Recent changes have improved the situation considerably and this option needs to be tested in accordance with current Council policy.
	No proposals at present pending review of implementation of revised service.
	No viable alternatives identified.
	Retain in-house pending review of full implementation of improvements. Review in 2002.
	

	Table 4.41 Service Delivery options – Street cleansing


	

	Summary of the key issues emerging from compete
· Other procurement routes for street cleansing are available, but these would take some time to pursue, and no particular advantage can currently be identified from doing so.

· There are some very real disadvantages and risks in exposing the street cleansing service to competition.
	

	4.3.4    CHALLENGE
a)
Should we provide the service at all?
Salford is designated as a Litter Control Authority within the Environmental Protection Act 1990, and has a duty to ensure that designated land and highways are, so far as is practicable, maintained clear of litter and refuse.  There are various enforcement powers to support carrying out this duty.  The duty to maintain areas clear of litter and refuse, but not the enforcement powers, is also placed on certain other bodies.

Litter Bins

There is no legal obligation on local authorities to provide litter bins, but the majority do so as an aid to effective street cleansing.

Until recently, the policy was to site litter bins wherever requests were made, in areas where littering was a problem-usually at shop frontages and main roads. It was not the policy to site them in residential areas, away from shops. There was provision for their frequent emptying, but no scheduled cleaning programme.


	

	The policy was formalized recently so that siting is now on the basis of the following criteria:


· Near “fast-food” shops-within 100 metres in either direction

· At blocks of up to four shops-1 bin

· At blocks of between four and ten shops-2 bins

· Near “high-use” sites (e.g. seating areas)

· In close proximity to community centres, clubs or other meeting places.

The policy also provides for the provision of litter bins in residential areas if requested by Community Committees, and funded from the devolved Community Budget.


Individual schools are offered the opportunity of having litter bins located close to them at a preferential cost.

There are now around 1,000 litter bins placed in the city, generally emptied on a daily basis.


	

	A meeting has been held with GMPTE to replicate a scheme in Bolton whereby GMPTE provide litter bins at bus stops, releasing Salford’s bins for alternative strategic use. This has been agreed, and Salford will arrange to service the bins on a regular basis.

An agreement is now in place with the Planning Division of the Development Services Directorate that new fast food shops, banks, newsagents, bookmakers etc. must provide a litter bin or bins as a condition of planning consent.

Abandoned Vehicles

The Council have a duty to remove motor vehicles apparently abandoned on “land in the open air” following a process which normally involves placing a 7-day notice on the vehicle.


There is very little flexibility within existing legislation, although a consultation process on proposals from the DTLR/DEFRA to reduce this timescale to 24 hours and more vigorously prosecute owners and offenders is currently being carried out.


Enforcement

Legislation which enables local authorities to take enforcement action is contained in the Environmental Protection Act 1990, and includes provisions to enable the designation of Litter Control Areas, the issue of fixed penalties, the ability to serve a litter abatement notice on a person under a duty to keep a specified area of land litter free, and powers to issue to the occupiers of certain types of commercial or retail premises a street litter control notice with a view to preventing the accumulation of litter or refuse around any street or open land adjacent to any street in the vicinity of those premises.


Despite this abundance of litter legislation, only 2,970 fixed penalty notices for litter were issued in 2000/01 in a country of 56 million!


	

	This lack of success points to the fact that actually obtaining a successful prosecution is difficult, due to the amount of evidence required (e.g. time of incident, precise location, description of litterer, identity of litterer, vehicle description and registration (if applicable) etc.), but perhaps the most difficult barrier to overcome is gaining the willingness of witnesses to stand up in court to identify the litterer, as often people are wary of reprisal, particularly in instances where the littering offence has been carried out by a neighbour e.g. fly-tipping.

As an alternative to taking litterers to court, a local authority can appoint Litter Wardens who are authorised to issue £25 fixed penalty fines to litterers.  This has the benefit of dealing with littering as it happens.  Unfortunately until recently any income from such fines has had to be paid to the Secretary of State and as such the cost of employing wardens has had to be fully met by the local authority.

However several local authorities (e.g. Stockton-upon-Tees and Middlesborough) which employ Litter Wardens, have been allowed to keep income from fines for littering and dog-fouling offences, and it is now proposed to allow all local authorities to keep such income, as well raising fines to £50.  As such this may well, if accepted, prove a more attractive option to those local authorities considering the funding of such posts.


