
 

CLACKMANNANSHIRE COUNCIL 

Report to: Council 

Date of Meeting: 17 December, 2015 

Subject: Education & Social Services - Future Management Arrangements  

Report by: Chief Executive  

 
1.0 Purpose 
 
1.1 The purpose of this report is to update members on developments in shared 
 services since the last meeting of Council in October and to seek members' 
 approval of matters relating to the future management of school education in 
 Clackmannanshire. 
 
2.0 Recommendations 
 
2.1 It is recommended that Council: 
 

a)  notes the work which has been undertaken since 22 October, 2015, in 
response to Stirling Council's decision to move  away from shared 
services; 

 
b) notes the externally commissioned paper (Appendix 1 to this report) on 

strategic options for the future management of school education in 
Clackmannanshire; 

 
c)  agrees that the Council should pursue the cluster-based management 

approach going forward;  
 
d)  agrees to establish the post of Chief Education Officer and to recruit to 

that post in the new year as set out in paragraphs 4.7 & 4.8 of this 
report; 

 
e)  nominates six members to sit on the Appointments Committee for the 

chief officer post as set out at paragraph 4.9 of this report; 
 
f) agrees to vire £150,000 from the education service's projected 

underspend in 2015-16 to fund the recruitment process for the chief 
education officer, to resource any future externally commissioned work 
which may be required between now and the chief officer taking up 
post and any other activities related to arrangements for withdrawing 
from shared services (the unspent allocation of this overall resource at 
the end of March 2016 to be carried forward into 2016-17 and ear-
marked for those same purposes); 
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g) agrees to establish an Attainment & Improvement Sub-Committee of 
the Education, Sport & Leisure Committee as set out at paragraphs  
4.14-4.17 of this report 

 
h) subject to agreeing the above recommendation and noting that the 

Sub-Committee will be chaired by the Convenor of the Education, Sport 
& Leisure Committee, nominates three other members to sit on the 
Sub-Committee as set out at paragraph 4.15 of this report; 

 
i) notes that proposals for new management arrangements for social 

services will come forward to Council at a future meeting. 
 

3.0 Background  - Update 
 

3.1 At its meeting on 22 October, 2015, Council agreed to give notice to Stirling 
 Council of the ending of the current arrangements for education and social 
 services in light of Stirling's decision to withdraw from shared services. 
 
3.2 The Chief Executive wrote to the Chief Executive of Stirling Council on 22 
 October and acknowledgement of that letter was received on 3 November, 
 together with notice from Stirling Council of its intention to withdraw from 
 shared services as at 31 March, 2017. 
 
3.3 The two Chief Executives had a meeting on 26 October, 2015, and began 
 discussions about progressing the managed withdrawal of shared services. It 
 was agreed at that meeting that a jointly agreed baseline position of the 
 extent of shared services was required and the chief officers for social 
 services and education are taking that forward.  
 
3.4 As well as confirming those posts which are formally part of the shared 
 services (i.e. which are co-funded) and the extent of integration, the chief 
 officers are also outlining where there exist informal arrangements which are 
 not reflected in the financial arrangements. 
 
3.5 Preliminary assessments suggest the following summary baseline position of 
 formally shared posts: 
 
 Education 
 

• Shared posts are predominantly management and central teams 
 

• 25 fte shared posts (19 employed by Stirling, 6 employed by 
Clackmannanshire) 

 
• Almost all senior management (ex schools) employed by Stirling 

 
 Social Services 
 

• Shared posts predominantly senior management of service, adult care 
management at team leader level and the Strategy & Partnership section 

 
• 44 fte shared  posts (36 employed by Clackmannanshire, 8 by Stirling) 
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• All senior management employed by Clackmannanshire. 
 
3.6 This balance of staffing reflects the strategic approach the councils adopted 
 for shared services where each organisation was the lead authority  for a 
 particular service. Most of the jointly funded staff work in equal part across 
 both authorities although there also is a small number of individuals who while 
 employed by  one authority work predominantly in the other (further to the joint 
 commitment in 2014 to deeper integration).  
 
3.7 This presents a somewhat unique situation: as things stand, and in the 
 absence of any alternative agreed proposals, most staff who work equally 
 across both authorities would likely default to their employing authority once 
 shared services cease as that is the legal basis of their employment.  
 
3.8 In that context, given that Clackmannanshire is the lead authority for social 
 services and employs all of the senior management of that service, initial 
 priority has been given to consideration of the future management of the 
 education service, with a particular focus at this stage on school education. 
  
4.0 Considerations - Education Service - School Education 
 
 Strategic Management Options 
 
4.1 Immediately following the announcement by Stirling Council that it intended to 
 withdraw from shared services, the Chief Executive commissioned external 
 support to undertake a study of how the education service might be managed 
 in the future. 
 
