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1. Purpose of the Report 
 
1.1 To review the process and assess the effectiveness of the implementation of the 

organisational change programme undertaken in 2014/15 to effect budget reductions 
for 2015/16 financial year. 

 

 
2. Background 
 
2.1 Following the Governance Review in 2011/12 it was determined that on one occasion 

per year the Authority would meet to focus on and scrutinise performance in relation to 
the preceding year. 

 
2.2  The Authority has met in this Scrutiny role on two occasions in December 2013 and 

July 2014. The focus of these meetings was on performance against targets in the 
Management Plan and Business Plan. In many ways 2014/15 can be considered to be 
an exceptional year. Members of the Finance, Risk, Audit and Standards Committee 
discussed a mechanism for responding to any further changes which may be 
necessitated by the summer budget on 8 July 2015 and any impact of the next 
Spending Review on National Park Grant, and resolved that the focus of this year’s 
Scrutiny should be a review of the Organisational Change process and other significant 
challenges which were faced in 2014/15. The discussion could then lead into a 
Members Seminar to discuss the future. 

 
3. Process for the Review  
 
3.1 A series of Members Seminars had been held in the Autumn of 2013 and the Spring 

of 2014 detailing potential future financial challenges that the Authority was facing as 
the current Business Plan and Spending Review period was drawing to a close. This 
highlighted the challenges which were facing the Authority including issues such as 
the further potential cuts in Defra funding (which were announced in December 2014) 
the payback period for the Pension Shortfall, and the potential impacts of changes to 
employer’s national insurance. 

 
3 2 Broad proposals were presented to Members in private session on the 23 June 2014 

and the detailed proposals discussed at a Special meeting of the Authority on the 28 
July. They covered two broad areas – changes in the culture of the workforce and 
reductions in expenditure. Following the staff consultation period the proposals were 
approved by Members on 22 September 2014 

 
3.3 Following Member approval for the overall strategic direction staff were informed 

which were the likely service areas to be adversely affected by any proposed 
changes. Staff were offered the opportunity to volunteer for redundancy first and 
these were agreed where they were in accordance with the overall strategy. This was 
followed by a compulsory redundancy programme with some posts subject to a 
competitive interview process. A flexible approach was taken to agreeing the leaving 
dates with volunteers for redundancy and outplacement services and training were 
offered to assist leavers in preparing for their future.  

 



The total costs of redundancy packages (including the enhancements for voluntary 
and pension costs) was £165k and affected 15 staff and 11.35 whole time 
equivalents. 
 

3.4 Staff morale remains relatively high and sickness absence and staff turnover rates 
remain low and there were no formal challenges to the decisions taken and informal 
feedback received will be considered as potential improvements to any future 
restructuring. 

 
3.5 In terms of the cultural shift, this focused on retaining our Values, greater income 

generation and greater use of volunteers. A programme of generating ideas from 
staff, Members and volunteers about how to increase income took place. Ideas were 
also sought from external sources including the private sector. All were assessed for 
their chances of success, resource demands and timescale. This led to an agreed set 
of objectives and targets. A Volunteers Strategy was agreed to give direction to the 
changing workforce. 

 
4. Consultation and Communication 
 
4.1 Members will be aware that it was decided that, given the Management Plan had 

been developed following extensive stakeholder consultation and coupled with the 
results of the 2011 Prioritisation Survey, there would be no specific public 
consultation on the changes. 

 
4.2 Consultation on changes impacting on staff was conducted through regular meetings 

with UNISON and Officers and a formal 30 day consultation period was conducted 
with staff potentially affected by redundancy. Members approved the policy and 
procedures including the rights to appeal, which had been discussed with UNISON. 
Communication with staff was maintained throughout using face to face and 
electronic channels. 

 
4.3 Different approaches were used to inform those who were likely to be directly 

affected by the changes; some were talked to on a one to one basis and others were 
informed of the proposals in a group environment. A few people did express 
dissatisfaction with the forum used to deliver the news; however, Officers believe that 
the most appropriate approach was taken in each case. 

 
5. Service Delivery 
 
5.1 Changes have inevitably had a significant impact on capacity within the organisation 

and like any major change programme aspects are still work in progress. Others are 
taking time to ‘bed’ in, whilst some changes have already resulted in a positive 
impact. Since the changes have been agreed, other staff vacancies have arisen and 
whilst a decision has been taken not to advertise a number of those vacancies an 
assessment of the impact and effectiveness of these temporary measures will need 
to be undertaken to make a longer term decision. Members will be informed. Senior 
posts with the Forward Planning and Development Management teams have been 
left vacant.  

