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PURPOSE OF REPORT To provide the Comhairle with an update on progress associated with the 
development and delivery of the Barra and Vatersay Community Campus 
project. 

 COMPETENCE 

1.1 There are no legal, financial, equalities or other constraints to the recommendations being 
implemented. 

SUMMARY 

2.1 The conclusion of the Barra and Vatersay Community Campus Feasibility Study, published in 
October 2019, was that Option 1 be recommended as the preferred option as a means of 
developing the integration of public sector services delivery for Barra and Vatersay and, 
specifically, the provision of an integrated health, social care, learning and community facility in 
Castlebay.  The recommendation was however subject to the successful resolution and further 
development of a number of key areas set out at para 4.3 within the body of this Report. 

2.2 The Comhairle agreed in November 2019 that Option 1 be adopted as the preferred option and 
NHSWI announced in December 2019 its unanimous decision to accept Option 1b, comprising the 
principles set out in Option 1 but specifically including the closer adjacency of the Housing with 
Extra Care unit to the proposed health facilities by the realignment of the A888 road. 

2.3 The development of the project has, so far, been overseen by the Project Shadow Board and, 
moving forward in the further development of the project as an integrated community campus, it is 
proposed that a more comprehensive, detailed and inclusive set of governance and project 
management arrangements based on current Scottish Government and SFT guidance, the need to 
ensure an effective transition from current governance arrangements associated with the St 
Brendan’s project, and recent decisions of the Comhairle be established. 

2.4 At its meeting of 12 February 2020, the Shadow Board considered and agreed the arrangements 
summarised within the body of this Report and set out in more detail in Appendix 1 and Appendix 2 
to this Report. 

2.5 Importantly, these arrangements shall link with existing structures within the Comhairle, and 
provide for the regular reporting of progress, and accountability for project delivery, through the 
Investment Delivery Board, Education, Sport and Children’s Services Committee and Policy and 
Resources Committee. 

2.6 Following a concurrent decision of the Project Shadow Board, hubNorth Scotland Ltd has been 
appointed to provide technical support in the taking forward of a number of remaining key tasks in 
advance of a formal submission to Scottish Government, specifically the development of a decant 
strategy for school and learning facilities, the undertaking of a desk-top peer review of the 
Feasibility Study and the further development of Option 1. 

2.7 At the time of writing, subject to the outcomes of the inception meeting of the Project Investment 
Decision Makers Group, it is anticipated that a first-stage submission be prepared for consideration 
by the Scottish Government Health and Learning directorates by the end of April 2020. 

 RECOMMENDATIONS 

3.1 It is recommended that the Comhairle: 
 

(a) note the report; 
 

(b) authorise the Chief Executive to implement the governance arrangements for the 
project set out in paragraphs 5.1 to 5.8 and Appendices 1 and 2, making such minor 
adjustments as may be required following receipt of further advice from Scottish 
Government and the Scottish Futures Trust and 

 

(c) authorise the Chief Executive to agree the assurance and approvals processes 
consistent with the development of a “pathfinder project” in consultation with NHS 
Western Isles and Scottish Futures Trust 

 

Contact Officer: Malcolm Burr, Chief Executive and Iain Mackinnon, Director for Investment Delivery 
Background Papers: Barra and Vatersay Community Campus Feasibility Study Report; hubNorth Scotland Ltd; October 2019 
Appendices: 1 Project Governance and Management Arrangements (Organogram) 
 2 Project Governance and Management Arrangements (Terms of Reference) 
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BACKGROUND 
 
4.1  Following the publication of the Barra and Vatersay Community Campus Feasibility Study 

Report in October 2019, the Comhairle agreed in November 2019 that Option 1, comprising 
the integration of health, social care, learning and community facilities; complete new-build on 
site of and adjacent to existing Castlebay School, be adopted as the preferred option as a 
means of developing the integration of public sector services delivery for Barra and Vatersay 
and, specifically, the provision of an integrated health, social care, learning and community 
facility in Castlebay. 

 
4.2 NHS Western Isles announced in December 2019 its unanimous decision to accept Option 1b, 

comprising the principles set out in para 4.1 above but specifically including the closer 
adjacency of the Housing with Extra Care unit to the proposed health facilities by the 
realignment of the A888 road. 

