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Executive Summary
During 2010 and 2011, The Highland Council reviewed the costs, risks and benefits of transferring certain activities operated by the Education, Culture and Sport Service to an Arms Length Organisation.  Following consideration of a full Business Case in March 2011, the process of transfer and the preferred vehicle for delivery was agreed as High Life Highland (HLH), a company limited by guarantee (with charitable status) with the Council as the sole member and with a wholly owned trading subsidiary.  A target date of 1st October 2011 for transfer of services was also agreed.

This operating plan will guide the work of HLH through its first six months of trading from 1st October 2011 to 31st March 2012.

The purpose of the operating plan is threefold:
i)
To focus the work of the senior management team on establishing the company in terms of its priorities, processes, systems and routine operation;
ii)
To provide background and other information to enable senior managers to begin working with the HLH Board on longer term business planning;

iii)
To provide The Highland Council with a framework and a basis for performance reporting, based on existing local and national requirements.
The operating plan is not intended to be developmental in nature, rather it seeks to ensure a firm foundation for the early work of the company, from which developments can be planned.  In addition, the plan aims to ensure that HLH complies with the requirements of the suite of legal contracts that govern its relationship with the Council.

1.
Introduction
1.1
At the Education, Culture and Sport Committee of 10 March 2011 Highland Council Members approved the findings of the Business Case that recommended transferring the management and delivery of the Highland Council’s Community Learning and Leisure (CLL) Services to an Arms Length Organisation (ALO) during the financial year 2011/12.  The Business Case can be viewed in full at http://www.highland.gov.uk/NR/rdonlyres/2449B1CA-2F72-41DB-8D6D-6ED57C74DF57/0/Item8ECS1511.pdf .
1.2
To facilitate the transfer, The Highland Council agreed at its meeting of 12 May to set up a company limited by guarantee (with charitable status) with the Council as the sole member, with a wholly owned trading subsidiary.  Members also agreed that the names ‘High Life Highland’ and ‘High Life Highland (Trading) C.I.C.’ be used for the main charitable company and its trading subsidiary.

1.3
Thereafter the relationship between The Highland Council and High Life Highland (HLH) has been defined by the following suite of legal documents:
i) Service Delivery Contract
ii) Property Agreement

iii) Collections Agreement

iv) Transfer Agreement

v) Transfer Agreement (CIC)

vi) Service Level Agreements 
1.4 The purpose of this Plan is to present the framework within which HLH will operate to deliver the requirements of the Agreements listed in 1.3 for the period 1 October 2011 to 31 March 2012.
2. Service Aims and Priorities

2.1

On behalf of The Highland Council, HLH will deliver an agreed range of services with the overall aim of enhancing the quality of life in the Highlands by developing, delivering and promoting leisure and learning opportunities.  These services are designated within the Service Delivery Contract as Public Service Obligations (PSO services).
2.2

HLH will deliver nine specialist areas of work that will comprise the provision of the PSO services on behalf of the Council:
i) Adult Learning

ii) Archives

iii) Arts

iv) Leisure facilities

v) Libraries

vi) Museums

vii) Outdoor Education

viii) Sport

ix) Youth Work

2.3 The following table sets out the aims and priorities to be achieved for each of the nine services.
	Service


	Aim
	Priorities

	Adult Learning
	To ensure a range of targeted, local opportunities for personal and social development.
	1. Commission a range of local courses and classes across Highland;

2. Provide and commission a range of targeted numeracy and literacy services;

3. Recruit, retain and develop a network of volunteers;

4. Widen opportunities through supporting partnerships.



	Archives
	To manage, preserve and promote access to the Highland’s records and archives.
	1. Preserve, conserve and make accessible the archive collections in the custody of the Authority;

2. Provide a Records Management Service to all Authority services;

3. Operate the Highland Archive Centre and three local Archive Centres;

4. Provide a learning & outreach service to schools and community groups;

5. In partnership, provide a Highland-wide genealogy service.



	Arts
	To provide access to and to promote participation in arts experiences
	1. Provide local access to works of Highland, national and international importance;

2. Programme the Authority’s three visual arts galleries;

3. Create and deliver the Arts Links Programme, a range of arts experiences within the framework of the school curriculum.