	

	It may be possible to link initiatives such as Town Wardens into becoming quasi-Litter Wardens, by giving them the authority to issue on-the-spot fines, and furthering this thought, now local authorities have responsibility for parking legislation, traffic wardens could also be given the necessary authorisation to issue such fines.  

It must be remembered that giving authority to issue fixed penalty notices is one thing, however, ensuring that the information given by the offender is reliable is quite another, for although on-the-spot fines can mean just that, (i.e. immediate payment), the offender does have 14 days in which to pay the fine.  Failure to do so can lead to a court appearance under section 87 of the Environmental Protection Act 1990 and potential fines of up to £2500.  But all this is irrelevant if the information given by the offender is false.  Indeed this has been cited by a number of local authorities, as to the reason they have not pursued Litter Wardens.


	

	Very few local authorities in the UK have used the legislation effectively. One that has is Bradford MBC, and details of their scheme are now being obtained with a view to introducing a similar scheme in Salford following appropriate officer training. This will only be feasible if resources are made available, or greater use is made of a community warden approach.

Housing has made a bid for EC funding (Objective 2) for Neighbourhood Wardens who will have specific powers relating to littering offences. Development Services is bidding for Town Centre Wardens and Environmental Services for Community Wardens to tackle littering, dog fouling etc.


Consideration should be given at corporate level to combining these functions to create an environmental enforcement/anti-social behaviour function.


	

	b)
Should the methods or frequency of service be changed?
Methods

The current method of street cleansing is being changed, and increasingly based on mechanical sweeping, and standards have demonstrably improved.  It is clear that these provide the most effective and efficient means of keeping the majority of the city’s streets clean, when used in conjunction with area patrols to empty litter bins and provide a daily response to ad hoc littering, and with large mechanical sweepers for linear sweeping of major highways.

The requirement and to a great extent the methodology for the removal of abandoned vehicles is dictated by legislation. At present, the average time to remove vehicles in Salford is 17 days. Discussions are ongoing at AGMA level with Greater Manchester Police with a view to introducing radical changes.  The Police have designed a scheme allowing for a speedy removal of all abandoned vehicles, either for quick destruction or storage.  The scheme is comprehensive and will, at a stroke, resolve the abandoned car issue in Salford and Greater Manchester. 


	

	The continuing reduction in car prices is likely to lead to a further increase in the number of cars unlawfully abandoned, and a corresponding requirement for additional resources. To illustrate this, a total of 824 cars were dealt with by the City Council in 2000/2001. In the period April-October 2001, this had risen to a total of 696, an annual projection of 1193 – a 45% increase on 2000/2001, and an 85% increase on 1999/2000.


	

	
Frequency


Elected members have determined that, as a matter of policy, all the city’s streets are to be cleaned every 3 weeks as a minimum. Currently the cycle is at least 5 weeks, and was 8 weeks some 2 years ago. The minimum of a 3-weekly cleaning cycle, which has been implemented for all the beneficial reasons previously quoted, may, as part of the process of continuous improvement, need to be reviewed at a future date to avoid the possibility of cleaning streets that are already clean, and enable the allocation of resources to areas of greater need.

There is an element of reactive “hit squad” work in the cleansing programme so the current approach could be described as a hybrid of input and output / outcome specification.


	

	c)
Summary of the key issues emerging from challenge
· Salford is designated as a Litter Control Authority within the Environmental Protection Act 1990, and has a duty to ensure that designated land and highways are, so far as is practicable, maintained clear of litter and refuse. 
· Community demands and Salford’s environmental needs currently require a largely input based approach to street cleansing services.

· Financial constraints have created difficulty in authorities implementing discretionary litter enforcement regimes.


	

	4.3.5
ACTION POINTS – STREET CLEANSING

	

	Short Term
Inform public of specific pledged sweeping dates

To increase sweeping cycles to achieve a citywide sweep every 3 weeks as a minimum.

