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1.	Overarching Purpose of Workstream

 The Transformation through Collaboration Board has been established to oversee work intended to deliver transformation through collaboration between Falkirk, Clackmannanshire and Stirling Councils. The ASN - Support for Education workstream forms part of Tranche 1 and will examine whether collaboration can improve financial sustainability, service quality, workforce capability and organisational resilience in selected high-cost or specialist ASN functions.

The workstream will develop an evidence-based business case across three related but distinct project streams:

1. ASN home-to-school transport: a comprehensive review of current arrangements, costs, demand, policy, governance, procurement, systems and delivery models.

2. ASN tribunal and specialist legal support: an options appraisal for securing timely, consistent and cost-effective specialist advice, case preparation and representation.

3. Shared ASN professional learning: development of a joint Continuous Learning and Professional Learning (CLPL) approach to reduce duplication, share expertise and strengthen consistency of practice.

The review will establish the current position in each council, identify improvements that can be delivered locally, and test the additional benefits achievable through joint working. No delivery model is predetermined. Options may include aligned policies and processes, joint procurement, shared specialist capacity, lead-authority or hosted arrangements, and more integrated delivery where there is a clear and evidenced case.


1.2. 	Project aim
	
	Please provide a short summary that illustrates what this workstream is aiming to achieve.

	 

The aim of this workstream is to develop an evidence-based business case identifying where collaboration can deliver improved efficiency, financial sustainability and service resilience in the provision of support for children and young people with additional support needs.

The work will establish the current position across the three councils, identify opportunities for improvement and assess the additional benefits that could be achieved through collaborative approaches. Particular emphasis will be placed on identifying measurable financial efficiencies, while ensuring that any proposed changes maintain service quality, safeguarding, statutory compliance and positive outcomes for children and young people.

The workstream will not assume a particular delivery model in advance, but will consider a range of options and recommend the approach that provides the strongest and most sustainable case for change.  The resulting business case will set out the preferred options, anticipated benefits, costs, risks and practical requirements for implementation.






2.	Objectives

The following sets out the key objectives of this work in relation to the above summary:



2.1 Project-wide objectives

Establish a consistent baseline of cost, demand, activity, workforce capacity, performance and risk for each council and each project stream.
Distinguish council-specific improvement opportunities from additional benefits arising through three-council collaboration.
Appraise a range of collaborative delivery models without presuming a preferred organisational form.
Identify statutory, legal, procurement, equalities, information-governance, workforce and consultation requirements.
Quantify financial and non-financial benefits, implementation costs, dependencies, timescales and risks.
Assess the capacity and capability required to implement and sustain change.
Produce a business case setting out the preferred options, anticipated financial and non-financial benefits, implementation requirements and how those benefits will be measured and delivered.
Identify all matters requiring separate approval by individual councils or the TTC Board.

2.2 Stream 1 - ASN transport

Map and evaluate current transport arrangements, expenditure, policies, eligibility rules, governance, systems, processes, contracts and operating models.
Analyse historic demand and expenditure and forecast future pressures using agreed data definitions.
Benchmark unit costs and operational performance where comparable data is available.
Identify opportunities relating to route optimisation, vehicle utilisation, single-occupancy journeys, passenger assistants, travel training, personal transport budgets and reassessment.
Assess procurement, contract management, supplier engagement, market capacity and options for aligned or collaborative procurement.
Review safeguarding, compliance, service quality, appeals and performance-management arrangements.
Examine interfaces between educational placement planning and transport demand without reviewing individual placement decisions.
Produce council-specific recommendations and an additional three-council proposition, supported by a Financial Improvement Plan.

