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Meeting:  29 April 2021 

Not Exempt 

Stirling Council’s Transformation Programme – Next Steps 

Purpose & Summary  
The purpose of this report is to provide an update on the development of the Transformation 
Programme, the projected benefits to Communities and Staff by having a long term plan for 
change, and to note the Chief Executive’s decision to establish the Stirling Council 
Transformation Board which will also enable reporting of progress on transformation 
initiatives to Council.  

Recommendations  
Council is asked to: 

1. note the progress made to date in developing the Transformation Programme;

2. note the key next steps in developing and implementing a new Target Operating
Model (TOM):

 in particular the development of a Business Case for an Enterprise Resource
Planning (ERP) system, as set out in a separate report to this Council
meeting; and

 the priority to deliver on the ‘Recovery to New Ways of Working’ TOM work
stream.

3. note that the Chief Executive is establishing the Stirling Council Transformation
Board (referenced at 2.13).

Resource Implications  
There will be resource implications for the implementation of a new operating model and 
transformation programme, including both people resources and financial investment.  
Programme Management support will be required to advance the staff engagement activity 
as well as external systems integration resources to implement technological change whilst 
maintaining business continuity.  

Legal & Risk Implications  
There are important timing implications for decisions on replacement technology as 
contracts for some legacy systems will become due for renewal in 2022.  The timeous 
implementation of the proposed new arrangements will avoid the necessity for the continued 
use of legacy systems. 



1. Background  
1.1 It was recommended in the Audit Scotland Best Value Assurance Report of 

Stirling Council (April 2019) that: 
“Innovative service reform through transformation programmes will be needed 
to achieve this [savings] and secure the sustainability of services.” and; 
“A programme of transformation that is clearly aligned with council and area 
priorities, and with the five-year financial plan, will help provide more 
confidence that the council is well placed to meet a cumulative funding gap of 
£32 million by 2023/24.” 

1.2 Stirling Council’s key priorities were the basis for a 10 Year Operating 
Strategy, “Thriving Stirling”, which was approved at the Council meeting of  
10 December 2020.  

1.3 Thriving Stirling outlined the Council’s approach to meeting challenges of 
financial constraint, increased service demand, a changing policy 
environment and global factors such as the COVID-19 pandemic for the next 
ten years.  The strategy also outlined the planning context for the next 10 
years, which will enable the Council to meet key goals and outcomes, the first 
of which is the need for a Target Operating Model and Transformation 
programme to support delivery of the Council’s priorities.  See Appendix 1 for 
the 2020-2030 Planning Canvas. 

1.4 The strategy for change has a strong outcomes focus and establishes 4 
themes which are guiding principles: 

1.4.1. Financial Sustainability– Ensuring that the organisation operates 
optimally and transparently within its financial allocation, addressing 
any future budget gaps in a way which is planned, participative and 
outcomes focussed.  Plans to create a 10 year Capital Programme are 
beginning which will align with the 10 Year Strategy.   

1.4.2. Social & Economic Equality – Service redesign which is grounded in 
being informed by communities, service users and front line staff.  
Inefficiencies are eliminated by continuous improvement programmes 
and transactional tasks become more automated through investment 
in digital, allowing more staff time to be directed towards service 
delivery, where it is most needed rather than on data capture or 
reporting. 

1.4.3. Strong Economy – Creating the conditions for Stirling’s economy to 
grow in key sectors of opportunity, such as Tourism, Digital, Advanced 
Manufacturing, Life Sciences and Low Carbon.  Linking the 
opportunities with learning pathways across the educational system to 
ensure there are supported routes to employment.  

1.4.4. Carbon Net Zero – Reduction in council carbon footprint through 
changes in the way we currently live, work and travel and doing so in a 
way that improves social and economic outcomes through the creation 
of green jobs and upskilling/re-skilling of local workers.  

