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Summary 
 
This report sets out for Members’ consideration and comment an evaluation of the 
Facilities Management (FM) model that has been operational in Highland since August 
2011. The report also outlines proposals for implementing the remaining phases, which will 
include sparsely populated areas which historically have had little or no janitorial provision. 
 
 
 
1.  Background 
 
1.1 The Education Culture & Sport (ECS) Committee in May 2011 agreed to 

implement the initial phase of the FM model to coincide with the opening of Milton 
of Leys Primary School in August 2011. The related report is attached at 
Appendix 1. This report provides a useful reference document as it outlines the 
rationale for implementing the model. In addition, the Adult & Children Services 
Committee agreed in September 2012 that as the FM model was rolled out across 
Highland those schools who would lose dedicated janitorial support as a result of 
the implementation of the model would receive funding for a playground 
supervisor. 

 
1.2 In the intervening period the first 5 phases of the FM model have been 

implemented. Details of the schools involved and other relevant information are 
contained in Appendix 2. 

 
1.3 There is extensive engagement with local stakeholders in advance of each 

implementation phase. Details of this process are outlined in Appendix 3.  
 
1.4 On the basis that the FM model is now operational in over 50% of the Primary 

Schools in Highland it was felt that there was sufficient evidence available to allow 
an independent evaluation to be carried out. The ECS Service commissioned the 
Association for Public Sector Excellence (APSE) to carry out this evaluation 
exercise. This was on the basis that this organisation has extensive experience 
and knowledge of the public sector in the United Kingdom and is therefore well 
placed to robustly challenge the FM model in Highland 

   
1.5 Section 3 outlines proposals for the implementation of the remaining phases. 

These phases include remote and sparsely populated areas which, to date have 
had little or no janitorial support in schools. 

 
2. The APSE report 
 
2.1 The APSE evaluation report is appended as Appendix 4.   
  
2.2 The report in summary contains the following; 



o The review process 
o Reasons for change 
o The nature and range of FM services 
o Consultation process 
o Communication and IT 
o Resources and skills 
o Budgeting and finance 
o The interface with HAPS (now Community Services) 
o Summary of recommendations 
o Further analysis 
o Details of the SWOT analysis which is contained within Appendix 1 to the 

APSE report  
 
3.0 The key recommendations contained within the report 
 
3.1 Consultation process – we accept the recommendations and in addition will in 

future provide an opportunity for Area Education Managers to establish follow-up 
meetings with individual or groups of Head Teachers after the presentation to 
discuss and clarify any issues contained within the presentation or affecting their 
school.  

 
3.2  Establishment audits – it is essential for Head Teachers and other staff involved 

that there is absolute clarity about roles and responsibilities in relation to the FM 
function and the function carried out by Maintenance Officers. We will therefore 
work closely with the Director of Community Services to achieve this clarity and a 
more effective partnership working between Services. 

 
3.3  Communications and I.T. – whilst we welcome and recognise the need for the 

appropriate systems to be put in place there is a need for Community Services to 
work in partnership with the FM team to realise the benefits of the K2 system. It is 
our understanding that there may be financial implications associated with FM 
accessing the K2 system. 

 
3.4  Service scheduling – we accept these recommendations and will review the 

current arrangements to ensure that future communications with Head Teachers is 
enhanced. 

 
3.5  Skills – we accept that there is a need for a further training needs assessment to 

be carried in addition to the work already done in this area. The initial training effort 
focussed on the health, safety and compliance aspects of service delivery. We will 
now focus on developing communication and inter-personal skills to ensure that 
there is a greater emphasis on customer care. Once again to implement this 
recommendation will have a financial consequence. 

 
4.0 Further analysis 
 
4.1 This section of the report contains 3 elements, namely; 
 

o Financial 
o Process mapping 
o Interface with Community Services 

 
4.2 In relation to the financial aspects, the report emphasises the requirement to 

review the initial budgets and the underlying costs of service delivery with a view to 
establishing a business case to support the FM model going forward. It is 



recognised within the report that a number of factors have increased pressures on 
the FM budget including,  the provision of funding for playground supervision in 
those schools which previously had a dedicated janitor, the additional services 
provided by the FM teams in relation to health, safety and property management 
which were not previously covered in full and finally the levels of training, 
protective clothing and equipment required to carry out the individual tasks. 

