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Subject: 

Education 2010 PPP Project : 
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Purpose of Report 

This report makes recommendations on the management structure to be established in order 
to allow the education department to oversee the operational phase of the Education 201 0 
PPP contract. 

Recommendations 

The education committee is recommended 

(1) 

(2) 
(3) 

to approve the management structure for the Education 2010 PPP Project detailed in 
section 4 
to refer the report to the policy and resources personnel sub-committee for approval 
to refer the report to the community services committee and housing and technical 
services committee for information 

Members wishing further information about the paper should contact: 

Michael O'Neill, Director of Education, on 01236 812337 or, 
Murdo Maciver, Head of Education Provision, on 01236 812269. 



North Lanarkshire Council : Department of Education 

Education 201 0 PPP Project : Management Structure 

Report by the director of education 

1. Background 

1 . I  There are 3 stages in the development and delivery of PPP contracts 

(1) the procurement stage in which the specification for the service is developed 
and a contract with the preferred bidder is finalised 

(2) the construction stage. The main tasks in this phase is to establish a close 
partnership with the contractor, to monitor construction progress towards 
service start-up and to ensure compliance with the specifications, including 
the negotiation of any necessary changes and to adapt the existing provision 
to the new service 

(3) the operational stage covering the provision and use of the contracted 
services during the lifetime of the contract. 

1.2 Each of these stages brings different management requirements. In September 2002 
the education committee agreed the arrangements for the Education 201 0 PPP 
procurement phase. The head of service in education was allocated responsibility for 
developing the contract specification and the commercial partnership manager, 
supported by a dedicated team, had responsibility for developing the project towards 
financial close. The committee acknowledged that this structure would require to be 
reviewed to meet the demands of the subsequent stages of the contract. 

1.3 In May 2004, the Education 201 0 project board considered the changing 
management requirements of the project, particularly in anticipation of financial close, 
construction and eventual service delivery. It recommended that the most effective 
arrangement in the long term would be for the education department to take 
responsibility for the operational phase with the commercial partnerships manager 
retaining responsibility for the construction phase. 

1.4 In September 2004, a review of the chief executive’s office was approved by the 
policy and resources committee which took account of the project board 
recommendation and progress in the Education 2010 PPP project. Inter alia, it 
agreed that the existing commercial partnership management team should be 
consolidated in the Chief Executive’s department to give attention to other corporate 
issues, particularly the development of other partnerships. Management of the 
construction phase of Education 2010 PPP would be shared between the assistant 
chief executive and education but with increasing responsibility allocated to education 
in preparation for the delivery stage. 

1.5 This report makes recommendations on the management structure to be established 
in the education department to cover these responsibilities. 



2. Tasks and responsibilities 

During the construction phase up to August 2008 responsibility for liaison with the 
contractor will primarily rest with the assistant chief executive and his team. 
Education will take responsibility for the following tasks 

(1) liaising and consulting with school communities, for example to ensure that 
they are fully informed about progress and to prepare staff for occupying new 
accommodation. Where amalgamations are involved liaison groups have 
already been established. In the case of shared campus schools a 
management protocol will be agreed based on authority guidelines. 

(2) monitoring of specification issues, including clarifications and the approval of 
any necessary changes. 

(3) the co-ordination of all decants and transfers. In the case of the secondary 
schools the organisation of these is particularly complex. 

All the responsibilities associated with the operation of the contract will lie with the 
education department. It is anticipated that the first schools will open early in 2006, 
and that the full contract will be operational from summer 2008 and run for a 30 year 
period. The main tasks associated with the contract delivery stage are the following 

developing and maintaining a close collaborative partnership with 
Transforming Schools North Lanarkshire (TSNL) for the duration of the 
contract. Important principles will be to promote high performance and 
continual improvements, and to avoid formal disputes 

settling in procedures, including snagging, post-occupation evaluation and 
training of staff 

monitoring service provision to ensure agreed availability and performance 
standards are met 

managing the financial procedures, including invoice processing, calculation of 
payments and penalties, audit checks and inventory checks 

Monitoring compliance with health and safety, other regulations and council 
policies as required in the contract 

Monitoring the effectiveness of quality management systems 

Monitoring repairs and maintenance, particularly towards the end of the 
contract to ensure that contractor obligations are met 

Agreeing changes to the contract, for example in response to new service 
requirements and benchmarking or market testing procedures 

Reporting on the contract to council committees and liaison with school 
communities and other stakeholders, particularly on the performance of the 
contract 



3. Management structure for the contract operation stage 

3.1 The proposal to establish a dedicated contract management structure within the 
education department takes account of various guidelines and the experience gained 
in other PPP schools contracts. However, it is emphasised that management needs 
will change with time and that the arrangements should be reviewed periodically 
during the lifetime of the contract. 

3.2 The following documents give particular advice on the management of PFI contracts 

(1) How to manage the delivery of long term PFI contracts (Treasury Taskforce). 

(2) Managing the relationship to secure a successful partnership in PFI projects 
(National Audit Office) 

(3) Taking the initiative: using PFI contracts to renew council schools (Accounts 
Commission) 

3.3 The Accounts Commission notes that while PFI contracts are self-reporting, councils 
must establish a commissioning and monitoring regime to confirm the effective 
delivery of services and deal with underperformance. The Treasury Taskforce 
guidelines emphasise the importance of allocating sufficient resources and staff with 
the right level of experience, expertise and authority to manage and monitor the 
contract. The guidelines report that the most common approach is for a contract 
manager supported by a team comprising a range of specialisms, with the size of 
team dependent on the complexity of the contract. 