	Leisure Facilities
	To provide local, specialist venues, staff and activities to promote sport, leisure and learning.


	1. Provide facilities that comply with the Authority’s Health & Safety legislation and statutory guidance;

2. Provide opportunities to schools for the delivery of curriculum and after school activities;

3. Provide opportunities for casual use by the public;

4. Develop and deliver a programme of coach led activities;

5. Develop and deliver the Highland Learn to Swim programme

6. Develop and deliver Holiday Programme activity for school aged children;

7. Provide specialist venues for use by sports clubs;

8. Provide specialist advice and guidance to community management committees within the facility network.



	Libraries
	To provide reading and information services to support the educational, cultural and recreational needs of all.
	1. Work with readers and learners to identify and provide a range of relevant materials and resources;

2. Work with communities to identify, promote and preserve published material of local importance;

3. Provide alternative methods of service delivery to people who cannot easily access library buildings;

4. Encourage people of all ages and levels of literacy to share and enjoy reading for pleasure;

5. Provide guidance to support both formal and informal learning, including the provision of a library service to schools and communities.



	Museums
	To provide a specialist service that conserves, interprets and celebrates the heritage of the Highlands.

 
	1. Conserve and make accessible the Authority’s museums collections;

2. Provide public access through two regional museums and three local heritage centres and a range of interpretive services;

3. Support organised school visits;
4.  Provide specialist advice to the Authority’s Independent Museums Officer.


	Outdoor Education
	To allow people to learn by participating in outdoor pursuits through the provision of specialist staff, centres, training and safety recording systems
	1. Build the capacity of school and community staff to deliver Adventurous Activities as part of delivering the Curriculum for Excellence through Outdoor Learning;

2. Manage the off site excursions safety management system for the Authority;

3. Manage three outdoor education centres and their activity programmes.



	Sport
	To increase the number of people taking part in physical activity and to improve performance.


	1. Provide an Active Schools service in every Associated School Group (ASG) that delivers the targets of the sportscotland funding agreement;

2. Develop pathways for young people to progress from school to after school and community sport;

3. Recruit, retain and develop a network of volunteers;

4. Develop and maintain a range of physical activity and sport opportunities;

5. Provide specialist development officers for disability, golf, swimming, football and coaching development;

6. Provide specialist advice and guidance to sports clubs and organisations;

7. Lead on the set up and operation of Sports Hubs with sportscotland;

8. Work with the specialist sports officers of national governing bodies where they exist;

9. Provide specialist PE training for Highland Primary teachers in partnership with Glasgow University.



	Youth Work
	To empower young people to become successful, confident, responsible and effective through the work of specialist staff and the provision of targeted activities
	1. Co-ordinate and develop local provision for young people;

2. Widen opportunities through supporting partnerships;

3. Support young people to have a voice through a range of appropriate structures;

4. Support and develop a range of achievement frameworks;

5. Develop targeted interventions towards young people in need.




3.
Delivery Channels and Resources

3.1
The services specified in section 2 will be delivered through the following channels:
	Service
	Delivered through

	Adult Learning
	Literacies Officers;

Learning centres;

Community based adult learning;

English for speakers of other languages;

Community Language Assistants.

	Archives
	Inverness Archive and Registration Centre;

Caithness Archive Centre;

Skye Archive Centre;

Lochaber Archive Centre;

A range of new media and web resources.



	Arts
	Exhibitions Unit;

Arts Links Officer.

 

	Leisure Facilities
	Stand alone leisure centres with swimming pools;

Stand alone dry leisure centres;

Community schools (6 with swimming pools);

Community centres; 

Private leisure partnership (Aviemore Highland Resort);

Sports pitches;

Highland Football Academy.

 

	Libraries
	Public libraries;

Joint school/public library/service point;

Staffed school libraries;

Mobile libraries;

Library Support Unit;

Free public access computers;

A range of new media and web resources.

 

	Museums
	Highland Folk Museum;

Inverness Museum and Art Gallery;

Heritage and visitor centres.

