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1 Purpose 

1.1 To consider the options for the appointment of an acting Chief Executive, 
initially until 30 May 2021 and to make a recommendation to Council of a 
preferred option. Additionally, to consider the strategy for the appointment of a 
Chief Executive in the longer term. 

2 Recommendations 

2.1 That Members consider the evaluation of the options for the appointment of 
an acting Chief Executive set out in this report. 

2.2 That Members identify which option they wish to pursue. 

2.3 That a further meeting of this Committee is held to review the strategy for 
appointing a Chief Executive in the longer term at an appropriate point when 
the position in respect of Local Government Reorganisation is clearer. 

3 Introduction 

3.1 At the last meeting of this Committee on 30 September 2020, Members 
discussed the principle of making the appointment of an acting Chief 
Executive on an interim basis until the end of May 2021 based on a 
preliminary report from North West Employers. Members agreed to 
commission a further report from North West Employers examining in more 
detail the options for the appointment of an acting Chief Executive. This report 
is attached at Appendix 1. (Note: the terms ‘acting’ as used by the Council 
and  ‘interim’ used by North West Employers are interchangeable).  

3.2 The report examines variants of three main options which are described in 
more detail in Section 4: 

 recruitment of an acting Chief Executive from an external source on a 
temporary contract; 

 recruitment of an acting Chief Executive from within current staff resources; 
and 

 establish a ‘shared’ acting Chief Executive with one or more partner 
Councils. 

  



3.3 The report contains information on the key criteria that have been used to 
evaluate these options:  

 The comparative costs  

 The timescales for implementation  

 The impact on existing structures and resources.  

 Where appropriate additional information has been sourced to inform the 
evaluation of options covered in Section 5.  

4 Recruitment Options 

Recruitment from an external source on a temporary contract  

4.1 The North West Employers’ report identifies that such appointments may be 
secured from the market through various arrangements with external 
agencies: 

 recruitment and employment (or service engagement) by the authority from 
a short list of candidates provided by an agency/agencies,  

 employment (or service engagement) using a third party agency to carry 
out a search and recommendation process, this is often a ‘payment on 
appointment’ service,  

 entering into a service contract for the provision of the interim resource via 
an agency.  

4.2 The Council could carry out a search and appointment process themselves 
although North West Employers point out that cost and timescale of an 
authority running their own recruitment campaign are often considered 
prohibitive for a short term appointment. 

4.3 The report points out that an acting Chief Executive may be appointed on 
part-time basis and that the Council has some previous experience of doing 
this. Later in the report (in relation to considerations around sharing a Chief 
Executive, but equally valid in the circumstances of having recruited externally 
part-time) it makes reference to an adjustment often being made to create an 
interim Deputy Chief Executive or Chief Operating Officer (COO) to provide 
consistent leadership. This would usually be achieved through additional 
accountabilities being grafted onto an existing senior role. To ensure the 
different full time and part time options are evaluated consistently, where an 
option relates to a part time role, this has been evaluated on the basis of 2.5 
days per week with a change to a Director position in the existing structure to 
incorporate responsibilities as interim Deputy Chief Executive. 

Recruitment from within current staff resources  

4.4 North West Employers state that Authorities may choose to utilise this option 
where they are developing their succession and talent planning, providing a 
time-limited opportunity to expose managers at a number of levels in the 
organisation to new accountabilities and challenges. Their report sets out that 
there are variants to this option: 

 Recruitment to a full Chief Executive interim role 

 Appointment to a ‘tailored’ Chief Executive interim role 

 Allocation of the Head of Paid service only. 



4.5 The third variant of allocating Head of Paid service responsibilities to the 
Director of People in Place was put in place by Council on the 24 September 
to cover the immediate short term and therefore has not been considered 
further. 

4.6 Page 6 of the report sets out a number of the strategic priorities and activities 
that the Authority is committed to delivering and that some may have to be 
paused or dropped from immediate delivery plans if the second variant of a 
‘tailored’ role is implemented. This variant is not considered appropriate for 
this reason and is also not considered further.  