 
4.3 The recommendations considered by both the Comhairle and NHSWI were subject to the 

successful resolution and further development of several key areas: 
 

 Establishment of key stakeholder project governance and management arrangements; 
including conclusion of organisational interface agreements, funding availability and cost 
allocation issues, risk and contingency funding management, asset ownership, occupancy 
agreements, partner agency workforce management 

 Clarification of participation of ancillary stakeholders and conclusion of terms and 
conditions associated with participation/occupancy; specifically the Barra Children’s 
Centre, UHI Lews Castle College, Police Scotland, the Barra Sports Forum and Comunn 
Eachdraidh Bharraidh agus Bhatarsaidh 

 Development of detailed decant strategy for learning and sports facilities to minimise 
disruption and cost during construction phase and to maximise potential legacy for public 
and third sector and wider community 

 Development of project-specific Delivery and Procurement Strategy, including proactive 
engagement with regional and national construction supply chain and further investigation 
of Modern Methods of Construction (MMC) for cost and programme benefit 

 Further development of project scope, design and specification, including the 
implementation of effective and coordinated project briefing and the pursuit of additional 
floorplan efficiencies through increased shared accommodation and adjacencies 

 A clarification of the differences in cost, value and operational constraints/efficiencies for 
health and social care and the HWEC element associated with the comparison of Option 
1a (line of main road retained) and Option 1b (line of main road realigned) 

 Further consideration of the inclusion of the HWEC element as part of the SHIP and the 
potential level of funding contribution from Scottish Government 

 Further development of the project cost plan and funding to demonstrate best value and 
affordability 

 Explore further opportunities for alignment with priorities and key actions from the Barra 
and Vatersay Local Energy Plan 

 Development and implementation of a Stakeholder Engagement and Communication 
Strategy; with particular reference to recurring themes, concerns and observations from 
respondees from September 2019 drop-in session. 
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PROJECT GOVERNANCE AND MANAGEMENT ARRANGEMENTS 

 
5.1 The project represents the largest capital investment to be undertaken jointly by the Comhairle 

and NHS Western Isles and, accordingly, demands that special arrangements be made to 
ensure that the governance of the project is both clear and effective in terms of project 
delivery, value for money and in ensuring that the project’s objectives are met, both at an 
organisational and a wider partnership level. 

 
5.2 The development of the project has, so far, been overseen by, the Project Shadow Board, the 

key role of which was to oversee the delivery of the feasibility aspects of the project, and to 
ensure that a suitable forum was available for all principal partners to the project, being the 
Comhairle, NHS Western Isles and Scottish Futures Trust (SFT), to co-ordinate the 
preparatory aspects of the project. 

 
5.3 Moving forward in the further development of the project as an integrated community campus, 

it is proposed that a more comprehensive, detailed and inclusive set of governance and 
project management arrangements based on current Scottish Government and SFT guidance, 
the need to ensure an effective transition from current governance arrangements associated 
with the St Brendan’s project, and recent decisions of the Comhairle be established. 

 

5.4 In the consideration of potential project and delivery risks, the Feasibility Study Report 
identified the inability of organisations to agree an overall project governance strategy, 
clarifying roles responsibilities and a project approvals/gateway process, as the highest risk to 
the project.  The proposed risk management strategy or mitigation measure was that “the 
Comhairle, NHSWI, SFT & Scottish Government continue to develop and agree initial 
principles and strategy for alignment”. 

5.5 A further consideration is the need to ensure an effective and inclusive transition of 
governance and management arrangements from those currently in place for the re-
provisioning of health and social care facilities at St Brendan’s Hospital and Care Home in 
Castlebay by NHSWI in collaboration with the Comhairle. 

5.6 In establishing project governance and management arrangements for the Barra and Vatersay 
Community Campus project, the following key considerations and requirements were 
recognised: 

 Cognisance of current Scottish Government and Scottish Futures Trust guidance on 
collaborative procurement and organisational capability and capacity 

 The importance of the inclusion of Scottish Government Health and Learning directorates 
and the Scottish Futures Trust alongside the Comhairle and NHS Western Isles as key 
project shareholders at the highest level of governance 

 Project Executive Board arrangements substantially consistent with the decision of the 
Comhairle in November 2019 and the appointment of a competent and experienced 
Senior Responsible Officer (SRO) as Chair or, respecting the joint nature of the project, 
co-Chairs 

 The establishment of a multi-agency and multi-disciplinary Project Delivery Team and 
Sub-Groups; substantially consistent with that currently in place for the St Brendan’s 
Hospital and Care Home and Lewis Residential Care 

 The identification and evaluation of options associated with the appointment of a Project 
Delivery Partner 

 The development and implementation of an effective and inclusive stakeholder 
engagement strategy, ensuring a continuation of the levels of participation, engagement 
and consultation with key stakeholders, representative bodies and the wider community 
previously in place for the St Brendan’s project and implemented as part of the Feasibility 
Study. 
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5.7 The Shadow Board considered and agreed the arrangements set out in Appendix 1 and 

Appendix 2 to the Report and summarised in Fig 1 below: 
 

 
 

 
 

 
Fig 1: Project Governance and Management Arrangements 

 
5.8 Importantly, these arrangements shall link with existing arrangements within the Comhairle, 

specifically accountability, and the regular reporting of progress, through the Investment 
Delivery Board, the Education, Sport and Children’s Services Committee and the Policy and 
Resources Committee. 

