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Summary 
 
This report provides feedback on the introduction of the Facilities Management operating 
model in Badenoch & Strathspey from July 2012 and an update on implementation in the 
Black Isle/Dingwall area from October 2012. The report also provides details of the 
proposed Facilities Management rollout plan to all Areas over the next 2 year period. 
 
 
1.  BACKGROUND 
 
1.1 The ECS Committee on 19 May 2011 approved phase 2 of the Facilities 

Management (FM) operating model. Phase 2 included 9 Primary Schools in the 
Badenoch & Strathspey area. At that time, a commitment was given to provide an 
evaluation report re this phase after a reasonable period had lapsed 

 
1.2 The staffing structure for Phase 2 comprises: 
 

• 1 Team Leader, based at the new Aviemore Community School and: 
• 2 Facilities Management Assistants (FMA). 

 
The FM model resulted in all 9 Primary Schools receiving pre-determined support 
based on approved principles, including providing support to Head Teachers 
agreed delegated responsibilities as Responsible Premises Officers (RPO). This 
also ensured that each Primary School in the area received a consistent level of 
support and that there was full compliance with property management and health 
and safety legislative and policy requirements. Appendix 1 provides details of the 
principles that under-pin the FM model.  

 
1.3 The main focus of the FM operating model is to undertake specific property 

management  duties on behalf of the Head Teacher (or Responsible Premises 
Officer) within the following categories:- 

 
• Health and Safety Monitoring 
• Property Management Delivery 
• Operational Support 

 
 
1.4 Issues identified during each rollout phase have been reviewed and procedures 

and processes for the subsequent phase adapted where appropriate. This 
approach will be adopted throughout the rollout to the remaining areas. 



  

 
1.5 Phase 3 was implemented in October 2012 with  20 establishments in the Black 

Isle & Seaforth areas benefitting from the FM support model. This report proposes 
the rollout programme for the FM model to the remaining areas in Highland. 

 
1.6 Training programmes for all janitorial staff were delivered during the 2012 school 

summer and autumn holiday periods. The main focus was Work at Height and Fire 
Extinguisher training.  The training sessions were well attended and welcomed by 
all staff. The opportunity to network with colleagues from other establishments was 
also welcomed. This Council- wide training programme will continue this year with 
Manual Handling training sessions being arranged. 

 
2.0 PHASE 2 IMPLEMENTATION 
 
2.1 Phase 2 began with the official handover of the new Aviemore Community School 

in July 2012 and was fully introduced in all other Primary Schools in Badenoch & 
Strathspey at the start of the new academic year in August 2012. Prior to this 
phase being implemented there was extensive consultation with Head Teachers 
and other local stakeholders. 

  
2.2 Prior to the implementation date, comprehensive building audits were undertaken 

for each school building. This included in-gathering the following: 
 

• General information; 
• External site information; 
• Security system details; 
• Fire procedures 
• Utilities. 

 
The availability of this information provided useful baseline reference data for each 
school and also provided the FM staff with an understanding of the specific 
characteristics and operational requirements of each building. 

 
2.3 Only Grantown and Aviemore Primary Schools previously had a dedicated janitor 

on-site. The remaining Primary Schools in the area were previously supported by a 
peripatetic janitor. As previously reported, this level of service did not provide a 
consistent service to all Primary Schools and was unable to fully meet increasing 
property management and health and safety demands. 

 
2.4 Appendix 2 provides examples of the FM rota for Badenoch & Strathspey from 

August 2012.  This rota is amended when the need arises to accommodate 
specific requests from establishments and changing weather conditions.   