 

	Outdoor education
	Outdoor Centres; 

Management of ECS Adventurous Activities System.



	Sport
	Sports Development Officers;

Active Schools Coordinators;

Specialist sports specific development staff. 



	Youth work
	Youth Development Officers;

Youth Convener;

Youth Voice;

Youth Forums;

Scottish Youth Parliament - Highland reps;

Young Scot Card;

Support to youth clubs/centres/cafes;

Duke of Edinburgh Award;

A range of youth achievement awards.


3.2
In addition, HLH will provide the non facility based staffing and resources outlined in Appendix 1 to support the delivery of the agreed services.  
4.
Staffing

4.1
The staffing establishment of HLH is comprised of 427.82 FTE, (circa 1000 staff).  A list of the posts within this establishment is contained in Appendix 2.  
4.2
The structure of the Management Team and a summary of their roles and responsibilities is contained in Appendix 3.  
5.
Facilities

5.1
The facility portfolio managed by HLH is contained within Appendix 4.  The portfolio is comprised of circa 150 large and small properties and circa 100 open managed spaces.  
6.
Non Facility Assets

6.1
HLH also manage and care for the following non facility based assets on behalf of The Highland Council:

i) Archives

ii) Museum collections

iii) Artworks

iv) Special book collections

v) Intellectual property

The Collections Agreement sets out the terms on which HLH has been granted a license to use these assets with their ownership remaining with the Council.
7.
Budgets
The Services Fee is subject to agreement by The Highland Council’s Education, Culture and Sport Committee on 15 September 2011 and subsequent agreement by the High Life Highland Board.  A breakdown of the budget appears as Appendix 5.
8.
Performance Indicators
8.1
HLH will be required to contribute to the achievement of the Council’s aims and objectives in the delivery of the PSO services as set out in the following strategic documents.  

i) Single Outcome Agreement

ii) Strengthening the Highlands

iii) Corporate Plan

iv) ECS Service Plan

v) Children’s Plan

vi) National Statutory Performance Indicators for Community Learning and Leisure Services. 

The following Performance Indicators have been extracted from each document to summarise the performance standards and performance reporting requirements to be met by HLH in providing the PSO Services. All reports referred to in the Performance Indicators will be supplied to the Council in each quarter and HLH will, in addition to the reports referred to in the Performance Indicators, provide to the Council such further information as the Council may reasonably require to enable its officers to monitor, verify and audit the achievement of the performance standards by HLH.  As each corporate document is reviewed and updated by the Council, the Performance Indicators attributable to HLH will be amended in accordance with the Change Control Procedure in Part 5 of the Service Delivery Contract.

	Service
	Performance Indicator



	Adult learning
	1. Maintain the Highland Adult Literacy Partnership;

2. Contribute to the delivery of the Highland Literacy and Numeracy Plan;

3. Develop new ways of supporting adult learners;

4. Increase the number of courses and classes run or supported by the Authority to support lifelong learning;

5. Provide a range of courses, classes and support to contribute  to the delivery of English as a second or other language (ESOL) services;

6. Increase opportunities for Adult Literacy Learners and take up by 10%;

7. Ensure that  10% of adult literacy learners move to positive destinations;

8. Increase the number of new learners supported with English language tuition 1154 by 2011;

9. Contribute to increasing the number of inward migrants and their families who have limited English language who have settle in the Highlands to 302.



	Archives
	1. Contribute to the delivery of the Authority’s Archives and Records Management Strategies;

2. Contribute to the delivery of the Authority’s policies and strategies in cultural services/archives.



	Arts
	1. Report on the number of opportunities taken up to enjoy arts, sport and cultural activities;

2. Contribute to the delivery of the Authority’s policies and strategies in cultural services.




	Service
	Performance Indicator



	Leisure facilities
	1. Contribute to the delivery of the Authority’s Community Facility Strategy including a review of Authority leisure facilities;

2. Report on the number of attendances per 1,000 population for pools;

3. Report on the number of attendances per 1,000 population for other indoor sports and leisure facilities, excluding pools in a combined complex;

4. Report on the cost / attendance figures for sports facilities;



	Libraries
	1. Contribute to the delivery of the Authority’s Library and Information Services Policy;