 
 
 DEVELOPMENT OF PREFERRED OPTION 
 

6.1 A major factor in securing the formal support of Scottish Government Health and Learning 
directorates will be a consideration of existing and quite separate and distinct 
departmental assurance/approvals processes and the development of a “pathfinder 
project” process which satisfies the needs of both directorates. 

 
6.2 At the time of writing, the inception meeting of the Project Investment Decision Maker 

Group, comprising both Scottish Government directorates, the Scottish Futures Trust, the 
Comhairle and NHSWI, is to be held on Monday 17 February 2020 and subject to the 
outcomes of such a rationalisation exercise, it is anticipated that a key action for the 
project partner organisations will be the submission of a finalised proposal which 
addresses most if not all the points listed in para 4.3 above. 

 
6.3 Matters associated with the need for and establishment of effective and inclusive project 

governance and management arrangements, including the development and 
implementation of a Stakeholder Engagement and Communication Strategy, are 
considered above. 
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6.4 Discussions with potential shareholder organisations including HHP, The Barra Children’s 

Centre, UHI Lews Castle College, Police Scotland and Comunn Eachdraidh Bharraidh 
agus Bhatarsaidh are being undertaken by the Comhairle’s Director of Education, 
Learning and Children’s Services and Director for Investment Delivery. 

 
6.5 Following the decision of the Shadow Board on 12 February 2020, hubNorth Scotland Ltd 

has been appointed to provide technical support in the taking forward of a number of the 
remaining key tasks, specifically: 

 
6.5.1 Development of Decant Strategy 
 

 Determination of school and learning requirements; including library, sports, leisure 
and other community uses; 

 Identification and availability of existing properties for use as decant facilities and 
assessment of condition and suitability; 

 Identify scope of necessary refurbishment works to provide decant capacity; 

 Engagement with supply chain re capacity and appetite for involvement in 
refurbishment works; 

 Engagement with appropriate local representative bodies and wider community in 
development and implementation of strategy; 

 Development of costed and programmed Decant Strategy 

 

6.5.2 Peer Review of Feasibility Study 
 

 Validate identification of Option 1 as preferred option; 

 Make further recommendations with regard to areas for further investigation or 
development to contribute to the development of an intelligent Project Brief; 

 Provide high-level input to consideration of potential for further organisational 
collaboration and the development of an integrated service delivery model for Barra 
and Vatersay in the context of relevant national government strategic priorities. 

 

6.5.3 Development of Option 1 

 

 Clarification of all spatial requirements; including consultation with all internal and 
external stakeholders and the identification of further space efficiencies through the 
rationalisation and sharing of common spaces 

 The further development of issues carried forward from the Study; including the 
assessment of single storey provision for HWEC facility, landownership and 
alternative boundaries, and sports provision during the construction period. 

 Capture the energy performance and carbon reduction requirements of a new facility 
and secure an understanding of what the wider energy strategy could be with 
potential opportunities for alignment with the Barra and Vatersay local energy plan 

 Collaborate with sponsoring and supply chain partners to refine and provide further 
validation on capital and operating costs, cost certainty and risk management 
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6.6 At the time of writing, subject to the outcomes of the meeting of the Project Investment 

Decision Makers Group, it is anticipated that a first-stage submission be prepared for 
consideration by the Health and Learning directorates by the end of April 2020, comprising: 

 

 Agreement of strategic objectives and success measures 

 Identification of shareholders and stakeholders 

 Scope of project and outline design 

 Project costs 

 Quantum and nature of funding support (Health, Learning, More Homes Division, 
CnES and others) 

 Programme and key milestones 

 Quality management 

 Responding to SGvt priorities re energy efficiency and digital connectivity 

 Partnership delivery and operating agreements 
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Appendix 1 

Project Governance and Management Arrangements (Issue 19 February 2020) 

Comhairle nan 
Eilean Siar

(Malcolm Burr)

NHS
Eilean Siar

(Gordon Jamieson)

