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1.	Overarching Purpose of Workstream

The Transformation through Collaboration Board has been established to oversee the work being undertaken to deliver transformation through collaboration with partners.  In the first instance, the Board is focused on the approved Tranche 1 functions and corporate overarching workstreams.  The Procurement of IT for Education workstream is part of Tranche 1.  

A key priority for the Procurement of IT for Education workstream is to deliver a 
Business Case which supports the delivery of integrated services across partner organisations.


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

	
This workstream is aiming to develop a collaborative Education Technology Operating Model across partner authorities which improves resilience, reduces duplication, addresses workforce and supply-chain risks, enables future digital learning requirements, and delivers measurable financial and service benefits.

Whilst initially focused on hardware procurement, the workstream will assess opportunities across the wider Education technology ecosystem, including devices, infrastructure, hosting, backup and recovery, workforce development, lifecycle management, sustainability and support services.

The workstream will develop a business case that evaluates collaborative operating models, investment requirements, risks and benefits, ensuring future technology decisions support resilient, sustainable and cost-effective Education services across partner authorities.

The workstream will specifically explore opportunities to:
· Improve value for money through collaborative procurement and lifecycle management. 
· Strengthen resilience through shared approaches to backup, recovery, hosting and business continuity. 
· Reduce supply-chain and workforce risks through collaboration and standardisation where appropriate. 
· Improve sustainability through repair, reuse, recycling and circular economy approaches. 
· Develop common standards and operating principles that support future collaboration. 
· Identify opportunities for shared specialist skills, training and workforce development.


Overall, the goal is to drive transformation through collaboration, delivering a more efficient, sustainable, and joined-up IT approach for education.





2.	Objectives

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

The objectives of the Procurement of IT for Education workstream are to look at a range of options from the following:
· Establish a common understanding of the current Education technology landscape across partner authorities, including infrastructure, devices, hosting arrangements, staffing models, support services and associated costs.
· Identify opportunities for collaborative procurement and lifecycle management of Education technology assets to improve value for money and reduce duplication.
· Assess opportunities for shared approaches to backup, recovery, hosting and resilience in order to improve service continuity and reduce operational risk.
· Assess opportunities for shared workforce development, specialist skills, recruitment and training to improve resilience and address recruitment and retention challenges.
· Develop common standards, principles and operating approaches where these provide measurable benefits to partner authorities. Further details on the financial and non-financial benefits are noted throughout this document.
· Identify opportunities for collaborative repair, refurbishment, reuse and recycling of Education technology assets to support sustainability and circular economy objectives.
· Assess current supply-chain risks and identify opportunities to improve purchasing leverage, reduce dependency on individual suppliers and strengthen resilience.
· Establish a normalised financial baseline across partner authorities, recognising differing accounting treatments, funding models, capital and revenue approaches, devolved budgets and lifecycle assumptions.
· Develop and evaluate collaborative operating model options, identifying the costs, benefits, risks and implementation requirements associated with each.
· Produce a fully costed business case setting out recommendations, financial implications, implementation considerations and expected outcomes for partner authorities.







3.	Scope

	In Scope

	Education Technology Assets
· End-user devices including PCs, laptops, Chromebooks, tablets and associated peripherals 
· Interactive classroom technology including interactive panels, screens and presentation equipment 
· Server, storage and supporting infrastructure used to deliver Education ICT services 
Infrastructure, Hosting and Resilience
· Backup and recovery arrangements 
· Resilience and business continuity approaches 
· Data centre, hosting and storage solutions 
· Shared hosting and reciprocal resilience opportunities 
· Cloud and hybrid infrastructure considerations where they support Education services 
· Where appropriate links will be made to the resilience and emergency planning workstream in relation to work around security operations
Workforce and Service Delivery
· ICT staffing structures and specialist capability 
· Recruitment, retention and workforce resilience 
· Training, skills development and knowledge sharing 
· Opportunities for shared specialist resources and collaborative support models 
Procurement and Lifecycle Management
· Collaborative procurement opportunities 
· Asset lifecycle management 
· Device repair, refurbishment and reuse 
· Recycling and disposal arrangements 
· Supply-chain resilience and supplier dependency risks 
· Sustainability and circular economy opportunities 
Financial and Operating Models
· Capital and revenue funding approaches 
· Asset ownership and funding responsibilities 
· Whole-life cost modelling 
· Opportunities for standardisation and shared operating principles


	Out of Scope

	· Learning and teaching/curriculum design
· Educational policy development 
School improvement methodologies 
Pedagogical approaches and classroom practice 
Changes to local authority governance arrangements 
Decisions relating to school estate rationalisation





4.	Design Principles

Scalable – the model should be able to be scaled up beyond the initial three partner Councils to enable other Councils to join for a wider partnership
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 data-informed and user-centred 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:

The workstream will apply these principles when assessing future options, ensuring that recommendations are not based solely on procurement savings but also consider resilience, workforce sustainability, lifecycle costs, service quality, environmental impact and long-term strategic value.

Particular consideration will be given to opportunities for collaborative procurement, shared resilience arrangements, workforce development, lifecycle management, repair and reuse initiatives, and common operating standards where these can deliver measurable benefits to partner authorities and the communities they serve. Detailed financial and non-financial benefit realisation will take place as part of the business case development process.



	Scalable

	· The model should be capable of extending beyond the initial partner authorities and support future collaboration opportunities with other councils or public-sector organisations where beneficial.

· Standardised infrastructure, shared hosting, and common approaches make it easier for new partners to plug into the model without starting from scratch.

· Learning from this workstream should be scaled to other workstreams within the Transformation through Collaboration programme, where relevant, and can also be used to demonstrate what is possible in terms of integration across the IT estate as a whole.