3.4 Other key recommendations in the documentation include the following 

the most effective partnerships with contractors are based on collaboration, 
mutual trust and openness rather than adversarial approaches 

although the contract management structure may change from phase to 
phase systems should be in place to ensure continuity 

the central contract management structure is likely to be supported by an 
authority-contractor liaison committee and by day-to-day operational 
monitoring at local level 

periodic reviews of the management structure and performance monitoring 
system are essential to ensure that the service is being delivered to the 
agreed specification and quality, and is offering value to money 

given the long term nature of PFI contracts, efficient administration and 
recording are important 

regular reports should be made to the appropriate council structure. 



4. Management structure proposals 

August 2008 

4.1 The number of PPP schools operational at the beginning of the next 3 school 
sessions is summarised in table 1. 

Table 1 

24 

I SchoolSession 1 NoofSchools I 

G radelsalary I Posts I 

I August 2006 I 15 I 

Funding Strategy 

I August 2007 I 23 I 

Contract Manager f37,461 - f40.098 Education 201 0 
Management Allocation 

4.2 Based on the principles detailed in section 3 it is proposed to establish a dedicated 
management structure in the education department to oversee the operational phase 
of the contract. It is also proposed that a core structure only should be appointed to 
April 2007 because not all the schools will be operational. At that stage the structure 
will be reviewed to identify the most appropriate longer term arrangements. The 
posts in the core structure, together with salary costs and funding source, are detailed 
in table 2. 

f29,541 -f 32,632 
(PO51 

Table 2 - management structure 

Community 
Services/Housing and 

Property 

Post 

Finance Support 1 f 24,435-f 27,054 
Officer 1 I (AP5/PO2) 

Education 201 0 PPP 
Management Allocation 

Contract Support 
Officer 

1 

Administrative 
Assistant 

f 14,466-f 15,063 I 1 (GS3) 
Education 

4.3 The funding for the proposed structure will be allocated from various sources. 
Firstly, the director of finance has indicated that funding is included in the approved 
budget for the management of the Education 2010 PPP Project, f25,000 in 2005- 
2006 and f75,000 in 2006-2007. Secondly, from January 2006 community services 
and the housing and property departments will have reduced responsibilities for 
education establishments because of school closures and the opening of PPP 
schools. Therefore it is proposed that these departments should release staff 
resources to be dedicated to the monitoring of PPP building and facilities 
management. In the first instance until April 2007 it is suggested that this should be 



the cash equivalent of a 0.5 FTE PO5 post from both departments. Thirdly, the 
education department will fund the administrative assistant post from existing staffing 
resources. 

4.4 The contract manager will be responsible for monitoring the Education 2010 PPP 
contract to ensure that it is delivering the service to the agreed specification. It is 
anticipated that the contract support officers will have a general monitoring role for 
service delivery but also make a specialised contribution in line with individual 
expertise, for example building maintenance, facilities management or commercial 
contract. 

4.5 As indicated in 4.2 these arrangements will be reviewed for the longer term beyond 
April 2007. 

4.6 The proposals have also been developed in consultation with other interests. The 
Scottish Executive, financial partnership unit, in its response to the council’s key 
stage review 3 submission in May 2005, has indicated that this structure would meet 
its requirements. However, it also recommended that particular attention be given to 
the following aspects. 

(1) continuity and smooth transition between the construction and operational 
phases 

(2) arrangements for the training of new staff and succession planning during the 
life in the contract 

(3) the protocol for monitoring longer term aspects of the contract 

(4) the involvement of the school communities in contract management and 
monitoring issues 

(5) a review by internal audit of the contract monitoring arrangements. 

4.7 These issues have already been given attention. The commercial partnerships 
manager (now assistant chief executive, corporate and performance) and the 
education department have collaborated very closely at all stages in the Education 
201 0 PPP process to ensure a smooth transition. An authority-TSNL project liaision 
group has been established to monitor developments and is meeting regularly. The 
school communities have always been kept fully informed about the PPP project. In 
addition, towards the end of the construction phase in each school, an additional 
staffing resource will be made available to allow school management involvement in 
detailed issues, and in the operational phase all heads will have a major role in 
monitoring and reporting on the delivery of the service. 

4.8 The gradings for the posts in the proposed structure have been established in liaison 
with personnel services. 

4.9 The projected annual cost of the posts in table 2 is f 136,690 including on costs. 
However, over f60,000 of this will be covered by the reallocation of existing staff 
resources. 



4.10 The member officer working group has given its support to the proposals in this paper 
and recommended its submission to the education committee. In addition, given the 
funding arrangements, it is recommended that the paper be remitted to the 
community services committee and the housing and technical services committee for 
information. 

5. Recommendations 

5.1 The education committee is recommended 

(1) to approve the management structure for the Education 2010 PPP Project 
detailed in section 4 

(2) to refer the report to the policy and resources personnel sub-committee for 
approval 

(3) to refer the report to the community services committee and housing and 
technical services committee for information 