2.3 Stream 2 - ASN tribunal and specialist legal support

Baseline case volumes, case types, duration, external/internal expenditure and internal officer time.
Map current arrangements for mediation resolution services, legal instruction, case preparation, evidence, quality assurance, representation and contract management.
Assess existing internal capacity, expertise, resilience and access to timely specialist advice.
Test the market and appraise options including separate commissioning, joint framework, managed service, lead-authority arrangements, shared specialist resource or a hybrid model.
Consider service standards, response times, professional independence, conflicts of interest, confidentiality, information sharing and quality assurance.
Identify opportunities for common templates, protocols, knowledge resources and earlier specialist input.
Identify shared opportunities to upskill officers and staff witnesses preparing for tribunal
Produce an options appraisal, outline service specification, indicative costs and recommended commissioning or operating model.

2.4 Stream 3 - Shared ASN CLPL

Complete a joint training-needs analysis and map existing provision, expenditure, providers and duplicated activity.
Identify common core learning, specialist requirements and council-specific needs for relevant staff groups.
Assess joint commissioning, shared delivery, use of internal expertise and reusable learning resources.
Develop a shared annual or multi-year programme with clear ownership, quality assurance and evaluation.
Estimate costs, cost-sharing arrangements, efficiencies and non-financial benefits, including improved staff confidence, consistency and organisational resilience.



3.	Scope

	In Scope

	

Stream 1 - ASN transport
ASN home-to-school transport and directly related travel support.
Current policies, procedures, eligibility and reassessment frameworks.
Application and transport appeals processes at a system level.
Governance, accountability, decision-making and financial control.
Current expenditure, demand, forecasting and cost drivers.
Procurement, contracts, supplier management, market capacity and competition.
Route planning, journey patterns, vehicle utilisation and passenger-assistant deployment.
Travel training, independent travel and personal transport budgets.
Safeguarding, provider compliance, service quality and performance reporting.
Systems, management information, data quality and common data standards.
Environmental and mileage impacts where changes to routing or vehicle use are proposed.
Options for shared governance, specialist capacity, aligned processes, collaborative procurement and integrated delivery.
Implementation requirements, change capacity and benefits realisation.


Stream 2 - ASN tribunal and specialist legal support
Current case volumes, category of legal challenge, costs, duration and resource requirements.
Pre-tribunal advice, witness preparation, case assessment, preparation, evidence collation and quality assurance.
Specialist legal advice, representation, advocacy, mediation and expert commissioning where applicable.
Commissioning routes, service specifications, contract management and market capacity.
Service standards, escalation arrangements, conflicts of interest, professional accountability, confidentiality and data sharing.
Shared protocols, templates, training, knowledge transfer and internal capability.
Options for procurement, increasing internal legal capacity, shared staffing, hosted provision or hybrid delivery.

Stream 3 - Shared ASN CLPL
Training-needs analysis for agreed staff groups.
Existing programmes, providers, expenditure and internal expertise.
Induction, ongoing professional learning, leadership development and specialist ASN learning.
Joint commissioning, shared delivery, digital or blended learning and learning resources.
Common curriculum or competency framework, quality assurance and impact evaluation.
Governance, programme ownership, cost sharing and annual planning.

The design of the future operating model will reflect the overall programme ambition for transformational change.  As this work develops, consideration may be given to bringing other areas of work into the scope of this project.  

	Out of Scope

	Decisions on individual pupils, transport applications, appeals, complaints or tribunal cases.
Changes to ASN educational provision or individual school placement decisions.
Mainstream home-to-school transport, except where an interface has a direct and material effect on ASN transport.
Social care transport, except where shared routes or resources are directly relevant to the options appraisal and are separately agreed through change control.
Immediate changes to transport entitlement, eligibility or service standards.
Implementation of any preferred operating model before separate approval.
Award of any legal, training, consultancy or transport contract through this scope approval.
Staff transfer, restructuring, redundancy, changes to employment terms, or establishment of shared management arrangements at scoping stage




4.	Design Principles

· Significant – the approach to collaboration must provide significant and measurable financial benefits which outweigh the cost of implementation
· Flexible and form agnostic – any model should be flexible enough to adapt to change over time
· Proven outcomes for communities – there should be benefits to the community we serve either through improved services or through the release of expenditure which can support higher priority services
· Strategically aligned – there should be an alignment to the goals of the partner Councils
· Sustainable – the approach taken must be future proofed to ensure long term success
· Transformative and ambitious – continuous improvement and innovation must drive the model forward, and focus on digital by default where applicable 
· Fair and equitable – the approach must deliver benefits for partner Councils in proportion to their resources and investment given the likely disparity in size of Councils.