4.7 Further thought has therefore been given to the practical implications of 
recruiting one of the existing Directors to the full acting Chief Executive role. In 
order to maintain resource levels this would additionally require sourcing and 
appointing an interim replacement of the Director stepping up and this has 
been taken into account in the evaluation of this option. The North West 
Employers’ report states that this approach provides a sharper focus on 
recruiting for leadership of a particular set of accountabilities. 

Establish a ‘shared’ acting Chief Executive with one or more partner 
councils 

4.8 North West Employers state that sharing a Chief Executive across two or 
more districts is a model used on both a permanent and interim basis, with the 
most common arrangement being across two authorities with a 50/50 split of 
time and cost. As set out in 4.3 above, this option is commonly accompanied 
by establishing Deputy Chief Executive or Chief Operating Officer in the 
management team and this has been applied to the evaluation. 

4.9 The report goes onto describe that a ‘shared’ arrangement is usually set up by 
one authority, with the Chief Executive remaining employed by the original 
authority and an agreed charge made. Table 3 on page 7 of the report 
identifies a number of Authorities where this sort of arrangement is in place. 
Carlisle City Council have provided draft terms to allow the evaluation of an 
arrangement between them and Eden District Council to share their Chief 
Executive on an acting basis. 

5. Evaluation 

 Cost 

5.1 The cost of options set out in the North West Employers report and their 
variants are set out in Appendix 2. The variants include full and part time costs 
and a low and high cost range where relevant. All of the options have been 
costed on a full year and 6 month basis.  Short term contracts (up to 9 
months) can be expected to be more expensive than medium or longer term 
contracts, but the short term costs identified by North West Employers have 
been used in this evaluation as this reflects the intention to make the 
appointment for the period up to end of May 2021.  

5.2 The results of this evaluation expressed as low to high ranking of costs is 
given in Table 1. These costs include the amounts paid to agencies for carry 
out the recruitment  process and value of backfilling positions where 
appropriate as well as cost of filling the acting Chief Executive role itself.  

 



Table 1 – Options Ranked by Cost 

 
Rank Ref. Option Cost (6 mths)  

1 2b Share with other authority - Carlisle CC proposal  £              33,500  

2 2a (low) Share with other authority - comparator districts (l)  £              37,250  

3 1dii (low) External recruitment - service contract (2.5 days) low  £              47,500  

4 2a (high) Share with other authority - comparator districts (h)  £              50,500  

5 1bii (low) External recruitment - agency shortlist (2.5 days) low  £              51,000  

6 1bii (high) External recruitment - agency shortlist (2.5 days) high  £              58,500  

7 1aii External recruitment - direct by EDC (2.5 days)  £              58,750  

8 1dii (low) External recruitment - service contract (2.5 days) high  £              62,500  

9 1cii (low) External recruitment - third party search (2.5 days) low  £              73,750  

10 1cii (high) External recruitment - third party search (2.5 days) high  £              80,000  

11 1di (low) External recruitment - service contract (f/t) low  £              80,000  

12 1bi (low) External recruitment - agency shortlist (f/t) low  £              81,000  

13 1ai External recruitment - direct by EDC (f/t)  £              82,500  

14 3 Internal Appointment  £              86,100  

15 1bi (high) External recruitment - agency shortlist (f/t) high  £              96,000  

16 1ci (low) External recruitment - third party search (f/t) low  £           102,500  

17 1di (high) External recruitment - service contract (f/t) high  £           110,000  

18 1ci (high) External recruitment - third party search (f/t) high  £           115,000  

Implementation Timescale 

5.3 North West Employers have provided indicative timescales for how long it 
would take to put the different options in place. Table 2 ranks the options from 
shortest to longest implementation period on the basis that a more rapid 
implementation would be preferable. 