 
2.5 Effective methods of communication between the FM team and Head Teachers 

are essential. The established methods for communication are as follows: 
 

• Non urgent routine tasks are recorded in a diary in each school and 
actioned by the FMA during time-tabled visits 

• More complex tasks, or those requiring additional manpower, are logged by 
schools via a generic email address and these tasks are allocated by the 
Team Leader 



  

• In an emergency situation FM team leader can be contacted by mobile 
phone and arrange a responce as soon as is practical 

 
2.6 The above communication methods have settled down to a well-established 

pattern with all schools using the appropriate communication methods. Within the 
FM Service’s improvement plan consideration will be given to introducing 
maximum response times for each of the above communication methods.  

 
2.7 Transport & Equipment – All staff employed in the area have been provided with a 

Combo van to ensure mobility and are provided with the appropriate equipment 
and personal protective equipment to undertake Operational, Property and Health 
& Safety tasks (for details of the equipment provided please refer to Appendix 3). 

 
2.8 Previous levels of equipment provided to janitorial staff were regarded as 

insufficient to meet the required range of demands.  Since the introduction of the 
FM Service a range of equipment has been purchased including leaf blowers, 
mobile gritting spreaders and a range of non-powered tools.  The FM Service 
continues to review the equipment needs as the service develops in partnership 
with the Service’s Health & Wellbeing Adviser and the Trade Unions.  

 
3.0 PHASE 2 CONSULTATION AND EVALUATION  
 
3.1 The FM model has been fully operational in the Badenoch and Strathspey area 

since August 2012. Feedback from each implementation phase is vital to inform 
the subsequent rollout programme and also to provide all stakeholders with 
confidence that the model is delivering the anticipated benefits. In order to inform 
the phase 2 evaluation, all Head Teachers in the area were consulted and 
provided feedback. 

  
3.2 The feedback provided has been split into 2 sections – strengths and areas for 

improvement and are contained within Appendix 4 
 
3.3 On the basis of phase 2 evaluation a number of actions were implemented  

including: 
 

• Clarification that the FM team would instruct the framework contractors to 
provide a snow clearing/gritting service at the school; 

• Head Teachers, who were previously used to having a dedicated janitor on 
site, had to adopt a different approach and plan ahead in order to fully utilise 
the FMA when they visited the school. For example, this involved providing 
instructions via the appropriate communication channels; 

• The FM team adopted a more proactive approach as they became more 
familiar with the needs of schools in particular on those occasions where 
“setting up” or “taking down” was required; 

• The dialogue re low level maintenance activities continues as the extent to 
which the FM team  may undertake maintenance works in a school as 
determined by a risk assessment of the circumstances. This approach is in line 
with Council policy and in some cases may be at odds with previous practice in 
schools. 

 
 



  

4.0 PHASE 3 IMPLEMENTATION  
 
4.1 Phase 3 coincided with the opening of Ben Wyvis Primary School on the 24th 

October 2012. This phase includes 20 Primary Schools in the Black Isle and 
Dingwall area. The staffing structure comprises: 

 
• 1 Team Leader; 
• 6 FMAs 
• 1 Caretaker Steward. 

 
Prior to this phase being implemented there was consultation with Head Teachers, 
Parent Councils (where appropriate) and local Members. 

  
4.2 An example of the staff deployment rota is appended as Appendix 5 and provides 

details of the amount of time that each FMA spends in each school on a weekly 
basis. Following the implementation of phase 3 the total amount of ECS 
establishments being supported by the FM model is41  An evaluation of phase 3 
will be reported to this Committee in October 2013 as this will allow the new 
service sufficient time to become fully implemented 

 
4.3 The implementation of this phase is more challenging as there were a greater 

number of schools who previously had a dedicated janitor available to them.  On 
the basis of initial feedback received from Head Teachers the main themes 
emerging relate to the following: 

 
• Who is responsible for opening and closing the school? 
• Who is the initial point of contact in the event of an out-of-hours emergency 

call-out? 
• Who drives my minibus during the school day? 
• Who mops up bodily fluids when the FMA is not on campus? 