4.2 An initial paper was produced which set out four strategic options, 
 summarised as follows: 
 
 i) traditional model -  this would be similar to the current management model 
 where there is a sufficiently large management team to allow the service to be 
 managed from the centre; 
 
 ii) cluster-based approach - this approach would establish the cluster as a 
 significant tier of management, with a smaller team at the centre. Certain 
 responsibilities and powers would be devolved from the centre to the clusters;   
  
 iii) charitable trust - one or more charitable trusts would be established for the 
 management and delivery of school education.  A small central team would be 
 retained by the council, mainly to perform client functions. The trust(s) would 
 be largely independent of the council;   
 
 iv) out-sourcing options - the council could outsource the management of its 
 service to an external agency. A small council-controlled central team would 
 be needed, largely to perform client functions. 
 
4.3 Further to discussions with the Administration group, options i) and ii) were 
 then more fully worked up. The detail of those options is contained in the 
 paper appended to this report and was also due to be discussed at an all 
 member briefing on 14 December. The appended paper was informed by 

53



 

 discussions with headteachers from all sectors, central education staff, chief 
 officers and members of the Council's political Administration. 
 
4.4 Taking into account the pros and cons of the two options set out in the 
 externally commissioned paper, and considering those options in the 
 Council's wider corporate strategic contexts, it is recommended that Council 
 agrees to develop the cluster-based approach to the future management of 
 school education. 
 
 Future Leadership 
 
4.5 As members will have noted in the appended paper, the cluster-based 
 approach described still requires a chief officer to lead the service overall, as 
 well as a small central team. 
 
4.6 It is proposed, therefore, that Council establishes the post of chief education 
 officer and openly recruits to that post in the new year.  
 
4.7 The appointee in the first instance would: 
 
 i) develop the cluster-based management approach;  
 
 ii) begin to take forward that approach in shadow form pending the formal 
 ending of shared education services;  
 
 and would then lead the education service when the shared arrangements 
 with Stirling cease. 
 
4.8 An outline timetable for the appointment of Chief Education Officer is set out 
 below: 
 

Date Task 
 

• 17 December 2015 Council authority to appoint 
  
• Early January 2016 Advertise for chief education 

officer 
  
• Third week January 2016 Closing Date for applications 
  
• Second week in February 2016 Assessment centre 
  
• End February 2016 Appointments Committee  
  
• End May 2016 Chief officer takes up post 

 
4.9 As this is a chief officer post, the appointment would be by a committee of 
 Council which, as per Council policy, would have the following political 
 balance: 
 

• SNP - 3 members 
• Labour - 2 members 
• Other - 1 member. 
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4.10 Council is, therefore, invited to nominate six of its members to sit on the 
 Appointments Committee on that basis. 
 
4.11 Elected members will note that the appended paper states that there are 
 various structural options within a cluster-based approach. Concurrently with 
 the process of recruiting the chief education officer, therefore, further 
 engagement will take place on the detail of the future structure within the 
 overall cluster model. 
 
 Other Matters - Attainment & Improvement 
 
4.12 As members will be aware, Clackmannanshire Council is part of Phase 1 of 
 the Scottish Attainment Challenge initiative which targets improvements in 
 literacy, numeracy and health and wellbeing and is focused on primary 
 schools.  Clackmannanshire is one of seven local authorities receiving a share 
 of the £100m funding allocated to drive forward these improvements over 4 
 years; £718,000 has been allocated to this Council for 2015-16. 
 
4.13 An officer Attainment Challenge Team has been established to lead the 
 Scottish Attainment Challenge in Clackmannanshire and an Attainment 
 Challenge Management Group has been established to oversee and monitor 
 its work.  
 
4.14 In order to enable focused elected member scrutiny of the implementation of 
 the Attainment Challenge, as well as other matters related to attainment and 
 school improvement, it is recommended that a sub-committee of the 
 Education, Sport & Leisure Committee is established. The sub-committee 
 would be called the Attainment & Improvement Sub-Committee and its remit 
 would be to: 
 
 a) monitor the implementation of the Attainment Challenge programme in 
 Clackmannanshire; 
 
 b) review the effectiveness of the funded activities in meeting the desired 
 outcomes of the Attainment Challenge; 
 
 c) review the effectiveness of improvement plans of educational 
 establishments; 
 
 d) make recommendations to the Education, Sport & Leisure Committee on 
 any matters within this remit. 
 
4.15 It is proposed that the Attainment & Improvement Sub-Committee would have 
 four members drawn from the Education, Sport & Leisure Committee as 
 follows: 
 

• SNP - 2 members (one of which is the Convenor of the Education, Sport & 
Leisure Committee 

 
• Labour - 2 members 
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4.16 The sub-committee would be chaired by the Convenor of the Education, Sport 
 & Leisure Committee. The sub-committee's quorum would be two. 
 
4.17 It is proposed that the sub-committee would meet 2-3 weeks in advance of 
 each full meeting of the Education, Sport & Leisure Committee. 
 
5.0 Considerations - Social Services 
 
5.1 With the ceasing of shared services, the Council will also be required to 
 establish a new management structure for social services.  
 
