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REPORT 

Subject: COSLA CONSULTATION ON 
REVIEW OF CHIEF EXECUTIVES 
SALARIES TO INFORM THE PAY 
NEGOTIATIONS FOR 1 APRIL 2002 

Purpose of Report/Introduction 

The purpose of this report is to consider questions raised in a letter dated 2 October 2001 from 
Cosla (previously circulated) and the proposed response to be made on behalf of North Lanarkshire 
Council. 

Background Information 

The Joint Negotiating Committee for Chief Officials, as part of the pay negotiations for 2000/2001, 
agreed that there should be a review of Chief Executives’ salaries to take into account the changes 
in responsibilities and changes in bandings that have affected Chief Executives since 1996. Sir Neil 
McIntosh was engaged to undertake the review based on a remit agreed within the Joint Negotiating 
Committee for Chief Officials. Sir Neil’s report (previous circulated) has been submitted to the 
JNC for consideration of the findings and recommendations. 

The questions raised in the Cosla letter of 2 October 2001 arise from the recommendations 
contained within Sir Neil’s report. 

Recommendation 

It is recommended that the Sub-Committee considers the proposed response as set out in the 
Appendix to this report and agrees the terms of the response which should be made on behalf of 
North Lanarkshire Council in relation to the questions raised. 

Director of Administration 46 

For further information on the content of this report please contact Iris Wylie, Head of Personnel Services 
on (01698) 302215 



NORTH LANARKSHIRE COUNCIL 

COSLA CONSULTATION ON REVIEW OF CHIEF EXECUTIVES’ SALARIES TO 
INFORM THE PAY NEGOTIATIONS FOR 1 APRIL 2002 

Proposed Response 

The response by North Lanarkshire Council to the questions posed in the letter dated 2 
October 2001 from Cosla is as follows :- 

1. Do you accept the recommendations in Appendix 7 of the report on Chief 
Executives salaries? 

It is recognised that there is never a good time to review the salaries of Chief 
Executives. It is acknowledged that the review undertaken by Sir Neil McIntosh arose 
from a negotiated commitment within the JNC for Chief Officials. The Council accepts 
that the role and responsibilities of Chief Executives have become more demanding as a 
result of the factors set out in section 3.5 of the report. 

The Council accepts the recommendations detailed in Appendix 7 of the report on Chief 
Executives’ Salaries. 

2. Do you agree that review outcomes should be phased in over a two year period, 
April 2002 to April 2003, with the bottom point of the three point scale being 
applied at 1 April 2002 and the maximum point at 1 April 2003? 

The Council agrees that the review outcomes should be phased in over a period. 
However, the phasing in should allow for progression from point 1 to point 2 and then 
to point 3, the maximum of the scale rather than moving direct from point 1 to point 3. 
The Council would be happy for the JNC to agree the relevant dates for phased 
implementation. The Council welcomes phasing in the award which would recognise 
the financial context that Councils currently operate within. 

3. Is it acceptable for an individual Council to implement the maximum point from 1 
April 2002 if so desired? 

It is acceptable for an individual Council to implement the maximum point from 1 April 
2002 if so desired. This would provide the opportunity for an individual Council to 
recognise a long serving Chief Executive with perhaps several years experience in the 
role. However, it should be a matter for each individual Council to determine the 
circumstances which would justify implementation beyond the minimum of the 
proposed scale. 

4. (a) Do you agree that all newly appointed Chief Executives should, in normal 
circumstances, be appointed on point one of the three point scale but that councils 
should retain the flexibility to appoint above the minimum should they require to 
do so? 

Yes, the Council would support application as outlined. 



4. (b) Do you agree that progression, thereafter, should be by normal annual 
increments unless there is a sound reason for not doing so? 

Yes, the Council agrees that progression should be by normal annual increments unless 
there is a sound reason for not doing so. The circumstances which would justify 
progression by other means should be a matter for each Council to determine locally. 

5. Do you agree that the recommendations on appraisal should form part of the 
overall package and that the JNC should develop a template with key principles to 
assist Councils in the development of an appraisal system? 

The Council agrees that the recommendations on appraisal should form part of the 
overall package and that the JNC should develop a template to assist Councils in the 
development of an appraisal system. It should be noted that North Lanarkshire Council 
has already adopted, on a pilot basis, a Performance Review and Development Scheme 
for Chief Officers and the post of Chief Executive is covered by this scheme. If the 
JNC were to develop a template, this Council would review its current scheme against 
that template to ensure consistency. 

6. The agreed cost of living increase for other employee groups is a $500 flat rate 
from 1 April 2002 and 4% from 1 April 2003. The same increases applied to Chief 
Officials would equate to approximately 5% on the paybill for that group over the 
2 year period. 

The Council notes the financial application of previously agreed awards to other 
employee groups as translated to illustrate the effect on Chief Officials. 

7. Do you agree that the Employers should have the flexibility to construct an offer 
for all Chief Officials that will equate to an increase on the paybill of 5% over the 
period 1 April 2002 to 31 March 2004? 

Yes, the Council agrees that the Employers should have the flexibility to construct an 
offer for all Chief Officials, including Chief Executives and as identified in Appendix 7 
of Sir Neil’s report, within the parameters outlined. 



2 October 2001 

To: Directors of 

Dear Colleague 

5 OCT 2081 

Personnel 

COSLA 

Your Ref: 

Our Ref: PE1311 112 

REVIEW OF CHIEF EXECUTIVES SALARIES TO INFORM THE PAY NEGOTAIATIONS 
FOR 1 APRIL 2002 

The report by Sir Neil Mclntosh on the review of Chief Executives salaries to inform the pay 
negotiations for 1 April 2002 was presented to Leaders at a meeting held on 31 August 2001 
and has been considered by the Employers Side of the JNC for Chief Officials at a meeting 
held on 2 October 2001. 

The Employers Side agreed that a consultation exercise should now take place with councils 
both on the recommendations contained within Sir Neil’s report and on an appropriate pay 
increase to be applied generally to the Chief Officials group from 1 April 2002. 

