Agenda Item No.9(a)

South Ayrshire Council

Report by Director of Housing, Operations and Development
to Cabinet
of 21 January 2025

Subject: Property Maintenance — Multiskilling and Structure

Implementation
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Purpose

The purpose of this report is to seek Members’ approval to implement the proposed
new structure for Property Maintenance (PM) and a new operating model with a
multiskilled workforce.

Recommendation
It is recommended that the Cabinet.

2.1.1 approves the proposed restructure of the PM management team;
and

21.2 approves the implementation of the multiskilling operating model.
Background

Property Maintenance is an award-winning department regarding performance and
has been recognised in the UK by the Association of Public Service Excellence
(APSE) on a number of occasions being voted best maintenance department in the
UK in 2021 and 2022. As part of service continuous improvement we are proposing
multiskilling for our employees.

Multiskilling is where a skilled trade operative will have a primary single trade in
which they are highly proficient and fully qualified and will be trained in additional
skills. This means they will be assigned tasks outside their traditional trade
descriptions and work boundaries.

The service has consulted with other local authorities where multiskilling has
already been implemented with regards to their operating models. In addition the
service has also consulted the private sector to understand how their multiskilling
projects work, how it benefits their performance and how all trades work as a unit.
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This has enabled Property Maintenance to create a detailed multiskilled matrix
(Appendix 1).

Multiskilling will impact 89.5% of the workforce including all non-trade employees
from stores and driver labourers. Following updating and evaluation of job
descriptions to incorporate the multiskilling element (Appendices 2, 3 and 4). Non
Trade employees will move from level 4 to level 5, with our Craft employees on level
6 moving to level 7.

Staff engagement sessions have taken place with all front line staff and office-based
staff over the past six months where all proposed changes have been discussed.
At the sessions discussion has taken place on how this will make the department
more efficient, more effective, and provide a better service to all our customers by
completing more jobs at the first visit by the craft operatives where applicable.

Skills shortages, employee productivity, access to appropriate training and
attracting new craft employees to local authority all present critical challenges to
our industry. The implementation of a multiskilled workforce aims to mitigate these
issues.

We have discussed the use of multiskilling in other local authorities and the private
Sector and we have been advised that productivity can increase up to 20% in both
trade and non-trade employees and this is because of more efficient use of labour
resources, time, and travel to work locations, this will also require less vehicles
being sent to the same job, and this will also generate a saving in fuel costs and
ultimately the reduction of the number of vehicles in the department.

Proposals

It is proposed that the Cabinet approves the new employee structure and operating
model, with the implementation of a multi skilled workforce. This will enable Property
Maintenance to deliver an efficient service across its range of services by targeting
resources in the areas that will deliver a more effective service and reduce the need
to rely on external contractors.

A 12-week training programme for all trade and non-trade employees will be
undertaken on-site and delivered by employees within the service. It will be carried
out in void council properties, starting with non-trade employees, then on a trade by
trade basis until all are complete. It will then be approved and signed off by the
Service Lead Property Maintenance.

The service currently uses external contractors on our approved minor framework
contract to support in delivering a service to the council. With the introduction of
multiskilling the use of external contractors should reduce and will be monitored
over the first year of implementation..

The introduction of multiskiling and the new Property Maintenance structure
requires the deletion of 2 Operational Team Leader posts, 2 Maintenance Officers
posts, 1 Admin Assistant post and 1 Work Scheduling Planner post. It will also
require a change in job title for the current Service Coordinators to Lead Officer
(Operations) with an additional 2 Lead Officer (Operations) posts being created.

This new structure enables a change from the current 2 business units to 4
Operational Business Units and ensures our multiskilling is both managed and
implemented. The restructure has ultimately resulted in the deletion of 6 FTE posts
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with the creation of 2 new FTE positions and the overall employee structure
reducing from 190 to 186 FTE.

The new service delivery model will also operate with 24 craft apprentices and 4
adult apprentices providing opportunities for people living in South Ayrshire and
beyond.

The current and proposed structures are set out in (Appendices 5 and 6) with
associated employee costs in (Appendix 7).

Legal and Procurement Implications
There are no legal implications arising from this report.
There are no procurement implications arising from this report.

Financial Implications

The cost of the proposed multiskilling/restructure is F(Appendix 7). In
addition, Council approved a saving ‘AMCT-02’ of £50, as part of the 2024/25

revenue budget of whichFrreIates to Property Maintenance, with the balance
being met through the deletion of a vacant level 3 FTE post in our finance support
team.

The overall cost of this proposal ofF and the saving of will be met
through the reduction of the sub-contractors budget by which equates to
10.9%. As noted at para 3.5 above, this can be achieved by this proposal delivering
a more efficient in-house workforce thus reducing the need for sub-contractors as
shown in the table below.

Subjective Budget £

Human Resources Implications

Six posts are being deleted from the current structure which will result in five
employees being displaced, with one of these posts currently vacant, where the
Council’s Framework for Managing Workforce Change will apply.

The new structure will see a job title change for the two current Service Coordinators
to Lead Officer (Operations) with two additional posts of Lead Officer (Operations)
are being created.

