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1 SUMMARY 

1.1 This report outlines the direction for taking forward the shared services agenda, 
as determined by a recent Taking Stock exercise, which reviewed the progress 
to date and has assisted in identifying priority actions for the near future. 

1.2 The shared Education and Social Services functions are dependent on a range 
of infrastructure services (e.g. ICT, HR, Finance, Admin, etc) and this report 
explains the work that has been done and is scheduled for coming months. 

 

2 OFFICER RECOMMENDATIONS 

Council is asked to:- 

2.1 note the outcomes of the Taking Stock exercise, discussed recently at an event 
attended by Elected Members of both Councils; 

2.2 note progress to date in relation to the infrastructure supporting shared services; 
and 

2.3 endorse the future approaches and priorities in relation to the lead authority 
model and infrastructure work stream. 

 

3 CONSIDERATIONS 

Taking Stock Exercise 

3.1 The Programme Board have recently been supported in conducting a Taking 
Stock exercise in order to clarify progress and set the context for future activity.  
The outcomes of this exercise were recently discussed with Elected Members 
from both Councils at a progress review event. 

3.2 The exercise noted that in Education and Social Services new structures have 
been established and populated, and Trades Unions are engaged and 
contributing to the process.  A critical analysis of Education and Social Services 
delivery has taken place, and there is good evidence of staff beginning to 
engage in shared services.  
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3.3 There remains much to be achieved, in particular around removing perceptions 
of a hidden agenda, and clarifying the implications of shared services with 
managers and their teams across both authorities.   

3.4 It was confirmed that the scope of the shared services programme extends to the 
delivery of Social Services and Education, with activity in infrastructure services 
to meet their support requirements.  Other services will continue to be provided 
by each council. 

3.5 To take the programme forward it was clear from the Taking Stock exercise that 
there is a need to clarify the structure of tasks and activities, and clarify 
programme governance through the Programme Board and Steering Group.  In 
conjunction with improved programme communications, this clarification of 
structure will support and improve future staff engagement and assist with the 
cultural shifts needed as the two organisations operate more closely. 

Progress to Date 

3.6 Preliminary work packages were developed for each service area (Social 
Services, Education and Infrastructure) and work was taken forward in 
conjunction with the two joint Heads of Service.  This work began to:- 

• clarify the vision for each service so that the development of support 
services arrangements is directed to identifying practical and workable 
solutions that fit with the shape of the developing service delivery 
arrangements 

• prioritise key infrastructure tasks to target effort on areas of greatest 
importance 

• establish the principle that early solutions are transitional and therefore 
not always elegant, reflecting a need for pragmatic solutions to maintain 
business continuity and performance levels 

• develop a framework for formalised infrastructure project management 
arrangements 

3.7 In addition, infrastructure staff from both councils have been involved in taking 
forward a number of practical tasks to support shared education and social 
services.  The current position is described in more detail below:- 

3.8 Human Resources  

• Supported development of job descriptions, Trades Union engagement 
and the management of the recruitment processes for joint teams. 

• Joint Heads of Service were assisted in agreeing and populating shared 
management structures for Education and Social Services. 

• Contributed to Programme Board meetings, Trades Union consultation, 
and a detailed workshop on management structure. 

• A programme of both separate and joint briefings has been established 
for Trades Union representatives of both councils. 

• Employee groups affected have been briefed on the shared management 
structure 
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3.9 Information and Communication Technology 

• Support arrangements in place for staff working between the two Councils 
with local support provided whenever possible.   

• Staff from both Councils can now log into their "home council" from the 
other Council's sites.   

• E-mail address books for both Councils are available at each location.  
Diary appointments can be made with colleagues from both Councils 
using normal systems. 

• A secure connection for all e-mail and data transfer now in place.  This 
reduces vulnerability for information which previously could have been 
routed via the internet. 

3.10 Finance 

• Collaborative working between services has allowed the production of 
service budget comparisons at cost centre level. 

• Budget comparisons have informed both the consideration of e.g. service 
integration in Social Services and discussion on approaches to budget 
management and financial monitoring between councils. 

• Practical activity to support day to day operation of services between 
authorities, e.g. ensuring managers are able to authorise spend across 
newly extended remits.  

3.11 Administration 

• Weekly meetings between Clackmannanshire and Stirling administration 
managers ensure that support is efficiently and effectively delivered to the 
shared services. 

• Work to compare the operational models for administrative support is 
taking place and is being used to inform the development of options for 
future configuration of support. 

3.12 Performance Management 

• Differences in performance reporting identified, both in indicators used 
and reporting arrangements.   

• The councils operate a common performance management system - 
Covalent.  Further discussion with services will be required to start to 
develop common indicators.  

• A pragmatic approach to Public Service Improvement Framework activity, 
aligning timetables and support between councils has been suggested. 

• Early discussions have taken place with external Inspection Agencies.  It 
was accepted that separate reports for each Authority were still required; 
however a request had been made that one inspection in each service be 
carried out in view of the single management structure in both Education 
and Social Services.  Members have previously highlighted the need for 
both Councils to receive joint reports. 
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3.13 Legal & Governance 

• Agreement reached on Schemes of Delegation provides authority for the 
Joint Heads of Service to operate across both Council areas.  These were 
agreed by both Councils earlier in the summer. 

