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PURPOSE OF REPORT To present options for service redesign to the Comhairle and 
recommend the next stages of the process. 

COMPETENCE 
 

1.1 The implementation of the Comhairle’s Budget Strategy will require the Comhairle to consider its 
compliance with statutory duties, carry out equality impact assessments and put in place appropriate 
risk management arrangements. 

1.2 The concurrent Budget Strategy Update Report sets out the need to realise the planned service 
redesign savings to meet the projected financial challenges over the remaining term of the Comhairle.   

SUMMARY 

2.1 The Service Change and Improvement Sub-Committee agreed the scope of the service redesign 
programme in April 2018. Since then a considerable amount of analysis and engagement has taken 
place. This Report sets out the options for redesign and recommends the next stages of the process. 

2.2 A proposed model for transformational service redesign was the subject of a Member Seminar on 
18 September 2018 and it is recommended this form the basis for community conversations. 

2.3 The model is based on the opportunity for community partnerships and income generation to 
maximise the benefit of Comhairle resources. It includes the development of charters for the delivery 
of services, particularly across public agencies. Members have previously recognised that this is a 
more complex and time consuming process than simply reducing or removing services.  

2.4 Reports, by the relevant Directors, on service redesign proposals are attached as Appendices A to F. 
These were considered in detail by the Service Change and Improvement Sub-Committee on 
13 September 2018.  

2.5 The development of proposals has enabled a revised savings plan to be prepared. This is set out in 
Appendix G and shows that the savings will be realised later than originally projected. In the light of 
this it is proposed that Directors develop alternative spending reduction strategies that could, if 
required, be used to reduce the call on reserves. Provided the 2019/20 settlement is in line with the 
latest estimates any shortfall by departments can be accommodated through the application of 
reserves until year 3. This would help ensure that the Comhairle remains in a strong financial and 
business planning position to address the challenges ahead. It is also proposed that work on the 
remaining redesign areas commences as early as practical. 

2.6 It is therefore recommended that the Comhairle adopt the model proposed at the Seminar and agree 
to take forward the proposals in relation to all service redesign areas in this context as set out in 
section 3.1 of the Report. 

2.7 Effective management of the programme will be critical to ensuring that the savings are achieved and 
it is therefore recommended that it be delegated to the Chief Executive to put in place appropriate 
project management and monitoring arrangements for the Service Redesign Programme. 

RECOMMENDATIONS 

3.1 It is recommended that the Comhairle: 

(a) adopt the model set out at the Seminar as the preferred means of service redesign, and in 
this context and agree: 

(i) to develop community conversations incorporating: education; libraries; transport; 
waste collection, recycling and related service; cemeteries; grounds maintenance; 
housing; and any other service areas identified by communities or considered 
appropriate by the Chief Executive; 
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(ii) that the Director of Development seek to proceed with a partnership agreement with 
Highlands and Islands Enterprise including co-location and the service redesign of 
Economic Development; 

(iii) that the Director of Development develop a detailed model for the delivery of 
Heritage Services through an Arms Length organisation or Trust; 

(iv) that the Director of Development develop detailed proposals for the delivery of 
Housing services; 

(v) that the Director of Development develop an integrated wraparound service in 
conjunction with the Chief Officer of the Integration Joint Board to meet the Rapid 
Rehousing Transition Plan requirements; 

(vi) that the Director of Technical Services proceed with the development and tendering 
of options for bus services in parallel with the community conversations; 

(vii) that the Director of Technical Services develop detailed proposals for revisions to 
commercial charges for waste for approval in December 2018 and implementation 
from January 2019; 

(viii) that the Director of Technical Services continue to develop options for waste and 
related services in parallel to the community conversations; 

(ix) that the Director of Finance and Corporate Resources carry out place based 
reviews of accomodation, with Community Planning Partners to develop solutions 
in line with the service delivery model; 

(x) that the Director of Finance and Corporate Resources, in conjunction with the 
Director of Technical Services, undertake a review of property maintenance and 
delivery arrangements within the Comhairle; 

(b) that it be delegated to the Chief Executive to make appropriate arrangements for the 
management, monitoring and reporting of the redesign programme; 

(c) that the Chief Executive be authorised to implement the necessary workforce change 
processes to support the redesign programme; and 

(d) that the Director of Finance and Corporate Resources, in consultation with Corporate 
Management Team, identify opportunities for the Comhairle to realise savings should this 
prove necessary to ensure the savings needed as part of the Budget Strategy are achieved. 

 

 

 

Contact Officer: Malcolm Burr, Chief Executive  Ext 211500 

   Robert Emmott, Director of Finance and Corporate Resources  Ext 211385 

Appendices: A Community Services, Schools and Related Services Redesign Report  

 B Economic Development Service Redesign Report 

 C Housing Service Redesign Report 

 D Transportation Service Redesign Report 

 E Waste and Cleansing Services Redesign Report 

 F Property Service Redesign Report 

 G Service Redesign Projections – updated September 2018 

Background Papers: Model for Transformational Service Redesign Presentation – September 2018 
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PURPOSE OF REPORT To provide the Comhairle with proposals for service redesign, 
transformational change and budget efficiencies. 

COMPETENCE 

1.1 There are no legal, financial, equalities or other constraints to the recommendation being 
implemented. 

SUMMARY 

2.1 The Education and Children’s Services Department has consistently applied a best value and 
service redesign approach to achieve efficiencies and financial savings.  Performance monitoring 
demonstrates the service has done more with less and achieved better quality.  This approach is 
no longer viable without a significant reduction in Education and Children’s Services. 

2.2 In February 2018 the Comhairle approved an approach whereby the Corporate Management 
Team was committed to undertaking a service redesign programme aimed at reducing costs, 
whilst maintaining policy and service outcomes. 

2.3 In April 2018 Education and Children’s Services provided the Budget Board an indication of how 
service savings of approximately £4.542M could be achieved over a four year period by: 
 Reducing services.
 Delivering services more effectively.
 Increasing income.

2.4 This Report outlines a rationale and strategic approach to service delivery and budget savings 
based on a Transformational Approach in the design and delivery of public services. 

RECOMMENDATION 

3.1 It is recommended that the Comhairle adopt the proposed model and the strategic approach 
to Transformational Change in order to improve public services and realise efficiencies 
without detriment to service users. 

CONTACT OFFICER: Bernard Chisholm 01851 822728 

APPENDIX: 1. Service Delivery Model
2. Community Signature
3. ES&CS Option Appraisal
4. Castlebay School Development Plan
5. Charter Model for SDS
6. Charter Model for Gaelic

BACKGROUND PAPERS:  
BC/DS  22/08/18 

EDUCATION, SPORT AND CHILDREN’S SERVICES COMMITTEE:25 SEPTEMBER 2018 

SERVICE REDESIGN:  COMMUNITY SERVICES, SCHOOLS AND RELATED SERVICES 

Report by Director of Education and Children’s Services 

APPENDIX A
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BACKGROUND INFORMATION 

4.1 The current fiscal climate is likely to continue over the term of this and next Parliament. 
Consequently, principles of Best Value and Community Empowerment will be ever more critical in 
finding new ways to deliver essential public services more efficiently, requiring increased levels of 
public, private and third sector partnerships. 

4.2 The overall aim should be to achieve ‘more for less and better quality’ in all areas of public 
service.  The priorities and legislative framework of Scottish Government provides a robust 
framework for Local Government to play a pivotal role in achieving this. 

4.3 A ‘bottom-up’ needs analysis, Community Engagement and Empowerment through mechanisms 
of local democracy, supported by the Scottish Government is one way forward.  Local government 
has the most efficient mechanisms of delivery with both the resources and staff to facilitate an 
increase in the pace of change and manage resistance. 

4.4 The Comhairle, in partnership with others and the Scottish Government, have piloted this 
approach in a number of key areas to prove the concept.   For example, eSgoil, DYW, Curriculum 
Redesign, Gaelic and SDS. Now is the time to scale-up this approach across all areas of public 
service delivery through a Single Island Partnership and a Transformational Change Programme 
based on the following key elements: 
 Integrated Public Service delivery
 Workforce Planning and Infrastructure
 Whole Estate Planning
 Whole Service Financial Planning

SERVICE DELIVERY MODEL 

5.1 The service delivery model proposed is one in which a Community Needs Analysis identifies, 
through Community Engagement, local needs on a multi ward basis that is meaningful in terms of 
people, geography and community. 

5.2 The Comhairle and the Community Planning Partnership have used Community Signature and the 
Place Standard assessment tool respectively to evaluate community needs. 

5.3 It is clear from the analysis of the responses received that more can be done to regenerate the 
local economy if employment is better distributed through rural areas and a greater emphasis is 
given to workforce planning and economic development in partnership with local communities. 

5.4 As a precursor to the establishment of a Single Island Partnership for the Outer Hebrides the 
service delivery model proposed could be used as a proof of concept, through the use of a 
Community Charter in relation to a number of service areas. 

5.5 A community planning and empowerment approach is proposed to empower local communities to 
engage more directly in the assessment, planning and delivery of local services.  Local workforce 
strategies and the decentralisation of services will be used to arrest depopulation and provide a 
mechanism to ensure an increase in private sector GDP  (Appendix 1, service delivery model).  

5.6 Work is also being done to establish these fora as an area based mechanisms for emergency 
planning and development of a more resilient community approach. 
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WORK TO DATE 

6.1 Community Signature used four criteria to evaluate needs across the multi-ward areas in the 
Outer Hebrides: 
 Place: the facilities and attributes of place that contribute to our community’s capacity.
 People: the human aspects that contribute to our community’s capacity.
 Prospects: aspects of our community that can help us achieve our aspirations.
 Planning: our community’s capacity to work together to develop and design the services we

need.

6.2 The evaluation of all Community Signature responses and workshops indicated the following 
priorities (Appendix 2) with some of the work we have done to date being highlighted below. 

Housing 
6.3 Respondents want access to affordable housing close to their place of work, or in their local 

community close to family and/or crofting resources.   

6.4 A survey of apprentices indicated a high demand for social housing leading to home ownership 
in their home area.  In contrast, many are travelling to central locations, or renting in central 
locations, at significant cost.  This, in turn, is encouraging more young people to migrate to 
central locations on the Island or to the mainland leading to further depopulation, young people 
marrying off-island and not returning. 

6.5 What this service delivery model proposes is to deliver as many public services at as local a 
level as possible and place a greater emphasis on growing the gross domestic product within the 
private sector.  This provides a means to identify natural Community Hubs. 

6.6 Currently, a model for funding apprenticeships is being investigated to enable young people to 
build houses in their local community.  It is hoped that by retaining young people in their local 
community they will be able to supplement their salaries to compensate for mainland salary 
rates and the more limited career progression opportunities.  This in turn, will address a major 
unintended consequence of rural migration and depopulation and provide a family/community 
infrastructure promoting local and family based networks of support for the growing population of 
elderly people. 

6.7 Initial discussions have been had with the local housing partnership to build social housing in 
Hub areas and to develop a self-build mortgage scheme. 

Employment 
6.8 Clearly, employment is the most critical factor in that it determines population size, distribution of 

services, education and the quality of life for all age groups. 

6.9 In order to understand the scale of the challenge it is interesting to note the following statistics: 
 The population of the Outer Hebrides has declined every year in the last 35 years.
 In order to sustain an economic position equivalent to that of 2010 1500 new jobs by 2028

and 2200 replacement jobs by 2028 would need to be created.