Medium Term
To carry out a customer survey by telephone on revised service provision

Introduce geographical monitoring system

Establish a litter enforcement regime

Improve turn-round of removal of abandoned cars

Improve graffiti removal


	

	Long Term
To improve the standard of street cleansing within the City to within top quartile of Met. Authorities

To achieve Chartermark status for street cleansing services

Achieved
Improve weed control

Reduce the cost per head of street cleansing

Ensure 100% service delivery through alternative employment practices / partnerships

Adopt a development control policy within the planning process for the provision of litter bins

Achieved and Ongoing
Increase level of mechanisation

Improve customer consultation processes

Increase number of litter bins

Seek external funding for litter bins

Increase public satisfaction with service
	

	4.4        DOG WARDEN SERVICE
4.4.1     CONSULTATION


a)
Aims of the consultation
· To consult with customers to determine their views and service needs

· To involve customers at all levels in decision making

A public survey was carried out in April 2001 followed by a telephone survey of recent service customers. Community committees were consulted in May 2001.

b)
Stakeholders
The service is available to the whole community of Salford and benefits them as a whole. The council and its employees are also stakeholders.

c)
Methodology

A public survey was carried out in April 2001, followed by a telephone survey of recent 
service customers.  Community Committee were consulted in May 2001.


d)
Findings of the consultation work


A (national) Tidy Britain Group survey found that 80% of people questioned were "greatly concerned" by dog mess, an indication that problems caused by dog fouling are all too common.

	

	The survey carried out in Salford in 2001 revealed that a large majority of the public considered the service to be very important, and 68% supported its ongoing provision by the Council.
During the September 2001 TBG survey carried out in Salford, 81% of interviewees felt there was a problem with dog fouling and 48% wanted to see enforcement action against dog owners who allow their dogs to foul.

Overall 64% of respondents thought that Salford’s approach to dealing with dog fouling issues is poor.


	

	The TBG survey asked what the Council could do to improve the situation, with the following result:


	

	

	

	Graph 4.42 Customer improvements to dog warden service


	

	e)
Summary of the key issues emerging from consultation
· 80% of people questioned were “greatly concerned” by dog mess

· 48% wanted to see enforcement action against dog owners who allow their dogs to foul
	

	4.4.2 COMPARE

Very little data is available from any source to compare the Dog Warden service with others, and local factors vary considerably.


a)
Performance indicators.


There are no Performance Indicators relevant to this service, although, as part of the development of the Council’s performance management system, local indicators are being developed to measure the effectiveness of the “new” service (see improvement plan).


	

	b)
Cost of services
By its nature, there is normally no identifiable person who could be asked to contribute to the costs of the service. It is unlikely that there would be any commercial interest in sponsoring or funding the whole of the service, although there are companies willing to sponsor dog bins in return for advertising rights on them.

The issue of corporate overheads also impinges on this service, as many others.  A recent analysis showed that of the total costs of the dog warden service, in 2000/01, was circa £62k whereas only £49,000 was for the direct service provision.  The Council, in considering spending priorities for 2001/2002, resolved to reduce the budget for the service for the current year by a total of £5,000.
	

	c)
Who are the market leaders and how do we compare?

No market leaders have been identified. In general, services are provided locally.


	

	d)
Summary of the key issues emerging from compare
· very little data is available from any source to compare the dog warden service with others

· there are no performance indicators relevant to this area


	

	4.4.3
COMPETE



As a starting point, an assessment of the service delivery options against the corporate Procurement Matrix was carried out.  This subsequently led to the development of the service delivery options shown at the end of the competition section.

The Council has the option of carrying out the service using directly employed (in house) labour or an external provider. The current method utilises an in house arrangement although the Dog Warden service, having regard to the early findings of this review, was exposed to competitive tender in mid 2001. 

In the main, this was because the required quality of service was failing to be delivered in-house, there were conflicting demands on the staff; there seemed little prospect for radical change, and the cost of the service appeared to be high in terms of outcomes achieved.  As the service is comparatively small in relation to its funding and staffing requirement, there was the possibility that the private sector could offer economies of scale.


	

	Tenders were therefore invited, from a select list of 3 private sector companies and to the existing in house provider, against an improved service specification and have now been evaluated. The service will be externalised from April 2002.

Service delivery options – Dog Wardens


	

	Option 1

Cease to provide service 
	Option 2

Retain in-house 
	Option 3

Seek tenders for service
	Option 4

Alternative proposals
	Preferred option
	

	Not a viable option. Legal requirement to provide service.
	In-house team permitted to tender for improved specified service.
	Tenders sought and evaluated.
	No viable alternatives identified.
	Externalise in view of tender received.
	

