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Transformation Strategy

Purpose and Mission

The aim of this strategy is to change how we operate while living within our means and continuing
to deliver what matters most. It sets out the framework for us to change our cost base to meet
future budget challenges, while continuing to deliver the priorities in our Corporate Plan.

We aim to embed affordability, efficiency and value into the Council’s operating model, enabling
delivery of priority outcomes within long-term funding constraints.

Vision

Our vision is to be a modern, trusted, and forward-looking Council that uses the power of data,
the insight of our communities, and the confidence of our people to deliver high-quality services
efficiently, sustainably, and within budget. We will transform services with our customers,
ensuring that the voices of our citizens, partners, and communities help to shape what we do and
how we do it. We will embrace technology intelligently and boldly, using digital tools, automation,
and innovation to streamline processes, improve outcomes, and free up our workforce to focus on
what matters most. Strong, transparent governance and project management through our
Programme Management Office will guide our decisions, enabling clear goal-setting, effective
prioritisation, and consistent performance monitoring so we can invest our efforts where they
deliver the greatest benefit and ensure Best Value in the services that we provide.

To achieve this vision our approach to transformation will reflect the Accounts Commission’s
principles of transformation:

e Vision - A clear vision of expected outcomes from any transformation activity

e Planning - Clarity on the scale of change, committing resources appropriately

e Governance - Clear process for monitoring, evaluating and reporting progress of
transformation activities

e Collaboration - Working relationships with partners and communities for sustainability

e Innovation - Implement new ways of working to achieve required outcomes.

Our Approach to transformation will be focussed on identifying and delivering change that
ensures we can deliver on our priorities whilst addressing the challenge of the medium to long
term financial pressures. The Strategy will enable us to sustainably match what we do to what we
can afford. We aim to embed self-evaluation and continuous improvement rather than one-off
savings, ensuring every service, asset and process can be re-designed as required to ensure
affordability. This strategy sets the expectation that legacy service models will be reviewed and
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changed where required, redesigning rather than just absorbing cuts and creating a framework for
decision making.

Our Transformation Programme will be made up of four component parts:

Service Reviews
Budget Themes
Strategic Change Projects
Service Savings Projects.

hOON=

These are based on an approach that has served us well in delivering transformation activities
and budget reductions to date. Some examples of these are:

Digital Transformation and Customer Service Modernisation

As a Digital by Default Council, recognised as being ‘ahead of the game’ by Audit Scotland, we
have put in place a long term, digital channel shift programme of work, directed by our Customer
Service Strategy. We are expanding online self-service for customers, consolidation and
simplification of ICT systems, secure, remote-enabled working for staff across our large rural and
island geography with digital channels that are inclusive and accessible.

Al enabled Customer Engagement
As part of our continuous improvement approach to customer service, we have implemented Al
functionality in our Customer Service Bots and focussed on first-contact resolution.

Asset Rationalisation and Place- Based Transformation

In right-sizing the Council’s estate we have moved away from historical asset footprints,
consolidating offices and depots, disposing of surplus assets, investing in fewer, more efficient
and modern buildings and aligning our asset base with hybrid and flexible working.

Community-Led Transformation and Empowering Communities

Recognising the essential role that our communities play across our large geography, we have
developed a new approach to participatory service design and budgeting, carried out community-
led asset transfers, strengthened community skills and plans and developed initiatives such as
Aspiring Places to enable communities to access support and funding.

Rural Growth Deal — Economic Transformation

Our Rural Growth Deal is a flagship Transformation Programme with long term structural impact
rather than a standalone capital project. A 10-year programme with around £70m investment, the
programme will focus on skills, jobs, business spaces and low carbon projects. As a Council area
with a declining population, economic growth as a driver for population retention and growth
remains an overarching priority for the Council.
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Service Reviews

The two largest council services, Education and Roads and Infrastructure Services are the
first to undergo service reviews. Additional service areas may be added as the
Transformation Programme progresses. Service reviews will be supported and informed by
robust self-assessment and will be managed using clear project and programme
management principles. Services reviews may be delivered with external support or
managed internally.

Our emerging Target Operating Model will focus on redesigning the way we work so that our
services are affordable, resilient and focused on priority outcomes.

Service review approaches will be required as our approach to the Single Authority Model
gathers pace. As our main activity relating to Public Service Reform, we anticipate it will
result in major reviews to back office and support services across the partner organisations.

Budget Themes

A programme of four thematic workstreams, each led by a Head of Service, are progressing
a coordinated programme of activities. The themes are:

o Empowering Communities
Projects and activities related to:
» Participatory service design and budgeting
= Community led services and local action/ community transfers
= Improving communication and transparency
= Strengthening community skills and capacity.

o Increasing Income
Projects and activities related to:
= Maximising income from assets
= Developing commercial opportunities
= Attracting External Funding
= Improving income generation and collection
= Optimising fees and charges.

o Rightsizing Council Asset Base
Projects and activities related to:
= Consolidating and rationalising existing assets
= Disposing of surplus assets
» |Investment in modern efficient assets.

o Delivering Services Differently
Projects and activities related to:
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Organisational rules, culture and practices

Process improvement, automation and digital services
Redesigning services around user journeys
Collaboration and shared services

Alternative delivery models (buy, borrow or build).

3. Strategic Priority Projects

The development of a pipeline of projects should consider transformation objectives,
whether revenue or capital in nature.