6.10 Curriculum for Excellence has provided a unique mechanism for education to contribute in a 
significant way to economic regeneration. Building the Curriculum 3 indicated that the success of 
CfE would be determined by the extent to which young people left school to positive and 
sustained destinations. On this basis, the Education and Children’s Services Department has put 
in place a number of developments to position education as a major driver of change and 
economic regeneration: 
 3-18 focus on enterprise and the World of Work
 Senior Phase developments in relation to:
 Curriculum Redesign
 Personalisation and Choice
 Applied Learning
 DYW and Apprenticeship programme
 Attainment
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 eSgoil 
 Gaelic Education, Language and Culture 

 
6.11 This approach, underpinned by Workforce Planning in both public and private sector, has 

produced transformational change inasmuch as young people are increasingly able to: 
 stay at home to work, while they learn; 
 become more financially independent earlier and have greater confidence in progressing to 

full-time employment. 
 
6.12 It is estimated that there are approximately 375 private sector businesses in the Outer Hebrides.  

We have recently undertaken a survey with the employers of which approximately 134 replied. 
Analysis of this data makes it clear that employers require a clearer education-to-work flightpath 
and access to a one-stop shop to match young people to workplace opportunities. The Outer 
Hebrides Developing Young Workforce strategy, in partnership with education and the 
Comhairle’s Accredited Training Section, is meeting these needs and developing a bottom-up 
approach to economic regeneration which is sensitive to community needs and supportive of the 
private sector.  This approach will have secured 120 apprenticeships in a 24 month period. 

 
 Transport 
6.13 A major concern of Community Signature respondents was transport.  Interestingly this was not 

in relation to mainland or inter-island travel but travel within their local community to support 
employment, reduce social isolation and access public services. 

 
6.14 Currently, the Education and Children’s Services Department is undertaking community 

conversations to explore the possibility of local communities taking responsibility for ASN and 
School Transport provision.  Much of this provision enables young people to travel from rural 
areas to school and back home in the evenings.  These buses are not in use for significant 
periods of time during the day, at weekends or during school holidays.  It is proposed that by 
using Participatory Budgeting models these buses could be transferred to the communities and 
the service run by them.  In return, the Comhairle would maintain the buses and allow local 
communities to use them to meet local needs. 

 
6.15 In addition, other work with communities is being developed as detailed below. 

 School Lets: 
It is proposed that communities could manage all community school lets. 

 
 Playpark / Community Hub: 

The Comhairle has approved that all schools and their play areas should be considered 
community resources and accessed by the public.  On this basis, the Comhairle has worked 
with Lucky2BHere to put in place external defibrillators on all school buildings and have 
trained all pupils from P5 in their use. 

 
 Social Care 

 A dialogue has taken place with the Integrated Joint Board to consider greater use of 
schools for the provision of meals, inter-generational education and access to therapeutic 
interventions in relation to art, music and physical movement for the elderly.  Participatory 
budgeting is also being considered as a mechanism for delivering enhanced 3rd 
Sector/Social Enterprise provision in terms of Social Care and supported accommodation. 

 
 Community Assets 

 The Outer Hebrides has a significant amount of physical assets such as schools and 
community centres which are under-utilised.  Communities recognise that these buildings 
could be put to more efficient use if people work together to deliver more decentralised 
services. 
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 Growing Old 

 Clearly, in a community with a long history of family occupation within rural villages linked to 
specific geographical locations, depopulation and poverty are seen as a major threat to the 
unique cultural heritage, language and way of life of the community.   This is even more 
challenging when living in rural areas where people supplement employment with 
indigenous subsistence activities based on crofting, fishing, weaving and other community 
required skills.  

 
 Young people are choosing to settle later in life and are having smaller families.  The pull of 

migration generates an anxiety about growing old in a context where there is increasing 
levels of social isolation.  This is compounded by lower levels of community support, more 
limited services and an increased likelihood of admission to care outwith or some distance 
from the local community. 

 
 Whatever age group, all respondents recognised this as a major issue of concern and one 

that would only be resolved through the economic regeneration of rural areas. 
 
 In order to support this development, the Comhairle is committed to decentralising the 

delivery of services from Stornoway to the rural areas of the Outer Hebrides working with 
local communities and the private sector to regenerate local areas and economic activity. 
On this basis, the Comhairle is committed to the development of service hubs (private, 
public and third sector), each with satellite provision for specific services where appropriate, 
in locations such as: 
 Castlebay  
 Liniclate 
 Tarbert 
 Stornoway 
 Barvas 

 
 

SUPPORT SERVICES FOR LOCAL COMMUNITIES 
 
7.1 In a community of approximately 26,000 people that stretches over 130 miles the provision of 

support services in peripheral rural areas is of critical concern. 
 
7.2 Communities are seeing the majority of support services being centralised or regionalised on the 

basis of efficiencies or cost saving exercises.  In such a fragile context, this then impacts on 
recruitment and further depopulation. Once thriving rural communities have increasing numbers 
of vacant properties, vacant crofts and public buildings with low occupancy. 

 
7.3 In an effort to address this, the Comhairle is committed to decentralising public services and has 

invested in its IT infrastructure to promote working in rural areas. A key number of community 
hubs have been identified and the Comhairle is in the middle of a management and service 
redesign in order to promote transformational change and the establishment of a Single Island 
Authority. 

 
7.4 The Education and Children’s Services Department has developed a generic workforce model 

providing a fully qualified and SSSC registered enabling flexible deployment in a number of 
sectors including childcare, extended learning and residential care.  

 
7.5 In addition, the Department has adopted a whole estate approach to facility management that 

has now been extended to other Comhairle departments and external service providers. This 
work combined with initiatives involving Participatory Budgeting, community 
participation/empowerment and service delivery promotes an improved framework from which to 
decentralise support services. 
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7.6 Taken together with initiatives in employment and housing, it is becoming possible for us to 
arrest depopulation, increase employment and economically regenerate rural communities. 

7.7 In this proposed service delivery model, it may be possible to substantially increase the public 
sector pay offer to significant numbers of employees on the basis that travel to work (Hub) saves 
costs on fuel and depreciation on vehicles.  In addition, this form of working will have a 
significant impact on the carbon footprint and the time employees are able to spend with their 
families. 

INVESTMENT 

8.1 The Scottish Government has supported the Comhairle with inward investment.  The private 
sector/3rd sector/community are being targeted to work with the Comhairle and the IJB to 
provide a single island partnership model of service delivery of public services, estate and 
infrastructure development.  Highlands and Islands Enterprise are working together with other 
bodies to develop private sector initiatives in green energy, spaceport, the deep water harbour 
facilities and other key sectors. 

COMMUNITY ENGAGEMENT, EMPOWERMENT AND PARTICIPATION 

9.1 The case for a more Participative Democratic Model of service delivery is based on recognition 
of the power and commitment of local communities to want to fully engage in making their 
community a better place to live in, work in, learn in and play in. 

9.2 Local Communities recognise that this involves shared risk, a focus on the redistribution of 
wealth/resources and improving living standards. 

9.3 Current developments in the Western Isles in relation to Community Land Ownership, maturing 
of the Third Sector and increasing community recognition of the potential income from 
renewables, sustainable energy, agriculture, tourism, Gaelic provides a good foundation to build 
on. 

9.4 All of these developments have generated a community infrastructure and optimism in the 
potential for economic and social regeneration. 

TRANSFORMATIONAL CHANGE 

10.1 If we are to achieve change that is transformational, and deliver improved outcomes in a shorter 
timescale, then it has to be planned and implemented in such a way that its purpose, processes 
and structures are transparent and fully understood by communities.  

10.2 In this model it is proposed that communities are encouraged to participate on a partnership 
basis that recognises that they have level of autonomy, ability and accountability that can be 
used in a more dynamic model of service delivery or community empowerment.  

10.3 In this model Comhairle income and spend on services is shared with communities.   
Communities are then engaged in a dialogue designed to find a smarter spending model with 
the objective that this model of Participated Democracy will find ways to reduce spending, 
increase income/resources and provide improved outcomes.   
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10.4 If this approach is to be successful, the following conditions are required to be met: 

 The Comhairle will need to set and commit to a clear vision to reform how Comhairle 
services are delivered and make explicit the funding available for service delivery. 

 Demands on some current services have to be reduced. 
 The Comhairle should adopt a Charter Approach to agree the priorities and models of 

service provision in each community area. 
 The Comhairle will require to use efficiency measures and service reform to reduce demand. 
 The Comhairle, local communities, Scottish Government and national agencies will have to 

have the courage to think and act differently.  
 The Comhairle and communities will have to be bold, radical and work with people to find 

solutions. 
 The IJB will need to develop a more devolved health, social and child care system. 
 The Comhairle will have to support and develop managers who are: 

 confident in the direction of travel and want to make changes; 
 have effective communication skills; 
 able to take people and communities with them; and 
 resilient, innovators and willing to move quickly. 

 
10.5 The model assumes the Comhairle and its partners will adopt a: 

 community planning framework model; 
 best value business approach and business planning model of service delivery; 
 community participation and engagement approach identifying priorities and planning and 

implementing service provision; 
 transparent approach to participant democratic representation and governance; and 
 customer focus and quality assured and control approach to service delivery. 

 
10.6 Community engagement, empowerment and participation provide the basis for a more dynamic 

approach to service delivery. Statutory agencies through a more transparent dialogue with 
communities can extend their remit as a representative democracy to a more meaningful 
participative democratic model.  These priorities and models of service delivery would find 
operational expression in the form of a community charter or formal agreement that specifically 
identified what Scottish Government, local government and its partners will do and what roles, 
remits and responsibilities communities will agree to undertake. 

 
10.7 This opens up a new ‘conversation’ that more actively engages communities (public, private and 

third sector) with the local authority, to develop a more integrated approach to community 
services in such areas as education, skills and training, social care, housing, childcare and 
utilities (energy, water, transport, broadband etc). 

 
 
 LOCAL AUTHORITY AND PUBLIC SECTOR SERVICE REDESIGN 
 
11.1 The scale of financial savings and model of partnership is such that all participates will have to 

move from silo models of delivery to an integrated model, focused on meeting needs and 
performance outcomes. 

 
11.2 This then suggests that organisational structures have to be replaced with more fluid structures 

of service delivery, focused on providing service outcomes through a distributed leadership 
model and matrix management. 

 
11.3 Appendix 3 (Option Appraisal) provides a framework enabling assumptions to be tested by 

applying a traditional service efficiency model for contrasting approaches to service redesign. 
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 EDUCATION AND CHILDREN’S SERVICES PARTNESHIPS AND INCOME GROWTH 

EXAMPLES 
 
12.1 Curriculum Redesign and Review 
 Schools estate rationalisation and curriculum redesign have secured a significantly improved 

school estate and improved curriculum offer.  This, in turn, has resulted in more efficient 
deployment of staff, improved and reduced management structures and an increased level of 
Headteacher participation in strategic educational planning and autonomy in delivery of school 
education.  Taken together, these initiative have reduced expenditure and improved outcomes in 
attainment and achievements  

 
12.2 eSgoil 
 The development of eSgoil as a national initiative has ensured greater equality of access to 

education and opened up an opportunity for the Comhairle to become a national provider of 
education while at the same time receiving inward investment and income. 

 
 In addition, the digital infrastructure of eSgoil has secured  for the Comhairle a partnership with 

the Scottish Government and the University of the Highlands and Islands to provide a national 
PGDE programme for teacher training. 