 
4.3 As indicated above in section 3 there is a need to establish more joined-up 

working with colleagues in Community Services to fully realise the potential 
opportunities that this partnership could realise. The availability of updated process 
maps and systems would provide benefits for all stakeholders involved. This 
aspect reinforces the need for an updated business case to establish the costs 
and benefits of the introduction of any new system. This would also increase the 
general understanding of the roles and responsibilities of the respective partners. 

 
4.4 In order to take forward the above requirements and to support the management 

team it is recommended that the Council engages APSE to facilitate further 
detailed analysis to inform the way forward and to assist in implementing the 
changes required. 

 
5.0 The remaining phases 
 
5.1 The remaining implementation phases are as follows: 
 
 Phase 6 – Skye & Lochalsh 
 Phase 7 – Wester Ross and West Sutherland 
 Phase 8 – North Sutherland and Caithness 
 Phase 9 – Lochaber 
  
5.2 To date, each implementation phase has presented unique challenges mainly 

relating to aligning available staffing resources, equipment and vehicles to the FM 
needs of each school. Another key issue to emerge during the initial 
implementation phases is the willingness of the smaller Secondary Schools to 
participate in the FM model. The availability of the Secondary School janitorial staff 
has provided additional staffing resources to assist supporting Primary Schools in 
the immediate locality.  

 
5.3 Phases 6 and 7 present unique challenges in that there are very few existing 

janitorial staff employed within these areas. This is primarily as a result of the 
qualifying threshold for a dedicated janitor being 146 pupils. There is only one 
Primary School in the Skye and Lochalsh area with a dedicated janitor. There are 
24 operational establishments within the area. In order to overcome this challenge 
and to ensure that all Primary and small Secondary Schools in Highland are 
supported within the operating model it is proposed to implement FM in these 
areas in a different way. 

 
5.4 The proposal is to implement the FM model on an iterative basis for phases 6 and 

7. This approach will have the following features: 
 

o The FM Team Leader appointment for both areas will be progressed as 
normal; 

o The Team Leader will assist in the process of identifying the FM 
requirements within each of the establishments within his/her area and to 
establish a working relationship with the Head Teachers and to gain 
knowledge of each establishment; 



o This in turn will identify the FMA resource required to support the schools; 
o However, appointments will only be made to these FMA posts as and when 

financial resources become available; 
o In addition, the staffing model in the remote rural areas will be predicated in 

employing staff in the local communities for the requisite number of hours to 
avoid full-time FMA employees spending significant time travelling between 
schools to carry out their pre-determined work routines; 

o In addition, use will be made of the existing janitorial staffing resources 
available in the small Secondary Schools on the west coast to ensure that 
maximum use is made of these resources wherever possible; 

o Consideration will also be given to greater interaction and sharing with 
Community Services employees in these areas to ensure maximum benefit 
from all available Council resources; 

o The above proposals will be discussed with Head Teachers, Parent Council 
Chairs, local Members, the staff affected and trade union representatives at 
the appropriate stages; 

o It is inevitable that even after all possible efficiencies have been identified 
and implemented that a funding gap will remain. For this reason Members 
are asked to agree that an updated business case is brought to a future 
Committee for consideration. 

  
5.5 Planning for the implementation of phases 8 and 9 will be progressed in the near 

future to identify what resources will be required to support the schools in those 
areas. Within phases 8 and 9, which include the new schools in Wick and the 
greater Fort William area there will be access to Revenue consequences of Capital 
funding which should the appropriate funding in those areas. This will also involve 
examining innovative ways of ensuring that all participating schools are supported 
within the FM framework 

 
5.6 It is anticipated that the remaining phases involving remote rural areas may take 

longer to implement than those phases based in the more populated areas. 
However, the objective is to ensure that each school will ultimately benefit from 
inclusion within the FM model. 

 
6.0 Implications 
 
6.1 Resource implications – the first 5 implementation phases have been completed. 

However, existing staffing structures will be reviewed on an on-going basis to 
ensure that the most consistent and efficient structures are in place. Also, as the 
FM model is implemented in the more remote rural areas where there are no 
existing janitorial staff then, as detailed in section 5 above, it will be necessary to 
introduce a modified operating model implemented over a longer timescale as 
financial resources become available.  

 
6.2 Legal implications – there will be appropriate compliance with any statutory 

requirements 
 
6.3 Equality implications – there will be appropriate compliance with any statutory 

requirements 
 
6.4 Climate change implications –   the universal implementation of the FM model 

across all Service establishments will contribute towards the achievement of the 
climate change agenda, for example waste management, supporting energy 
efficiency and supporting inspection and maintenance contracts within schools. 

