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Dear Chief Executive 

APPOINTMENTS 
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You will know that there has been public disquiet expressed about some aspects of the 
process of appointment of chief officers to the new councils. It appears that some of the 
allegations are well-founded, and this is a matter of considerable concern to the Staff 
Commission. 

The Commission does not have jurisdiction over appointment decisions made by elected 
councils, and we have not attempted to give detailed guidance on appointment procedures - 
such guidance would do no more than reiterate what is already accepted as good personnel 
practice. What we have done is to advise councils to appoint their senior personnel specialist 
as a matter of priority so that best professional advice is available. 

The Commission has a remit to give advice in the interests of staff serving in local 
government, and when we hear of practices which appear to be manifestly unfair to 
candidates, we cannot ignore the complaints. We found it necessary to issue specific advice 
recently on the matter of the time interval to be allowed for applications; and I have to say that 
the Commission was disappointed at the response from some councils. 

What is at stake here is the reputation of local government. It is critical at this time of 
reorganisation that the new councils should not only act properly but be seen to do so. They 
must be above suspicion. This is not a time to be cutting corners in matters of propriety. I 
need not labour the point - I am sure you are already well seized of it. 

It'is'vital'to the success of the reorganisation process that, where the Commission issues 
advice, that advice should be followed. We take care to consult widely on our advice, so far as 
time allows, before we issue it in final form; and we therefore expect it to command general 
assent. We have, as you know, a power to ask the Secretary of State to direct a council to 
comply with our advice, but it should not be necessary to resort to that approach save in 
exceptional circumstances. An orderly and fair transition of staff to the new authorities will be 
achievable provided that common rules are followed by all. 



I am confident that you personally subscribe to all that I have said above; and I appreciate that 
you will from time to time be under pressure from within your council where the priorities 
may lie elsewhere. In such situations I would wish you to know that you may rely on the 
Commission's support in upholding fair practice. I hope you would not hesitate to call on the 
Commissioner who has been assigned to liaise with your authority, or on myself or the 
Commission's officers, in any case of doubt or difficulty. 

Yours sincerely, 

n .  

R G E Peggie 
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Dear Chief Executive 

APPOINTMENTS 

When I wrote to you on 14 July, I indicated that the Commission would be issuing further 
guidance to new councils on the procedures for the appointment of staff. We have already 
given general guidance on appointments down to Depute or Assistant Director and-equivalect 
level (“third tier”) and we have commended to councils the very detailed advice issued by 
COSLA on the appointment of Head of Paid Service. The COSLA booklet contains advice 
which is relevant to all appointments which involve competitive interview and councils are 
again advised to refer to this when considering their own arrangements. 

I have also written to you about the growing pubIic disquiet over some aspects of recent 
appointments to some new councils. Initially the Commission was of the view that there was 
no need to offer detailed advice on procedures - councils already have access to experienced 
professional advice as to what is, and what is not, good practice in the appointment of staff. 
In any event the newly appointed Chief Executives have a duty to ensure that Councils 
conform to acceptable personnel practices. 

However, the Commission continues to receive complaints about the procedures adopted by 
some councils. The number of complaints has been small but they involve appointments to 
the most senior council posts and this is likely to have disproportionate effect on the attitude 
of both the public and other local authority staff to the whole process of re-organisation. You 
will also be aware of the concerns expressed by Scottish Office Ministers on this matter. . 

The Commission has therefore decided to set out some more detailed advice 

CHIEF EXECUTIVE 



procedures to be adopted in the appointment of staff. We do not seek to constrain new 
councils as to who they appoint but in the light of experience over the last few months we feel 
that councils should be left in no doubt about what the Commission considers acceptable - and 
unacceptable - practice. The advice contained in the annex to this circular applies largely to 
appointments made by competitive interview: we have already circulated draft advice which 
will cover the “matching” of staff to the new authorities. 

Finally, I would remind you that authorities should continue to be guided in these matters by 
their personnel advisers to ensure that appointments are made in such a way that there can be 
no doubts as to their propriety and fairness; and that staff are appointed entirely on merit. 

Yours sincerely 

R G E  Peggie 
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GUIDANCE ON APPOINTMENTS PROCEDURES 

Preparation 

1. Before advertisement, both a Job Description and a Person Specification for the 
post should be prepared. The Person Specification should detail: 

- the skills and experience required for the job; 
- any qualifications or professional memberships required; 
- the personal qualities needed for the post. 

The job description should be sent to candidates together with any more general 
information the council wishes to include. 