 
12.3 Charter Model of Service Delivery 
 Recognising that the Comhairle has to reduce demand on services, find more efficient 

partnerships and/or secure increased levels of income, a Charter Model provides a mechanism 
whereby more effective partnerships can provide improved services more efficiently.  
Appendices  4 and 5 provides a framework Charter proposal with Skills Development Scotland 
and Bord na Gaidhlig respectively. 

 
12.4 Whole Estate Planning 
 By combining Hubs and Charter Models of service delivery it is possible to consider more 

efficient procurement, construction, use and the repair and maintenance of the public sector 
estate by a unitary approach to acquisition and use.  Appendix  6 provides an example of this in 
practice for the Barra community. 

 
12.5 Generic Support Workers 
 Existing internal and external partnerships have developed the necessity to create an agency 

fluid workforce, i.e. a workforce that can work across areas of service such as Education, 
Children’s Services, Residential Care and across agencies such as  Skills Development 
Scotland, Education and Third Sector.  Work is currently being undertaken through a pilot 
scheme with the University of the Highlands and Islands to provide a graduate apprenticeship 
qualification for these staff.  This programme is being funded by the Scottish Government.  

 
12.6 Education Skills and Training 
 The Corporate and Education, skills and training functions have, within a distributed 

leadership/matrix management model, been integrated with Developing the Young Workforce to 
provide a more strategic and operational delivery model.  In partnership with the Scottish 
Government, using the same resources more efficiently, a £160k annual training budget for four 
years has been secured for the private sector.  The model has also secured approximately 150 
apprenticeships in approximately 27 disciplines. 
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 This approach, supported by the work in curriculum redesign, has ensured that the Comhairle 

has consistently outperformed all other Local Authorities in Scotland over the last four years in 
achieving a 97% participation rate. 

 
 CONCLUSION 
 
13.1 Appendix 3 provides an outline of how a partnership and income growth approach may be 

achieved.  While no work has been done to cost these proposals at this time development work 
has been undertaken as detailed in paragraphs 12.1 – 12.6.  

 
13.2 It is important that the Comhairle is clear about the strategy it adopts and the organisational 

structure that is put in place to achieve this. 
 
13.3 From an Education and Children’s Services perspective there is limited scope of achieving the 

current and future level of efficiency without adopting a corporate/community approach. 
 
13.4 On this basis it is critical that the redesign process in managed and co-ordinated at a Comhairle 

level.  If not, community and other service providers may receive ad hoc requests for funding 
and/or programme proposals which, if responded to on an individual basis, may lose the 
efficiency of scale, or worse, develop fatigue in their ability to respond. 
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SERVICE DELIVERY MODEL 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  SCHOOLS AND RELATED SERVICES:   
(School related services, Catering, Learning Support, Gaelic) 

Savings:  £2.470M 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce School Estate 

(close Tolsta and Eoligarry 
Schools) 

 Reduce support services 
and staffing (auxiliaries 
and ASN). 

 Rationalise school estate 
on the basis of 
Community Hub model 
and create Community 
Hub Satellite Service 
provision. 

 By rationalising school 
estate, more funding is 
available for capital 
investment and in 
communities supporting 
service delivery. 

     
 

 

IMPLICATION  Fewer schools and less 
support staff. 

 
 

 Retain resource (school) 
and use to provide 
locations for staff and 
community services 
(satellite) 

 Capital cost borne by 
community and shared 
resource funding supports 
services such as social 
care and meals for the 
elderly. 

     
 

 

POTENTIAL 
SAVING 

 £xx (to be confirmed) 
 
 

 £xxx (to be assessed)   £xx (to be assessed)) 
 

     
 

 

SOCIAL 
VALUE/COST 

 Depopulation 
 Unemployment 
 Less service for vulnerable 

client group 
 

 Maintain or increase 
population and 
regenerate rural areas. 

 Empowering communities 
and securing investment 
to ensure a greater range 
of services are delivered 
locally. 

     
 

 

COMMENTS  Social value deficit offsets 
any value of saving. 

 
 

 Social value benefits 
providing increased 
activity, employment, 
housing and other 
services at more 
efficiently. 

 Increased local demand 
for housing and more 
community regeneration 
activity and 
empowerment. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  SCHOOLS AND RELATED SERVICES:   
(Curriculum Redesign) 

Savings:  £2.470M 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce curriculum choice 

and staffing. 
 Harmonised timetable. 
 Increase applied learning 

and subject experience 
through the use of eSgoil 
to provide a broader and 
more equal and equitable 
education experience for 
children and young 
people. 

 Potential for SDS and 
eSgoil income generation. 

 Reduce surplus staffing 
and redeploy or sell 
through eSgoil. 

     
 

 

IMPLICATION  Limited choice and 
narrower education 
experience for students. 

 Increased choice. 
 Wider education 

experience at lower cost 
and more efficient 
deployment of staff. 

 Retain workforce and 
expand choice and 
opportunities for lower 
cost. 

     
 

 

POTENTIAL 
SAVING 

 £xx (to be confirmed) 
 

£xxx (to be assessed)   £xx (to be assessed)) 
 

     
 

 

SOCIAL 
VALUE/COST 

 More limited education 
and social experience for 
children and young 
people. 

 Wider education and 
social experiences with 
improved access to 
employability and tertiary 
r education. 

 More efficient applied 
learning model with 
better exit and post 
school opportunities. 

     
 

 

COMMENTS  Reduced employment and 
narrow range of 
education, experiences 
and achievements for 
young people. 

 Better outcome and 
improvement 
employment, further 
education and HE 
attainment with fewer 
students at post school 
depend on parent funding 
and student loans. 

 Significant potential for 
expanding education, 
skills and training 
opportunities. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  SCHOOLS AND RELATED SERVICES:   
(Authority and Schools E&CS Management Structures) 

Savings:  £2.470M 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Review of authority and 

school E&CS management 
structures. 

 Retain authority and 
school management 
structures but transition 
to a Corporate Director, 
Executive Head of Services 
and Executive 
Headteacher model based 
on a cluster management 
approach to education. 

 Charter approach may 
lead to shared costs of 
management and more 
targeted spend of budget 
which may be increased 
by less duplication 
through a typical SILO 
approach. 

     
 

 

IMPLICATION  Spread work among fewer 
people. 

 Retain management and 
optimum level with 
increased commitment to 
distributed leadership and 
matrix management allow 
for broader areas of 
responsibility. 

 More spend on services 
less on administration and 
estate. 

     
 

 

POTENTIAL 
SAVING 

 £xx (to be assessed)  
 (possible reduction of 

post of Director and 
introduction of Executive 
Headships) 

 

 £xxx (to be confirmed) 
 (one Director at Corporate 

level and expand the 
management function of 
Executive HT) 

 

 £xx (to be confirmed) 
 

     
 

 

SOCIAL 
VALUE/COST 

 More demands on 
reduced management at 
times of greater 
expectation and demand. 

 Investing in Management 
at a time of significant 
organisational change 
with the ability to grow 
service provision more 
efficiently through a 
Charter development 
approach. 

 Retain resources, resist 
regionalisation/centralisat
ion while at the same time 
investing more budgets in 
frontline services through 
shared backroom and 
planning functions. 

     
 

 

COMMENTS  Model is not sustainable 
and will as some point 
affect the quality of 
learning and teaching and 
the capacity to maintain 
current standards. 

 This is a sustainable 
model providing area 
based resources and 
management necessary in 
the development of rural 
and economic social 
regeneration. 

 This provides a 
mechanism of shared 
funding and diverting 
more spend on frontline 
functions. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no
detriment to outcomes.

Area/Service  SCHOOLS AND RELATED SERVICES:   
(Support Staff) 

Savings:  £2.470M 

Reduce Service  Community Partnership  Increase income 
ACTION  Reduce ASN and support

staff in E&CS.
 Develop Social Pedagogue

degree and move toward
a generic children’s
services support worked
contracted on a formula
basis.

 Use eSgoil to secure
contracts and provide an
increased range of
accredited professional
training.

IMPLICATION  More demand on teachers
and increased concerns
for parents.

 Better qualified and more
equitable distribution of
skilled workforce.

 Expanding tertiary
education and
employment.

POTENTIAL 
SAVING 

 £xx (to be assessed) £xxx (to be confirmed)   £xx (to be confirmed)
 (Secure income from SDS,

tertiary education and
Scottish Government)

SOCIAL 
VALUE/COST 

 Most vulnerable will be
perceived to have less
access to support and
have increased risk of
social exclusion.

 Improved education
experience for our most
vulnerable children.

 Employment growth and
expansion of tertiary
education.

COMMENTS  Potentially weaken the
education for the most
vulnerable pupils.  This
will be challenged by
Advocacy Services and
lead to more referrals to
ASN Tribunals with
greater risk of mainland
placements.

 Improve inputs for less
cost with better outcomes
and through a workforce
with greater flexibility and
more deployment
opportunities.

 Development of a more
flexible workforce
together with expanding
eSgoil delivery of
professional training
provides mechanisms for
more efficient
deployment of staff and
more income for
education, skills and
training.



NOT FOR PUBLICATION
Exempt information in terms of Part 1 of 

Schedule 7A of the Local Government (Scotland) Act 1973 
Paragraph 1

ESCS Committee Sept 2018 
APPENDIX 3 

5 

COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  SCHOOLS AND RELATED SERVICES:   
(Itinerant Provision) 

Savings:  £2.470M 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Remove all itinerant 

provision. 
 Remove from the primary 

timetable and transfer to 
secondary or until such 
time as secondary 
opportunities arise 
redeploy to eSgoil. 

 Use eSgoil to generate 
income through eLearning 
and social care. 

     
 

 

IMPLICATION  Reduction in specialist 
staffing. 

 Retain specialist staff and 
create potential for 
income. 

 Service and resource 
retained in the 
community. 

     
 

 

POTENTIAL 
SAVING 

 £xx (to be assessed) 
 

 £xxx (to be confirmed)   £xx (to be confirmed) 
 

     
 

 

SOCIAL 
VALUE/COST 

 Perception of parents that 
significant resource is 
being lost to their 
children. 

 Specialist resource 
remains in the Outer 
Hebrides and potential for 
using these skills across 
agencies in new ways. 

 Community resource and 
employment retained. 

 Quality of life of elderly 
and young people 
enhanced. 

     
 

 

COMMENTS  No educational impact but 
loss of significant teaching 
resource. 

 Theses specialist skills are 
particularly in areas of 
heritage, culture and 
wider achievement of 
young people. 

 These services have 
significant potential to 
make a positive 
contribution to the quality 
of life across all ages and 
in all communities. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  COMMUNITY SERVICES:   
(Community Education, Community Learning, Vocational/ Adult Learning, 
Youth Services, Public Conveniences and Sports Development) 

Savings:  £355k  
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce staffing and 

services in all of these 
areas. 

 
 
 

 Work with community 
and others to establish an 
agency fluid staffing 
model (Charter) and 
community partnerships 
to more efficiently deploy 
and distribute staff. 

 Raise charging or bring in 
partnership funding. 

 Extend services into Social 
Care. 

     
 

 

IMPLICATION  Loss of employment, skills 
and services to 
communities. 

 More equitable 
distribution of staff  

 Retain the resource and 
widen employment 
opportuniti4es. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (to be assessed) 
 

 £xx  (to be confirmed)   £xx  (To be confirmed) 

     
 

 

SOCIAL 
VALUE/COST 

 Loss of significant 
contribution to youth 
welfare, Health and 
Wellbeing resulting in 
lower levels of 
achievement. 

 Loss of staff skills and 
community benefit. 

 Improved quality of life 
for our youth and older 
people. 