Table 2 – Options Ranked by Implementation Timescale 

Rank Ref. Option 
Timescale 
(wks) 

1 2b Share with other authority - Carlisle CC proposal 2 

2 3 Internal Appointment 2 

3 1dii (low) External recruitment - service contract (2.5 days) low 6 

4 1dii (low) External recruitment - service contract (2.5 days) high 6 

5 1cii (low) External recruitment - third party search (2.5 days) low 6 

6 1cii (high) External recruitment - third party search (2.5 days) high 6 

7 1di (low) External recruitment - service contract (f/t) low 6 

8 1ci (low) External recruitment - third party search (f/t) low 6 

9 1di (high) External recruitment - service contract (f/t) high 6 

10 1ci (high) External recruitment - third party search (f/t) high 6 

11 1bii (low) External recruitment - agency shortlist (2.5 days) low 8 

12 1bii (high) External recruitment - agency shortlist (2.5 days) high 8 

13 1bi (low) External recruitment - agency shortlist (f/t) low 8 

14 1bi (high) External recruitment - agency shortlist (f/t) high 8 

15 1aii External recruitment - direct by EDC (2.5 days) 12 

16 1ai External recruitment - direct by EDC (f/t) 12 

17 2a (low) Share with other authority - comparator districts (l) N/A 

18 2a (high) Share with other authority - comparator districts (h) N/A 



The impact on existing structures and resources 

5.4 The evaluation of this criterion examines the impact on existing staffing 
structures and the capacity of the senior leadership team. 

5.5 In respect of recruiting a full time acting Chief Executive through whichever 
means, the report states that there would be minimal resource/structure 
implications expected beyond the implementation timescale, unless the 
interim role was significantly reduced in scope compared to the full role. This 
approach would likely have the least impact on the existing organisation. 

5.6 In respect of an internal appointment a process of delegating packages of 
accountabilities to other staff may need to occur to maintain delivery. This 
would be most effectively achieved through temporarily backfilling the relevant 
Director position that is vacated, thereby minimising consequent change to the 
responsibilities of Assistant Directors and other officers. 

5.7 In respect of the shared Chief Executive option, North West Employers state 
that this would provide some immediate, experienced capacity input to Eden’s 
structure, but this would be clearly less than that previously available through 
a full time Chief Executive. This could be mitigated through establishing a 
Deputy Chief Executive or similar position. 

 Conclusion 

5.8 From the evaluation of the key parameters of cost, implementation timescale 
and impact on the organisation it appears on balance that the option for 
sharing an acting Chief Executive with Carlisle City Council, is the most 
favourable. This option has the lowest cost and is equal quickest to 
implement. Whilst its part time nature would not be a like for like replacement 
of capacity that a full time interim could bring, this option has the added 
advantage of bringing local knowledge and understanding of key issues facing 
the Council, including Local Government Reorganisation and is therefore 
likely to be impactful more rapidly during the interim period intended. 

6 Strategy for Appointing a Chief Executive in the Longer Term 

6.1 At the last meeting of this Committee and on 30 September, Members 
discussed the principle of making the making the appointment of an acting 
Chief Executive on an interim basis until the end of May 2021. This period 
would allow for stability during the annual financial planning and reporting 
cycle and to cover the period for the planning and delivery of elections to be 
held in May 2021. 

6.2 It was intended that the Committee consider the strategy for appointing a 
Chief Executive in the longer term at this meeting. However since the last 
meeting the position in respect of Local Government Reorganisation has 
changed which has in turn impacted our ability to define what the Council’s 
longer term requirements for a Chief Executive may be, including key 
parameters such as the duration of the role. 

6.3 On 9 October Robert Jenrick, Secretary of State for Housing, Communities 
and Local Government wrote to all Council Leaders in Cumbria, North 
Yorkshire and Somerset formally inviting proposals for unitary local 
government for the area. The letter sets out a timetable for outline proposals 
to be submitted by 9 November and full proposals by 9 December 2020. 



Whilst it is yet to be formally confirmed, it is expected that the Government will 
indicate by February 2021 which options for unitary authorities they will take 
forward to public consultation. The preferred option would be then be 
considered by Parliament during Summer/Autumn 2021 and the necessary 
orders made by late Autumn 2021. Elections to the shadow authorities would 
follow in May 2022 with the new authorities coming into being in April 2023. It 
is also possible that Government may decide to halt this process. 

6.4 Whilst this position of uncertainty exists around whether Local Government 
Reorganisation will happen and what form it may take in our area, it is not 
possible to determine the Council’s requirements in respect of a Chief 
Executive with any certainty. This being the case it is recommended that a 
further meeting of this Committee is held to review the strategy for appointing 
a Chief Executive in the longer term at a point in future when the position in 
respect of Local Government Reorganisation is clearer. 