  



1.5 The Transformation Programme will enable the Council to convert its strategic 
priorities into reality.  The Council has invested in building capacity and 
governance for transformation over the last 2 years and is now in a strong 
position to move forward in a planned and analysed manner, focusing on 
achieving clear returns on investment and benefits. The foundations have 
been set through the creation of operational governance boards, smart 
investment in new technology, and digital solutions to simplify citizen 
engagement, this has been supported by an experienced systems analyst 
and by seeking advice from other Councils, who have made some key 
decisions already on large scale digital transformation. 

1.6 One of these transformational initiatives is the introduction of an Enterprise 
Resource Planning (ERP) system.  The implementation of ERP will contribute 
significantly to the vision for Stirling Council by consolidating its core back 
office systems, including Finance, Procurement, HR and Payroll, improving 
business processes and making them more dynamic.  By replacing out-dated 
systems and improving existing processes, introducing workflow and 
improved integration this will allow for “one version of the truth” and  real-time 
reporting across these systems as well as increased levels of self-service.  
This will build on and be complimentary to the previous investment in IT and 
Digital, moving Stirling Council to a more modern and effective operating 
model. 
 

2. Considerations 
2.1 Various analyses have been carried out to help review our current operating 

model: both a SWOT and PESTLE analysis have been carried out; a number 
of workshop sessions were held with management teams across the Council.  
Staff and customer case studies were also developed as well as staff and 
resident survey results being considered. These illustrated the benefits of the 
current operating model of the Council, whilst also highlighting areas where 
greatest change is required. Some of the key findings are outlined below. 

2.1.1 Organisation & Role Design - The current approach to organisation 
and role design at Stirling Council is one based in traditional public 
sector hierarchies and spans of control which have in many ways 
developed organically over the years, rather than with common 
purpose and focus on achieving the organisation’s goals. Performance 
measurement can be improved through better definitions aligned to 
outcomes, values and ultimately the job descriptions of key posts 
which should be reviewed. 

2.1.2 Community Participation in Service Design - Delivery of Council 
services varies across in the degree to which they are ‘community-
informed’ as opposed to ‘service led’. In the past, a lack of end to end 
process design means the customer experience is often disjointed, 
resulting in multiple avoidable points of contact with customers and a 
higher likelihood of service failure.  The TOM will set out a customer 
led approach across the organisation, so that processes are designed 
with the customer in mind (whether external or internal) front customer 
facing through to delivery of the service.  

  



2.1.3 Workforce Planning, Development & Engagement - Workforce 
Planning & Development will be a key success factor in achieving the 
strategic goals of the Council. Sound workforce analysis and planning, 
clear career pathways and succession plans, and development plans 
to bridge the gaps in areas such as digital skills will be built into the 
TOM to enable the Council to have the right people, with the right skills 
in the right roles for the future.  Employee wellbeing and engagement 
will need to be a priority in the TOM, since the impact of the COVID-19 
pandemic has had and will continue to have adverse effects on this. 

2.1.4 Systems & Data - Historical ad hoc purchasing of systems and lack of 
maintenance has led to a lack of system integration and planned, 
structured data architecture.  This has led to a complex range of 
systems across the Council for our HR, Finance, Procurement, Payroll, 
Customer interface and other business processes.  This makes 
budget, performance reporting and people management comparatively 
complex and difficult, with reports being provided in different formats 
and distributed in a variety of different ways with no capability to report 
in real-time.  A new operating model and investment in critical, 
integrated infrastructure will enable accountable management of 
services with provision of real time, accurate data to better inform 
decision making leading to a higher degree of transparency for staff 
and elected members.  Reduction in time spent in transactional 
analysis of data and reporting means more time delivering more 
effective front line services to Stirling’s communities. 

2.1.5 Change Management - Change Management should be a constant 
and repeatable process to support any transformation.  To build 
capacity and independence in communities, and improve problem 
solving by collaborating with staff and valuing their knowledge and 
experience, the TOM will outline a specific governance approach to 
change management, which includes meaningful collaboration with 
stakeholders.  