PROJECT EXECUTIVE BOARD
Gordon Jamieson, Chief Executive, NHSWI

Ron Culley, Chief Officer, Western Isles H&SC
Moira Anderson, NHSWI Project Director

Bernard Chisholm, Director of Education & Children s Services, CnES
Robert Emmott, Director for Assets, Finance and Resources, CnES

Grant Robertson, Senior Associate Director, SFT

SGvt Health
Directorate

(Alan Morrison)

SGvt Learning
Directorate
(Andy Dailly)

Scottish Futures 
Trust

(Grant Robertson)

INVESTMENT DECISION MAKER GROUP

In attendance:
Chief Executive, CnES
Director for Investment Delivery, CnES
Director of Finance, NHSWI

Infrastructure
& Facilities
Sub-Group

Iain Mackinnon, CnES (Ch)
Moira Anderson, NHSWI

Dan Macphail, CnES
Calum Mackenzie, CnES

Murdo Murray, CnES
Kenny Matheson, CnES

Tony Wade, CnES
Douglas Mackenzie, NHSWI

Janice Mackay, NHSWI
Jon Harris, NHSWI
John Maciver, HHP

Operational Policies & 
Service Redesign

Sub-Group
(Senior Responsible Officer)(Ch)

Moira Anderson, NHSWI
Iain Mackinnon, CnES
Dr Mark Willcox, GP

Mary Clare Ferguson, CnES
Suzanne Forman, CnES
Becky Maclean, CnES
Joe Macphee, CnES

Emma Macsween, H&SC
Mairi Campbell, H&SC

SAS Representation
[Trade Union Representation]

Stakeholder
Engagement

Forums

PROJECT DELIVERY TEAM
Iain Mackinnon, Director for Investment Delivery, CnES (Ch)

Moira Anderson, NHSWI Project Director
Douglas Mackenzie, Property Manager, NHSWI

Jack Libby, Head of Community Care, H&SC
Emma Macsween, Head of Partnership Services, H&SC

Kathleen McCulloch, Community Lead Nurse. H&SC
Dr Scott McMinn, Barra GP Practice

Mary Clare Ferguson, Senior Education Officer, CnES
Suzanne Forman, Castlebay School Headteacher, CnES

Users Group
Schools Management and Staff

Nursing and Care Staff
Ambulance and Air Ambulance

Dental Services
Pharmacy

Dietetics and Catering Services (CnES & NHSWI)
Building Cleaning (CnES & NHSWI)

Property Maintenance (CnES & NHSWI)
IT (CnES & NHSWI)

H&S (CnES & NHSWI)
H&SC Adult Services

Administration (CnES & NHSW)
(incl Patient Travel)

Police Scotland
Comunn Eachdraidh Barraidh agus Bhatarsaidh

The Barra Children s Centre
UHI Lews Castle College

Hebridean Housing Partnership

Community Representative Group
CnES Elected Members

H&SC Locality Planning Group
Local Disabled Access Panel

Castlebay and Vatersay Community Council
Northbay Community Council

Castlebay School Parents  Council
Eoligarry School Parents  Council

Barra Sports Forum
Coimhearsneachd Barrraidh agus Bhatarsaidh Ltd

DELIVERY PARTNER

Project Director

Design Team
Architecture

Civil/Structural
Transportation

Mechanical/Electrical
Landscape Architecture

Cost Consultant
Other Disciplines

Construction Partner

Barra and Vatersay Community Campus :: Proposed Project Governance and Management Arrangements (DRAFT 18 February 2020)

Statutory/Technical 
Consultees

CnES Building Control
CnES Planning

CnES Roads and Transport
SEPA

Services/Utilities
Health Facilities Scotland

Architecture + Design Scotland
Fields in Trust

The wider community
Residents of Barra and Vatersay

Schools  teaching and non-teaching staff
Schools  pupils and parents

HE/FE service users
H&SC service users, Carers and families

Finance
Sub-Group

Moira Anderson, NHSWI (Ch)
Iain Mackinnon, CnES

Debbie Bozkurt, NHSWI
Kathleen Maclennan, NHSWI

Robert Emmott, CnES
Norman Macdonald, CnES
Donald E Macleod, CnES
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Appendix 2 

Project Governance and Management Arrangements 
(Terms of Reference) 

 
 
 
This is to be read in conjunction with the attached proposed organogram of governance for the new 
Barra and Vatersay Community Campus to reflect the partnership arrangements which are in place 
to deliver a fully integrated local model and reflect the bespoke investment partnership as supported 
at Government level. 
 