Please indicate below how this workstream aims to achieve the above noted design principles:


	Significant 

	The review will focus on identifying measurable financial savings, service efficiency, and governance improvements that outweigh implementation costs.  Assessment will include gross and net recurring savings, one-off costs, avoided future cost, payback, service benefit and risk reduction.

	Flexible and Form Agnostic

	Recommendations will consider a range of delivery models including council-led, shared service and collaborative procurement approaches.  Each stream may require a different model, from aligned practice to joint procurement or shared delivery.

	Proven Outcomes for Communities

	 Options must support safe, reliable and appropriate transport, fair and defensible decisions, continuity of statutory support and improved staff capability.


	Strategically Aligned

	The review supports the objectives of the Transformation Through Collaboration Programme and each council's commitment to sustainable, efficient, and effective public services.

	Sustainable 

	Recommendations will focus on long-term demand management, financial resilience, improved governance, and market sustainability.

	Transformative and Ambitious

	 Costs, benefits, access, risk and decision rights will be transparent and will recognise differences in council size, geography, demand, starting position and existing investment.


	Fair and Equitable

	The approach will ensure that benefits, costs, and investment requirements are clearly understood and distributed fairly across partner councils.






5.	Financial 

	Please outline how this workstream will work to achieve financial sustainability in both approach and outcomes, in 500 words or less.

	
Transport financial analysis 
This workstream is intended to improve the long-term financial sustainability of ASN transport services through a combination of demand management, operational efficiency, and collaborative work. The review will establish a detailed baseline of current expenditure and forecast future pressures before identifying opportunities to reduce costs whilst maintaining high-quality services and safeguarding standards. Potential opportunities include route optimisation, improved vehicle utilisation, greater use of travel training and personal transport budgets, reduction in single occupancy journeys, enhanced procurement arrangements, improved market engagement and collaborative approaches to governance and service delivery. The workstream will also identify opportunities for shared procurement, systems, and specialist expertise across the three councils. Financial benefits will be quantified through a Financial Improvement Plan that sets out anticipated savings, implementation costs, delivery timescales, and key dependencies. The overall objective is to create a sustainable transport model capable of managing increasing demand and budget pressures while continuing to meet the needs of children and young people with additional support needs.


 
Tribunal and legal support financial analysis
The review will identify external legal expenditure and relevant internal resource costs, then compare alternative commissioning and resourcing models. It will not assume that aggregated procurement will produce a saving. The preferred option must demonstrate value for money, sufficient specialist capacity, appropriate professional independence and a deliverable service standard.

 
CLPL financial analysis
The CLPL assessment will examine current external training spend, duplicated commissioning, staff travel and backfill implications, cost per participant and opportunities to use shared internal expertise. The principal benefits may include consistency, reach, capability and resilience rather than a large cashable saving, and these will be reported transparently.




6.	Governance


	 Governance body
	Role

	TTC Board
	Approves scope and funding; approves progression to implementation or further business-case stages.

	Senior Responsible Owner
	Accountable for overall delivery, cross-council alignment, escalation and assurance.

	ASN Support for Education Steering Group
	Directs the work, monitors scope, risk, finance, engagement, quality and delivery across all three streams.

	Stream task groups
	Transport; Tribunal and Legal Support; CLPL and Workforce Development. Each group develops evidence and tests options.

	Finance and benefits assurance
	Validates baseline costs, assumptions, savings attribution, implementation costs and benefits-realisation arrangements.