	Table 4.43 Service Delivery options – Dog Warden Service
	

	Summary of the key issues emerging from competition

Assessment of the current level of performance and the public perception, together with analysis of the procurement matrix, indicated that externalisation appears to offer the best way forward for the service.

4.4.4    CHALLENGE
a)
Should we provide the service at all?
The Council has a legal duty to keep certain types of land, which come under its control, clear of dog faeces (as far as is practicable), irrespective of whether byelaws are in force. These areas include:

· Parks 

· Recreation grounds 
	

	· Children's playgrounds 

· Sports grounds 

· 
Tourist beaches and promenades (where applicable)
	

	· Picnic sites 

· Pedestrianised areas 

· Pavements 

· Verges 

· Footpaths 

· Gutters and carriageways 


	

	Under recent legislation a local authority can designate land upon which it is an offence not to clean up after your dog. The maximum fine for an offence is £1,000 (level 3 on the standard scale). Alternatively, councils have the power to issue a £25 fixed penalty fine. Revenue raised passes to the Exchequer, which gives little or no incentive to local authorities to invest in the service.  (Although there is currently a review of Government thinking on this issue which may allow retention of fines at the local level for service enhancement).

Byelaws can also be made by local authorities to impose dog bans, make dog fouling an offence and insist that dogs be kept on leads.

Salford has not yet adopted these recent powers, but there are now firm proposals to do so, and this will cost in the order of £25,000 for the provision of dog bins, warning signs and advertising costs.


The specification offers a £50 “reward” for the successful prosecution, in court, of owners allowing their dogs to foul.


	

	b)
Summary of the key issues emerging from challenge
· The Council has a legal duty to keep certain types of land, which come under its control, clear of dog faeces

· Government should be encouraged to allow Local Authorities to invest fixed penalty fines into enhancing dog control services.


	

	4.4.5
ACTION POINTS – DOG WARDEN


	

	
Short Term

Implement Dog Fouling of Land Act 1996


“Bed in” the new private sector service

Achieved
Consider partnership arrangements

Design improved service

Test external market
	

	4.5
THEME / CROSS CUTTING ISSUES

4.5.1
GENERAL

Paragraph 2.8 of this report explained the reasoning behind the grouping of services in this themed review.  The authority has challenged the overall location of the services, considering whether all these services would enjoy improvement by locating them into one directorate.  The authority undertook a strategic review of the whole authority in 1997, at which time the number of separate departments / DLO’s / DSO’s were consolidated into eight directorates, which has more recently been further reduced to seven directorates.  Since 1997 the services have been embedding into the revised structure and it is currently considered that, taking account of financial limitations, the services are overall well managed and of good quality (as demonstrated by performance indicators and other comparative data), reflecting customer requirements.  The council considers that further major upheaval would not be in the interest of improved services.

Notwithstanding the above The review team identified a number of areas of service 
within the theme where there is cross directorate service provision, multiple 
directorate service provision or customer contact / perception issues, as follows:
	

	Fly tipping
-

Removed primarily by Environmental Services, but paid for 



by land owning directorates involving production of orders 




which can lead to significant service delays.


	

	Gully emptying -

Provided by Environmental Services to the Development 




Services Directorate.



	

	Winter Maintenance -
Gritting is provided by Environmental Services to 





Development Services


	

	Weed Control - 

Three directorates – Housing, Environmental and 





Development Services are all involved in aspects of weed 




control, utilising different products.  Funding is considered 




to be inadequate.


	

	Housing Void Clearance – 
Undertaken within Housing services, but utilising Refuse 




collection type vehicles.


	

	Housing Estate Roads - 
Currently the responsibility of the Housing services 





directorate whereas the majority of the highways are the 




responsibility of Development Services.


	

	Drainage -


Partly provided by both Development and Environmental 




Services.  Single directorate provision would make more 




sense from the customer perspective.


	

	Consideration was given to each of the above issues at a challenge meeting involving the Chief Executive, Members, Directors, officers and the review team leader on 6th September, 2001.  Further supporting work has been undertaken following that meeting and the principle findings follow.  A full 4C’s analysis has not been undertaken as these are issues within services.


	

	4.5.2
FLY TIPPING



No specific consultation has taken place regarding fly tipping in this review.  However, public dissatisfaction with street cleansing is evidenced in the council’s quality of life survey 1998, and that view was confirmed in the highways consultation undertaken for this review.  It is very likely that the publics’ overall view of street cleanliness is influenced, to some extent, by the speed of removal of fly tipping, and the review team consequently consider that improvement in this area would be met with customer approval.