2. Applications should be required to be submitted on a standard application form. 
Any council wishing advice as to the design and content of an application form should 
consult either the Commission or COSLA 

3. Candidates should be asked to nominate at least two referees, at least one of whom 
should be familiar with the candidate in his or her current work situation. 

4. At all stages of the appointments process councils should be mindful of their 
responsibilities in law to ensure that candidates are properly appointed on merit and 
with no discrimination as regards race, sex or marital status, or any other factor not 
relevant to the duties of the post concerned. In general the procedure should follow 
the principles of equal opportunities in employment. 

5. Councils should allow adequate time for receipt of applications. This will vary 
according to local circumstances, but should be not less than three weeks in the case 
of a post open to competition throughout Scotland, or two weeks where competition is 
restricted to the region; and in all cases should take account of the time needed to 
circulate the advertisements to staff in the authorities concerned, including staff who 
may be absent from their posts, particularly during the summer leave season. 

6. A timetable for shortlisting and interviews should be drawn up, allowing adequate 
time for each stage. All applicants should be given adequate notice of the timetable 
for interviews. The dates on which interviews are scheduled to take place should be 
notified to applicants as part of the initial information sent to them. 

Short Listing of Applications 

7.  A formal procedure, on the lines set out below, should be applied to considering 
applications received in response to advertisement with a view to preparing a short list 
for interview. 

8. For each post a Selection Panel (whether or not it is constituted as a sub-committee 
of the council and includes elected members) should be established. The Panel must 
ensure that it is, at all stages in the appointments process, provided with professional 
personnel and specialist advice - the latter normally Erom the Head of the Department 
involved - and should follow the advice of their personnel specialist on all procedural 
matters. If at all possible, the same members should participate at all meetings of the 
Panel; and each member should be present at all interviews if he or she is to exercise a 
vote. 
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9. The job applications, or summaries prepared for the Selection Panel, should be 
considered firstly against the Person Specification prepared for the post, and those 
which do not fit the essential criteria set aside. 

10. The next stage should be to further sift the applications to achieve the number, not 
less than three, which are to be called for interview. A system of assessing and 
ranking applications by reference to the Job Description and desirable criteria 
identified in the Person Specification should be used. Criteria which are not relevant 
to the requirement to make appointments on merit should not be taken into 
consideration. 

1 1. If the applications are not of sufficient quality to provide three candidates for 
interview, the post should be re-advertised. In the event that one or more of the 
candidates withdraws and thus brings the number of interviewees below three, the 
Panel should first consider whether any of the remaining candidates should be added 
to the short list; failing which the post should be re-advertised. 

12. The Commission recognises however that there may be cases where the procedure 
in the preceding paragraph is not practical, particularly in the case of some second and 
third tier posts which are to be filled from within the region. Where however a 
council wishes to depart from the above procedure, a reasoned case should be 
submitted to the Commission in advance. 

13. References should be taken up at least for all short-listed candidates. In the case 
of chief officer posts, no-one who has given a reference for any of the candidates 
should be involved in the short-listing procedure or be a member of the Selection 
Panel. Any member of the Selection Panel for a chief officer post who is a current 
employee of the same authority as one of the candidates for interview, or who has any 
personal or family connection with a candidate, should declare this connection before 
the interview, and should not take part in the interview of the candidate concerned. 

14. Candidates who are not short-listed may be informed officially of the fact,at this 
stage, but if the Panel foresees that it may need to revisit these candidates at a later 
stage they need not be informed. At any rate, candidates should in no circumstances 
be allowed to learn through third parties or unofficially that they have not been short- 
listed. Those who are called for interview should be given details and the timetable for 
subsequent stagss in the selection process. 

15. Short-listed applicants should be required to submit in separate sealed envelopes a 
pro-forma relating to health and criminal prosecutions and the latter should be opened 
only in the case of the successful candidate. 

Interviews and Selection 

16. A standard approach should be applied to interviews so as to ensure that all 
interviewees are treated fairly and given equal opportunity to compete. 

17. Candidates are to be given adequate notice of interviews, and in any case not less 
than two working days. 

18. Members of the Selection Panel should not discuss the merits of candidates 
outside of Panel meetings; and, as at the short-listing stage, discussions of candidates 
should be restricted to criteria relevant to selection on merit. 
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19. Interviews are to be of a standard duration agreed by the Selection Panel, 
normally in the range thirty minutes to one hour. 