The recommendations from the Employers Side are detailed below and I would ask that the 
views of your Council are submitted to me by Monday 22 October at the latest in order that a 
formal offer can be made to the Officials Side at the Annual meeting of the JNC on 25 October 
2001. If no response is received by that date the Employers Side will assume that your 
Council is content for an offer to be made along the lines expressed below. 

The Mclntosh Review 

1. Do you accept the recommendations in Appendix 7 of the report on Chief Executives 
salaries? (Copy of report attached) 

2. Do you agree that review outcomes should be phased in over a two year period, April 
2002 to April 2003, with the bottom point of the three point scale being applied at 1 
April 2002 and the maximum point at 1 April 2003? 

3. Is it acceptable for an individual Council to implement the maximum point from 1 April 
2002 if so desired ? 

4. a. Do you agree that all newly appointed Chief Executives should, in normal 
circumstances, be appointed on point one of the three point scale but that councils 
should retain the flexibility to appoint above the minimum should they require to do so? 

b. Do you agree that progression, thereafter, should be by normal annual increments 
unless there is a sound reason for not doing so? 

WHEN CALLING PLEASE ASK FOR: Lynne Dickson 01 31 474 9271 
jncsoundingboard 5 
Lynn Dickson 

COSLA. Rosebery House, 9 Haymarket Terrace, Edinburgh EH12 5x2 
Telephone 0131 474 9200 Fax 0131 474 9292 lnternet www.wsla.gov.uk 



5. Do you agree that the recommendations on appraisal should form part of the overall 
package and that the JNC should develop a template with key principles to assist 
Councils in the development of an appraisal system? 

Annual Pay Negotiations 

6. The agreed cost of living increase for other employee groups is a f500 flat rate from 1 
April 2002 and 4% from I April 2003. The same increases applied to Chief Officials 
would equate to approximately 5% on the paybill for that group over the 2 year period. 

7. Do you agree that the Employers should have the flexibility to construct an offer for all 
Chief Officials that will equate to an increase on the paybill of 5% over the period 1 
April 2002 to 31 March 2004? 

Yours sincerely 



, .  

REVIEW OF CHIEF EXECUTXVE SALARIES 

TO INFORM THE PAY NEGOTIATIONS FOR lST APRIL 2002 



1.0 REMIT 

1.1 The remit for this review, as agreed by the JNC, involved the following 

Examining the extent to which the current remuneration for 
Chief Executives compares with suitable and appropriate 
comparators in the public sector; 
Examining the extent of existing or prospective headroom 
issues in Councils; 

0 An assessment of the leadership and management 
responsibilities of each Chief Executive, having regard to the 
population and resource base of hidher Council; 

0 Examining the extent of anomalies in the existing pay 
structure; 

0 I d e n a n g  an appropriate mechanism to assess future 
changes in responsibilities 

- 

2.0 APPROACH 

2.1 The approach which has been taken has been to build up a knowledge base of 
each authority on the basis of the following information sources: - 

1 General Questionnaire 
2 Personal Interviews 
3 Access to COSLA Database 
4 External Sources 

2.2 Ouestionnaire 

The questionnaire was designed to provide comparative details of the scale, nature 
and job content of each Chief Executive in the setting of hisher own authority. A 
copy of the document is attached as Appendix 1. This was used as the framework 
for the personal interviews with each Chief Executive. The finalised questionnaire 
was signed off by the relevant Council Leader to confirm that it represented a fair 
view of the role of the Chief Executive. 

2.3 Personal Interviews 

A personal interview took place with 31 of the 32 Chief Executives. (One was 
unable to participate due to illness). The purpose of the interview was to explore 
the individual nature of the post in each authority in greater depth than could be 
achieved by relying upon the questionnaire and to ensure that the particular 
characteristics of each job were hlly taken into account. The majority of these 
interviews were conducted in Cosla Offices in order to reduce the time and travel 
commitment as far as  oss sib le. - 



2.4 Cosla Database 

2.5 

3.0 

The information providGd by local authorities has been used in conjunction with 
the relevant information held by Cosla and the comparators have been verified by 
Cosla in order to ensure that a valid database has been used for the review. - 
External Sources 

Salary and grading information has been acquired from a number of other public 
bodies, including England & Wales local government comparisons, Civil Service 
scales and relevant public agencies in Scotland. Private sector comparisons have 
been drawn from research material and data held by IPD. 

THE ROLE OF THE CHIEF EX~CUTIVE 

Job Context 

3.1 The nature of the job of Chief Executive has to be seen within the context of the 
disparate nature of the local authorities themselves. Each Council area has its 
own special characteristics and no two are the same. Unitary local government 
does not produce uniform local government. Each Council is distinctive and 
requires an approach to the acquisition and delivery of services which reflects and  
represents the particular nature, circumstances and interests of the communities 
within its boundaries. As leader of the Council’s paid service the Chief Executive 
has the key role in ensuring that the Elected Members are supported, informed 
and advised to this end and that the services provided, acquired and resourced by 
the Council are organised and co-ordinated in the most effective manner to 
achieve the best result. This role has been a constant feature of the position and 
remains at the centre of the job requirement. 

3.2 Recent years have however brought added factors in to the equation arising from 
the politicalhnstitutional changes which have taken place in Scotland, including:- 

- - 
- - 
- 

the establishment of the Scottish Parliament, 
the Government’s Modernising Government agenda, 
increased public expectation in terms of quality and customer service 
the continuing and developing drive towards best practice, better value 
and inter-agency working 
developments, such as Public Private Partnerships, in the field of 
public/private sector activity. 

Chief Executives are heavily engaged, with their Council leaders, in enabling 
their authorities to meet the challenges which these developments bring and in 
adapting organisational culture and management practices to engage with a 
rapidly changing environment. 



3.3 The scope of the job has, as a consequence, widened in terms of :- 

o the need to ad>ance the leadership position expected of Councils in the 
developing field of Community Planning, 

o the need to participate as a key player in the more complex multi-agency 
groupings of public and voluntary agencies engaged in regional" 
programmes and 

o the need for jtrategic policy advice upon matters which involve much 
closer linkages with the private sector, including investment and 
entrepreneurial activity. 