5.2 This is currently under preliminary consideration with regards to the following 
 contexts: 
 

• the adoption of the health and care integration (HSCI) scheme and the 
appointment of the HSCI chief officer for Clackmannanshire & Stirling; 

 
• the transfer of community justice services back to the Council and the new 

strategic responsibility the Clackmannanshire Alliance will have for 
community justice; 

 
• (as with the education service) the Council's wider strategic corporate 

contexts of Making Clackmannanshire Better and future budget decisions. 
 

5.3 In respect of health and care integration, the Integration Joint Board (IJB) has 
anticipated that the HSCI chief officer will likely at a future (as yet unspecified) 
point assume responsibility for the direct management of adult care services. 
There will remain, however, a need for the Council to retain a chief social 
work officer (CSWO) and to have recourse to advice on adult care matters 
independent of the IJB. The CSWO will also have responsibility for child care 
and community justice. 

 
5.4 Existing community justice services are due to transfer from the Community 

Justice Authority back to local councils as of April, 2017, and local community 
planning partnerships will have new strategic responsibilities for community 
justice. 

 
5.5 It is not anticipated that the new social services arrangements will wholly 

mirror existing arrangements as the scale of Clackmannanshire-only  
operations offers opportunities for more tailored local approaches. 

 
5.6 A report to Council will come forward in due course with proposals for future 

arrangements for social services, as well as any proposals for changes in the 
wider corporate management arrangements further to the decision on shared 
services and forthcoming budget decisions. 

6.0 Conclusions 

6.1 Progress has been made in since late October in considering and developing 
new arrangements for Clackmannanshire's education and social services. 
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6.2 Briefing sessions for senior education and social services employees of 
Clackmannanshire have been led by the Chief Executive, Leader and 
Convenor; focus groups of headteachers have taken place to inform the 
thinking on future education management arrangements. 

6.3 Positivity, commitment and good will have been expressed by staff at all these 
forums which provides a very encouraging basis for moving forward. While 
much remains to be done to put in place new arrangements by the end of 
March 2017, a useful start has been made. 

 
7.0 Sustainability Implications 
 
7.1 N/A 
 
8.0 Resource Implications 
 
 Financial Details  
 
8.1 There are budget implications arising from this report. There is no budget for 
 the post of chief education officer or to commission any further external 
 support for work in connection with arrangements after shared services or to
 undertake any activities related to withdrawing from shared services.  

 
8.2 It is proposed, therefore, that £150,000 is vired from the education service's 

projected underspend in 2015-16 to fund the recruitment process for the chief 
education officer, to resource any future externally commissioned work which 
may be required between now and the chief officer taking up post and to fund 
any other activities related to arrangements for withdrawing from shared 
services. It is proposed that the unspent allocation of this overall resource at 
the end of March 2016 is carried forward into 2016-17 and ear-marked for 
these same purposes. 

 
8.3 The costs of the chief education officer and potentially other management 
 positions will  likely also require to be included in the 2016-17 budget as a 
 demand pressure to cover the shadow period.  
 
8.4 The Council currently transfers around £538,000 to Stirling Council for the 
 shared education service and once the shared arrangements cease, that 
 resource will return to this Council to fund its own services. This is a gross   
 figure - this Council receives around £240,000 from Stirling for shared posts. 
 
8.5 A business case on secondary school staffing has identified that the number 
 of promoted posts in secondary schools in Clackmannanshire is higher than 
 other local authorities to the equivalent value of £260,000 (costs per pupil at 
 secondary level in Clackmannanshire are the eighth highest in Scotland.) This 
 suggests there is some capacity in the secondary sector which could be 
 utilised for any new arrangements.  
 
8.6 There is not yet sufficient information overall around staffing to provide firm 
 advice on the net impact of ceasing shared services and moving to new 
 arrangements. Further reports will be submitted to Council as the process of 
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 withdrawing from shared services and developing the proposed new 
 arrangements progress. 
 
 Staffing 
 
8.7 This report proposes the establishment of a chief officer post which requires 
 Council approval.  
 
8.8 The report proposes new strategic management arrangements focused on the 
 school education service. While currently part of the education service, youth,  
 sports and adult education services are not incorporated in the appended 
 paper. This is to allow a focus directly on school management and does not at 
 this stage imply anything about the future arrangements for these other 
 services. 
 
9.0  Exempt Reports          
 
9.1 Is this report exempt?       No 
 
10.0 Declarations 

 
The recommendations contained within this report support or implement our 
Corporate Priorities and Council Policies. 

 
(1) Our Priorities (Please double click on the check box) 

  
The Council is effective, efficient and recognised for excellence 

 
11.0 Equalities Impact 
 
11.1 N/A  
 
12.0 Legality 
 
12.1 It has been confirmed that in adopting the recommendations contained in this 
 report, the Council is acting within its legal powers.  Yes   
  
13.0 Appendices  
  
 Options for the Future Management of School Education in    

 Clackmannanshire 
 
14.0 Background Papers  
 
 Options for the Future Management of School Education in    

 Clackmannanshire, Interim Report    
author(s) 

NAME DESIGNATION TEL NO / EXTENSION 

Elaine McPherson Chief Executive 
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