 
INVESTMENT DECISION MAKER GROUP 
 
This group comprises Scottish Government Health, Scottish Government Learning, Scottish Futures 
Trust (SFT), NHS Western Isles (NHSWI) and Comhairle nan Eilean Siar (CnES). 
 
The key roles for this group are 

  The agreement of strategic objectives, measures of success and performance criteria 

  Agreement and implementation of project-specific (pathfinder) project 
gateway/approvals/assurance process; ensuring adherence to approved process 

  Ensuring a viable business case exists 

  Ensuring project ownership and clarity of roles and responsibilities; including establishment and 
conclusion of partnership delivery and operating agreements 

  Identification and allocation of funding 

  Oversees project performance and achievement of targets; consistent with agreed strategic 
objectives and success measures 

  Endorses an acceptable procurement process to reflect partnership arrangement 

  Resolves any issues that fall outside the Project Executive Board’s delegated authority 

 
 
PROJECT EXECUTIVE BOARD 
 
Accountable to the Investment Decision Maker Group, this group comprises executive management 
representation from SFT, NHSWI and CnES. The key roles for this group are: 
 

  Ensuring the project strategic objectives are met 

  Appointing Senior Responsible Officer(s) (SRO) from within Board 

  Provide overall direction for delivery of the project 

  Initiate assurance reviews when required 

  Agree development and procurement strategies 

  Agree communications strategy 

  Support service redesign required by respective project partners to ensure strategic objectives 
are met 

  Provide sufficient resource to deliver and sustain the project during development and beyond 

 
Role of the SRO 

  Define and communicate the vision and business objectives in line with the policies of the 
respective project partners 

  Ensure ongoing viability of the project 

  Ensure engagement of key stakeholders 

  Provide team with leadership, decisions and direction 

  Ensure the delivered solution meets the strategic objectives of the project 
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PROJECT DELIVERY TEAM 
 
Accountable to the Project Executive Board, this team comprises senior representation from NHSWI 
and CnES together with identified lead individuals from each partnership organisation; to be 
responsible for coordination between project delivery and service redesign alignment with project 
objectives. 
 
The key roles for this group are 

  Accountable to Project Executive Board for the development and delivery of the project 
consistent with agreed strategic objectives and success measures/KPIs 

  Effective management of safety and quality assurance through development and delivery 
stages 

  Manage the scope of the project and the associated sub groups set up to support delivery 
objectives 

  Development of Delivery and Procurement Strategy; specifically consideration of options 
associated with procurement and appointment of Delivery Partner 

  Engage with sub groups to ensure operational arrangements are in place to support the 
objectives of the project 

  Engage with user groups to update and inform them of progress of project 

  Continued engagement with local community groups and the wider community on progress on 
the project 

  Manage procurement of the project through appointed delivery partner 

  Manage risks associated with project delivery 

  Manage project within budget parameters set 

 
 
PROJECT SUB (OR WORKSTREAM) GROUPS 
  
These groups require key lead individuals from both organisations charged with the delivery of 
operational policies for the project. Three groups have been identified at present to reflect areas of 
significant importance to the delivery of project objectives and to ensure sustainable solutions for the 
future 
  
The key roles for these groups are 

  Develop operational policies for all aspects of the project 

  Deliver service redesign proposals to reflect change of operational procedures required to 
embrace service change in the context of an integrated campus 

  Engage with user groups on operational policies and service redesign 

  Submit regular updates to the Project Delivery Team 

  Actively support the development of the design solutions once detailed design stage reached 
including approval of room data sheets and equipment requirements 

 
 
USER GROUPS 
 
These groups should comprise staff delivering services affected by the redesign proposals 
developed by the Sub (Workstream) Groups. It is anticipated that there will be a strong link between 
these groups, the Sub-Groups and the Project Delivery Team 
 
The role of these groups is to support the work of the workstream groups and delivery team who 
should also regularly update them on progress. 
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COMMUNITY REPRESENTATIVE GROUP 
 
This group comprises members of the community who hold positions designed to keep the public 
informed of all aspects of public sector activities and will have a particular role in this project as a 
liaison mechanism to the community in the wider public engagement strategy yet to be agreed. It is 
anticipated that regular meetings will be set with this group to report on progress. 
  
For the wider community, these meetings will be complemented with public drop-in sessions and 
other forms of contact (including social media) at appropriate intervals. 
 
 
PROJECT DELIVERY PARTNER 
 
Subject to consideration of options by Project Delivery Team and approval of Project Executive 
Board; currently anticipated as hubNorth Scotland Ltd who will provide a full project management 
proposal once it is agreed that they have been identified as preferred partner. 
 

 