 
4.4 The response to these questions in the order listed above is as follows: 
 

• In relation to opening and closing schools the purpose of the FM model is to 
reduce the day to day burden on the Head Teacher. Prior to each phase the 
total needs of each individual school are assessed and a work pattern is 
established to meet the needs identified. This assessment will include 
responsibility for opening and closing the school campus, for example in 
larger schools with multiple entrances and perimeter gates the FMA will 
undertake this responsibility; 

• In relation to out-of-hours emergency callouts the previous arrangements 
remain, although the FM team will now be included on the list of contacts; 

• In relation to minibus driving duties, these do not form part of the FM team’s 
job description and as such alternative suitable arrangements will have to 
made; 

• In relation to removal of bodily fluids, previously over 100 Primary Schools across 
who did not have access to a dedicated janitor took responsibility for dealing with 
bodily fluid spills. Under the new FM arrangements, if the FMA is not on site when 
the incident occurs then an emergency call can be made to the FM team to 
respond.  



  

5.0 ROLLOUT PROGRAMME TO ALL OTHER AREAS 
 
5.1 The rollout programme appended at Appendix 6 provides details of the timeline 

and location for the remaining rollout which will ultimately result in all Primary 
Schools in Highland being included within the FM model (with the exception of the 
PPP schools who have their own contractual FM arrangements in place). 
Members are asked to agree this rollout programme. 

 
5.2 The proposed timeline is summarised below: 
 
  

Phase 1     Nairn and East InvernessOctober      2013  
Phase 4     West Inverness (amended )       October        2013 
Phase 5      East Sutherland & East Ross        April            2014 
Phase 6      Skye & Lochalsh                           August         2014    
Phase 7      West Sutherland & West Ross     October        2014  
Phase 8      North Sutherland & Caithness      April /Aug     2015  
Phase 9      Lochaber                                       April /Aug     2015 

 
 
5.3 There will be extensive discussions with Head Teachers, Parent Councils (where 

required) and local Ward Members in advance of each phase being implemented. 
 
5.4 The Trade Unions were consulted prior to the introduction of the new FM operating 

model. They continue to be consulted on a regular basis and have been supportive 
of the roll out to date. 

 
5.5 In February 2012 successful janitorial & FM road shows were delivered jointly 

across the Highlands by ECS, Health, Safety & Wellbeing staff and the trade 
unions.  The purpose of these road shows was to meet and consult with staff 
giving them the opportunity to openly discuss and ask questions on the new FM 
operating model and raise any health and safety concerns.  

 
5.6 Employees and Trade Unions have requested that the road shows continue in 

future as this is beneficial for all parties.  “FM Janitorial Forums” in partnership with 
colleagues in the Housing and Property Service and Health Safety and Wellbeing 
took place across the Highlands during the recent mid-term school holiday and 
were very well received. 

 
5.7 In March 2013, extensive discussions with a range of stakeholders in Inverness 

and Nairn took place, including Head Teachers, Ward Members and Parent 
Council Chairpersons. Appendix 7 provides details of the questions and answer 
session that took place following a presentation to Parent Council Chairpersons at 
Millburn Academy on 13/03/13. 

 
 
6.0 COLLABORATIVE WORKING 
 
6.1 As indicated above the outcomes from each implementation phase are assessed 

to ensure continuous improvement. The assessment of phase 2 in Badenoch & 
Strathspey indicates that there is a potential for collaborative working with the 



  

janitorial staff at Kingussie HS and Grantown Grammar School. The opportunity for 
collaborative working will be explored further in conjunction with the Head 
Teachers at both Secondary Schools. Janitorial provision in secondary schools is 
currently going through a consultation process to review the job description in line 
with FM principles. The line management of Secondary janitorial provision is the 
head teacher. 