These issues have to be addressed without losing sight of the continuing 
requirement to manage the core services in a manner which is consistent with 
intrinsic local govemment/public service values. 

3.4 It is equally appropriate to recognise that some areas of direct responsibility have 
diminished as a result of the transfer of service activity to the private sector, as a 
result of policy decision or competition or, as in the case of Housing stock 
transfers, have moved to other agencies. Nevertheless it is the case that local 
authorities remain key emDloyers all areas of Scotland. being the largest and most 
comtxehensive in most Council areas with conseauential substantial staff 
manaszement resDonsibilities resting with Chief Executives. 

Job Content 

3.5 While the nature of the issues facing a Chief Executive will change according to 
circumstance the core management responsibilities are common. They include 
those elements, drawn from the discussions with Chief Executives, which are 
detailed in Appendix 2. There is a widespread perception that the role and 
responsibilities have become more demanding as a result of the following factors: - 

o the increasing complexity of the relationships between local 
government and the many agencies involved in delivering services to 
the community. 

o the leadership role expected of Councils in the field of Community 
Planning and their developing role as advocates for their area. 

o the increasing involvement of Councils in strategic working 
relationships and arrangements with the private and voluntary sectors 
creating a new dimension of active partnership. 

o the impact of the Scottish Parliament upon local government - 
realising the opportunity to influence the national agenda, responding 
positively to new expectations and addressing the implications of 



3.6 

3.7 

3.8 

0 

0 

0 

0 

0 

the involvement of many Councils in major economic development 
initiatives which involve significant risk management. 

/ 

the management challenges arising fiom the reshaping of Council 
political structures and the streamlining of the organisation. 

the implications of the Government’s modernisation agenda and the 
associated impact of the concept of E-governance. 

the continuous pressure upon Councils to produce better value 
solutions from limited resources. 

The expectations of the public in terms of effective, responsive, high 
quality services. 

Council Characteristics 

A further influence upon the job content and role of the Chief Executive is that of 
the characteristics of each individual Council. Some of these are unchanging - 
predetermined by the size and geography of the area. Others, such as those 
relating to social conditions and the local economy, will vary according to 
circumstance. As a result management priorities require to be shaped to meet the 
variable needs of the community and to respond to what is now a rapidly 
changing environment. The management of change is a hdamental  part of the 
job of all Chief Executives. In this context there appears to be a general view that 
the pace of change continues to increase and that providing leadership through 
change will be a continuing key task for all Chief Executives. 

There is one further variable which can and does influence the management role 
of the Chief Executive - that of the political composition of the Council. During 
the course of the interviews it was clear that this does, quite properly, impact upon 
the role and style of management. The nature of Council administrations varies 
from single party, strong majority control through alliances, minority 
administrations, and hung councils to wholly independent administrations. Each 
tends to require a different style of management by a Chief Executive. Since it is 
possible for changes in administration to take place fiom election to election or, 
indeed, between elections, the ground rules can change dramatically, as can the 
management environment. 

LeadedChief Executive Relationship. 

A particular feature of the workings of local government is the special factor of 
the relationship between the Leader of the Council’s political administration (the 
Council leader or, in some authorities, the Convener) and the Chief Executive. 
Each has a key role in determining and implementing the policies of the Council 
and together they exert a powerful influence upon the way in which the Council is 
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4.2 

4.3 

4.4 

4.5 

mind the significance of the role of the Leader in providing political and public 
leadership and in driving forward new policies. 

COMPARATIVE INFORMATION 

Relevance of the comparisons 

Having set out the role of the Chief Executive in local government and the factors 
currently relevant it is now appropriate to consider -the -relevance of the 
comparators which have been used to establish the relative value of the posts. 
These have been drawn from the following sectors: - 

0 Private Sector 
0 Public sector 
0 Scottish Executive 
0 

0 In-house 
Local Government - England & Wales 

Private Sector 

Comparison between Chief Executives in local government and those in the 
private sector can be readily made upon two basic criteria - turnover and 
employee numbers. They provide a useful and interesting backdrop to the review. 
In considering their significance it is necessary to take account of the argument 
that there are differences in the relative weight of the respective jobs which 
should be taken into account. 

It has been argued that, in contrast to hisher counterpart in local government, the 
private sector Chief Executive has 

a) full executive authority 
b) personal accountability 
c) no job security, and 
d) an entrepreneurial, risk-taking role 

These are not arguments which stand up readily to examination, not least in the 
context of .the role of the Chief Executives in EmergencyDisaster situations, but 
nevertheless discounting has been applied in the evaluation process in order to 
ensure a secure basis for the comparisons. 

Public Sector 

Public sector comparisons, which for convenience include Centres of Learning, 
movide a strong base for comDarkon, uarticularly since most Dublic sector - - .  _ _ - ~ - - -  appointments do not nave the breadth and scale of service responsibility which 
characterise the local authority chief executive. In recent experience there have 
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been clear movements in this sector which demonstrate upward lift against heir 
local government counterparts. c 

Scottish Executive 

The senior appointments in the Scottish Executive utilise the national Civil- 
Service pay scales. These provide useful comparisons on both current values and 
in particular relationship to the new Civil Service senior management grading 
structure which is currently in process of introduction. 

Local Government - Endand & Wales 

Comparison can also be made with the ‘Benchmark’ grading points for Chief 
Executives in the other national schemes and also with the actual movement 
which has been taking place beyond the benchmarks in a number of authorities. 

In-House Comparison 

The recent McCrone settlement for teachers provides comparisons of particular 
relevance in relation to the Head Teacher vaIues established by that review and 
now in process of implementation. They permit a highly relevant baseline to be 
established with regard to the starting point for Chief Executive salaries. 

EVALUATION 

Approach 

The approach which has been taken in arriving at an evaluation of the posts using 
currently available information has been to seek to produce baseline figures which 
can stand up to examination as soundly based and which can be seen as 
establishing a sustainable framework line for consideration by the SJNC. 