     
 

 

COMMENTS  An area that has produced 
significant community 
benefit would greatly 
reduce. 

 

 Potential for more 
efficient service delivery 
with greater equity across 
the Outer Hebrides. 

 Improve investment in 
services. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  COMMUNITY SERVICES:   
(Employability, Education, Skills and Training) 

Savings:  £355k  
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce staff in CLD, 

Education and 
Employability 

 
 

 Implement Charter with 
SDS and UHI and expand 
employment, education, 
skills and training through 
our DYW partnership. 

 Export accredited training 
programmes through 
eSgoil and increase 
tertiary education through 
PGDE, Early Years etc. 

     
 

 

IMPLICATION  Reduction in staff and 
service. 

 
 

 Growth in service 
provision  

 Growth in service and 
efficient staff deployment 
and management 
structure 

     
 

 

POTENTIAL 
SAVING 

 £xx  (To be assessed) 
 
 

 £xx  (To be confirmed)   £xx  (To be confirmed) 

     
 

 

SOCIAL 
VALUE/COST 

 Reduction in service 
critical to vulnerable 
people. 

 

 Improved programmes of 
applied learning and 
routes to employability. 

 Approved learning 
pathways and workforce 
planning leading to real 
jobs. 

     
 

 

COMMENTS  Possible breach of our 
equality and our social 
inclusion responsibilities. 

 
 

 Community population 
growth and economic 
regeneration. 

 Reduce financial pressure 
on parents and students. 

 Real opportunity to 
develop tertiary education 
and for eSgoil and UHI 
partnership to become 
centre of excellence. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no
detriment to outcomes.

Area/Service  CHILDREN’S SERVICES:   
(Children’s Services and Mainland Placements) 

Savings:  £775k 

Reduce Service  Community Partnership  Increase income 
ACTION  Reduce staffing and

service provision.
 Extend partnership model

and increase the range
and level of competencies
supported by more
effective policy and
eligibility criteria.

 Investigate shared service
approach with Adult
Services and Housing.

IMPLICATION  Increase demand on staff
and reduction in range of
services.

 Improved service at lower
cost

 Extend service and
increase income.

POTENTIAL 
SAVING 

 £xxx (To be assessed)  £xxx  (To be confirmed)  £xxx (To be confirmed)

SOCIAL 
VALUE/COST 

 Most vulnerable client
group have significant
reduction in service and
increased potential for
mainland placements.

 More local and
community based
provision on island for our
most vulnerable young
people

 More effective resources
with shared financial
commitment.

COMMENTS  Services (particularly
education support) has
and is absorbing
significant level of
demand and pressure.

 Provides opportunity for
more effective shared
resources.

 Opportunity to produce
more consistent and
holistic service for service
users.
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  ALL EARLY EDUCATION SERVICES 
Savings:  £587k 

 

  Reduce Service  Community Partnership  Increase income 
ACTION  Introduce charging for 

non‐statutory services. 
 
 

 Hub/Community may be 
able to identify for 
efficient wrap around care 
through activity clubs. 

 Private/energy 
developments may invest 
in this area on basis of 
community investment. 

     
 

 

IMPLICATION  Reduction in key services 
supporting working 
parents. 

 

 Significant service 
transition. 

 Retains and expands the 
services. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed)   £xxx (To be assessed)   £xxx (To be assessed) 

     
 

 

SOCIAL 
VALUE/COST 

 Parents may not be able 
to access education, work 
or training. 

 More children may trigger 
referral to statutory 
agencies. 

 

 Partnership model has 
capacity to extend 
services at lower cost. 

 Meets the needs of a key 
section of our community. 

     
 

 

COMMENTS  In context of national 
investment and expansion 
in Early Years, this would 
undermine key aspects of 
early intervention 
strategies. 

 Important at times of 
expansion not to be seen 
to be removing services. 

 Historically there is good 
evidence of volunteering 
and activity groups for this 
age group. 

 

   



NOT FOR PUBLICATION
Exempt information in terms of Part 1 of 

Schedule 7A of the Local Government (Scotland) Act 1973 
Paragraph 1

ESCS Committee Sept 2018 
APPENDIX 3 

10 

COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Reduction in Comhairle Corporate Management Team) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce by 1 WTE Director 

in favour of a corporate 
model. 

 

 Develop shared 
partnership/Charter 
model as a mechanism for 
management 
rationalisation and 
efficiencies in terms of 
backroom functions. 

 Charter partnership 
approach provides a 
mechanism for shared 
investment, estate 
planning, staffing and 
resourcing. 

     
 

 

IMPLICATION  Reduce and reorganise 
Comhairle Management. 

 
 

 Approach requires greater 
partnership working 
between statutory bodies, 
National Government and 
national agencies 

 More efficient and 
comprehensive service 
with frontline focus. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be assessed)   £xxx (To be confirmed) 

     
 

 

SOCIAL 
VALUE/COST 

 Erosion of career 
progression opportunities. 

 
 
 

 Improved service, lower 
cost and more engaged 
communities. 

 More efficient use of 
public funds. 

 Protects local services and 
provides more effective 
model than 
regionalisation/centralisat
ion 

     
 

 

COMMENTS  Management structures 
at all levels require to be 
reviewed. 

 

 Defacto Single Island 
Authority through 
Partnership. 

 Good evidence of current 
commitments by key 
partners 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Janitorial Services) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Remove janitors from all 

school with the exception 
of secondary schools and 
WISP schools. 

 

 Transfer all estate 
functions to Technical 
Services and work with 
communities to identify 
areas that they could 
provide a service in. E.g., 
Lets, grounds 
maintenance etc. 

 Adopting a model of 
whole estate planning has 
potential to lever more 
capital income and secure 
a more efficient estate.  

     
 

 

IMPLICATION  No janitorial service in 
non‐WISP primary 
schools. 

 
 
 

 Integrated estate 
workforce as precursor to 
SIA partnership model 
with other statutory 
services and national 
agencies. 

 Integrated estate planning 
and approach to repairs 
and maintenance. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be assessed)   £xxx (To be assessed) 

     
 

 

SOCIAL 
VALUE/COST 

 Loss of what has been a 
valued service although 
used for non‐property 
duties in the main. 

 
 

 Retain employment skills 
and develop a more 
efficient model of service 
and partnership delivery. 

 Increased level of building 
work and employment 
generating more 
apprenticeships and 
developing a more 
sustainable model of 
repairs and maintenance. 

     
 

 

COMMENTS  The current role and 
function is more 
consistent with that of 
Children’s Support 
Worker. 

 

 The potential for a more 
efficient use of estate and 
the technical workforce is 
significant if we can work 
with Scottish Government 
and other such a Police, 
Health, SDS, HIE etc. 

 Integrated estate function 
would benefit by adopting 
an integrated workforce 
model which could 
operate across agencies 
on a Charter basis. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Departments Staffing and Finance Function) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce staffing as a 

consequence of reduce3d 
services and financial 
planning. 

 

 Through the use of 
internal transformation 
change and Charters this 
service could be 
centralised. 

 A more integrated and 
professional resource 
section may be able to 
develop a more strategic 
approach to income 
generation. 

     
 

 

IMPLICATION  Reduced employment and 
economic activity. 

 
 

 Greater efficiency with 
better promotion and 
salary rewards.  
 

 More co‐ordinated 
approach to funding 
applications. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be assessed)   £xxx (To be assessed) 

     
 

 

SOCIAL 
VALUE/COST 

 Significant impact on 
community levels of 
disposable income. 

 
 
 

 In the context to TC, 
staffing would be retained 
to support expansion in 
service delivery. 

 Support as a professional 
group would have a more 
strategic function with 
career progression. 

     
 

 

COMMENTS  This group of employees 
have some of the highest 
levels of lower paid 
workers many of which 
are female and hardest hit 
by austerity measures. 

 

 Service change and 
partnership delivery 
model provides 
opportunity for internal 
efficiencies rather than 
through regionalisation. 

 The opportunity to 
combine this work with TC 
in digitalisation, Hub 
models of service delivery, 
Charter development 
provides opportunity for 
income growth. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Service Partnership through Charter and Hub Development) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce, regionalise or 

centralise functions to 
achieve savings. 

 
 

 Develop a charter/hub 
model of service delivery 
as a mechanism for a 
shared service approach. 

 Partnerships are more 
effective at income 
generation while at the 
same time playing to each 
other’s strengths. 

     
 

 

IMPLICATION  Lose the services, lower 
employment, weaken the 
public sector. 

 

 Integrate functions and 
decentralise services 
where appropriate to 
rural areas. 

 Reduce demands on the 
public sector. 

 Become more efficient 
and grow businesses and 
services. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be assessed) 
 

 £xxx (To be confirmed)   £xxx (To be confirmed) 

     
 

 

SOCIAL 
VALUE/COST 

 Unemployment rises and 
weakening of 
representative democracy 
and/or participate 
democracy. 

 

 Focus on purpose and 
outcome of service and 
target duplication of 
effort for saving. 

 Engaging services, 
communities and the 
private sector to work 
together. 

     
 

 

COMMENTS  Generates impetus for 
regionalisation of services 
or worse centralisation. 

 

 Model is designed to 
achieve savings while at 
the same time work with 
partners to improve 
services and achieve 
growth. 

 The model is idealistic, 
honest and transparent.  
These are not reasons for 
not trying. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Mobile Library Service) 

Savings:  To be assessed. 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Remove service. 

 
 
 
 
 

 Work with schools to 
extend school library to a 
public library function and 
us eSgoil (digital) and or 
community resources to 
distribute costs. 

 Target private and 
community investment in 
resource and community 
rather than vehicles. 

     
 

 

IMPLICATION  Loss of service to 
vulnerable client group. 

 
 

 A more social and 
sustainable service. 

 Expanded and more 
efficient and accessible 
service. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be assessed)   £xxx (To be assessed) 

     
 

 

SOCIAL 
VALUE/COST 

 Social and political cost 
with possible social care 
implications.   

 

 Community and 
intergenerational 
partnership supporting 
social, cognitive and 
emotional health. 

 Extend the use of service 
and increased levels of 
intergenerational contact. 

     
 

 

COMMENTS  If taken together service 
cuts this could have 
significant social and 
emotional costs which 
may in turn increase care 
costs. 

 

 Community effort will 
vary and solutions will 
have to flexibility to 
reflect this. 

 Emphasis is then on 
content and function 
rather than means. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Social Care) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION   

 
 
 
 
 

 Hub/Charter model 
provides opportunity in 
education and estate to 
work together to improve 
service delivery. 

 Health and IJB may 
contribution to funding 
services such as Art, 
Music, Physical Activity, 
Literacy, History, 
Language, etc. 

 
     

 
 

IMPLICATION   
 
 
 
 
 

 School meals, itinerant 
staff, shared estate, 
transport and cultural 
heritage could provide a 
significant input to adult 
social care. 

 Reduce pressure on E&CS 
and provide therapeutic 
services to adult services. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be confirmed)   £xxx (To be confirmed) 

     
 

 

SOCIAL 
VALUE/COST 

  
 
 
 
 

 A more social and 
partnership approach to 
care with potential to 
reduce costs and improve 
services. 

 Improved curriculum for 
adult services. 

     
 

 

COMMENTS   
 
 
 
 
 

 This work should also be 
seen a therapeutic and 
taken together with rural 
economic regeneration 
may provide a mechanism 
for providing care in the 
community infrastructure. 

 The model may promote 
greater levels of cognitive, 
social and physical activity 
of the elderly. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Workforce Planning) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION  Reduce workforce and 

service to meet available 
budget. 