2. Achieve 65% of the national target met for replenishing lending stock for adults;

3. Achieve 67.5% of the national target met for replenishing lending stock for children and teenagers;

4. Report on the number of borrowers expressed as a percentage of resident population;

5. Report on the number of visits to Authority libraries per 1,000 population;

6. Increase the number of times Access Point terminals are used per 1000 population;

7. Increase dwell time on Am Baile website;

8. Maintain 25% of the resident population as library borrowers;

9. Report on the cost / visit.



	Museums
	1. Report on the number of real and virtual visits to/usages of Authority funded or part funded museums per 1,000 population;

2. Report on the number of visits to in person of Authority funded or part funded museums that were in person per 1,000 population;

3. Contribute to the delivery of the Authority’s policies and strategies in cultural services/Museums;

4. Report on the cost per visit / usage in person;

5. Report on the cost per visit / usage.



	Service
	Performance Indicator

1. 

	Outdoor education
	2. Achieve an annual increase in the users of the Badaguish outdoor education residential base



	Sport
	1. Increase the cardiovascular fitness of boys in primary 7;

2. Increase the cardiovascular fitness of girls in primary 7;

3. Increase in the number of boys participating in shinty to 1635;

4. Increase in the number of girls participating in shinty to 938;

5. Contribute to the delivery of Your Choice to Healthy Living Implementation Plan;

6. Contribute to the delivery of the Authority’s Physical Activity and Sport Strategy;

7. Maintain 1000 accredited awards for volunteers in sports leadership.



	Youth work
	1. Contribute to the delivery of the Youth Work Strategy;

2. Contribute to the delivery of the Youth Work Plan;

3. Maintain a Youth Worker presence in every Associated School Group;

4. Sustain the post of Youth Convenor;

5. Deliver successful Youth Voice elections annually supported by HYV Executive Meetings;

6. Enable all secondary school pupils to have access to the National Entitlement Card (NEC);

7. Achieve integration of smart card functionality;

8. Through the posts of Youth Convenor and Youth Workers continue to engage with young people and take the lead on giving them a voice in decisions that affect them;

9. Maintain the number of children and young people taking part in recognised leadership and achievement awards.




9.
Corporate Governance

9.1
The corporate governance of High Life Highland is structured as follows:

i) High Life Highland is a company limited by guarantee (with charitable status) with the Council as the sole member (“the main charitable company”), with a wholly owned trading subsidiary;

ii) High Life Highland is managed under the guidance and control of a Board of Directors appointed by the Council;

iii) The Board of the parent charity is comprised of 4 Council and 8 Independent Directors;

iv) The Board of the trading subsidiary, High Life Highland (Trading) CIC, is comprised of 6 Directors, 4 of whom serve on the Board of the parent charity;

v) As a charity, High Life Highland is regulated by the Office of the Scottish Charity Regulator (OSCR) and the Board must act in certain ways and provide specific information to OSCR and the public;

vi) The suite of legal documentation listed in section 1.3 sets out and governs the roles and responsibilities of both the Council and HLH in the delivery of the PSO services;

vii) The Service Delivery Contract specifies the services to be delivered by High Life Highland on behalf of the Council;

viii) A Council appointed Client Manager monitors and reports on the compliance of HLH with each Agreement, through the Director of Education, Culture and Sport (ECS) to the ECS Committee;

ix) The ECS Committee acts as the governing Council Committee;

x) The direct management and delivery of the agreed services is the responsibility of the HLH Senior Management Team as structured and approved by the Board.  
9.2
The Company will have its own Standing Orders and Financial Regulations and these will be brought to a future meeting of the Board, prior to March 2012.  In the meantime, the Company will use Highland Council’s Standing Orders and Financial Regulations, but will agree its own arrangements for the signing of cheques.
10.
Risk Management 
The risk register and risk profiles are attached Appendix 6i and Appendix 6ii.

11.
Work Stream
A draft of the October 2011 – March 2012 Work Stream which remains “Work in Progress” is included as Appendix 7.  The work Stream document will be updated and finalised prior to the signing of the Legal Framework on 30th September 2011.