There is a Best Value P.I. for fly tipping with the authority’s performance as follows


	

	
	Salford
	AV Mets
	25th percentile mets
	75th percentile mets
	

	97/98
	6
	4.6
	1.3
	5.3
	

	98/99
	7
	4
	1
	4.9
	

	99/2000
	5
	3.7
	1.2
	5
	

	Table 4.44 Time (days) to remove fly tipping

The review team challenged the process in Salford that is leading to poor performance.  Currently reports of fly tips come into the authority call centre, or are recorded by inspectors in the Refuse Collection / Street Cleansing services.  These are then referred to the appropriate land owning directorate who raise an order to Environmental Services to remove the fly tipped material.  The referral  to the land owning directorate and raising of the order can create a substantial delay in removing the material, to the detriment of the customer.  The removal time could be significantly improved by removing the internal ordering process.
	

	4.5.3
GULLY EMPTYING

Gully emptying is undertaken by Environmental Services, on behalf of Development Services.  The gullies are emptied on an eight monthly basis.  The service is not achieving the gully empties to the required frequency, for a number of reasons.


	

	

Access issues



Communications issues



Damaged drain issues


The two directorates have worked together to improve performance but overall it is considered that significant improvement will only result by locating the gully emptying services into the highway maintenance mainstream operation.


	

	4.5.4
WINTER MAINTENANCE

Gritting is undertaken by Environmental Services, on behalf of Development Services.  This is an area of low spend for Salford, and a discussion between the Chief Executive, Members and relevant officers at the Challenge day concluded that there are no significant issues in this area requiring change.  The receiving and delivering directorates are both satisfied that any repositioning of this service area would be unlikely to deliver significantly service improvements.


	

	4.5.5
WEED CONTROL

It has been identified that weed control is undertaken in three directorates, that differing products are used, and that overall funding is currently grossly inadequate.


Consultation undertaken by the Tidy Britain Group as part of the best value review has evidenced significant concerns over weed growth.  Further, complaints levels regarding weeds in rear passageways are increasing.  Overall it is considered that all the weed control should be consolidated into Environmental Services and that additional funding should be sought to tackle this growing problem.


	

	4.5.6
HOUSING VOID CLEARANCES

Void clearances are undertaken by the Housing Directorate utilising two refuse compaction vehicles along with other vehicles to deliver the service.  The review team considered that this should be looked at closer to see if any economies of scale could be achieved.  Data has been collected regarding the operation of the voids clearance team in Housing.  The average relet time for properties is a best value P.I. for housing.  Housing have recently relocated the voids clearance team into its building services section to improve the turnaround time and the statutory P.I by enabling a better co-ordinated approach between the clearance and building works.

A move to relocate the clearance works into refuse collection may result in saving (mainly due to the potential to utilise less vehicles overall in the authority) but would be contrary to the recent developments to achieve improvements in relet times.


	

	
Additionally the Housing Directorate have been developing proposals to establish an arms length management organisation, which will include the transfer of the voids team, along with the building services operation.  Again movement of voids clearances into refuse collection would be contrary to developmental improvements in the Housing Directorate.  The Housing Directorate are currently undertaking a review of area housing delivery, which contains details of the recommendations for change in that service area.

	

	
The overall conclusion is that voids clearance work is best left as currently structured, as advantages (economies) which could be achieved by a transfer to refuse collection, are unlikely to be substantial enough to outweigh the disadvantages created to the housing property re-let service.

4.5.7
HOUSING ESTATE ROADS

Salford highways are currently the responsibility of two directorates.  The bulk of the network (approximately 80%) is the responsibility of Development Services, with Housing Services being responsible for council housing estate roads.  Concerns were identified at the beginning of the review regarding the implications of two providing directorates, in terms of cost and customer perception.


	

	
Further analysis of the issue has determined that although there are two directorates responsible, one directorate (Development Services) undertakes all the work, with funding being provided by Housing Services for inspection and maintenance of estate roads.  Housing currently provide £75,000 per annum from the Housing Revenue Account, this funds one full time inspector based in Development Services, the remainder being spent on repairs undertaken via the highway services DLO, again in Development Services.