 

 Use workforce analysis 
and planning to build 
public and private sector 
through targeted 
recruitment. 

 Focus on learning at local, 
regional and national level 
to deliver accredited 
education, skills and 
training. 

     
 

 

IMPLICATION  Unemployment and fewer 
services. 

 

 Retain more young people 
and reduce financial 
burden on families. 

 Economic growth, retain 
our young people. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be assessed)   £xxx (To be assessed) 

     
 

 

SOCIAL 
VALUE/COST 

 Continued economic and 
population decline 
sustaining current 
demographic. 

 

 See eSgoil External 
Evaluation. 

 Economic and social 
regeneration of 
communities 

     
 

 

COMMENTS  No longer a sustainable 
option. 

 
 

 This approach needs to 
work alongside private 
sector development and 
work to grown GDP. 

 The focus needs to move 
towards a single strategic 
approach and charter 
development. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(Additional Support Needs Transport Provision) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION     Transfer resource to 

community for them to 
delivery through 
volunteers. 
 

 Secure funding to support 
expanded service through 
community investment. 

     
 

 

IMPLICATION   
 

 Communities have the use 
of the vehicle outwith 
providing service we 
require. 
 

 Has potential but only if in 
a community partnership. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be confirmed)   £xxx (To be confirmed) 

     
 

 

SOCIAL 
VALUE/COST 

  
 

 More flexible resource for 
the community. 
 

 Better distribution of 
resources and better use 
of buses with potential for 
further development. 

     
 

 

COMMENTS   
 
 
 

 No losers, all win with 
added value. 

 

 For total geographical 
coverage a more strategic 
transport plan would need 
to be developed. 
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COMHAIRLE NAN EILEAN SIAR 
Education and Children’s Services Department 

SERVICE REDESIGN AND TRANSFORMATIONAL CHANGE 
OPTION APPRAISAL- AUGUST 2018 

 The follow plan provides the proposed process to achieve service redesign and financial savings with no 
detriment to outcomes.  

Area/Service  CORPORATE SERVICES 
(eLearning) 

Savings:  To be assessed 
 

  Reduce Service  Community Partnership  Increase income 
ACTION     Develop an Outer 

Hebrides strategy to 
promote a digital culture. 

 Potential area for drawing 
in external investment 
and demand for services. 

     
 

 

IMPLICATION   
 

 Opportunities for new 
business applications. 

 Opportunities for new 
business applications. 

     
 

 

POTENTIAL 
SAVING 

 £xxx (To be confirmed) 
 

 £xxx (To be assessed)   £xxx (To be assessed) 

     
 

 

SOCIAL 
VALUE/COST 

  
 

 An area of strength and 
has significant potential to 
support service delivery at 
a community level. 
 

 This area has a big market 
to exploit at both a 
regional and national 
level. 

     
 

 

COMMENTS   
 
 

 The Comhairle is 
developing this as an area 
or expertise. 

 eSgoil is uniquely 
positioned to achieve this. 
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A Strategic Partnership with Skills Development 
Scotland, Scottish Government and Comhairle 
nan Eilean Siar to develop a Community Charter 
for Skills, Education, Employment and Training
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Charter
Develop a Community Charter providing a contract between the Partnership, 
Employers and the community providing a ‘one stop shop’ and single point 
of contact for access to bespoke education, skills and training.

Secure Secure the future of the islands; develop the workforce and drive increased 
economic growth & well being 

Provide Provide apprentices with access to affordable homes; equity loans; 5% 
deposits; low interest mortgages

Develop
Develop the existing DYW Strategy to lead and implement the public/private 
sector partnership to increase GDP through more entrepreneurial 
development and economic expansion based on increasing the workforce, 
skills and training.

Create
Create a 5 to 10  year plan setting out pathways into Foundation 
Apprenticeships; Modern Apprenticeships; Graduate Apprenticeships. Link 
all opportunities to local economic growth.

Articulate Articulate the economic growth ambition for the Outer Hebrides with future 
workforce development needs.

Approach New approach based on combining economic development; education and 
housing with Skills Development Scotland to agree a Community Charter.
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Economy Education

Housing Skills

Driving economic 
growth & well Being

Developing the 
current & future 

workforce

Retaining & attracting 
new talent to the Islands

‘Our Islands Our Future’
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• Identify key economic 
growth sectors

• Set out specific 
demands for future 

skills
• Secure commitment of 

all employers to the 
economic growth plan

Economy

Education
• Link senior phase 

education to the local 
economy & local jobs

• Provide access for all 
pupils to undertake 

Foundation 
Apprenticeships that are 

linked to the local 
economy

• Secure commitment of all 
employers

• Retain young workers on the 
islands

• Attract new workers to the 
islands

• Offer new & innovative 
housing design solutions 

• Offer innovative financial 
supports via equity loans; 
low deposits & low interest 

mortgages

Housing

Skills
• Develop 5 to 10 year plan 

for skills development
• Expand modern & 

graduate apprenticeships 
in line with economic 

growth plans
• Develop local solutions to 

island needs
• Secure commitment of 

training providers, UHI and 
all employers

‘Our Islands Our Future’

COMMUNITY
SIGNATURE

COMMUNITY 
CHARTER

AREA PARTNERSHIP

A PARTICIPATIVE DEMOCRATIC APPROACH



NOT FOR PUBLICATION
Exempt information in terms of Part 1 of 

Schedule 7A of the Local Government (Scotland) Act 1973 
Paragraph 1

» Housing
» Employment
» Transport
» Support Services and Community Assets
» Growing Old
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» A community planning framework/model
» A development plan
» Community participation/engagement
» Democratic representation and governance
» Customer service focus
» Emphasis on quality
» To move quickly
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» Decentralise Public services
» Generate small to medium
business growth

» Increase disposable income
» Improve quality of life
» Develop all island community
areas
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Co‐location and integration of services.

Development of Agency fluid staffing models.

Adoption of a distributed Leadership and Matrix Management approach 
to service delivery.

Support for a Community Charter outlining to the communities of the 
Outer Hebrides and Employers what the Strategic Partnership will 
provide and what is expected of them.

Comhairle nan Eilean Siar to seek political approval at September 
/October 2018 Comhairle meetings.
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A Single Public Authority approach assumes that the Comhairle in partnership with 
Scottish Government and National Agencies will work to deliver a unitary service to the 
community of the Outer Hebrides.

The Strategic Partnership is therefore the local mechanism of delivery providing services 
through a governance structure ensuring community empowerment within the 
framework of Community Planning as detailed in our revised schematic.

The Scottish Government and Skills Development Scotland will provide the resources and 
performance targets.  The Comhairle and Partnership will deliver the services and realise 
these outcomes through a Community Charter, Promise/Offer or Deal.

The Partnership will provide performance reports on a regular basis.

Resources of the Strategic Partnership to be transparent and deployed according to need.

Identify key areas for development based on anticipated market demands for 
employment,  e.g. Cyber security, data analysis.
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SDS CEO to meet with Comhairle nan Eilean Siar executive team during early 
August to develop this concept further

CEO of Comhairle nan Eilean Siar to advise on ‘political’ sponsorship 

The Model will be shared with Employers and the wider community through 
a series of ‘Community Conversations’ events being developed to outline a 
wider process of Transformation Change in Public Service Delivery.

Secure political support for the draft outline plan

Comhairle nan Eilean Siar, SDS, employers and wider partners to develop 
detailed plan



NOT FOR PUBLICATION
Exempt information in terms of Part 1 of 

Schedule 7A of the Local Government (Scotland) Act 1973 
Paragraph 1

PURPOSE OF REPORT To present options in relation to the Economic Development, Energy / 
Strategy Unit, Heritage and Libraries. 

COMPETENCE 

1.1 There are a range of significant financial and workforce implications arising from the 
implementation of the recommendations.  The implications are detailed in the body of the 
Report. 

SUMMARY 

2.1 This Report outlines a number of options in relation to the future shape of the Economic 
Development Service and how the savings required of the Service van be achieved.  The 
Report recommends a detailed exploration of the potential of strategic alignment with and a 
full co-location with the Comhairle’s main development partner Highlands and Island 
Enterprise.  It also recommends that a business case for the potential of an Arm’s Length 
External Organisation for the Heritage Service be explored. 

2.2 The Report provides options around how the savings can be achieved.  Given that the bulk 
of resources allocated to the Service are human, the savings can only be achieved by a 
reduction in either the staff numbers, the funds that the Comhairle invests in the local 
business community and / or a combination of both. 

2.3 These reductions will result in significantly reduced development effort.  This will require a 
refocussing and reprioritising of the Economic Development Service and recommendations 
are made in regard to critical areas of future focus.  The Report also provides options for the 
future of the Library Service and a transfer of the Service to Education and Children’s 
Services may release.   

RECOMMENDATION 

3.1 It is recommended that the Sustainable Development Member Officer Working Group 
agree to: 

a) support Options 1, 2, 3, 4, 5 and 8 as outlined at Section 6.1 of this Report;

b) support a Workforce Change programme for the Economic Development Service to
effect the changes arising from the selected Options;

Contact Officer(s): Calum Iain MacIver, Director of Development  
Appendix(ces): None 
Background Papers: None 

SUSTAINABLE DEVELOPMENT MEMBER OFFICER WORKING GROUP 

SERVICE CHANGE: ECONOMIC DEVELOPMENT SERVICE REDESIGN 

Report by Director of Development 

APPENDIX B
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SERVICE REDESIGN OPTIONS - ECONOMIC DEVELOPMENT 
 

INTRODUCTION 
 
4.1 There are currently four service areas included under the Economic Development Service 

Redesign proposals - Economic Development, Energy / Strategy Unit, Libraries and 
Heritage.  The target savings for each service area is 25% of the budget or £612k.  It is 
anticipated that the totality of the savings will be achieved over two financial years – 2019 / 
20 and 2020 / 21.  

 
4.2 As part of the Service Redesign process, officers have engaged with a number of internal 

and external stakeholders and the options presented in this Report reflect the outcome of 
these discussions.  

 
 

SERVICE REDESIGN: KEY ISSUES 
 
 Strategic Focus 
 
5.1 Significant elements of the Comhairle’s Corporate Strategy, the Local Outcome Improvement 

Plan (LOIP), Islands Deal as well as other local and national strategies focus on economic 
development.  It is therefore proposed to realign and redesign the Service to focus on and 
afford priority to theses high-level strategies and documents.  It is proposed to redesign the 
service around the following key themes: 

 
 Population and Place; 

 
 Connectivity (Energy, Transport and Digital); 

 
 Islands Deal; and 
 
 Innovation.  

 
5.2  To achieve the best local outcomes from that realignment discussion has been opened with 

Highlands and Islands Enterprise (HIE) in regard to how the Economic Development Service 
and HIE can achieve greater strategic alignment and how a more integrated “offer” can be 
made to the business community.  The idea of improved partnership working and closer staff 
collaboration with clients, whilst moving towards a full co-location of all relevant services, is 
presently under discussion.  If a full co-location can be achieved with HIE it is anticipated that 
a number of back office and administration savings can be achieved.   

 
Heritage Service 

 
5.3 Some customer facing services such as the Heritage Service potentially lends itself to an 

Arm’s Length External Organisation (ALEO) or independent trust type of approach.  This 
could potentially be achieved in partnership with the Third Sector and aligned with other 
elements of the local heritage sector.  Allied to this is the imperative that the Heritage Service 
seeks to monetise its assets and develop new revenue streams to help off-set budget 
reductions.  