 
5.2 Alongside the changes there have been significant workload pressures from external 

sources, particularly in relation to the resubmission of the York Potash application the 
Tour de Yorkshire and other significant Minerals related planning applications. These 
issues, notably the York Potash application have had a very significant opportunity 
cost as well as being extremely resource intense. The impact of these pressures has 
had some negative consequences.  

 



5.3 However, in spite of these challenges the Authority has continued to deliver a high 
quality service to the public and make excellent progress against the Management 
Plan and Business Plan during the year. 

 
 Conservation 
 
5.4 The review of conservation led to small reductions in staffing, mainly at the middle 

management level, but this alongside other pressures has impacted on capacity to 
take forward work in some areas. There were some big reductions to grant and 
discretionary budgets, but despite this in comparison to other National Park the NPA 
retains relatively significant grant giving ability. Habitat connectivity, the restoration of 
Plantations on Ancient Woodland Sites (PAWS), managing heritage at risk and 
securing funding for This Exploited Land (TEL) remain priorities for the department. 
The key challenge for the Department has been balancing delivery of these Business 
Plan priorities as well as the statutory roles and generating new initiatives for the 
future. 

 
5.5 Despite the reductions in resources and the pressure to balance competing work 

areas there have been some significant successes. Areas which have gone 
particularly well include: 

 

 Developing new ways of working within the Department and the bedding down of 
the new structure with officers whose roles have been changed or amended 
settling in well to their new duties. 

 Good progress on delivering Business Plan and Management Plan targets on 
species rich grassland restoration, woodland and wood pasture creation, PAWS 
restoration and addressing missing ecological connections.  

 Significant external funding secured for the North York Moors, Coast and Hills 
LEADER programme; BIFFA funding for three years for further freshwater pearl 
mussel and salmon conservation; new Monument Management Scheme  from 
Historic England. 

 The development of TEL has also progressed positively with a good mid-term 
review meeting with the Heritage Lottery Fund ahead of submission of the Stage 
2 application in October this year. Time spent on this has reduced delivery in 
other areas. 

 Successful and effective review of the role of Levisham Estate. 
 
5.6 There have however been a number of other areas where progress has been slower 

due to capacity issues. They include: 
 

 Two of the Authority’s grant schemes; Habitat Connectivity and PAWS restoration 
had remaining budget at the year end. . Despite this relatively good progress is 
being made on Business Plan targets in these areas. 

 The establishment of the new LEADER programme has been delayed by 
significant changes of approach that Defra and the Rural Payments Agency 
(RPA) have implemented subsequent to the application. These issues are largely 
beyond our control and we are taking steps to raise concerns, and to think 
creatively about other approaches. 

 Work on developing partner involvement on the achievement and monitoring of 
key Management Plan targets. 

 
 
 
 
 
 
 
 



5.7 The key challenges for the future include: 
 

 The continued bedding in of the new departmental structure and revised ways of 
working, including increased readiness for change, space to be creative whilst 
delivering the ‘day job’; 

 Securing a successful stage 2 pass for the TEL project and establishing a solid 
start to the delivery stage of the project; 

 Delivering the recommendations from the Levisham Estate Review; 
 
 Park Services 
 
5.8 The review saw significant staffing reductions and restructuring of the Rangers and 

Field Services Team together with reductions in the Communications Team, and 
Visitor Centre staffing. All of these staffing changes have been implemented. This 
together with a continued focus on tourism/promotion and on volunteering and a drive 
to increase earned income has meant that priorities have had to be clearly defined 
and followed and workloads carefully managed across the department. Despite the 
difficult circumstances, staff have responded extremely well, have helped to shape 
and are now delivering the changes successfully. 

 
5.9 Areas of particular note are: 
 

 Just 3 months in, the new arrangements in the area teams of Rangers, 
Maintenance Rangers, Voluntary Rangers and Volunteers are taking shape with 
new ways of working and reprioritisation of rights of way work being established. 
A continued focus on priorities will be essential amongst the many pressures and 
varied workloads of the Rangers and their teams. Additional work, successfully 
completed in amongst the change has included the high profile Tour de Yorkshire 
improvement of cycle routes at Sutton Bank and completion of the LSTF missing 
links project.  