	Legal and procurement assurance
	Confirms statutory, contractual, professional, information-governance and procurement requirements.

	Programme support
	Maintains plan, risk and issue log, decisions, reporting, dependencies, change control and document management.







7.	Group Membership


	Role
	Falkirk Council
	Clackmannanshire Council
	Stirling Council

	Senior education sponsor
	Jon Reid, Director of Education and Chief Education Officer
	Colin Bruce, Head of Service (Wellbeing) and Chief Education Officer
	Morven Berry, Interim Head of Education

	Operational ASN lead
	To be confirmed

	To be confirmed

	To be confirmed


	Transport lead
	To be confirmed

	To be confirmed

	To be confirmed


	Tribunal and legal support lead
	To be confirmed

	To be confirmed

	To be confirmed


	CLPL lead
	To be confirmed

	To be confirmed

	To be confirmed




8.	Stakeholder Engagement 

Please note all stakeholder that should be considered in this workstream including details of their interest and influence in the workstream

	Stakeholder
	Interest
	Influence (High/Med/Low)

	Children and young people using transport
	Safety, suitability, journey experience, independence
	high

	Parents and Carers
	 Safety,reliability, entitlement, communication and impact of change

	High

	Employees and trade unions
	Roles, workload, capability, employment implications and change support
	high

	Education  & ASN Services
	ASN provision, placements and transport outcomes
	High 

	Transport Services
	Operational delivery and efficiencies, routes and workforce capacity
	High

	Finance
	Budget sustainability and savings delivery
	High

	Procurement Services
	Market management and procurement strategy
	High

	Children and Families Services
	Supporting ASN pupils and families
	High

	Elected Members
	Policy direction and strategic decisions
	High

	Transport Providers
	Contract delivery and market capacity
	Medium

	Schools and ASN Settings
	Pupil attendance and transport arrangements
	Medium

	Legal/ Governance
	Guidance on legislative 
	High






9.	Technical Assistance or Additional Support (Internal/External)

	Please indicate any anticipated technical or internal/ external support that may be required to ensure the success of this workstream (e.g. procurement support).

	
The participating councils do not have sufficient available capacity to complete the full diagnostic, cross-council data analysis, market analysis, financial modelling, options appraisal, programme management and business-case development within existing resources. External specialist and dedicated programme support will therefore be required, while recognising that council officers must still provide data, operational knowledge, assurance and access to decision-makers.
Strategic programme leadership and delivery capacity, including an assessment of the requirement for a dedicated senior education leader to oversee the full programme of work across Falkirk, Clackmannanshire and Stirling Councils. This should include responsibility for strategic oversight, stakeholder engagement, governance, implementation planning, management of transformation activity, delivery of savings targets, and coordination of collaborative working across the three authorities.
 Specialist external consultancy support is proposed for the transport review. The current proposal describes a 12-week review covering individual-council diagnostics, comparative analysis, collaborative options, financial improvement plans and an implementation roadmap – a separate bid is in development for this purpose.

Phase 2 Development Opportunities
Beyond the core ASN workstreams, there may be opportunities for wider collaborative planning and development activity across the three councils where a coordinated approach could improve outcomes, increase implementation capacity and maximise potential benefits.
This should include consideration of:
collaborative planning and option appraisal for any future changes to school operational models, including assessment of the potential educational, operational, workforce and financial implications of an asymmetric week;
identification of opportunities where coordinated planning across the three councils could enhance the likelihood of successful implementation and maximise any associated benefits;
joint approaches to the implementation of RCCT and related improvement activity;
collaborative workforce planning, including leadership capacity, recruitment, succession planning, specialist expertise and skills development; and
opportunities for shared programme management, project support and implementation planning across areas of common interest.
The purpose of this phase would be to identify whether there is sufficient evidence to justify future collaborative development activity. Any decision to proceed with implementation would remain a matter for each council through its own governance and decision-making arrangements.
Total requirement for workstream scoping is £200,000
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