 
6.2     As FM is rolled out we would seek consideration to create a more efficient service 

delivery within Secondary Schools where the Primary School is within close 
proximity. For example, consultation will be undertaken locally in relation to how 
the FM model will work on the following campuses: 

 
• Gairloch High  and Primary Schools 
• Dornoch Academy and Dornoch Primary School 
• Golspie High and Primary School 
• Plockton High and Primary School  
• Ullapool High and Primary School 
• Kinlochbervie High and Primary School  
• Farr High and Primary School 

 
6.3 In order to improve the level of support provided to Head Teachers in relation to all 

property-related issues, there is an increased emphasis on partnership working 
between FMAs and the Maintenance Officers employed by the Housing & Property 
Service. Efficient and effective working relationships between these two parties will 
ensure that property issues are dealt with appropriately and efficiently. This 
working relationship will be developed further as part of the continuous 
improvement agenda. 

 
6.4 In order to prepare for future phases of FM implementation consideration is being 

given to transferring the line management of all Primary School janitorial staff to 
the FM service in advance of the rollout programme being fully implemented. 
There will consultation on this proposal with the appropriate stakeholders and a 
further update will be brought to the October 2013 Committee within the phase 3 
evaluation report. The potential benefits of this proposal are as follows: 

 
• Consistent approach to line management arrangements; light and heavy 

equipment provision ;availability of training; supply and endorsement of 
PPE; 

• Improved and consistent  communications  
• Working towards a consistent approach to operational , property and health 

and safety tasks/duties  

 
 
 
7.0 IMPLICATIONS 
 
7.1 Resource implications – the budgets for the FM rollout will be funded from the 

following existing budget headings: 
 



  

• The janitorial and related overtime budgets currently devolved to Primary 
Schools; 

• A proportion of the repairs and maintenance budgets managed centrally 
• Equipment and clothing budgets held at an Area level 
• Capital budgets (health and safety) for set-up costs, for example large 

equipment 
  
 The FM model is predicated on a more efficient use of existing resources as 

opposed to budget savings. 
 
7.2 Legal implications – the FM model will ensure compliance with all legislative 

health and safety requirements in the Primary School estate. 
 
7.3 Equalities implications – there are no equalities implications other than the on-

going commitment to comply with all access arrangements in school buildings. 
 
7.4 Climate Change implications – the FM model will ensure that regular property 

checks will contribute to maintaining the efficiency of school buildings, for example 
fuel economy, recycling and the efficient operation of renewable energy systems. 

 
7.5 Risk implications – as previously reported lessons learnt during each rollout 

phase are analysed and where appropriate improvements are incorporated 
thereby contributing to a continuous improvement agenda. 

 
8.0 Recommendations 
 
8.1 The Committee is asked to: 
 

• Note the evaluation of phase 2 and the related actions; 
• Note that the evaluation of phase 3 will be reported to this Committee in November 

2013; 
• Agree the implementation programme outlined in Appendix 6 
• Agree that consultation should begin re the proposal to transfer line management of 

all existing Primary School janitorial staff to Catering, Cleaning and FM in advance 
of the FM rollout programme being completed and that a further update is reported 
back to this Committee in November 2013; 

• Agree that consultation should be undertaken with Head Teachers of Secondary 
Schools that have Primary Schools, either on the same campus, or immediately 
adjacent in order to establish how the FM model will be implemented and that a 
further update be reported back to a future Committee. 

   
 
 
Designation: Director of Education, Culture and Sport 

Date:  10th May 2013   

Co –Authors: Ron MacKenzie, Head of Support Services, Education, Culture and Sport  

Norma Murray, Facilities  Services Manager 



  

Background Papers: 

Appendix 1 – the principles that under-pin the FM model. 

Appendix 2 – FM rota for phase 2 – Badenoch & Strathspey 

Appendix 3 – details of the equipment provided to staff 

Appendix 4 – phase 2 evaluation- summary of strengths and weaknesses 

Appendix 5 – FM rota for phase 3 – Dingwall & Seaforth 

Appendix 6 – Rollout programme 

Appendix 7 – Minute of meeting with Inverness and Nairn Parent Council Chairpersons 

on 13/03/13 
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