Kev AssumDtions 

In arriving at the ultimate evaluation a number of key assumptions have been 
made as follows: - 

0 that there will be no discretionary salary bandings , 

0 

0 

that there will be no provision for performance payment 

that Returning Officer duties and payments will remain upon the 
present basis 
that the job values are based upon the expectation that the duties 
are being carried out to full effect and that the incumbent is 
performing to the highest standard. 
that values, for the purposes of relevant comparison, will be those 
for the current 2000/2001 year base and that the results of the 
review will therefore be due to be uprated by an appropriate 

0 

- __- -- 
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Discounting 

In order to ensure that ?he values derived from the comparisons are secure and 
without any element of top loading a policy of discounting has been applied, to 
the extent that 

* 

0 no allowance has been made for bonus payments applicable in 
other sectors 

no allowance has been made-for advantageous conditions of 0 

, service which are a feature of private sector posts 

private sector comparisons are upon the basis of both lower decile 
and median comparisons (details are provided of both levels) 

Process 

The approach which has been adopted has been to derive values for the start point 
for Chief Executive salaries ( the bottom line ) and for the top point ( the top line ) 
and then to distribute the 32 Council posts '&thin that range. The following 
paragraphs illustrate the process and identify the conclusions. 

DERIVING THE BOTTOM LINE 

The start point for this calculation is that of the salary grade set by the McCrone 
settlement for the Head Teachers of the largest schools. It is reasonable to assume 
that the responsibilities of the Chief Executive at the bottom of the range, in the 
smallest authorities, would be greater than this and it is practicable to derive a 
basic value by the following process:- 

a) given that the role of a Head Teacher is now clearly recognised 
as involving significant management responsibilities assume 
that the only post with demonstrably greater responsibility in 
the smallest authority would be the Director of Education ,or 
equivalent post. 

b) assume that the position of Chief Executive in the smallest 
authority would cany demonstrably greater responsibility than 
the Director of Education. 

c) assume that the salary differential in each case was not more 
than 10% 

The value placed by the McCrone settlement upon the highest paid Head Teacher 
post as at April, 2003 is that of €69,300. In order to bring this back to a 2001 
value the assumption is made, as for all other such calculations, that an average 
3% per annum adjustment should be applied. As a result the figure backrated to a 
year 2000 value becomes that of € 65,321. Then by applying the approach set out 
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6.6 

Head Teacher salary 
Add 10% (b) Director of Education 
Add 10% (c) Chief Executive 

The current bottom line figure for Chief Executive is 
The figure derived from the Head Teacher base is 

€ 65;321 
71,853 
79,038 

68,93 1 
79,000 

The next stage is to test this derived figure of €79,000 against other comparators. 

Local Government - Endand & Wales 

These scales are based upon benchmarks agreed at national level. Authorities 
treat these as guide points and can apply their own scales at will, an approach 
which has not been adopted by Scottish authorities. As will be noted there are, in 
some cases, significant variations from the bench mark figures. Appendices 3 & 
4 provide indicative figures for the range of authorities across the population 
groups. Given that any comparison within'Local Government is likely to be 
depressed against the external market the Welsh figures would sustain a bottom 
line figure of 79,000 as would the figures at the lower end of the English 
comparisons. 

Public Sector ComDarisons 

Comparative figures for a range of public sector appointments are set out in 
Appendix 5.  Again they demonstrate that, in terns of comparative scale and 
weight of responsibilities, the base figure stands strongly in comparison. 

Scottish Executive 

The Executive pay scales for senior posts conform to those applied by the UK 
Civil Service. The relevant scales for comparison purposes would be those 
which relate to a Head of Division ( Pay Bands 1 to 4) and to Head of Group ( 
Pay Bands 5 and 6 ) which are are currently:- 

Pay Band 5 
Pay Band 6 

E 64,7681 104,292 
€70,905/ 1 10,428 

These grades are expected to be absorbed 
structure. The current year 2000/2001 value of this band is:- 

Band 2 of a new 3 band pay 

Pay Band 2 f67,500/ 129,000 

This band will have target rate which can be seen as the achievable n o m  within 
the band for this group of staff of f90,500. The payment element above this point 



6.7 

Additional performance awards will be achievable above these salary payments 
within parameters set bxthe Salary Review Body. 

The bottom line figure of f 79,000 sits comfortably within this range. 

Private Sector Comparisons 

Private sector comparisons were taken by researching figures held in the research 
library of the Institute of Personnel Development. This produces comparative 
figures for the smaller authorities, on a turnover basis, o f f  149,000 at median and 
€87,600 at lower decile. These figures are for salary only and do not include 
bonus payments which averaged 18.4% to 34.7% for the year in question. This 
would indicate that the bottom line figure is well within private sector equivalent 
gradings. 

A 

Conclusions on the Bottom Line 

6.8 On the basis of the above comparisons the baseline figure of €79,000 p.a. would 
appear to be a sustainable bottom line for Chief Executive salaries. 

7 DERIVING THE TOP LINE 

7.1 There is no in house comparator which would make it possible to construct an 
initial starting point figure for the top end of Chief Executive salaries. 
Accordingly what has been done is to set out the various comparable figures and 
to take a view upon what would be a baseline figure which could be seen as 
appropriate for the Chief Executive of Scotland’s largest authority, Glasgow City 
Council ( population 609,370 : salary S114,099 p.a.) The figures are compared 
within the same basic groupings as in the previous section. 

Local Government - England & Wales 

7.2 These scales are based upon benchmarks agreed at national level. Authorities 
treat these as guide points and can apply their own scales at will. Appendices 3 & 
4 provide indicative figures for a range of authorities across ,the population 
groups. They illustrate the relative upward movement taking place against 
benchmarking. 

Scottish Executive 

The Executive pay scales for senior posts conform to those applied by the UK 
Civil Service. The relevant scales for comparison purposes would be those 

7.3 

, - , c u r r e n t l v m P a y J 3 B v : -  



PayBand8 ~ €84,811/123,856 
Pay Band 9 €92,69611 3 1,276 

7.4 

7.5 

7.6 

7.7 

These grades will be absorbed as Band 3 of a new 3 band pay structure. The 
current year 2000/2001 value of this band is:- 

Pay Band 3 €83,000/183,000 

The top end of the scale is real but may not be readily achievable hi practice and 
so can distort the perception of the actual range in use. This band will have target 
rate which should be seen as the achievable norm within the band for this p u p  
of staff of €1 17,500. The payment element above this point will be non- 
consolidated. 