Future Approaches and Priorities 

3.14 In relation to infrastructure support, the following principles, which should be 
applied as shared services progress, have been developed by the broader 
infrastructure group:- 

• other things being equal, it is important that the infrastructure 
development priorities are guided by the priorities of education and social 
services and do not become the driver/ priority themselves, 

• there is a need to establish a robust business case as a consistent point 
of reference for managing the whole project and its delivery, 

• there is transparency and accountability over public funds, 

• we are clear about our capacity (skills and numbers of staff) and establish 
clear parameters to identify where external or additional support may be 
required and how this will be procured and engaged, 

• existing polices and approaches, for example in avoiding compulsory 
redundancy, will influence the pace with which change can be enacted, 

• performance indicators and monitoring arrangements are established and 
embedded. 

3.15 Through the stock-taking exercise, the Programme Board has also highlighted 
some priority actions for strategic management around the need to:- 

• define and articulate what the lead authority model means, and does not 
mean, for shared services, 

• assess on an ongoing basis the benefits and costs of the shared services 
and derive measures of success, 

• develop an effective communications strategy, 

• ensure effective programme and project management, 

• recognise the contribution made by services and individuals in their 
goodwill and commitment towards the activities described here, 

• establish clear performance and budget reporting arrangements for the 
shared services to enable each Council to fulfil their governance 
responsibilities. 

3.16 Initially, the core task for the group will be to better define the implications of the 
Lead Authority Model (outlined below), and ensure consistent understanding 
across services about what it is, and importantly, what it is not.  The lead 
authority model is intended to bring structure to facilitate prioritisation of activities 
and targeting of resources.   
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Infrastructure Priority Actions 

3.17 Taking the above into consideration, the following priority actions for support 
services have been proposed as the next phase for the infrastructure work 
stream: 

3.18 Human Resources 

• Clarify the HR implications of the lead authority model (e.g. in terms of 
terms and conditions, hierarchy of council policy and contracts etc) 

• Develop protocols for where and how HR support will be sourced for each 
of the shared services 

• Develop options for closer working between the two councils to support 
consistent HR advice, policies and practice. 

3.19 Information and Communication Technology 

• Appraise options in relation to the cost and benefits of a joint Social 
Services system 

• Both councils already use the SEEMIS Education system.  Discussions 
are underway with the provider to develop a suitable model that will allow 
for senior manager access to both councils' data. 

• Investigate a shared facility for storing data that is required across both 
Councils 

• Investigate software licence implications of joint working 

• Develop, explore and appraise options for the delivery and support of IT 
for the future 

• Explore opportunities for a common telephony system 

3.20 Finance 

• Agree how best to account for shared savings and costs (including 
opportunity costs) 

• Propose options for accounting support responsibility 

• Clarify financial management and budget performance reporting 
arrangements 

• Establish arrangements to manage costs  

Performance Management 

Administration 

Lead Authority Model 

Finance HR IT 
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• A strategic financial view around developing shared approaches to 
budgeting for specific service areas is under consideration. 

3.21 Administration 
• Develop and appraise options for the most effective and efficient way of 

providing administrative support to the shared services, while meeting the 
needs of the wider organisations 

3.22 Performance/Business Planning 

• Further clarify performance management and reporting arrangements 

• Agree approaches to business/service planning  

• Explore approaches to risk management 

3.23 Legal & Governance 

• Determine and agree data sharing policies necessary to support the 
operation of shared services. 

3.24 These priority actions have been assigned to project teams, comprising officers 
from both councils, which will review current position and set out the range of 
potential options and proposed key decisions for moving the priorities forward.  
These options may or may not include proposals for structural change and could 
feasibly include options for alternative models of service provision.  Preferred 
options will emerge from options appraisals supported by relevant information. 

3.25 The project teams will be supported by structured programme management and 
would report into the Programme Board which is led by the two Chief Executives, 
who in turn will report to the Steering Group.  Policy proposals emerging from the 
project teams will be submitted to the Councils in keeping with the requirements 
of Standing Orders and Schemes of Delegation. 

 

4 POLICY/RESOURCE IMPLICATIONS AND CONSULTATIONS 

Policy Implications   

Equality Impact Assessment No 
Strategic Environmental Assessment No 
Single Outcome Agreement No 
Diversity (age, disability, gender, race, religion, sexual Yes 
Sustainability (community, economic, environmental) No 
Effect on Council’s green house gas emissions No Effect 
Strategic/Service Plan Yes 
Existing Policy or Strategy Yes 
Risk Yes 
Resource Implications  
Financial Yes 
People No 
Land and Property or IT Systems Yes 
Consultations  

Internal or External Consultations Yes 
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Equality Impact Assessment 

4.1 The matters presented in this report were considered under the Council’s 
Equalities Impact Assessment processes and were assessed as not relevant for 
the purposes of Equality Impact Assessment.  

Strategic Environmental Assessment 

4.2 The matters presented in this report were considered under the Environmental 
Assessment (Scotland) Act 2005 and a Strategic Environmental Assessment is 
not required. 

Single Outcome Agreement 

4.3 Adopting the recommendations within this report supports the Single Outcome 
Agreement goal of making services better. 

Resource Implications 

4.4 Detailed work on the costs of services provided by both Councils is underway 
and will be discussed with the Programme Board and Steering Group in the first 
instance. 

 

Council and Executive Only Tick ( ) to 
confirm 

The appropriate Portfolio Holder has been consulted on this report  via the 
Shared 
Services 
Steering 
Group 

The appropriate Assistant Chief Executive has been consulted on this 
report 

 BJ 

 

5 BACKGROUND PAPERS 

5.1 SC628 - Stirling Council 13 December 2010. 

5.2 Scheme of Delegation. 

6 APPENDICES 

 
6.1 None. 
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