 
5.4 The Comhairle has previously reviewed and dismissed the ALEO approach.  Recent 

discussion, however, suggests there is an appetite to re-explore these approaches and 
discussion has been opened with a number of local heritage partners.    

 
 Library Service 
 
5.5 Service Redesign has offered scope to explore Library issues in a wider context.  Given that 

the key purpose of Libraries is educational with a focus on literacy and life-long learning and 
given that the Library Service provides a critical support function for all island schools there is 
a compelling rationale for Libraries to sit within the Education and Children’s Services 
portfolio.  This direction of travel was supported by the Comhairle in June 2018. 
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5.6 The transfer of the Library Service to Education and Children’s Services offers scope to 

develop community libraries using the “community hub” concept based around the existing 
24 schools across the islands.  The proposals presently being considered would see the 
development of a community library service, delivered in partnership with the Library Service, 
Education Services and the community.  This approach would utilise existing schools and 
community capacity to deliver an enhanced service.  The utilisation of the 24 schools 
alongside community outreach would also negate a requirement for a full mobile library 
service. 

 
Strategy Unit 
 

5.7 A final conclusion on whether elements of the Development Department Strategy Unit, which 
sits with Economic Development, transfers to the Chief Executive’s Department under the 
Organisational Review is awaited.  The outcome of that decision will have an impact on the 
overall savings level required. 
 
Economic Development Service 

 
5.8 It is anticipated that a range of savings can be generated from the redesign approaches 

outlined above.  To achieve the totality of the savings target will, however, require the 
Service to move to a smaller, more fluid staffing structure, with a potentially reduced 
investment fund.  A number of Options are available to achieve on this.  A careful balance is 
required to ensure the optimum alignment of resources to deliver the actions agreed by the 
Comhairle in the Corporate Strategy 2017 – 2021, the LOIP, the Islands Deal and to be able 
to exploit new opportunities.   

 
 

SERVICE REDESIGN: OPTIONS 
 

6.1 Based on the above analysis there are a number of dependencies around the final outcome 
of the Organisational Review regarding the Strategy Unit and around the transfer of Libraries.  
The savings anticipated below are based around the retention of the Strategy Unit and the 
transfer of Libraries.  Depending on the final outcome of theses organisational issues the 
figures outlined below may require to be refined.  At this stage the following options are 
proposed:       

 
Option Risk Saving (£k) 

 

1. Redesign the Economic 
Development Service 
around the key themes 
of:  
 Population and Place; 
 Connectivity 
 Islands Deal; and 
 Innovation  
 

Loss of focus on areas that are not 
assessed as being of high strategic value 

 

2 .Undertake a full strategic 
realignment with HIE, 
working towards a full 
service co-location. 

Pooling of strategy with another 
organisation will require a degree of “give 
and take” around strategic priorities. 
 

Co-location may result in the Service 
being located out with the main Sandwick 
Road and Balivanich offices.   
 

£50k 

3. Develop a detailed options 
appraisal and business 
case around an ALEO / 
Trust approach for the 
Heritage Service  

 

Loss of Comhairle control over Service 
areas. 
 

Potential for savings through this approach 
is limited. 
 

£50k 
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4. Transfer the Library 
Service to Education and 
Children’s Services in 
order to deliver the 
“community hub” library 
model. 

 

The new concept would require careful 
initial development and engagement. 
 

Would require considerable community 
input and co-operation. 
 
  

£177k 

5. Achieve savings via staff 
reduction leaving 100% of 
the investment fund in 
place 

 

Significant staff capacity issues.  Service 
would require a major reduction in activity 
and significant consolidation around key 
strategic tasks. 
 

The staff impact would be in the region of 
8 FTE.  Redundancy and pension strain 
costs are unknown at this stage.  
 

£335k 

6.  Achieve savings via staff 
reductions leaving 50% of 
the investment fund in 
place 

Significant staff capacity issues.  Service 
would require a major reduction in activity 
and significant consolidation around key 
strategic tasks. 
 

The staff impact would be in the region of 
3 FTE.  Redundancy and pension strain 
costs are unknown at this stage.  
 

A high level of impact on the level of 
investment the Comhairle is able to make 
in the economy and in the community 
sector.   
 

Would carry a high level of reputational 
issues. 
 

£335k 

7.  Achieve savings via  the 
removal of the investment 
fund 

Significant impact on the level of 
investment the Comhairle is able to make 
in the economy and in the community 
sector.  This would remove all support to 
the tourism, arts, crofting, etc. sectors 
 

Would carry significant reputational issues. 
 

£335k 

8.  Initiate a Workforce 
Change programme to 
realign the staffing 
structure based on the 
agreed Options 

  

  

 
 
6.2 The savings identified at Options 2 and 3 are presently notional.  If these savings cannot be 

delivered under either of these two options further reductions of in staff and / or investment 
fund would be required.  
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PURPOSE OF REPORT To present options in relation to the Housing Services redesign. 

COMPETENCE

1.1 There are a range of significant financial and workforce implications arising from the implementation of 
the recommendations.  The implications are detailed in the body of the Report. 

SUMMARY

2.1 This Report outlines a number of options in relation to the future shape of the Housing Services.  It 
identifies options around the external and internal delivery of the Service.   

2.2 Although external delivery may offer opportunity around some element of the Service, it is assessed, 
that on balance, the externalising of elements of the Service carries a high level of risk with no clear 
indication as to the potential level of savings.  There is also a high level of risk that savings would be 
achieved at the detriment to overall service quality and Comhairle control. 

2.3 Recommended options therefore revolve around continued internal delivery with a greater emphasis 
on cross-functional working.  There is significant scope to develop new working practices between the 
Homeless Services and the Integrated Joint Board in order to help accelerate the progress of 
homeless clients out of temporary accommodation and into a sustainable tenancy. 

RECOMMENDATION

3.1 It is recommended that the Service Change and Improvement Sub-Committee agree to proceed
to implement Options 2 and 4 as outlined at Section 6.1 of this Report.

Contact Officer: Calum Iain MacIver, Director of Development 
Background Papers: Stage 1 Scoping Reports 

CORPORATE MANAGEMENT TEAM  28 AUGUST 2018 

SERVICE CHANGE: HOUSING SERVICES REDESIGN

Report by Director of Development 

APPENDIX C
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SERVICE REDESIGN OPTIONS – HOUSING SERVICES

INTRODUCTION

4.1 The Housing Services Team provides an integrated housing service to the Comhairle.  The Service 
delivers a range of statutory functions, key elements of which can be summarised as follows: 

 the development, implementation and monitoring of the Local Housing Strategy (LHS) to enable
the Comhairle to meet its duty as the Strategic Housing Authority for the Outer Hebrides area

 development of Affordable Housing opportunities through the Strategic Housing Investment Plan

 provision of a Homeless Persons Service, including advice, assessment, provision of temporary
accommodation and Housing Support to move in to permanent accommodation

 delivery of the Scheme of Assistance for Disabled Adaptations (on behalf of the  Integration Joint
Board)

 delivery of Fuel Poverty Strategy

 provision of general housing advice and assistance to the community

4.2 The Service Redesign process anticipates a total budget reduction of 25% or £102k for the Service. 

SERVICE REDESIGN: KEY ISSUES

5.1 The Service, in essence, is comprised of two elements: a strategy development, implementation and 
monitoring component and a homeless service which assesses, allocates temporary accommodation 
and monitors homeless clients. 

5.2 Given these two components options are limited and revolve around internal or external delivery.  

5.3 In regard to the strategy development and advisory functions it is difficult to see how this could be 
externalised in any meaningful way.  These are core Local Authority functions and it is challenging to 
see how these could be appropriately and effectively managed at arms-length or through consultancy.  
Externalising the service would lose on-going political oversight and engagement via Working Groups 
and the ability to deal with day-to-day Elected Member enquiries.  The Service is presently well-
situated in proximity to planning, building standards and economic development and is able to pull in 
and provide appropriate advice at short notice.    

5.4 That isn’t to say that there wouldn’t be value in undertaking a market testing exercise to identify 
whether opportunities may or may not exist.  On balance, however, such an exercise would be overly 
time-consuming and distracting at a time when the Service is focussed on delivering the opportunities 
offered by the present Affordable Housing Programme and the wider Local Housing Strategy.   

5.5 It is, therefore, suggested that the Service remain in-house and continues to develop internal linkages.  
The savings would be partially achieved through the deleting of the post of the former Head of 
Development Services which becomes surplus to requirements under the new Organisational 
Structure.  This will realise a saving of £75.5k.   

5.6 In regard to the homeless element of the service there are anecdotal suggestions that there may be 
interest in the Third Sector having involvement with the homeless service.  Discussions have also 
been initiated with key local partners (TIG and HHP) with a mixed appetite in regard to their potential 
involvement.   

5.7 Following recent guidance from the Scottish Government all Local Authorities are required to develop 
“Rapid Rehousing Transition Plans” (RRTP) by December 2018 as part of the national campaign to 
eradicate homelessness and rough sleeping.  RRTP will look to make the provision of a house the 
initial, primary action for every homeless person.  This is a new approach and will require a new way 
of working by Local Authorities and Registered Social Landlords.  The overall implications and 
resource requirements of this approach are not clear at this stage.  (Reports will be presented to 
Committee in September and December). 

5.8 Discussions have been initiated with the Chief Officer, Health and Social Care to explore potentials of 
closer working between the Homeless Service and the Integrated Joint Board (IJB).  The purpose of 
this is to develop a greater “wraparound service” for homeless clients to provide them with improved 
support (particularly related to mental health and addiction issues) to assist earlier discharge from 
temporary accommodation into their own tenancies.  The methodology presently in use to tackle 
delayed discharge from hospital possibly offers a model that can be evolved or adapted to assist 
homeless clients.  
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5.9 The development of that model is on-going.  It will potentially involve a partnership between the 
Homeless Service, the IJB, HHP and potentially elements of the Third Sector.   

5.10 By building and implementing this model, in conjunction with the requirements of RRTP, it is 
anticipated that savings can be achieved through a more rapid transition of clients from temporary 
supported accommodation into tenancies.  The balance of required savings (£26.5k) is anticipated to 
be achieved through the introduction of this new service approach.   

SERVICE REDESIGN: OPTIONS

6.1 Based on the above analysis the following options are available to achieve the savings and redesign 
goals: 

Option Risk Saving (£k) 

1. Undertake a market-testing
exercise to identify potential
for the external delivery of
elements of the housing
strategy development and
implementation.

Potential for loss of strategic and political 
control 

Loss of focus around the implementation of the 
Affordable Housing Programme 

Potentially time-consuming and distracting 

Unclear as to the level of saving that may be 
achieved 

Savings likely to be achieved at the expense of 
quality 

£?  
Unclear as to 

what saving 
may be 

achieved until 
exercise was 

completed 

2. Continue to develop the
service in-house fostering
closer working relationships
with co-located services
such as planning and
building standards.