	

	Consideration has been given to adopting the housing estate roads, thus transferring responsibility for all roads to the highways section in Development Services. This would seem to be the most sensible approach to deliver a seamless service on behalf of the public, and to ensure clarity for customer contact. However it is considered that this may present a legal difficulty in providing funding from Housing, i.e. since the roads would no longer fall under Housing responsibility it would not be possible to fund maintenance from Housing’s ring fenced HRA.  This would then simply mean that the highways budget, which is already under considerable strain, would be further stretched.

Because of the financial issue it can be concluded that the housing estate roads are best left within Housing, particularly considering there are no fundamental operational issues as the service is undertaken by one organisation.  However, customer issues remain regarding clarity of service provider, so it is further considered that customer contact processes be developed to ensure a seamless service from the customer perspective.
	

	4.5.8
DRAINAGE


Drainage services are provided by both the Development and Environmental Services Directorates.  The main drainage section for the authority is located in Development Services.  This section undertakes the contract with United Utilities, and maintains the Council’s highway drainage.  In Environmental Services a Jetting gang, comprising 2 operatives and a jetting vehicle, undertake work to private drains, on a chargeable basis.

During normal working hours requests for service are made via Environmental Services to the Jetting gang. Outside of normal working hours work is also undertaken by Development Services.  This creates two issues –
	

	1. A fragmented service in the eyes of the public, with confusion regarding who to contact for service provision

2. Differential charging for services by the two directorates, again leading to customer issues.


As the main drainage functions of the authority are located within Development Services it is proposed to relocate the drainage services currently within Environmental Services into Development Services, and that a single charging mechanism be developed and applied.


	

	4.5.9
ACTION  POINTS

	

	
Fly Tipping
Reallocate appropriate budgets (based on historical expenditure from land owning directorate to the Environmental Services Directorate, to shift the responsibility for fly tipping removal solely to Environmental Services.

Gully Emptying
Relocate gully emptying crew and budget from Environmental to Development Services.


Weed Control
Relocate weed control services and budgets into Environmental Services/

Housing Estate Roads
Improve customer contact processes to provide a seamless service from the customer perspective.


	

	Drainage
Relocate drainage crew and budget from Environmental to Development Services.

Develop a single charging mechanism for all future private chargeable services.
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		Authority		% of SSA Invested - 2001/02

		Tameside		121

		Wigan		115

		Oldham		114

		Stockport		102

		Bolton		96

		Rochdale		95

		Bury		88

		Trafford		87

		Manchester		83

		Salford		73





Sheet1

		0

		0

		0

		0

		0

		0

		0

		0

		0

		0



% of SSA Invested - 2001/02

% of SSA invested - 2001/02

Authorities

SSA expenditure levels in AGMA authorities
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		Year		Number of Claims		Cost Incurred

		1993/94		204		513,338

		1994/95		230		708,557

		1995/96		300		911,347

		1996/97		269		727,265

		1997/98		276		669,421

		1998/99		340		461,922

		1999/00		409		1,111,061

		2000/01		366		1,000,000
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Number of claims

1993/94     204
1994/95     230
1995/96     300
1996/97     269
1997/98     276
1998/99     340
1999/00     409
2000/01     366

Cost Incurred

Year

Cost incurred £'s

Analysis of Claims trends
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		Killed / seriously injured		Killed / seriously injured		Killed / seriously injured

		Children KSI		Children KSI		Children KSI

		Pedestrians		Pedestrians		Pedestrians

		Cyclists		Cyclists		Cyclists

		2 wheeled vehicles users		2 wheeled vehicles users		2 wheeled vehicles users

		Other vehicle users		Other vehicle users		Other vehicle users



2000 target

2000 actual

2005 target

Indicator
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Achievement of accident reduction targets
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		Indicator		2000 target		2000 actual		2005 target

		Killed / seriously injured		51		43		40

		Children KSI		10		9		8

		Pedestrians		108		96		97

		Cyclists		42		41		37

		2 wheeled vehicles users		25		38		24

		Other vehicle users		41		34		39

		Indicator		2000 target		2000 actual		2005 target

		Car users		543		520		475

		Slight injuries		735		711		710
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		1999/00		49%

		2000/01		42%

		2001/02 half year		55%
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Percentage Response

Response time to 2 week service requests
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Home Composting

Composition of the household dustbin waste :

can be 

removed by 

“home composting”

(by weight)



Paper & Cardboard

Plastics

Glass

Metals

Other

Organic Waste
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