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Executive Summary 

At the most recent meeting of the Transformation Sub-Committee, held on 18th April 

2018, members considered a report which outlined the link between the Council’s 

budget strategy, implemented in 2016/2017, and the Council’s transformation 

programme.  The report explored the 31 service reviews approved as an element of the 

Council’s revenue budget 2018, and, the sub-committee approved the inclusion of 4 of 

the 31 reviews in the Council’s Transformation Programme, in order for the 

Transformation Sub-Committee to have full oversight as each of the reviews 

developed.  One of these four reviews was the Education, Youth and Communities 

review of an area delivery model. 

The purpose of this report is to set out the rationale underpinning a proposal from 

Education, Youth and Communities (EYC) that the comprehensive review, by 

members, of an area delivery model resulting in shared resources no longer be 

incorporated in the Council’s transformation programme as a result of management 

action taken by the Service to achieve a saving of £535K through a number of 

measures as outlined in this report. 

 

 

Recommendations 

It is recommended that the Transformation Sub-Committee:- 

(i) approve that the comprehensive review, by members, of an area delivery 

model, resulting in shared services, not be taken forward at this time; 

(ii) that the alternative savings measures proposed by Education, Youth and 

Communities be noted; and 

(iii) that progress towards achievement of the saving be reported to the Education, 

Youth and Communities Committee. 

 

 

Supporting Documents 

Council business      
plan to 2020 

The approach set out in this report is in line with the 
undernoted Business Key Priorities and actions :- 

Supporting Children to achieve their full potential 

Action 9 -  Build capacity across sectors and services on a 
locality basis. 

 



1. Background 

1.1 Revenue Budget 2018/19 

 As members of the Transformation Sub-Committee will recall, all reviews 

identified as having a significant impact either financially on the workforce or on 

overall service delivery processes, required to be managed through the 

Council’s transformation programme and, following a desktop review exercise 4 

review proposals for 2018/19 were agreed which included the comprehensive 

review, by members, of a delivery model resulting in shared resources. 

 The desktop exercise, which identified the requirement to manage this review 

through the Council’s transformation programme, was based on the following 

criterion:- 

• fit with the priorities identified in the Council’s Business Plan 2020; 

• level of impact both financially and on workforce development; and 

• fit with the terms of reference for the Transformation Sub-Committee. 

1.2 Overview of Original Proposal 

 The original proposal which was to be subject to review as part of the 

Transformation Programme sought to reconfigure all full-time secondary non-

teaching staff to term time max working year, that is term-time plus 2 weeks.  In 

addition the global allocation of clerical and administrative staff to each cluster 

of schools would be reconfigured in order to achieve an area based approach 

which would require more efficient working practice to facilitate a reduction in 

hours. 

   

 
2. Report 

2.1 Impact Analysis – Timing and Context  

Following the decision of the Transformation Sub-Committee, Education, Youth 

and Communities, in beginning the process of preparing the brief for the review, 

has taken time to carry out a risk based analysis of the impact of implementing 

the savings proposal and any implications of timing of such a review.  Members 

are asked to note that this particular savings proposal was, in terms of the 

prioritisation of proposals prepared by EYC, the lowest ranked due to the 

complexity of delivery and impact. 

A mix of high level strategic operational and reputational areas of concern and 

in some cases risk emerged from the EYC analysis which included:- 

• secondary schools have traditionally remained open and staffed during 

summer periods by a range of full-time non-teaching staff including 

Administrative Finance Assistants, Clerical/Administrative Staff, School 

Technicians and School Librarian.  Changing to term time plus working 

would move to a new model where school buildings may or may not remain 

open outwith term time with the need for a protocol for all service users to 

be developed; 



• changes to area based clerical/administrative support for schools would 

require extensive dialogue with schools regarding new, digitally based, 

processes and protocols ; 

• digitally based contact protocols would require to be developed for periods 

when schools may be closed or operating with only janitorial staff; 

• the requirement to clearly align any such review with the development of 

the DigitalNL programme; 

• the impact on data gathering and project support to Scottish Attainment 

Challenge and Pupil Equity Fund initiatives operating within and outwith 

curriculum time; 

• any implications of the outcome of the review of the reconfiguration of 

janitorial service; and 

• consideration of the need to review secondary schools security in light of 

fewer members of staff in buildings when open and/or need to review 

security arrangements if secondary schools were to be shut for lengthy 

periods in respect of checks by staff from Facility Support Services. 

2.2 Service Users 

 One of the consequences of the proposal would be more limited access to 

secondary based non-teaching staff on a term-time max basis with contact via 

school janitors required for periods when other staff are not working.  There 

would require to be a fundamental change in the way in which service users 

contact schools with the use of designated central coordination points for 

multiple schools.  Closure would necessitate the adoption of a contact protocol.  

It is recognised that such changes require to fit with the DigitalNL programme 

and therefore the timing is crucial in order to dovetail with the DigitalNL vision 

for the council to ‘challenge its current culture and re-envisage new models of 

operation to capture the significant potential offered across new interlinked 

technologies’.   

Clerical and administrative staff would require to adopt new, more agile, working 

practice designed to provide more than 1 central contact point for schools.  The 

original proposal would have required staff to provide support to several of the 

schools in each cluster area.  This approach would work more efficiently and 

effectively if supported through agile digital capability assessed and delivered 

via the DigitalNL programme in order to ‘empower and activate customers to be 

self-managing, to direct them to the right resources and to anticipate their 

needs.’   