Additional performance awards will be achievable above these salary payments 
within parameters set by the Salary Review Body. 

Private Sector 

On the basis of the research undertaken at LPD the comparable figures for a 
turnover of over €lbn per annum would be those of €515,000 at the median and 
€192,000 at the lower decile. In relation to employee numbers the relevant 
figures are €437,000 and f212,400. The figures are for salary only and do not 
include bonus payments which averaged 18.4% to 34.7% for the year in question. 
As will be noted, these comparisons move beyond the reach of Local Government 
on a straight turnover or employee number basis and are only illustrated to 
demonstrate the relative gulf at higher salary levels. 

Additionally, the Reward Group survey analysed payments for Managing 
Directors in small, large and top companies - small being defined as up to E25m 
turnover, medium as up to €200 m and as over E200m. This produced the 
following median salary results :- 

- Small Medium Large 

salary €55,000 - 80,000 80,000 - 120,000 . 100,000 - 184,000 

Bonus €12,000 - 20,000 13,000 - 25,525 27,000- 50,000 

A third source of relevant information can be found in data provided for the 
Cabinet Office Performance and Innovation Unit report “Strengthening 
Leadership in the Public Sector” which provided the undernoted analysis of 
‘similar weight’ jobs across the public and private sector:- 

Job Level ( Year 2000 ) 

f 150,OO - 200,000 



Chief Executive, major city unitary 
€120,000 -140,600 

7.8 

7.9 

7.10 

7.1 1 

7.12 

7.13 

7.14 

Chief Executive, major & complex merged Health Trust 
€100,000 - 120,000 

Vice Chancellor, major University 
€100,000 - 140,000 

Chief Executive Government Agency, major nationwide services agency 
€90,000 - 100,000 

These figures would point to the PIU figures as being very much the bottom line 
comparison and therefore capable of application for this purpose. 

Public Sector 

Relevant figures are set out in Appendix 6. Significant movement has been taking 
place and continues to take place in this sector as new bodies are established or 
existing ones review and develop. The University figures are significant as are 
those for the existing and new Water positions. 

Conclusions on the TOP Line 

On the basis of comparisons within Local Government in England, where there 
has been clear movement above the benchmark positions, the top position in 
Scottish authorities looks to be undervalued. 

On the basis of comparisons with Public Sector appointments there appears to be a 
noticeable understatement, particularly when performance payment options are 
included. 

In relation to Civil Service grades there is a significant gap, particularly when 
compared to Heads of Department positions. 

In the case of Private Sector comparisons the Local Government posts, even 
without taking bonus payments into account, demonstrate materially lower salary 
grades. 

In moving to some key comparators it is useful to look across the Public Sector in 
Scotland. In the case of the Universities it is interesting to consider that on the 
basis of figures for 2000/20001 the upper quartile figure and those figures relating 
to Glasgow Caledonian, Napier ,Aberdeen and Dundee Universities cluster 
around the €1 36,000 mark. 



7.15 The Water Service figures are of particular interest given that Water provision was 
recently a Local Govergment service. Salaries have increased significantly since 
transfer. The Chief Executive of the new Scottish Water Authority (salary 
€150,000 plus up to 20% performance payment) will be responsible to his 
authority for the management of an annual turnover of €800 million. The Chief 
Executive of the City of Glasgow (salary €1 14,099) is responsible to his authority- 
for the management of an annual tumover of €lbillion. Even if the top salary is 
discounted by 10% and if performance payment is taken into account the 
resultant figure is still that of €135,000. 

7.16 In the Scottish Executive the current salary for a Head of Department is 
584,81 l/E123,856. The new scale for this position will be €83,000/€183,000 as 
detailed in Para 7.3 above. At maximum values this represents an increase of 
47.8%. The figure of €135,000 approximates to the mid point of that scale and 
equates to the norm plus 15%. In the latter case it can be seen as reflecting a 
reasonable and practical comparative bottom line value in relation to these 
appointments. 

7.17 The Private Sector comparisons are mainly in a league of their own and illustrate, 
on a total package basis, just how how wide the divide can be between the major 
private companies and local government at Chief Executive level. The 
Performance and Innovation Unit comparison has the benefit of being an official 
government document and therefore the range which it identifies for a major City 
Chief Executive of €120,000 to 5140,000 can be assumed to be a bottom end 
comparison for the purposes of this review. On that basis a figure of €135,000 is 
demonstrably sustainable. 

7.18 For all of the above reasons it is proposed to set the top end baseline for Chief 
Executives at S135,OOO. 

The TOR and Bottom Line Figures in Context 

7.19 The values which have been identified as a result of the above considerations are 
those of €79,000 at the bottom line and €135,000 at the top line. These figures 
can be compared to those which were set as band maximum figures in the options 
contained in proposals tabled by the Employers’ side in August, 2000 (uprated by 
3% to Apri1,2001 comparative figures) as undernoted:- * 

Values from 
this report 

Top Line € 135,000 

Band maximum 
Employers’ Proposals 

Option 1 Option 2 

€ 133,900 € 133,900 
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The August, 2000 proposals were not pursued because authorities did not wish to 
utilise discretionary b&dings and decided to retain national determination of 
Chief Executive salaries. 

DEVELOPING THE SALARY STRUCTURE 

This report, having set the proposed top and bottom salary values, now proceeds 
to consider the appropriate distribution of salary points for each authority within 
that range, However, before doing so, it may be worthwhile, as part of the process 
of informing the negotiations, to consider certain points of principle in relation to 
the salary structure. 

The Sin~le  Doint Scale 

The structure has been built upon the concept of the single point scale and it is 
suggested that the JNC should consider whether a variation within that general 
principle which might be appropriate as part of the agreement. 