 Work in relation to raising the profile has been very successful including the 
development of the new website and a rapid growth in both our social media 
presence and our profile in regional and national media, and in public 
engagement. External funding and partnership working has been a significant 
feature of this area of work including working with key partners such as Welcome 
to Yorkshire and securing Coastal Communities Funding to further develop the 
400 member strong North York Moors Tourism Network.In the Visitor Centres it 
has also been challenging to meet the various demands of increasing income, 
continuing to improve the offer and developing volunteering whilst also reducing 
staff hours. Improving figures for both visitor numbers and retail income, a 
healthy volunteer presence and new apprenticeship and intern posts together 
with excellent visitor feedback testify that this is being successfully achieved. 
Improved working with partner businesses is becoming increasingly important 
and the new cycling centre at Sutton Bank is now an established attraction, 
driving up numbers and income and giving visitors new opportunities to explore 
the area. 

 The new Volunteer Strategy has been developed, approved and welcomed by 
staff, members and outside organisations. 

 
 
 
 
 
 
 
 
 
 



5.10 Looking ahead, key challenges include: 
 

 Embedding changes in Rangers and Field Services whilst ensuring visitors 
experience is impacted as little as possible and workloads remain realistic. This 
will depend greatly upon securing support from land managers and local 
community and keeping a very close focus on the 15% priority routes within the 
rights of way network. 

 Delivering the Volunteer Strategy which will involve a continued cultural change 
and buy in from staff across the Authority 

 Developing and delivering a vision for the visitor centres with the guidance of the 
members working group and continuing to improve the offer, including 
development of the new Sutton Bank playground this year. 

 Continuing to drive up earned income as set out in the approved strategy. 

 Delivering the Coastal Communities Fund project.  

 Driving up the total number of education contacts. 

 Developing and delivering the recreation, communication and volunteering 
elements of the This Exploited Land Project. 

 Engaging with the public health agenda and building strong working relationships 
with the Public Health teams in local authorities. 

 
 Planning 
 
5.11 The Development Management and Forward Planning teams were not subject to 

significant compulsory staff reductions. The voluntary redundancy programme has 
resulted in a reduction of staff in the Enforcement team and the Forward Planning 
team. In addition, the Policy Manager post is currently vacant and a post in 
Development Management has been only partially filled. 

 
5.12 Areas which have gone particularly well include: 
 

 Maintaining a professional approach to dealing with the complexities of the York 
Potash and other significant large scale gas extraction and issues relating to 
fracking to the point to which our internal expertise is well regarded and 
recognised. This has been helped by the engagement of effective consultancy 
advice particularly in relation to the York Potash Application.  

 Income generation has been a key focus in 14/15 and will continue to be so in 
15/16 and whilst the introduction of the changes to the charges for pre-application 
advice and enforcement work has been accepted by public or agents, income 
levels will need to be continually monitored against targets. It appears that 
charging for enforcement work is successfully having a deterrent effect. Charging 
for pre-application and permitted development enquiries are resulting in the 
predicted, if not greater amount of fee income.  

  In 2014/15 the Authority was secured a Planning Performance Agreement with 
York Potash which has offset substantial elements of the costs associated with 
the planning application and is likely to be the precedent for the future way of 
dealing with large scale applications as is the requirements for s106 agreements 
to mitigate the harm of developments. 

 In November 2014, Brandon Lewis MP, Minister of State for Housing and 
Planning at the Department for Communities and Local Government (DCLG), 
visited Helmsley to see a number of new high quality developments taking place 
in the town. The visit enabled the National Park Authority to illustrate how it was 
working proactively with other organisations to support new and existing 
businesses in Helmsley and to help deliver much needed new housing. Brandon 
Lewis was very impressed with the work the Planning Team were involved in, in 
conjunction with the local community.  

 



 Despite previous staff reductions in Development Management and the current 
reduction resulting from the vacant team leader post, the Development 
Management Team are dealing with these challenges as efficiently as possible 
and due to their efforts, the time targets set for determining planning applications 
are currently being maintained. 

 
5.13 One area in which progress has been disappointing is obtaining agreements from 

local authorities in relation to a share of the New Homes Bonus. 
 