Provides continuity but risks losing 
opportunities for new thinking and innovation 

Danger of following routine and developing 
standardised approaches 

£75.5k 

3. Undertake a market-testing
exercise to identify potential
for the external delivery of
the Homeless Service.

Potential for loss of strategic and political 
control 

Savings likely to be achieved at the expense of 
quality leading to a sub-standard service to the 
client group 

£? 
Unclear as to 

what saving 
may be 

achieved until 
exercise was 

completed 

4. Develop an integrated
“wraparound service” in
conjunction with the IJB and
RRTP requirements.

New approach that will require careful planning 
and implementation 

£26.5k 

6.2 If savings cannot be delivered under Options 2 and 4 it would be proposed to revisit the ACTISH 
allocation and remodel to capitalise the balance of savings requirement. 
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CORPORATE MANAGEMENT TEAM 28 AUGUST 2018 

SERVICE REDESIGN PROGRAMME - TRANSPORTATION SERVICES 
Progress Update by Director of Technical Services 

BACKGROUND 

Comhairle nan Eilean Siar (CnES) agreed a Budget Strategy for 2018-2022 in February 2018.  As part of the 
plan to achieve a balanced budget over this four year period, a Service Redesign programme identified a 
range of council services where a reduction target of 25% of the 2017/18 service expenditure could 
potentially be achieved. 

For Transport Services, the quantum of the Service Redesign target saving is approximately £1.66M of a 
total revenue budget of £6.6M per annum.  This target is to be met in the 2019/20 fiscal year. 

The potential for realising cost savings of this magnitude is challenging, in particular where the scope of 
significant service change is limited; such as school transport for entitled pupils (statutory, Education 
Scotland Act) and Stornoway to Benbecula air service which is in mid contract and is unlikely to generate 
savings without full discontinuation of the service. 

In considering the scope for budget reductions and redesign, the following four key elements were 
identified and are now being treated as four “sub-projects”. 

Description Annual Budget 

Inter-Island Air Service £350k 

Stornoway Bus Station £75k 

Evening Bus Services and Community Transport £460k 

Day-Time Bus Services £5,715k 

Total £6,600k 

INTER-ISLAND AIR SERVICES 

The current four-year PSO contract with Loganair runs until March 2021.  The service comprises single 
rotations on a Monday and a Friday and double rotations on Tuesdays, Wednesdays and Thursdays. 

Service usage is generally low with an average load factor (capacity utilisation) of circa 30-35%. 

The following options for the air service have been identified: 

Option 1 – retention of the status quo for the duration of the current contract; service review to be 
undertaken commencing summer 2020; scope of next air service contract to be considered by the 
Comhairle in autumn 2020. 

APPENDIX D
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Option 2 – discontinuation of air service with termination of contract; contract provision is six month’s 
notice period. 

Initial discussions with the operator have suggested that a renegotiation of the service specification 
within the term and scope of the existing contract (eg reduction in the number of flights during the week) 
would not realise meaningful cost-savings.  Given the further complexities around procurement processes 
and the risk of legal challenge, it is recommended that this option be discounted from the outset. 

Options 1 and 2 above will therefore be the subject of further consultation as part of the wider service 
redesign process. 

Health services, ie patient and escort travel, form a significant proportion of service users and it is 
therefore proposed that discussions with NHS Western Isles take place to gain a better understanding of 
these service needs going forward, particularly in the context of a likely increased use of IT solutions in 
patient consultations. 

Such discussions have proved problematic in the past as NHSWI has been reluctant to participate, 
maintain the position that it is for the Comhairle to provide and fund transport services.  It is hoped 
however better progress can be made in this matter in the coming months. 

STORNOWAY BUS STATION 

The majority of expenditure associated with the Stornoway Bus Station relate to staffing, rates, utilities 
and lease costs. 

It is proposed that, given that the need for a bus station and stances should be consistent with the scope 
of the bus services being delivered, to defer consideration of the future of this area of service until a 
clearer picture of the scale and nature of bus services being delivered into and out of Stornoway is 
secured. 

EVENING BUS SERVICES AND COMMUNITY TRANSPORT 

Current scope of service and annual expenditure is: 

Evening Bus Services 
Broadbay (Tolsta, Back, Point and Stornoway), Ness, Westside and North Lochs - six days per week; 
Uig, Bernera and South Lochs* - Saturdays only; 
generally providing services into and out of Stornoway; 
£240k pa 

Community Transport Services 
Galson Estate (£5k pa); Shawbost CC (£10k pa), Carloway CC (£3k pa), Uig CC (£3k pa) Third Sector 
Hebrides (£37k pa), North Lochs AG (£5k pa), Leverburgh VH (£3k pa); Tagsa Uibhist (£94k pa), Eriskay CC 
(£9k pa); VABV (£50k pa); 
generally providing transport services within rural communities; 
total £220k pa. 
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Whilst these services are entirely discretionary for the Comhairle, their value to rural communities across 
the Western Isles is recognised.  Consideration is being given to working with the respective communities 
and groups to develop capacity for these services to be delivered by the communities themselves and 
thereby enabling the Comhairle to reduce and perhaps even withdraw funding support over a period of 
two or three years. 

It is recognised that it will not be possible to develop a single solution or model for implementation across 
the respective communities; the ability to identify options for these communities will entirely depend on 
their ability and willingness to take forward the responsibilities and commitments associated with the 
delivery of a community service. 

This initial engagement needs to be considered in the context of other currently on-going service redesign 
projects and will include options around the establishment of community hubs and the utilisation of 
existing ASN and H&SC vehicles are also to be considered in collaboration with E&CS and the IJB. 

Engagement with the increasing number of community landlords is also seen as a part of the 
development of a more collaborative and participatory approach. 

Further detail of the proposed wider engagement process is to be considered by the CMT at the meeting 
scheduled for 28 August 2018. 

DAYTIME BUS SERVICES 

The provision of daytime (school, integrated and public) bus services forms the largest element of the 
remit of transportation services with a total annual expenditure of £5,735k. 

The public bus services within the Uist and Barra islands were significantly redesigned following an 
extensive review carried out in 2016.  These contracts, which were issued on an output specification basis 
following a participatory budgeting process, are not due for renewal until April 2020 and as a result, are 
not with the brief of this redesign exercise at this stage. 

The Lewis & Harris bus service provision can be summarised as follows: 

• There are no commercial bus operations

• Total bus contract spend 2017/18 - £4,035k

• Cost allocation to public bus – approx 47%.

• Cost allocation to school bus – approx 53%.

• Number of contracted PSV operators within Lewis and Harris – 17nr

• Number of contracted S19 / S22 Permit operators within L&H – 1nr

• Daytime service frequency varies according to population demographics (demand).

• Evening services to and from Stornoway Town to outlying districts.

• Additional capacity available for some non-entitled pupils.

• Current main daytime contracts awarded for five years from April 2014 to March 2019
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• Evening contracts awarded for one year from April 2018 to March 2019

• Number of integrated service contracts – 25nr

• Number of school only service contracts – 13nr

• Number of public only evening service contracts – 8nr

• Number entitled pupils – estimated 1,200nr

• Recorded public passenger journeys 2017/18 – Lewis & Harris 321,500nr

• Spinal Route connectivity required at Leverburgh Slipway for Sound of Harris ferry service.

• All main integrated and public services have Ticketer ETM systems for passenger data and
concessionary travel reimbursement from Transport Scotland.

• Bus fares are calculated on a distance formula and include discounts for day returns and weekly
tickets. Fares possibly the cheapest in Scotland.

• Spinal route from the most northerly point of Lewis to Vatersay is 176 miles

Given that the provision of free transport to entitled school pupils is a statutory obligation on the 
Comhairle, there remains little scope for redesign of this element of the service.  The high level of 
integration between school and public services in many of the rural areas of Lewis and Harris is also a 
material consideration. 

The current contracts run until March 2019 and the redesign process has to be considered in the context 
of a parallel procurement process to ensure the continuity of services after April 2019.  Consideration is 
being given to putting in place short-term contracts for a 4-8 month period whilst the redesign process is 
undertaken. 

The variables associated with the delivery of services include: 

 The lotting of procurement packages

 Service specification, passenger service and timetables

 Ticketing and fare scales

It is proposed to engage external consultancy support to assist in the review and redesign process and the 
appointment of suitably qualified consultants is being progressed with the intention of having the review 
work commencing in the next 14 days. 

The following specification and procurement options are currently envisaged: 

1. Entitled pupil school transport only.

2. Entitled and non-entitled pupil school transport only.

3. As per Option 1 plus public commuter services at 8/9am arrival and 5/6pm depart Stornoway.

4. As per option 2 plus public commuter services at 8/9am arrival and 5/6pm depart Stornoway.
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5. As per 3 plus additional shopper services around noon / 1pm.

6. Current school and daytime service timetables and routes.

7. Current school, daytime and evening service timetables and routes.

Engagement and consultation with key stakeholders including bus operators, passengers and the wider 
communities and representative groups remains a key element of the redesign process.  The 
development of the associated strategies will be considered in collaboration with other redesign project 
teams. 

The appointed consultants will be asked to facilitate this engagement insofar as transportation services 
are concerned. 
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CORPORATE MANAGEMENT TEAM 28 AUGUST 2018 

SERVICE REDESIGN PROGRAMME - WASTE AND CLEANSING SERVICES 
Progress Update by Director of Technical Services 

BACKGROUND 

Comhairle nan Eilean Siar (CnES) agreed a Budget Strategy for 2018-2022 in February 2018.  As part of the 

plan to achieve a balanced budget over this four year period, a Service Redesign programme identified a 

range of council services where a reduction target of 25% of the 2017/18 service expenditure could 

potentially be achieved. 

For Waste Management and Cleansing Services, the quantum of the Service Redesign target saving is 

approximately £1.14M of a total revenue budget of £4.56M per annum.  This target is split over two 

years, with £0.57M to be met in the 2018/19 fiscal year and a further £0.57M to be met in the 2019/20 

fiscal year. 

The potential for realising savings of this magnitude is extremely challenging.  The Comhairle has a duty 

to the collect, treat and dispose of household waste and recyclable materials and this duty extends to 

commercial waste on request.   

The Comhairle has no control over the tonnage of waste arisings.  Although some control measures are 

available to determine how waste is presented for collection, the only genuine sanction for non-

compliance is withdrawal of the collection service.  There is no current provision in Scotland to allow 

Local Authorities to use fixed penalty notices to deal with incorrect use of bins. 

Theme
Budget

(£k)

Revenue Budget
Savings Target 25% (£k)

18/19 19/20 20/21 21/22

Waste and Cleansing Services 4,558 570 570 

The Comhairle’s Waste and Cleansing Service provide frontline waste and recycling services to all other 

sections of the Comhairle, every household in the Western Isles and almost every business in the Western 

Isles. 

The following table provides a breakdown of the initial 2018/19 budget for each service area. 

Landfill Tax
Waste &

Recycling
Collection

Waste
Transfer

Recycling:
Treatment

and disposal

Waste
Disposal
(landfill)

Street
Cleaning

Burial
Grounds

Stornoway
Abattoir

Public
Conveniences

Expense £1460k £1773k £570k £1037k £821k £450k £181k £134k £79k 

Income £620k £395k 
- 

£22k £540k £30k £110k £90k - 

Net Cost £840k £1,378k £570k £1015k £281k £420k £71k £44k £79k 

APPENDIX E
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LANDFILL TAX 

The Comhairle is responsible for payment of Landfill Tax to Revenue Scotland for every tonne of waste 

disposed of to landfill.  The current rate of Landfill Tax is £88.95 per tonne for active waste and £2.80 per 

tonne for inert waste.   

The Comhairle has a current Landfill Tax liability of approximately £1.3M per annum.  £0.6M is charged to 

commercial and industrial waste producers, leaving a balance due on household waste of £0.7M.  This tax 

liability will be reduced by increasing diversion from landfill to recycling or energy from waste.  However, 

savings due to Landfill Tax reductions will be limited by gate fees and haulage costs. 