Both the bottom line value of €79,000 and the top line one of €135,000 are 
intended to represent the appropriate level of payment for Chief Executives who 
are demonstrating in practice all of the qualities which are required to carry out to 
the full the role outlined in Appendix 2. It is necessary for any Chief Executive to 
adopt a leadership role from the commencement of hisher appointment but 
inevitably time is required to become filly familiar with and where appropriate to 
adapt the management environment and to build up the wider relationship with 
elected members and outside agencies. 

In contrast to a number of the appointments used for salary comparison purpose 
the current basis for payment of local government Chief Executives is 
characterised by the single point salary. It is suggested that the JNC should 
consider stretching this to a three point incremental scale with effect from '1' 
April, 2002. The scale would have a start point, mid point and maximum with 
annual progression which would reflect the process of 'growing in' to the job. 
This would imply that all new appointments after 1'' April, 2002 would normally 
commence at the start point of the scale, progressing to the mid point after 12 
months' service and to the maximum after a further 12 months. All existing Chief 
Executives would be treated as operating at the maximum level. 

The proposals for salary levels applicable to each authority, which follow, have 
been worked through on the basis of both single point and three point salaries. 
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PROPOSED SALARY DISTRIBUTION 

The next stage is to iientifj the salary for each authority within the top and 
bottom points already established. There is no ready formula for this but the end 
result is intended to reflect an objective judgement and weighting of the relative 
responsibilities involved and to achieve a reasonable spread of posts within the 
wider range of salaries available. They are the subject of what is inevitably the 
application of personal judgement based upon background data and discussion. 

In general terms, while the current groupings of authorities are robust and reflect a 
reasonable distribution of posts, the opportunity has been taken to stretch 
differentials at the top end where there has been compression, and also to make 
adjustments to individual placings where these seem appropriate. 

The proposals in this regard are set out in Appendix 7. As will be noted, the 
actual increase involved, on a three increment scale model, ranges from 3.7% to 
18.3%. The average movement ranges from 8.3% to 14.2%. These are current 
year figures and would require adjustment to take account of the application date 
of 1’‘ April, 2002. ( A figure of + 3% appears appropriate for this purpose but it is, 
of course, a matter for consideration by the JNC) 

ISSUES OF PERFORMANCE AND APPRAISAL 

As stated earlier in this report, performance payments available in other 
comparable posts have not been included in the equation when developing the 
new salary values. They can, and do, represent a substantial additional payment 
factor when arriving at a truly comparable ‘job package’. Additionally there is 
some evidence of movement in the public sector to incorporating a ‘performance 
element’ into pay structures. It does not seem appropriate, certainly not as part of 
these negotiations, to try to develop a national performance scheme for Chief 
Executives and it is suggested that this issue should really be a matter for 
judgement by individual authorities according to their own views and 
circumstances or for consideration in the longer term as part of the ongoing 
review process. 

Appraisal is, however, a different matter and it seems wholly appropriate that any 
process involving justifiable, but significant, grading changes should be 
accompanied by a linked agreement to the effect that annual appraisal 
arrangements for all Chief Executives should be put into place by, all authorities. 
Councils should be in a position to appraise the contribution and capability of the 
Chief Executives and they, in turn, should be able to discuss their own 
performance, and development needs with the leading Council members in a 
structured and constructive way. ’ It is recommended that agreement to the 
introduction of annual appraisal for Chief Executives should be incorporated 
within the settlement package. Authorities would no doubt wish to tailor such 
arrangements to their own circumstances but it is suggested the JNC should 
develop joint guidelines or accreditation arrangements. It is also suggested that if 
this is adoDted it should be w o w i n  
place and in operation in the year commencing January, 2002. 

. .  
- 



11.0 IMPLEMENTATION 

1 1.1 The settlement is due to take effect as at 1 '' April, 2002. Should the JNC decide to 
apply a three point scale then this could be also be used for phasing, e.g. by 
placing all Chief Executives in post on 1'' April, 2002 on the first point of the 
scale with movement to the maximum point on 1st April, 2003. In the case of 
new appointments f i o p  1" April 2002 progression would be according to the 
annual increments as detailed in paragraph 8.4 . 

12.0 THE C0NTI"G REVIEW PROCESS 

Timing 

12.1 Erosion of pay values has been a feature of pay arrangements which have no 
established cycle of review. The opportunity now arises to put in place a suitable 
review mechanism and this has been recognised by the JNC. It is suggested that 
this might best be achieved by review and update upon a four year cycle which 
should avoid major readjustments because of longer team erosion. Ideally the 
cycle should match the Council electoral cycle so that reviews could take place no 
more than once in the established life of the Council. A three year period would, 
it is suggested, be too short but given a four year Council election cycle it would 
be possible to review during the latter half of the second year to inform the pay 
settlement effective fiom 1'' April of the third year. 

12.2 Assuming that a four year cycle is introduced for local government elections fiom 
May, 2003 then the next review would commence in September, 2005 to inform 
the pay negotiations for the settlement due on 1'' April, 2006 and continue 
thereafter at four yearly intervals. 

Future arranpements 

12.3 It is unlikely that there would be benefit in becoming locked into any one method 
of pursuing successive reviews. It is assumed that each review would update the 
comparative information used for the previous one but circumstances change and 
it would therefore be expected that all relevant factors would be taken into 
account. The JNC might also wish to explore areas of service conditions and 
performance issues as part of, or in tandem with future review, or to consider 
commissioning consultancy based research from organisations active in the field.. 
Accordingly it is suggested that the approach should be agreed by the JNC prior 
to the commencement date for each review. 



CONCLUSION 

This review has been undertaken to “inform the pay negotiations” which are 
due to follow the submission of this report. The JNC is therefore free to 
adjust values, retain single point scales, or make such other changes which it 
wishes by agreement. Nevertheless it is hoped that the contents of this report 
might be seen as a balanced package which can be seen as moving to address 
the erosion which has been taking place and provide a sound base for the 
future remuneration of Chief Executives. 