 



6.5 Gaelic – there are no direct implications 
 
6.6 Risk implications - it is apparent as the FM model is about to be implemented in 

the remote rural areas of the Highlands that there are challenges to ensure that all 
entitled schools will ultimately benefit. This will require innovative thinking and 
increased partnership working with local communities and other Council Services. 
However, there is a significant risk in achieving universal implementation if 
consideration is not given to providing adequate funding in the more remote and 
rural areas where there are no existing resources.  

  
In addition, as the role of the Head Teacher as the Responsible Premises Officer 
(RPO) is assuming an increased range of property management and health and 
safety responsibilities it is essential that there is a robust and sustainable support 
mechanism in place. The FM model fulfils this function. In rural areas with a 
greater number of cluster Head Teachers, covering more than one school, the 
need for a sustainable support framework is crucial. 

 
7.0 Recommendations 
 
7.1 Members are asked to: 
 
          Note the recommendations contained within the APSE FM evaluation report as 

detailed in Appendix 4 and agree that these recommendations be taken forward; 
 
          Agree that APSE should be appointed to facilitate the detailed analysis required to 

inform an updated business case and support the Service to take this forward; 
 
          Agree that upon completion of the business case that consideration be given to 

providing additional funding to achieve full implementation of the FM model in 
remote rural areas where there are insufficient resources to ensure universal 
implementation             

 
 

Designation: Director of Care and Learning 

Date:  13 May 2014 

Joint authors: Ron MacKenzie, Head of Resources, Care and Learning Service 

  Norma Murray, Facilities Services Manager, Care and Learning Service 

 

Background Papers 

Appendix 1 – the Committee report dated 19/05/11 that outlines the rationale on which 
  the FM model is based 

 
Appendix 2 – the schools where the FM model is operational 
 
Appendix 3 – the engagement process with local stakeholders prior to 

  each implementation phase 
 
Appendix 4 – the APSE evaluation report 
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FACILITIES MANAGEMENT (FM) ENGAGEMENT PROCESS 
Appendix  3        

 

Initial 
Consultation 

with Staff 

Second 
Consultation 

with Staff 

Recruitment 
Matching 

Scrutiny 

Advertising 

Inductions / 
Training 

FM Team 
Meetings 

FM Team Leader 
Meetings 

Follow-up Discussions / Meetings as 
appropriate/necessary 

Follow-up 
Meetings as 

required or direct 
contact 

Establishment Audits 

Discussions with Head Teachers 

Discussions Establishment Staff 

Ongoing Site Visits 

Link with  
Community Services 

Draft Schedules each site 

Changes 

Final Schedules / Implementation 
of Each Phase 

Review and Amendments to Needs/Requests/ 
Service Adjustments as required 

Notifications to Team Leader 
 FMA’s &  Caretaker Stewards

Team Leader Visits 
FMA Visits as per schedules 

 • Communication Book 
 • Email Planned Requests 
 • Emergency Callouts 

Follow-up 
Meetings / 
Discussions 































Appendix 1 – SWAT Analysis 

CUSTOMERS 

STRENGTHS 
• The implication of strengths is that 

the system is working 
• Provision increased in small schools or 

introduced 
• Cover for opening and closing when 

FMA absent 
• Small schools now getting gritting 

and snow clearing 
• Pooling of FMAs for short periods of 

time (similar to janitorial provision) 
• Officially there is now line 

management 

WEAKNESS 
• Miscommunication between FMAs, RPO and 

contractors/MO 
• Missing ‘role’ within a school – is there a sense of 

loyalty to school? 
• MROs now costing from SDM 
• Degeneration of provision of service 
• Where is accessing skills in the team?  We’re not 

seeing the benefits 
• Lack of initiative – it must be written in the book – 

perfunctorily service 
• Hours of time wasted: FMA – HT – Clerical 
• Timetables – hours FM in school when no staff or 

pupils 
• Bodily fluids and FMA being called away 
• Let caretakers – no jobs carried out – sitting with 

feet up in one school here 
• Knock on effect with other services having to finish 

quicker 
• It’s what they can’t do rather than what they can – 

lack of clarity in role 
• DSM – now having to cut learning resources 
• Services shut down (e.g. 2 cubicles for 120 children) 
• Lack of flexibility 
• Greater degree of maintenance in older schools 
• Not equitable system despite one of the reasons 

set up e.g. start/stop hours, pro-rata % in schools 
• Inconsistent line management – creating 

relationship difficulties 
• Time wasting on phone in vans  
• Your time includes travel time 
• Lack of response to crises (e.g. barrier@crown) 
• FMA can take holidays in term time – no 

consultation with HT 
OPP’S 

 
None that we can think of, however,  
There could be real opportunities: 