COMMERCIAL WASTE CONTRACTS 

The review of benchmark data from Local Government Benchmarking Forum suggests that the current 

charges for collection and disposal of waste are similar to other island authorities.  A more detailed 

review is being carried out to ensure that commercial collection charges are still sufficient to cover costs.   

Current landfill disposal charges (excluding landfill tax) are considered adequate to cover revenue cost 

but may need to be increased to ensure that current and future capital costs are also being met.  A full 

breakdown of costs vs charges is being carried out and charges will amended as appropriate 

Charges for low density industrial materials (e.g. polystyrene) will be increased where charge per tonne 

does not represent true handling and disposal costs or the proportionate demand on landfill space. 

A surcharge for third party waste contracts will be introduced to cover the additional cost of 

administration (e.g. Highland Council levy a 30% surcharge for the servicing of national contracts for third 

party waste company contracts).   

A significant number of residential properties have moved from Council Tax to Non Domestic Rates. 

Letters are currently being sent out to all new non domestic properties that do not have a bin collection 

contract.  It is proposed that a bin contract and appropriate invoice be sent out to all future properties 

changing status to non domestic. 

OPTIONS APPRAISAL FOR COLLECTION AND DISPOSAL 

Zero Waste Scotland modelling exercise for the Household Recycling Charter is currently being carried 

out.  This will identify any potential recycling collection efficiencies.  A treatment options appraisal for 

residual waste post-2021 landfill ban will also be included as part of this review.   

The outcomes of this review will form the basis of the case for a dispensation to the 2021 ban on 

biodegradable waste to landfill for Lewis and Harris waste and will be used to develop the Comhairle’s 

new Waste Strategy. 
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The modelling will be based on the requirements of the Scottish Government’s Code of Practice for 

Household Recycling.  It will consider the introduction of twin stream recyclate collections in Lewis and 

Harris (paper and card or plastic bottles and cans) and the potential impact of a reduction in the 

frequency of residual waste collections.   

To enable the completion of kerbside recycling collection routes in Lewis and Harris, consideration will be 

given to the introduction of a revised rota system that includes Saturday collections.  Information 

provided from other Scottish Local Authorities suggest that the introduction of double shifting (i.e. 

designing two collection routes per day) would not bring benefits for remote rural routes.  In the winter 

months, this would result in significant collection difficulties and potentially hazardous operating 

conditions. 

As there is no food and garden waste collection service in Uist and Barra, trials of residual waste to a 

mainland disposal route are intended to be carried out via Lochmaddy after the October school holidays.  

The direct disposal of waste from Barra to the mainland (via Oban) is also being considered. 

The timetable for completion of the Zero Waste Scotland Review is as follows: 

 Initial feedback to be provided w/c 3 September 2018

 Draft Report available w/c 24 September 2018.

ROUTING 

Webaspx routing software will be used to consider alternative route options and maximise routing 

efficiencies based on the outcomes of the Zero Waste Scotland review. 

RECYCLING MARKETS 

The most significant changes to the recycling market since the effective closure of the China market is a 

gate fee increase of £30/tonne for baled comingled materials.  Paper, cardboard and plastic bottles from 

Creed Park WMF are achieving top market values and the twin stream materials collected in the Uists and 

Barra still achieve a positive value from processors. 

FOOD AND GARDEN COLLECTIONS FOR AD TREATMENT AT CREED PARK WMF 

There remains considerable unused capacity at the Creed Park AD plant.  Increasing the participation rate 

for food waste from Lewis and Harris households and businesses would generate significant financial 

savings.  A waste analysis survey is considered to be essential to allow a benchmark of the recyclable 

materials still being disposed of in residual bins. 

The hydrogen fuelled Refuse Collection Vehicle has been delivered and is now in service.  To coincide with 

the commissioning of the hydrogen refuelling system, the food and garden collection service will be 

relaunched.  Food waste caddy design has improved since 2006 and, to relaunch the food and garden 

recycling collection service, new caddies will be distributed as part of a campaign to re-engage with 

householders and businesses. 
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A target of 1000 additional tonnes of food waste will save over £100k per annum if achieved. 

A route review to calculate kilos per household for food waste will be carried out using data from winter 

months only.  This will substantially exclude garden waste and make it easier to identify contamination. 

BURIAL SERVICES 

Currently reviewing lair and interment charges; including benchmarking with other local authorities.  

Initial results suggest that the Comhairle is one of the least expensive service providers in Scotland.  It is 

proposed that charges are revised to allow service and maintenance costs to be covered. 

Charges for the provision burial services for under-18s have been removed.  

STREET SWEEPING 

Street sweeping, including pavements, is primarily carried out using mechanical treatment.  The budget 

for street sweeping has limited scope for reduction if the current standards are to be maintained. 

However, options to reduce the service to a level that meets the minimum standard requirements will be 

considered.   

Although the Comhairle achieves high Local Environment Audit and Management (LEAMS) scores, the 

Scottish Household Survey results suggest that the percentage of adults satisfied with street cleaning is 

the lowest in Scotland.  The revised Code of Practice provided by Scottish Government recently, will be 

used for reference. 

STORNOWAY ABATTOIR AND PUBLIC CONVENIENCE SERVICES 

Clarification needs to be obtained on the inclusion of these services in the Service Redesign process as 

both services are discretionary.  

It remains a target to operate Stornoway Abattoir at “break even” financially.  However, the Comhairle 

has no control over annual throughput of animals and will therefore always be operation at financial risk. 

The provision of public toilets is closely linked to the provision of amenity services to tourists.  Significant 

costs saving measures were introduced recently and further budget reductions will result in closure of 

services. 
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PURPOSE OF REPORT To enable Corporate Management Team to consider options for 
the redesign of property functions. 

COMPETENCE

1.1 The implementation of the Comhairle’s Budget Strategy will require the Comhairle to consider its 
compliance with statutory duties, carry out equality impact assessments and put in place appropriate 
risk management arrangements. 

SUMMARY
2.1 The Service Change and Improvement Sub-Committee considered the scope of the property redesign 

proposal in April 2018. Whilst the budget included within the redesign envelope covers council offices 
and repairs and maintenance property related matters extend beyond this boundary to all areas of the 
Comhairle’s services. It should be noted that a corporate overview of property will inevitably overlap 
with service specific redesign work. 

Council Properties and Offices
2.2 Conceptually there are three options for the future provision of council offices: 

(a) no policy change: any savings realised incrementally;

(b) centralised: savings are realised by amalgamating all services together; and

(c) distributed: savings are realised by distributing services and reducing the central estate.

2.3 It is immediately clear that whilst options (a) and (c) would contribute to the delivery of the Comhairle’s 
Corporate Strategy only option (c) has the capacity to deliver the scale of savings needed. 

2.4 Corporate Management Team have already considered a model for a hub and satellite structure and 
the matter has already been considered by Community Planning as set out in Appendix A. 

2.5 The next steps, which should be undertaken in parallel are a place based review for Stornoway and 
Benbecula; and the development of a flexible working charter for staff (which should tie in with the 
other developments in cross organisational working). At this stage an open mind should be retained 
about which premises the Comhairle should retain. 

Grounds Maintenance
2.6 The Grounds Maintenance contract is presently in the final year of a three year contract. Options 

therefore are: 

(a) to reduce the scope or specification of the contract by 25%; or

(b) where practical, to invite communities to deliver the service on the basis of the reduced budget.

2.7 Experience from the last tender exercise suggests that option (a) should be explored first and that the 
desired service procured flexibly. It should be noted that a reduction in specification or scope will have 
an impact on services. 

Property Maintenance
2.8 Property maintenance is the largest of the property related budgets and the most challenging. Any 

changes that the Comhairle makes must not compromise its health and safety obligations. 

2.9 Options for reducing this budget are: 

(a) a percentage reduction in resources; and

(b) a redesign of the property function to match staffing resources, across the Comhairle, to service
needs (corporate landlord model).

2.10 It is submitted that (a) represents an unsustainable reduction in repairs budgets and the Comhairle 
must therefore proceed to a review. 

2.11 Alongside this it is recommended that the Comhairle review the capital / revenue split of core and 
statutory works and the associated funding arrangements. 

CORPORATE MANAGEMENT TEAM  28 AUGUST 2018

PROPERTY REDESIGN

Report by Director of Finance and Corporate Resources 

APPENDIX F
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Other services
2.12 There is considered to be scope to continue to examine opportunities to reduce property costs across 

the estate, looking, for example, at rates or ICT costs. It is suggested that this be progressed once the 
principles of the first round of redesign projects are established to avoid cross over between savings. 

RECOMMENDATION
3.1 It is recommended that Corporate Management Team agree to support the proposals outlined

in the Report. 

Contact Officer: Robert Emmott, Director of Finance and Corporate Resources Ext 211385 

Appendix A Community Planning and Property 
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APPENDIX A 
Community Planning and Property 
Introduction 
As part of its service redesign programme the Comhairle has commenced a review of properties with 
the aim of reducing operating costs. 

The proposed model would comprise: 

- Community Hubs where support services are located together with services that need to be 

delivered within the local area of the hub; 

- Community Satellites where services that are appropriate to provide within a local area are 

based; and  

- Flexible working where it makes sense for individuals to work in the Hub or Satellite closest 

to their home either regularly or occasionally. 

Vision 
The vision is for hubs to be of sufficient scale as to create an effective and attractive environment. 
Over time, the Comhairle would look for opportunities to devolve discrete services to different parts of 
the islands, where it is not essential for these support services to be in any particular location. 

The Comhairle has not yet agreed specific locations for hubs but it is likely that these would be in 
Castlebay; Benbecula; Tarbert; Stornoway; and Westside. 

The vision for satellites is that they will host services that are most appropriately delivered close to 
communities. They will also provide flexible space for employees to work from when this can be 
accommodated by the needs of their job. 

Property implications 
Generally speaking Satellites will be existing properties where there is an ongoing need for a service 
but spare capacity exists, for example in a rural school.  

The Hubs for each area would be identified and developed through a review of existing properties, 
together with a detailed options appraisal.   

The overriding issue is that the Comhairle has surplus accommodation and that flexible and devolved 
working arrangements could reduce the size and cost of the estate. 

Community Planning Opportunity 
Whilst the Comhairle could carry this work out in isolation it is clear that there is a wider opportunity for 
collaboration among Community Planning Partners. Initial, informal, discussions have shown a will to 
explore this further but also identified concerns about organisational identity. However, in the context 
of continued pressure on public sector funding it is submitted that the overriding objective must be the 
efficient delivery of services. 

The remit of Scottish Futures Trust includes property reviews and it has been proposed to Community 
Planning Partners that they commission, through SFT, an independent review of property options and 
recommend the most efficient public sector buildings to retain as Community Planning Hubs in 
Stornoway and Benbecula (in the first instance). 
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APPENDIX G 

Service Redesign Projections ‐ updated September 2018 

Theme 
2018/19 

£000 
2019/20 

£000 
2020/21 

£000 
2021/22 

£000 
Original Revised Original Revised Original Revised Original 

Children's Services 775 775 

Properties 291 51 291 531 

Waste & Cleansing Services 570 75 570 1,065 

Community Services 355 355 355 355 

Transportation 1,658 1,105 553 

Housing 51 51 75 27 

Economic Development 306 306 218 217 

Libraries 177 

Schools & Related Services 430 430 2,040 2,040 

Early Years Education 587 

Community Support 206 

Roads & Related Infrastructure 828 

Apprentices 81 

Totals 2,003 911 3,231 3,526 2,815 3,612 1,702 

Cummulative 2,003 911 5,234 4,437 8,049 8,049 9,751 