‘ 

Neil McIntosh 
31St Aumrst, 2001 
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CHIEF EXECUTIVES OF SCOTTISH LOCAL AUTHORITIES 

REVIEW OF SALARY STRUCTURE AND GRADING 

BACKGROUND INFORMATION 
QU ESTlON NAI RE 

AUTHORITY .................................................,...*.......... 



SECTION I AUTHORITY STATISTICS 

Population (GRO figures for 1999) 

Revenue ExDenditure ( 2000/2001 and Procrramme ( 200112003 ) 
(Net) 

Capital ExDenditure ( 2000/2001 
(Gross) 

and Prosramme ( 2001/2003 1 

Significant trends 

Are there any likely developments of which you are aware which 
will have a significant effect upon the current or projected figures? 
Please specify. 



SECTION 2 NUMBER OF EMPLOYEES 

( Attached is table 5 from the March 2000 Joint Staffing Watch. 
These FTE figures will be used unless you advise of sigruficant 
alterations. The June 2000 Staffing Watch has not yet been 
published) 

Simificant trends 

Are their any likely developments of which you are aware which 
will have a sigruficant effect upon employee figures? Please 
specify. 

SECTION 3 MANAGEMENT STRUCTURE 

A Please list details of the titles and salary 'grading of the top 
Chief Official management posts (Heads of Service and 
equivalent ) within your authority and 

B Illustrate the reporting relationships in diagrammatic form. 

C Identify those posts which form your management team or 
equivalent top management group. 

D Describe the manner in which the management team 

meetings, nature of agenda. 



SECTION 4 COUNCIL STRUCTURE 

Please provide details of the operating structure which has been 
adopted by your authority ( including committee and/or 
cabinet/executive titles and remits) 

If the Council structure has changed, is changing or is likely to 
change significantly what are the implications for your role as 
Chief executive? 

SECTION 5 SPECIAL FACTORS 

Please provide details of any special factors relating to your own 
authority which you consider relevant to an assessment of the 
policy and operational management responsibilities of the Chief 
Executive and which would not necessarily be reflected by 
population or financial comparisons. 



SECTION 6 ROLE OF CHIEF EXECUTIVE 

Please describe the role which you undertake as Chief Executive in 
relation to 

A 

B 

C 

D 

E 

A 

Policy Development 

Operational Management 

Member Interface in terms of - 
(a) the Council leadership and 

(b) the wider membership of the council 

Community Planning and partnership activities with 
external agencies 

Community involvement and relationships with the public 

SECTION 7 LEADERSHIP 

Please outline what you consider to be the expectations of your 
council in relation to the leadership role exercised by the Chief 
Executive. Can you give any recent practical examples of 
circumstances in which you have been required or have found it 
necessary to demonstrate clear leadership - other than major 
emergencies which are covered in section 8. 

Can you also provide examples of any sigruficant personal 
initiatives which you have pursued as Chief Executive. 



SECTION 8 EMERGENCY MANAGEMENT 

What role do you adopt as Chief Executive in relation to Council 
services and external agencies in circumstances of major 
emergencies. Can you provide examples of circumstances during 
the past three year period in which you have had to deal with 
sigruficant events of this nature. 

" 

SECTION 9 REMUNERATION PACKAGE 

Please identdy any responsibilities which .arise as a result of your 
appointment as Chief Executive and for which you receive 
separate remuneration additional to your basic salary ? ( e.g. in 
respect of Election duties ) 

SECTION 10 ADDITIONAL INFORMATION 

If you believe that there are significant factors relating to the assessment 
of the responsibilities of your post which have not been covered by the 
above areas please take the opportunity to provide the relevant details in 
this section. 

NOTE Please note that once returns have been received from all Chief 
Executives a personal interview will be arranged to discuss the 
contents. Thereafter you will be asked to obtain the counter- 
signature of the Council leader to confirm that the contents also 
reflect the views of your Authority. 



Awendix 2 

Rolgof the Chief Executive 

1 Providing leadership, coherence and motivation to the business of the 
Council, its workforce and its dealings with partner agencies and other 
external organisations. 

2 Co-ordinating policy development across the range of Council activities 

3 Overseeing the managerial, project management and resource framework. 

4 Providing the Council with clear, unambiguous advice on key policy 
options 

5 Ensuring that political and management expectations are matched by the 
Council’s capability to deliver 

6 Ensuring that that specific policies exist within service areas and that they 
form part of a coherent overall Council strategy 

7 Securing the preparation of integrated service plans and budgets. 

8 Ensuring that policies developed by service departments support the 
overall corporate objectives of the Council 

9 Ensuring that policies are delivered effectively and reflect value for 
money 

10 Monitoring and evaluating the implementation of strategic decisions 

11 Encouraging and developing Community Planninflartnership activities 

12 Maintaining constructive and productive networks. 

13 Facilitating partnerships with external agencies 

14 Promoting the area locally, nationally, internationally 
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.. 

15 Setting and communicating a clear vision 

16 Ensuring that appropriate performance management measures are in 
place 

17 Promoting and developing a spirit of genuine and effective partnership 
between officers and members 

18 Liasing fully with any majority group/grouping while retaining the trust 
and respect of the minority parties and individual members in their ' 

dealings with the Council 

19 Leading and developing the management culture 

20 Encouraging and motivating the workforce 

21 Developing and promoting equal opportunities 

22 Ensuring that the working culture delivers on all major objectives 

23 Mediating between conflicting service interests 

24 Providing stability in any unstable environment 

25 Ensuring continuous improvement in service delivery 

26 Gearing the administration to relate to Scottish Parliament 

27 Promoting democratic government 

28 Demonstrating leadership by example 



Amendix 3 

ENGLAND COMPARISONS 

These figures illustrate the current unitarv benchmarks and the actual figures for a 
range of authorities c 

I Authoritv Pomlation Salarv 
€ .. 