20. Candidates may be asked to make a short presentation on a relevant topic before 
responding to questions relevant to or arising from the presentation 

21. The questions put to candidates will be fiom a list prepared prior to interviews 
and should be such as to enable the Panel to assess candidates against the Person 
Specification. All applicants will be asked to respond to the same principal questions 
with supplementary questions being possible arising fiom the candidate’s responses. 

22. Interview assessment forms, structured around the Person Specification, 
highlighting and where appropriate rating the qualities and competencies being looked 
for in candidates, provide a systematic means for interviewers to record and compare 
their findings. Their use during interviews is recommended and these forms should be 
retained by the council for a reasonable period 

23. Psychological and psychometric testing, used in accordance with the recognised 
codes of practice, may be used by councils during the selection process if thought to 
be of assistance to decision-making. 

24. After interviews have been held, the professional advisers to the Panel should be 
asked to give their assessments, and there should be discussion of the interviewees in 
relation to the Job Description, the Person Specification and the performance at 
interview before any decision is made. 

25. Every effort should be made by Selection Panels to achieve a unanimously agreed 
decision through the assessment process. If however a decision cannot be reached 
except by a vote, the matter should be determined by roll-call vote. 

After the Interview 

26. All candidates should be quickly and officially informed of the outcome. 
Candidates should not be left to find out the result fiom the media or any other 
unofficiai souice. 

27. The independent specialist adviser, or the senior council officer involved in the 
appointment, should give feedback to unsuccessful candidates where this is requested. 
This will provide a further degree of reassurance to candidates and may help to reduce 
the scope for any complaints. 

28. Candidates for a particular post should not should not be considered for any other 
post on the basis that they were “good runners-up”, unless it has been specifically 
agreed beforehand that selection for more than one post should be made from a single 
list. Where the latter course is decided upon, that fact should be publicised at the 
outset in the advertisement for the posts concerned. With that exception, all posts 
should be seen as entirely separate and the full appointments procedure should be 
applied in each case. 

29. Evidence of qualifications must be submitted by all candidates before 
appointment is confirmed 

Local Government Staff Commission (Scotland) 
July 1995 
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CIRCULAR 6/95 - addendum 

Chief Executives of New Councils 

copy to: Chief Executives of Regional, Islands and District Councils 
Chief Executives of new Water and Sewerage Authorities 
Principal Reporter, Scottish Children’s Reporter Administration 
Chief Constables 
Firemasters 
Regional Assessors 
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11 August 1995 

Dear Chief Executive 

APPOINTMENTS 

1. Following the issue of circular 6/95, the Commission has received a number of requests for 
clarification of some aspects of the guidance. One paragraph which appears to have given 
particular difficulty is paragraph 13 of the Annex, which reads- 

“1 3.. References should be taken up at least for all short-listed candidates. In the case 
of chief officer posts, no-one who has given a reference for any of the candidates 
should be involved in the short-listing procedure or be a member of the Selection 
Panel. Any member of the Selection Panel for a chief officer post who is a current 
employee of the same authority as one of the candidates for interview, or who has any 
personal or family connection with a candidate, should declare this connection before 
the interview, and should not take part in the interview of the candidate concerned.” 

2. The term “chief officer” was intended here to be read in the same sense as in the 
Commission’s earlier circular on senior appointments, 3/95, where it was stated that, for the 
purpose of the circular, “a chief officer post is one which would fall within the definitions of 
statutory chief officer or non-statutory chief officer given in section 2(6) and 2(7) of the Local 
Government and Housing Act 1989. Typically it is the post of a head of department or 
director, or a member of the corporate management team, where such a structure is adopted.” 

3. The principal aim of paragraph 13 was to cover the situation where an elected member who 
is also a local authority employee becomes involved in a selection process where one of his or 
her own senior officers is a candidate; and this is most likely to occur in the appointment of a 
chief officer (head of department) At the next levels however, of deputy and assistant, 
officers of the new council may themselves be members of selection panels; and the 



Commission would not wish to restrict their reasonable involvement in the choice of their 
own deputies and assistants. 
4. The Commission does however consider that the restriction on referees acting also as 
members of a selection panel should apply generally: It recognises that in some cases this 
may cause some difficulty, where a candidate for a deRuty post would normally expect to 
have his present head of department as a referee; but this can normally be avoided by going up 
to the next level (chief executive) for a reference, or by using some other senior colleague as 
referee. If in any particular case it seems impossible to work round this problem the 
Commission will be prepared to consider an application for a derogation from the rule. 

5. This circular replaces paragraph 13 of the Annex to circular 6/95. 

Yours sincerely, 

R G E Peggie 