	Significant 

	
· Broadening scope beyond hardware enables economies of scale (joint procurement, shared services, reduced duplication).

· Financial benefits come from cost avoidance (e.g. supply chain risks) and efficiency savings through shared staffing knowledge, systems, and training.

Broadening the scope beyond hardware procurement creates opportunities for economies of scale, improved purchasing leverage and reduced duplication of effort across partner authorities.

Benefits are expected to arise through:
· collaborative procurement
· shared infrastructure and resilience arrangements
· workforce collaboration and knowledge sharing
· improved lifecycle management
· reduced operational risk
· supply-chain resilience and cost avoidance



	Flexible and Form Agnostic

	· The approach explicitly avoids a fixed “hardware-only” solution, instead focusing on integrated services and infrastructure.
· The model should remain adaptable to changing business requirements, technology developments and future operating models, avoiding unnecessary vendor lock-in.  
· This allows the model to evolve over time (e.g. adapting to cloud, new delivery models, or policy changes).

The workstream is not focused on a single technology solution or procurement approach.

Instead, it seeks to establish principles and operating models that can evolve alongside changing technologies, service requirements, funding models and policy developments.
This will enable future adoption of emerging technologies and delivery models, including cloud services, shared hosting and new educational technology requirements.

	Proven Outcomes for Communities

	
· The approach should deliver tangible benefits for learners, schools, communities and partner authorities through improved services, sustainability, digital inclusion and more effective use of public resources.  

· Improved IT resilience and capability will support more reliable and effective digital services in education.

· Financial savings can be reinvested into frontline services, directly benefiting communities.


	Strategically Aligned

	· The workstream is designed to align with partner council priorities around: 
· Digital transformation
· Financial sustainability
· Service improvement
· service resilience
· workforce sustainability
· cyber resilience
· service improvement
· sustainability and Community Wealth Building

· Governance through Board updates ensures alignment is maintained at a strategic leadership level.



	Sustainable 

	
· Moving to shared infrastructure and collaborative delivery reduces reliance on fragile supply chains and isolated resourcing.

· The inclusion of training, staffing, and long-term infrastructure supports a future-proofed model.

· The approach must deliver measurable financial and service benefits which outweigh implementation, transition and ongoing operational costs. Detailed financial and non-financial benefit realisation will take place as part of the business case development process.

Consideration will also be given to:
· repair and reuse models
· recycling and disposal arrangements
· circular economy opportunities
· asset lifecycle management
· environmental sustainability

This approach reduces reliance on fragile supply chains and improves long-term service resilience.



	Transformative and Ambitious

	· The shift from procurement to a whole-system IT model represents a step-change, not incremental improvement.

· Emphasis on collaboration, shared delivery, and infrastructure creates space for innovation and “digital by default” approaches.

The workstream moves beyond traditional hardware procurement and explores opportunities for a more collaborative and resilient Education Technology operating model.

By considering infrastructure, resilience, staffing, lifecycle management and support services alongside procurement, the workstream aims to identify transformational opportunities that deliver long-term financial and non-financial benefits for partner authorities.


	Fair and Equitable

	
· A shared model can be designed so contributions and benefits are proportionate to each council’s size and investment.

· Collaboration creates opportunities for smaller councils to access specialist skills, resilience arrangements and economies of scale they couldn’t achieve independently.

· Options should be assessed using a normalised financial model to ensure meaningful comparison of costs, benefits and investment requirements across partner authorities.







5.	Financial 

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

	
The workstream supports financial sustainability by shifting from short-term, fragmented spend to a long-term, shared and strategic model:

Economies of Scale
Joint procurement of hardware, infrastructure, and services reduces unit costs.
Shared contracts and platforms avoid duplication across councils.

Cost Avoidance and Risk Reduction
Reduces exposure to supply chain volatility (e.g. bulk purchasing, standardisation).
Minimises unplanned costs through more resilient, centrally managed infrastructure.

Shared Services and Resources
Opportunities to share hosting, systems, and specialist staff lower overall operational costs.
Reduces the need for each council to independently fund full capability.

Smarter Investment (Whole-System Approach)
Investing in infrastructure, training, and staffing alongside hardware ensures better return on investment.
Avoids the inefficiency of buying hardware without the support systems to maximise its use.

Long-Term Financial Planning
Moving to a collaborative model enables predictable, planned expenditure rather than reactive spending cycles.
Supports lifecycle management of IT assets, reducing costly refresh spikes.

Releasing Savings for Reinvestment
Efficiency gains and reduced duplication free up resources that can be: 
Reinvested into education services
Redirected to higher priority council objectives





6.	Governance

The workstream will be overseen by Stuart Lennie, John Allan, Daniel Smith  and all members will play an active role.  The workstream will report to the Transformation through Collaboration Programme Board.  Governance process will be agreed in line with the Governance Workstream, as this work evolves.


7.	Group Membership

	Name
	Job Title
	Partner Organisation

	John Allan
	ICT & Digital Transformation Leader – Procurement, Infrastructure and Cyber Resilience 
	Clackmannanshire Council

	Daniel Smith
	Service Improvement Officer
	Stirling Council

	Stuart Lennie
	QIO- Digital
	Falkirk Council

	
	
	

	
	
	

	
	
	

	
	
	




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)

	Relevant IT Staff in each LA
	Full scope
	High

	Relevant procurement staff
	Full scope
	High

	Relevant finance staff
	Full scope
	High

	Relevant education staff
	Partial scope
	Medium

	Relevant education parents and young people
	Partial scope
	High

	Transformation Through Collaboration Board
	Full scope
	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).

	Given the resilience approaches noted in the scope, there will need to be expert Cyber Security advice provided, as well as legal and finance advice, should this tranche progress beyond consideration.








Transformation through Collaboration