2.1.6 Programme Management and Benefits Realisation - Whilst 
investment has been made in Stirling’s Programme Management 
Office (PMO) capacity and capability in recent years, and sound 
transformation governance arrangements are in place to build on, 
there is a need to review these arrangements.  This will help to simplify 
and streamline the arrangements and ensure they are as agile as 
possible, enabling the right transformation projects and programmes to 
be taken forward swiftly but with effective planning and governance.  
There is also a need to develop a clear Benefits Life Cycle Process, 
with a focus on identifying the benefits expected from the 
transformation from the inception of an idea within our Pre Project 
Assessment form through to amendments to this in our Outline and 
Full Business Cases.  A mechanism for realising these benefits and 
harvesting them from the budgets identified in the Business Cases will 
also be implemented to facilitate this process.  This strengthening and 
standardisation of the financial viability of projects will also facilitate an 
improved project prioritisation method for the Portfolio Planning Group 
and Stirling’s Future Board in assessing whether to reject or accept a 
proposal. 

  



Target Operating Model Overview 

2.2 A Target Operating Model underpins and is driven by the Council's  Vision & 
Strategy as outlined within the latest ‘10 Year Strategy’ whilst assisting the 
Council achieve its key priorities outcomes.  The TOM has 6 major elements 
to deliver these, Appendix 2 provides a pictorial representation of a TOM.  
These 6 elements are: 

2.2.1 TOM itself is used to ensure delivery of an end to end value chain 
focusing on value added to our citizens and internal customers.  It 
mandates the need for cross organisational business processes with a 
strong focus on process performance measurement. 

2.2.2 Organisation Design which defines the organisation which will deliver 
our 10 Year Strategy and Vision including the optimal layers and span 
of control of our structure, Role Performance Measures and KPI’s, role 
responsibilities, skills and capabilities and the Service Design which 
will best meet our customer’s needs. 

2.2.3 Governance & Reporting definition of the Governance requirements 
to run the Transformation Programme in an efficient and effective way.  
Development of an effective Performance Reporting Framework for 
Stirling Council. 

2.2.4 Technology required to deliver effective services to our customers 
with Optimised processes on any delivery channel preferred by our 
customer. 

2.2.5 Business Process and system functionality required to support the 
wider business objectives ensuring a process adds value from a 
customer perspective. 

2.2.6 People defining the level and capability of staff required to meet the 
organisations objectives and to serve our customers.  This includes 
How we remunerate, what skills and knowledge is required, what ‘New 
Ways of Working’ do we need to deploy and what culture and 
behaviours will drive this. 

2.3 The Target Operating Model has two main purposes which make it simple to 
communicate to all staff: 

2.3.1 How we can close the ‘Funding Gap’ and bring Financial 
Sustainability to Stirling Council. 

2.3.2 How we can improve the quality of service we deliver to customers, 
internally and externally. 

2.4 The TOM is a major element of the overall Transformation Programme at 
Stirling Council.  The scope of the TOM is illustrated in Appendix 3 there are 
10 areas which we will investigate, analyse and implement to deliver the 
TOM: 

2.4.1 The Money Understanding the scale of the Financial Challenge and 
how we will achieve Financial Sustainability. 

2.4.2 Our Strategy, Performance and Governance includes how well we 
are measuring and achieving our desired outcomes, our behaviours 
around Process Performance Management and process adherence. 

2.4.3 Our Commercial Activity to include demonstrating where our 
commercial effort is focused, where benefits can be gained from 
aligning activities and enforce procure to pay process adherence. 



2.4.4 Customer Demand to include understanding what factors most 
influence our demand, how we manage customer needs including how 
we perform various customer assessments across the Council. 

2.4.5 Our People will include a review of layers and spans of control within 
our organisation, Culture and behaviours required to deliver our 
Strategic Objectives, enhanced Workforce Planning to identify the 
skills required and to address identified skills shortages.  This will also 
address ‘New Ways of Working’ for a more agile workforce post 
COVID-19. 