During 2026-27 a new Capital Strategy will be progressed, and any capital transformation
projects should be undertaken in line with the approved Capital Strategy.

The Programme Management Office will oversee major projects, including those that deliver
transformational change.

4. Service Savings Projects

Our aim is that savings are a consequence of transformation, not the goal, but there may
continue to be a need for some shorter term, service- specific savings projects to meet
budget challenges.

Contribution to Organisational Direction

This Transformation Strategy is one of our key, enabling corporate strategies and contributes to
the delivery of the overall corporate plan, ensuring that resources are aligned to the council’s
priorities. As a framework for change, it also plays a role in supporting the successful delivery of
our Target Operating Model by changing our corporate behavioural attitude to transformation. It
also provides the strategic framework for the Council’s involvement in national transformation
activities and public sector reform.

The wider landscape and key drivers
The key drivers for this strategy include:

. Financial: A requirement for longer term fiscal sustainability in the context of
recurring budget deficits

. Social: Rising demand, social expectations and complex community needs across a
wide geographical spread
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. Workforce: Shortages in key areas, productivity gaps and the need for modern
skills
. Political: The Scottish Government’s Public Service Reform Strategy outlines a

national programme of public sector reform which aims to save £200m and reduce
workforce by 0.5% each year to 2030

. Infrastructure: Ageing infrastructure and limited capital budgets

. Pace of Change: An urgent need for data-driven, digitally-enabled transformation.

Together, these drivers create an environment where the council must embrace change,
innovate, and collaborate with communities, and partners to redesign services for long-term

sustainability.

The SWOT analysis below highlights the council has several strengths and opportunities upon

which this transformation strategy can develop.

Strengths

Weaknesses

Strong track record of digital innovation
External Investment Secured (eg RGD)

Several transformation activities already
underway

Financial Pressures and the external auditor’s
observation that transformation activities require to be
suitably resourced

Workforce challenges and skills shortages

Ageing facilities/ infrastructure and geographically
dispersed communities

External auditor observation the Council requires a
strategy that coordinates transformation activities

Opportunities

Threats

Bring transformation activities together with clear
strategic focus

Digital and Data focused Service Design
Workforce modernisation and Skills development

Strengthening Community Engagement
(community Engagement toolkit)

Population decline and labour market challenges
Cyber Security threats

Rurality and geography present challenges to service
design and infrastructure planning

Connectivity may present a threat to digital first
services
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This strategy supports mitigation of the following risks as set out in the Council’s Strategic Risk
Register:

RISK 3. Financial Sustainability - our approach to transformation must ensure the council
meets its obligation to deliver Best Value and a balanced budget.

RISK 4. Governance and Leadership - our approach to transformation must ensure our
Governance and Leadership provide the skills and environment to achieve ambitious change.

RISK 5. Engagement and understanding the needs of Community - our approach to
transformation must be focussed on the delivery of community needs and these must be well
understood for transformation to be a success.

RISK 6. Service Delivery - Our approach to transformation must be focussed on ensuring

service delivery is designed around user journeys, underpinned by suitable resource and
technology, and can demonstrate ongoing continuous improvement.

Goals/Outcomes
The main outcomes this transformation strategy will deliver are:

1. Areduction in the overall cost of delivering our services by identifying and delivering
transformation projects and activities in line with the Council’s transformation themes.

2. Reflect community need by ensuring transformation activities are designed and delivered
through appropriate engagement with communities, service users and customers in an
open and transparent way.

3. Increased automation and efficiencies in processes and service delivery through the
maximisation of technology and the exploration of alternative delivery models.

4. Increased income through exploration of commercial opportunities, improved use of data to
enhance income collection and the attraction of inward investment.

5. Reduced overall risk in relation to corporate assets through the delivery of transformation
activities that help to maximise our asset base.

Key Actions

The following actions are high level delivery mechanisms the detail of which will be included in
separate delivery plans:
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e Development and delivery of a Transformation Programme outlining key projects, activities
and deliverables against each transformation theme and associated delivery plans

e Development and delivery of Programme Management Office to provide governance and
oversee transformation projects

e Establishment of a Transformation Board, which will report to members via the Budget
Working Group and the budget update to Policy and Resources Committee.

Delivery and Implementation

The Strategy will be delivered via a programme of projects, deliverables and activities with
governance provided by a Programme Management Office.

The following plans and documents will shape delivery of this strategy:

e Medium/Long term financial Strategy will set out budget available for assets workforce and
other key elements and will set the financial targets for transformation activities

e Strategic Workforce plan/ People Strategy will support delivery of workforce capacity and
productivity in line with the aims set out in this strategy

e |CT and Digital Strategy will enable the automation and digital transformation objectives
set out in this strategy

e Asset Management Strategy- enable the asset maximisation objectives set out in this
strategy

e Capital Strategy — being developed in 2026-27.

The Transformation Board will develop detailed delivery plans and agreed performance
indicators. Invest to Save earmarked funds and £600k will support the PMO/Transformation
Office.

Performance and Improvement
The success of the Transformation Programme will result in:

e a lower, more stable cost base

clearer alignment between money, priorities and outcomes
a higher number of automated processes

less reliance on short-term savings exercises.

Performance measures, including baseline data, will be developed by the Transformation Board.
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Review

The Transformation Board will establish governance arrangements for measuring progress
against the programme of activities, which will include reporting to Members via the Budget
Working Group. The Strategy will be reviewed after 5 years unless otherwise required by the

Transformation Board.