 
• Devolved skills to FM teams – less 

MROs 
• Positive relationships if consistent 

staff 
• Using initiatives to help schools work 

as a team 
• Putting into practice CPD 

opportunities and delivery equitable 
• ECO opportunities e.g. collection of 

waste 

THREATS 
 

• More stress/operation tasks on HT/other staff 
• Less time on learning & teaching 
• Building ‘shoddy’ and uncared for e.g. holiday 

periods, poor maintenance 
• Developed a ‘jobs worth’ mentality 
• Budget – DSM – it may not look like it’s costing at 

the centre but our DSM budget being used for non 
L&T resources 

• Strong relationships being eroded: 
o Parents (complaints about service and 

maintenance 
o Clerical/HT/FMA repeating things 
o Contractors still unclear 
o Pupils – missing role 
o ‘The community connection’ 

• Concerns from new roll out HT 



Appendix 1 – SWAT Analysis 

STRATEGIC GROUP 

STRENGTHS 
• Compliance (Has improved – but not there  

yet) 
• More cover in schools 
• Equality in distribution of resources 
• One standard job description and conditions 

(harmonization) 
• Team delivery – better control of resources 

(absence cover etc.) 
• Bad practices – exposed and challenged 

(keys, schools lets, ‘DIY’ 
 

WEAKNESS 
• Still not fully compliant 
• ‘Change in janitor role – loss to school from 

other areas of activity? 
• No technical input 
• HTs do not feel supported 
• Communication – to HTs 
• Janitor did specific roles (not provided under 

FM) these tasks are now sometimes not 
done. 

 

OPP’S 
 

• Partnerships working – with MOs & FMAs 
• Specific skills within staff pool can be shared 
• More engagement prior to future phases 
• Introducing model to secondary sector 
• Further standardisation of service  
• Train FMAs in specific tasks previous to what 

janitors do 
 

THREATS 
 

• Comparison with previous janitor (other 
tasks they did) 

• Negative perception amongst key 
stakeholders 

• Not compliance – legal proceedings 
• Affordability  
• Potential move of service to community 

services. 
 

 

 

 

 

 



Appendix 1 – SWAT Analysis 

OPERATIONAL GROUP 

STRENGTHS 
• Joined up service delivery 
• Consistent approach.  Staff welfare. 
• Training  
• H&S i.e. controlled 

approach/implementation 
• Accountability.  Staff not working in an 

unsafe environment. 
• Structure-career 
• Visual presence 
• Experience from former service (janitorial). 

Standardisation of equipment. 
• Team working / Inter-area / Flexibility  
• Service for all (delivery) 
• Better relationships (improving) between 

council services. (Mobile phones – lone 
working). 

• Regular communication for staff 
• Ability to use strengths of staff 
• Emergency/sickness/holiday cover 
• Buy in from staff – gritting/snow clearing 

arrangements (central budget). 
• Mobile workforce – links with contractors 

WEAKNESS 
• Negative staff 
• Resistance to change 
• Lack of communication/information e.g. 

LETs; maintenance 
• Information form unit comms book from 

FMA’s to TL’s 
• Lateness of information  
• Understanding (lack) of what can be 

delivered 
• Unrealistic expectations 
• Understanding of limits (Hols/property 

repairs) 
• Non acceptance of council / director 

guidance of instruction 
• Expectation janitorial / FM staff will 

undertake any task e.g. intrusion into fabric 
of building; etc. 

• FM service to deal with long term staffing 
issues 

 

OPP’S 
 

• More joined up approach; everyone aware of 
parameters 

• Additional work e.g. other council services 
• Janitorial/FM forum 
• Career progression for staff 
• Continue/expand training to up-skill 

workforce 
• Better working relationships/improve – 

customers, HAPS, other council services. 
• Understanding of what service can deliver 
• Value staff more (all) 
• Increase in tasks – week spraying. 

 

THREATS 
 

• Ongoing negativity (staff other / customers 
services) 

• Budget pressures 
• Changes to legislation 
• Direction of local/central government 
• DSM budget.  (Reduction) and tenant 

maintenance costs. 
• Blame culture 
• Adverse weather 
• Resistance to change 
• Public perception. 
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