2.4.6 Our Commissioning Practice to include an analysis of our current 3rd 
party spend, creation of a supplier portal for POs and supplier invoice 
handling and our current supplier and contract management practices 
across the Council. 

2.4.7 Our Business Processes to include understanding where our effort is 
focused across the organisation, identification and removal of areas of 
manual processing, duplication of effort and fragmentation of end to 
end Business Processes to improve the integration of information. 

2.4.8 Our Technology & Digital Services will introduce enhanced data 
analytics and insight to allow evidence based decision making and 
how we simplify the way we interact with our customers and drive 
channel shift. 

2.4.9 Our Current Transformation & Change Programmes will be 
assessed to establish what is truly transformational and addressing 
our Financial Challenge or ability to deliver effective customer service. 

2.4.10 How we operate will examine our SWOT and PESTLE findings and 
whether there are opportunities to enhance our shared services with 
neighbouring Councils. 

Potential Sources of Savings from the TOM 

2.5 It is important to understand that implementing the TOM is not solely about 
reducing headcount through enhanced ways of working, but savings are also 
going to come from other sources including: 

2.5.1 Focusing of resources to reduce spend which includes reducing 
short term sickness absence through stronger enforcement of policy 
and reducing agency staff spend as we will have removed significant 
levels of manual processing from a number of roles. 

2.5.2 Third Party Spend including stronger adherence to procurement 
policy and reducing off contract spend, all procurement being 
processed in a single procurement system, automated procure to pay 
process including the introduction of best practice commitment 
accounting leading to improved budget management by service 
managers. 

2.5.3 Reduced Asset and Property Costs to include a review of our office 
building estate, the introduction of new HR Policies to adopt some of 
the good remote working practices introduced in our strong response 
to the COVID-19 pandemic ultimately allowing us to consider the 
closure and disposal of buildings where that is feasible. 

  



2.5.4 ICT Systems and Best Practice Business Processes will include 
rationalisation of systems and suppliers allowing ICT to focus on 
infrastructure delivery, introduce the guiding principle of ‘Adopt not 
Adapt’ when introducing package software Best Practice business 
processes, integrating applications from as few suppliers as possible 
to drive efficiency and continuing our investment in digital technology 
to drive channel shift with our customers. 

Next Steps in TOM Development 

2.6 Short Term Activities – Now: 

2.6.1 TOM will focus on the ERP implementation Business Case 
preparation. 

2.6.2 The Transformation Governance process will be finalised. 

2.6.3 We will scope the work streams within TOM and launch our priority 
‘New Ways of Working’ project. 

2.7 Medium Term Activities – Start By Mid-Year: 

2.7.1 Conduct an activity analysis to better understand the ratio of resource 
allocated to Front Office Service Delivery, Enabling Services, Back 
Office Services and Staff Management to identify how we might need 
to change the balance to more Front Office Service Delivery for our 
customers. 

2.7.2 Build upon the good work of the ‘No PO, No Pay’ initiative to better 
understand our procurement habits and non-conformance levels. 

2.7.3 Understand how we forecast, plan, manage and meet the demand 
from our customers. 

2.8 Longer Term Activities – Beyond 2022: 

2.8.1 Review of our procurement and commissioning practices across the 
Council. 

2.8.2 Benchmark the cost of our service delivery once the ERP system is 
implemented. 

TOM Summary 

2.9 The TOM will ensure our organisation is best aligned to meet the Council’s 
Priorities and outcomes with a strong focus on driving Financial Sustainability 
and Improving Customer Service.  There will be a number of work streams 
launched to deliver different aspects of the TOM and these work streams will 
examine the sources of benefit that can be delivered in due course.  It will 
also enable the Council to identify and define the technology, processes and 
workforce roles and capabilities needed in order to deliver on these outcomes 
for the organisation and our customer. 

2.10 The conditions for creating transformation are already in place for Stirling 
Council.  The Governance approach and supporting processes that have 
been set out will help to drive a significant Transformation agenda and will 
identify the ‘Vital Few’ truly transformational programmes which will best 
deliver on the Council’s Strategic Goals and Objectives. 