UNITARY /MET. BOROUGHS 

Pormlation Salarv 

1 99,675 .100,500 
100.000 80,000 Benchmark 

2 108,000 87,975 
3 1 10,000 99,869 
4 124,000 93,150 
5 13 8,000 85,940 
6 144,000 103,500 

150,000 85,000 Benchmark 
7 158,692 93.476 
8 
9 
10 
11 
12 
13 
14 
15 

162,000 
175,000 
180,000 
190,000 
2 14,959 
239,978 
245,000 
250,000 

9810’77 
106,605 
86,604 

102,000 
117,541 
82,797 

124,200 
109,710 

250.000 901000 Benchmark 
16 284,000 1 10,000 
17 300,000 103,517 
18 304,000 130,000 
19 428,000 113,100 , 

20 464,000 124,498 
500,000 101,000 Benchmark 

21 728,000 124,411 
750,000 113.000 Benchmark 

22 1,014,000 165,235 

SHIRE COUNTIES 

23 488,000 1 16,205 
500,000 101.000 Benchmark 
750,000 113,000 Benchmark 

24 1,025,000 149,244 
I 25 1,057,000 153,241 I 

26 1,232,000 142,743 
27 1 ,388,000 161,93 1 



WELSH COMPARISONS 

These firmres illustrate &e unitarv benchmarks and the figures for authorities 
umated bv 3.5% to July. 2001 values 

I Authoritv Population Salary 

€ 

I UNITARY 

1 57,000 80,695 + 4,000 
2 66,000 I 8 1,527 
3 70,000 79,320 
4 73,000 81,531 + 3,000 
5 87,000 81,525 + 1,000 
6 90,000 87,085 
7 90,000 90,423 

8 11 1,000 83,741 
9 1 13,000 90,976 +10,000 
10 1 18,000 78,730 + 1,000 
11 120,000 84,605 + 5,000 
12 125,000 8 1,077 
13 125,000 82,673 + 1,000 
14 13 1 .OOO 78,096 + 8,000 
15 137,000 82,664 
16 139,000 84,608 
17 145,000 80,698 + 8,000 

100.000 80,000 Unitarv Benchmark 

150,000 85,000 Unitarv Benchmark 
18 169,000 87,138 
19 169,000 92,035 + 1,000 

20 230,000 87,390 +7,000 
21 241,000 95,944 
22 3 18,000 96,134 

250.000 90.000 Unitarv Benchmark 
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BASELINE COMPARATORS 

Organisation Salaw 

Scottish Natural Heritage 86,000 

Health Education Board Scotland 

National Trust for Scotland 75,000 

Scottish Children’s Reporter 68,497 

Chair - Employment Tribunal 79,767 

Water Industry Commissioner 

Director , Scottish Centre for Regeneration 

57,000 - 76,000 (under review) 

73,782 (Nov. 2001) 

77,870 max 

Colleges 1E 

Queen Margaret College 
James Watt College 
Glasgow School of Art 
Edinburgh College of Art 

9 1,000 
82,500 
76,000 
69,500 

NHS HealthBoards 

Argyll & Clyde 
Ren€iew 
Borders 
Dumfiies & Galloway 

98,175 max 
98,175 max 
76,355 max 
76,355 rnax 

Local Entemrise ComDanies I 
Band 1 ( none in band) 
Band2 (4 inband)  
Band3 (6 inband)  
Band4 ( 1  inband) 

64,070 - 102,500 
58,240 - 93,180 
52,420 - 83,870 
46,600 - 74,550 
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I (ES) 

PUBLIC SECTOR COMPARATORS 

I Glasgow City €1 14,099 (April, 2001) 1 
I Scottish Enterprise 154,500 (plus up to 15% performance payment I 

East of Scotland Water . 130,000 (plus up to 10% performance payment) 
West of Scotland Water (plus up to 10% performance payment) 
North of Scotland Water (plus up to 10% performance payment) 

123,600 
123,600 

Greater Glasgow Health Board 11 6,351 max 
Lothian Health Board 116,351 max 

I Auditor General 1 19,500 1 
I SEPA 90,000 (plus up to 10% performance payment) 1 
I VisitScotland 125,000 1 

Scottish FE Funding Council 100,000 1 
1 Scottish Homes 100,000 max 

Universities ~Julv.2000) 

Edinburgh 
Glasgow 
Strathclyde 
Aberdeen 
Dundee 
Caledonian 
Napier 
St Andrews 
Heriot Watt 
Stirling 
Robert Gordon 
Paisley 
Abertay 

Upper Quartile 

Median pay 

156,000 
,148,000 
143,000 
13 8,000 
136,000 
135,000 
134,000 
122,400 
120,000 
1 19,000 
1 17,000 
107,000 
107,000 

136,000 

120,000 



Armendix 7 
SALARY PROPOSALS 
YEAR 2001 VALUES 1 

Council Single 
Point 

Scale Current % 
Salary increase . 

Glasgow City 
Edinburgh, City of 

I I I I I 

I I I I t 

135,000 12911 321 1 3 5,000 1 14,099 13.1 - 18.3 
129,000 12311 2611 29,000 1 10,526 11.3 - 16.7 

North Lanarkshire 
Fife 
South Lanarkshire 
Highland 

122,000 11611 191122,000 ' 105,777 9.7 - 15.3 
122,000 11611 191122,000 105,777 9.7 - 15.3 
122,000 11611 191122,000 105,777 9.7 - 15.3 
114,000 10811 1111 14,000 99,83 1 8.2 - 14.2 

East Lothian 
East Renfrewshire 
Stirling 
Midlothian 
Moray 

[These fiwres represent current Year 200 1 values and will rewire uurating by an appropriate % for application 

88,500 83,500186188,500 77,253 8.1 - 14.6 
88,500 83,500186188,500 77,253 8.1 - 14.6 
88,500 83,500186188,500 77,253 8.1 - 14.6 
85,000 80182185,000 73,686 8.6 - 15.3 
83,000 7918 1183,000 73,686 7.2- 12.6 

Eilean Siar 
Clackmannanshire 
Shetland Islands 
Orkney Islands 

79,000 75177179,000 68,93 1 8.8 - 14.6 
79,000 75177179,000 68,93 1 8.8 - 14.6 
79,000 75177179,000 68,93 1 8.8 - 14.6 
79,000 75177179,000 68,93 1 8.8 - 14.6 