The Technical Officers post in the current structure will change to new title of
Technical Officer (Operations).
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Risk

Risk Implications of Adopting the Recommendations

8.1.1 There are no risks associated with considering the options outlined.
Risk Implications of Rejecting the Recommendations

8.2.1 The risks of rejecting the recommendations are that the service will be
more use of external contractors to meet our objectives.

Equalities

An Integrated Impact Assessment has been completed regarding the introduction
of multiskilling and changes to the current structure considering the change of how
we are going to operate as a department from April 2025 (Appendix 8).

Sustainable Development Implications

Considering Strategic Environmental Assessment (SEA) - This report does not
propose or seek approval for a plan, policy, programme, strategy, or document
otherwise described which could be considered to constitute a plan, programme,
policy, or strategy.

Options Appraisal
An options appraisal has not been conducted in relation to this review.
Link to Council Plan

The matters referred to in this report contribute to the Council strategic objectives
of ‘Ensure the Council is structured to make the best use of resources’ and ‘We will
continue to develop organisational structures that will ensure we can deliver positive
change through a workforce with the right skills and flexibility to meet future
demands.

Results of Consultation
There has been no public consultation on the contents of this report.

Consultation has taken place with Councillor Martin Kilbride, Portfolio Holder for
Buildings, Housing and Environment, and the contents of this report reflect any
feedback provided.

Consultation has also taken place with the Trade Unions with regards to these
proposals and they fully support these changes to Property Maintenance, in
addition to this we have also consulted with our tenant participation group to advise
of our proposed multiskilling change and they also support these new ways of
working.

Next Steps for Decision Tracking Purposes!

If the recommendations above are approved by Members, the Director of Housing,
Operations and Development will ensure that all necessary steps are taken to
ensure full implementation of the decision within the following timescales, with the
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completion status reported to the Cabinet in the ‘Council and cabinet Decision Log’
at each of its meetings until such time as the decision is fully implemented:

Structure and Multiskilling
Project

Implementation Due date Managed by
Property Mantenance | Service Lead -
April 2025 Property

Maintenance

Background Papers None

Person to Contact William J Andrew Service Lead — Property Maintenance
McCalls Avenue Business Centre, Ayr, KA8 9AE

Phone 01292 612899 / 07722 598519

Email william.andrew@south-ayrshire.gov.uk

Date: 13 January 2025

































Appendix 4

Comhairle Siorrachd Air a Deas
Making a Difference Every Day

Job Description
Job Title Multiskilled Craft Operative

Level New Post

Service Property Maintenance
Job Purpose

All craft employees will have a trade / skill suitable for the work for which they are employed.
Employees will assist in taking jobs from inception to completion based on integrated and
self-directed work practices. The particular responsibilities attached to this post may vary
from time to time without changing the general character of duties entailed. This multi trade
craft operative will be responsible for carrying out a wide range of maintenance, responsive
repairs, void works, property repairs connected with all aspects of their own trade and
secondary trade allocated to them after the required training provided. The post holder may
therefore be required to perform duties appropriate to the post other than those detailed in
the job outline. Itis also noted in exercising the duties of this post, the post holder shall comply
with the Health and Safety at Work Act and any other relevant legislation and polices of the
Council.






















Page 2 Integrated Impact Assessment

Public sector equality duty
Eliminating unlawful discrimination, harassment, and victimisation?

When creating the Property Maintenance new operating model proposal, impact on various groups
have been considered to ensure the proposed outcomes benefit as many groups as possible. It has
been crucial to ensure the department moves forward to improve Service Delivery ensuring efficiency
is improved whilst further creating a safe inclusive environment for all individuals internally and
externally. Regular training, reporting mechanisms, and compliance monitoring will also be additional
formed components to effectively prevent any instances of discrimination, harassment, or
victimisation

Advancing equality of opportunity?

The proposed new operating model will ensure performance is improved to assist with housing
demand and housing standards despite budget restraints, by reducing costs via use of multi-skilled
workforce. It will also ensure our care home residents, school pupils and public building users
continue to have a safe place to live work and learn. Our apprenticeship and various in-house work
experience programmes will be enhanced through this new operating model resulting in advancement
of opportunities. The opportunities for staff within the department will increase with the offer of
financial gain when multi-skilled training is complete. Further creation of 4 Team Lead posts will also

create career develonment opnortunitv for staff within the Coypeit

Fostering good relations?

Creating 4 business units is a strategic move to foster better collaboration among departments,
external organisations, and service users such as tenants. By facilitating participation groups and
multi-organisational engagement events, thedepartment will continue to strengthen its relationships
and enhance overall communication and partnership opportunities. These initiatives are essential for
maintaining positive inter-departmental relations and building a strong network both internally and
externally.

Consultation declaration
We confirm consultation has been carried out as part of this process.

Mitigating Actions Required (re negative / unclear impacts)

EQUALITIES: impact on socio-economic inequality

SE5 Area Deprivation not applicable

Respectful « Positive « Supportive « Ambitious ¢ Proud The South Ayrshire Way



Integrated Impact Assessment Page 3

Mitigating Actions Required (re negative / unclear impacts)

CROSS-CUTTING IMPACTS

Child Rights &
CC6 Wellbeing Please detail here
Assessment

Does this proposal require a Child Rights and Wellbeing Impact Assessment (CRWIA)? no

The South Ayrshire Way Respectful « Positive « Supportive « Ambitious ¢ Proud