2.11 A number of transformation programmes are already underway and progress 
is being tracked and managed through the existing internal governance 
process.  Digital Council, Children & Families, Waste, No Purchase Order No 
Payment are examples of some the current transformation programmes.  



2.12 Having created these conditions for transformation, this will be added to in the 
coming months.  The first three additional Programmes being considered as 
part of the ‘Vital Few’ will be the enabling ERP Programme, the delivery of a 
new Target Operating Model and the Post-COVID-19 Recovery Programme. 

2.13 The Stirling Council Transformation Board will be set up by the Chief 
Executive to set out an agreed transformation programme plan that considers 
new ways of working through detailed programmes for change, COVID-19 
Recovery & Renewal, and more specifically: to bring together in one place all 
the programmes of work that will deliver financial sustainability as well as 
benefit to the people of Stirling and those who visit the local area. There will 
be regular reporting to Council on the Transformation programme plan and its 
working activity. 

 

3. Implications  

Equalities Impact 

3.1 The contents of this report were assessed under the Council’s Equality Impact 
Assessment process.  It was determined that an Equality Impact Assessment 
was not required as the intention is to set out the direction and approach the 
Council will take in relation to transforming its services.  The overall aim is to 
improve the quality of services delivered ensuring they are more efficient and 
effective and meet the needs of our citizens, communities and staff. 

Fairer Scotland Duty 

3.2 The contents of this report were considered in terms of the Fairer Scotland 
Duty and were determined not to be of strategic importance. 

Climate Change, Sustainability and Environmental Impact 

3.3 No Impact. 

Other Policy Implications 

3.4 This report aligns itself to the Stirling Council 10 Year Strategy. 

Consultations 

3.5 N/A. 

 

4. Background Papers 
4.1 Stirling Council Committee (10 December 2020) - Item 1.8 Stirling Council 10 

Year Strategy. 

4.2 EqIA Relevance Check. 

 

5. Appendices 
5.1 Appendix 1 – Our Planning Canvas: 2020-2030. 

5.2 Appendix 2 – Pictorial Representation of the TOM. 

5.3 Appendix 3 – TOM Scope. 
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Wards affected: None. 

Key Priorities: A - We will look after all of our citizens, from 
early years through to adulthood, by providing 
quality education and social care services, to 
allow everybody to lead their lives to their full 
potential  

B - We will target all forms of poverty across 
our communities and mitigate the impact of 
austerity and welfare cuts on those hit the 
hardest. 

C - We will create more affordable & social 
housing in all Stirling's communities. We will 
lead by example as an organisation in setting 
exceptional standards in building , 
environmental and employer practice, tenant 
relations & homelessness prevention 

D - We will deliver inclusive economic growth 
and promote prosperity.  We will deliver a City 
Region Deal and pursue policies and solutions 
that encourage high quality, high paying jobs 
into all of Stirling's communities. 



E - We will create & implement environment 
and infrastructure improvements; deliver new 
ownership & delivery methods around energy 
generation, public transport & internet access, 
ensuring profits & services work to community, 
not commercial priorities 

F - We will commit and coordinate our 
resources to ensuring Stirling becomes a must 
visit destination; with heritage, culture, 
environment & economic strategieis working 
hand in hand to encourage tourists to stay for 
mimimum 3 days and 2 nights 

Key Priority Considerations: All 

Stirling Plan Priority Outcomes: 

(Local Outcomes Improvement Plan) 

 
 
 
 
 
 
 
 
 

 

Prosperous - People are part of a prosperous 
economy that promotes inclusive growth 
opportunities across our communities 

Healthy - People are healthy and live active, 
full and positive lives within supportive 
communities 

Achieving - People are skilled and supported to 
make a positive contribution to our 
communities 

Resilient - People are part of safe and caring 
communities within an attractive and 
sustainable environment 

 