2.3 Alternative Proposal 

 In summary, careful consideration of the impact/risk of the timing and context of 

the original proposed review was carried out in order to achieve the following:- 

• consolidation of common activity and process through the DigitalNL 

programme; 

• effective access for communities to school facilities during holiday periods; 

• provision of support to vulnerable young people and families outwith term-

time by staff such as Home School Partnership Officers; and 

• careful alignment with the outcome of other related reviews (ie Janitorial). 

  



Education, Youth and Communities has explored and put in place a number of 

efficiencies in order to deliver the saving in a different way.  At the time at which 

the original savings proposal was prepared, the opportunities to deliver 

alternative savings as listed in the table below were not available to the Service. 

Table 1 – Extended Alternative Savings 

Approach Estimated Level 
of Part-Year 
Saving 2018/19 

Shared Headship 35,000 
Support Around the School and Community 500,000 

 
2.3.1 Shared Headship 

 During 2018/19, Education, Youth and Communities has restructured 

management, across Additional Support Needs schools releasing a part-year 

saving of a head teacher post in the Social Emotional and Behaviour Needs 

sector. 

2.3.2 Support Around the School & Community 

 Members will be aware of an overarching Service strategy to enable 

headteachers individually and collectively within their clusters to have greater 

input and ownership of decision making and planning, to help achieve key 

priorities in areas such as improving attainment, reducing the numbers of pupils 

who leave school with negative destinations, and driving up teaching standards 

through the embedding of shared knowledge and experience. 

This approach is referenced in the following committee reports / strategy 

papers:- 

• Support around the School and Community Team strategy  

• Curriculum for Excellence: Senior Phase In North Lanarkshire 

• North Lanarkshire Council and New College Lanarkshire Vocational 

Education Pathways 

• NorthLanCANcan Challenge Attainment Culture and Nurture 

• Education, Youth and Communities Ambition Strategy  

• Self Improving Schools Network approach  

There were a number of key drivers in adopting this strategy. Firstly there is a 

significant body of academic evidence that empowering headteachers locally 

leads to better outcomes for pupils.  

Secondly, resources have reduced in recent years and there is likely to be 

ongoing financial requirement across all Council Services to find further savings 

and efficiencies in future years. Within the EYC Service the continued approach 

is to protect front line school budgets as far as possible, with the consequence 

there will continue to be significant pressure on the levels of direct support and 

funding which can be offered by HQ staff to individual schools. 

  



The following examples highlight how the Support around the School & 

Community approach is working in practice to help schools support and 

develop:- 

• Self-Improving Schools Network approach which is building leadership 

capacity in and across our schools  

• Area curriculum planning which has led to increased attainment in S5 and 

S6.  

• North Lanarkshire Learning and Leadership Conference approach which 

ensures sharing of effective practice and shared learning  

Prior to the roll out of Support Around the School & Community approach there 

was a greater tendency for head teachers to make requests to HQ for additional 

funding/support. 

During the roll out of the support around the school & community based support 

model the Service has increasingly given headteachers advice and guidance 

that support in the first instance should be sought from existing resources or 

through their clusters rather than providing direct financial support.  The Service 

has tracked the level of resource requirement requests and a reducing trend is 

apparent. 

Whilst this report highlights the transition to a cluster based support model it is 

acknowledged there will continue to be a need for headquarters to provide 

additional support to individual schools in limited circumstances. These include:- 

1. Allowing staff (via backfill) to participate in statutory trade union duties. 

2. To support agreed local policies, for example providing temporary fte 

additionality during school mergers or school build projects. 

3. To provide temporary support in cases referred by HR, for example during 

investigations to ensure there is no detriment to pupil learning. 

The current HQ resource for providing direct support to schools is £1.081m 

which is the equivalent to 24.3 teaching fte, in comparison to the overall school 

based teaching cohort of 3,443 fte. It is proposed to reduce this budget by 

£0.5m. Examples of support which will instead be offered through the area 

delivery model include:- 

a. Curricular Development. 

b. Training (which is twilight/online). 

c. Preparation for Inspection/Post Inspection. 

2.4 Timescale for Savings Realisation 

The alternative savings proposed will be realised by 31st March 2019 and will be 

monitored through the financial reports which are prepared for the Education, 

Youth and Communities Committee. 

 

 
  



3. Equality and Diversity 

3.1 Fairer Scotland 
 
 No requirement to carry out a Fairer Scotland assessment. 
   
3.2 Equality Impact Assessment 
 
 An EqIA will be carried on the implementation implications of alternative 

savings. 
  
 

 

 
4. Implications 

4.1 Financial Impact 
  
 As set out in paragraph 2.3  
   
4.2 HR/Policy/Legislative Impact 
 
 None 
  
4.3 Environmental Impact 
 
 None anticipated 
  
4.4 Risk Impact 
 
 The approach being taken via the alternative management action outlined in 

section 2.3 will mitigate the risks inherent in the original review proposal as set 
out in paragraph 2.1 

 
 Any residual risk in the alternative proposals will be assessed and monitored 

through the Education, Youth and Communities Risk Register and Risk 
Management arrangements. 

    

 

5. Measures of success 

 
5.1 Achievement of a saving of £535K via alternative management action as set out 

in the report in order to mitigate the impact on availability of access to schools 

for communities, ensure support to raising attainment programmes delivered 

though the Scottish Attainment Challenge and the Pupil Equity Fund and in 

order to better align the approach with the emerging DigitalNL Programme 

Strategy and Implementation. 

  

 

Isabelle Boyd 
Assistant Chief Executive 