5.14  The key challenges for the future include; 
 

 A decision needs to be taken relating to the vacant posts and will need to take 
into consideration the impacts of the following strategic challenges: 

 Decisions need to be taken in relation to partnership monitoring and the 2017 
review of the Management Plan; the scope and timing of a new Local Plan; and 
work on affordable housing. These issues have significant resource and 
consultation issues which will impact across the organisation. 

 There is a high likelihood that there will be ongoing pressures on the 
Development Management workload relating to major development applications. 

 Maintaining the focus on Income Generation in particular, lobbying in relation to 
localised fee setting and New Homes Bonus as well as monitoring and reviewing 
progress in relation to pre-application charges, enforcement charges and s106 
agreement income. 

 
 Corporate Services 
 
5.15 The changes agreed for Corporate Services have been implemented and are 

working well. The department played in a key role in the planning and implementation 
of the organisational change programme with inputs on budget and HR implications 
of the decisions made. At the Special Authority meeting in July 2014 an aspirational 
medium term strategy for cost reduction in Corporate Services was to further reduce 
pre recharge expenditure/increase income by £200k by 17/18 to keep it proportionate 
to gross expenditure; progress towards indicates that approximately £60k of this has 
been secured. Other elements of these savings will be achieved as the organisation 
reduces in size arrangements in relation to the sharing of operational property as 
detailed in the Property Strategy are implemented and more will need to be identified 
over the coming years. This will be particularly challenging given that the Corporate 
Services costs already compare low to comparator organisations in benchmarking 
exercises and is likely to only be achievable through further property rationalisation 
and extensions to the shared services with other local authorities and other national 
park authorities. 

 
5.16 The lack of certainty about the future and the impact on capacity of the York Potash 

application meant that the plans to develop a Business Plan and Medium Term 
Financial Strategy for the 2015-2018 period were put on hold and a ‘one-year’ fix was 
put in place. Members and Officers recognised that the Business Plan developed 
was by no means perfect.  

 
5.17 The key challenges for the future year are: 
 

 Work on the Medium Term Financial Strategy and Business Plan. 

 Exploring ways for future savings including shared service arrangements. 

 Development of the North York Moors Trust. 

 Improvements to Document Management arrangements to enable future 
changes to ways of working. 

 Developing further the emerging role of Members. 
 
 



6. Lessons Learned 
 
 Strengths 
6.1 The reliance on previously undertaken consultation studies aided the speed at which 

the decision making process could be undertaken. However, at some point in the future 
it would be useful to undertake further consultation, the scope and format of this will 
however, require careful consideration and design. 

 
6.2 The strength and effectiveness of communication with staff via UNISON and through 

other channels has again proven invaluable. 
 
 Areas for Improvement/Consideration 
6.3 The organisation needs to recognise at an earlier stage when other challenges are 

likely to have an undesirable impact on capacity to deliver authority core funded 
projects in order that decisions can be taken as to whether additional short term 
resources are required. 

 
7. Conclusion 
 
7.1 In conclusion, the Authority has made good progress in many areas particularly in 

relation to making savings, becoming more income aware, proactively seeking 
opportunities to generate income and developing a trust. Work on raising the profile 
of the North York Moors has been excellent. In terms of staff morale and workload; 
morale remains high and Officers are managing admirably to juggle a number of 
extremely significant external pressures on capacity. 

 
7.2 The Authority is emerging as a very different type of organisation, however, it is 

inevitable that further change is on the horizon and the combined impact of rapid and 
transformational change over a sustained period could have significant detrimental 
impacts on the organisation in the medium term. Strategic questions and options for 
the future in terms of consultation and priority setting in the light of future funding 
reductions will be discussed at the Members Seminar following this meeting. 

 
8. Financial and Staffing Implications 
 
8.1 None arising directly from this report. 
 
9. Legal Implications 
 
9.1 None arising from this report. 
 

10. Recommendation 
 
10.1 Members comment on the review of 2014/15 and discuss the issues raised for the 

future. 
 

 
Contact Officers 
Andy Wilson – Chief Executive 
Irene Brannon - Director of Corporate Services  
Richard Gunton – Director of Park Services 
Chris France – Director of Planning 
David Renwick – Director of Conservation 
Tel No 01439 772700 
 
Background papers to this Report (Available on request) 
Miscellaneous Committee reports 