7 Policy Framework 

7.1 The Council has four corporate priorities which are: 

 Sustainable; 

 Healthy, safe and secure; 

 Connected; and 

 Creative 

7.2 This report meets the sustainable and heathy, safe and secure corporate 
priorities. 

8 Consultation 

8.1 This is the start of the process for the appointment and therefore no 
consultation has taken place thus far. 

9 Implications 

9.1 Financial and Resources 

9.1.1 Any decision to reduce or increase resources or alternatively increase income 
must be made within the context of the Council’s stated priorities, as set out in 
its Council Plan 2019-2023 as agreed at Council on 7 November 2019.  

9.2 Legal 

9.2.1 There are no legal implications arising from this report.  

9.3 Human Resources 

6.3.1 The HR implications are set out in the body of the report. 

9.4 Statutory Considerations 

Consideration: Details of any implications and proposed 
measures to address: 

Equality and Diversity None arising from this report. 

Health, Social 
Environmental and 
Economic Impact 

None arising from this report. 

Crime and Disorder None arising from this report. 



Consideration: Details of any implications and proposed 
measures to address: 

Children and 
Safeguarding 

None arising from this report. 

9.5 Risk Management 

Risk Consequence Controls Required 

That the Authority has 
insufficient senior 
leadership and 
management capacity 
and capability to 
operate effectively, at a 
time of significant 
pressures including 
COVID response and 
recovery and Local 
Government 
Reorganisation.  

The Council is unable/ 
infective in delivering all 
of its statutory 
responsibilities as well 
as responding to 
additional pressures. 

Implement the most 
appropriate option for 
recruiting an acting 
Chief Executive. 

10 Other Options Considered 

10.1 The options considered are set out in this report. 

11 Reasons for the Decision/Recommendation 

11.1 To ensure that the Authority has the required senior leadership and 
management capacity and capability to operate effectively. 
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Appendix 1 - North West Employers: Eden District Council  
Establishing an interim Chief Executive – additional report  
  



Appendix 2 - Comparative Cost of Options 
 

Option Initial Cost  Full Year Cost   Full Cost (6 months)  

    From  To   From   To  

1. External Resource (short term)          

a. Direct recruitment by EDC          

i. Full Time  £       20,000   £             -     £     125,000   £              -     £        82,500  

ii. 2.5 days  £       20,000   £             -     £     125,000   £              -     £        51,250  

Deputy CX / COO uplift    £    15,000   £       15,000   £              -     £          7,500  

sub-total    £    15,000   £     140,000   £              -     £        58,750  

            

b. From agency shortlist          

i. Full Time  £          6,000   £  150,000   £     180,000   £     81,000   £        96,000  

ii. 2.5 days  £          6,000   £  150,000   £     180,000   £     43,500   £        51,000  

Deputy CX / COO uplift    £    15,000   £       15,000   £       7,500   £          7,500  

sub-total    £  165,000   £     195,000   £     51,000   £        58,500  

            

c. Third party search          

i. Full Time  £       30,000   £  145,000   £     170,000   £   102,500   £      115,000  

ii. 2.5 days  £       30,000   £  145,000   £     170,000   £     66,250   £        72,500  

Deputy CX / COO uplift    £    15,000   £       15,000   £       7,500   £          7,500  

sub-total    £  160,000   £     185,000   £     73,750   £        80,000  

            

d. Service Contract        £     81,250   £        87,500  

i. Full Time    £  160,000   £     220,000   £     80,000   £      110,000  

ii. 2.5 days    £  160,000   £     220,000   £     40,000   £        55,000  

Deputy CX / COO uplift    £    15,000   £       15,000   £       7,500   £          7,500  

sub-total    £  175,000   £     235,000   £     47,500   £        62,500  

            

2. Share with other Authority          

a. Comparator Districts (50/50 cost share)          

Shared CX    £  119,000   £     172,000   £     29,750   £        43,000  

Deputy CX / COO uplift    £    15,000   £       15,000   £       7,500   £          7,500  

sub-total    £  134,000   £     187,000   £     37,250   £        50,500  

            

b. Carlisle CC proposal (2.5 days)          

Shared CX    £             -     £       52,000   £              -     £        26,000  

Deputy CX / COO uplift    £    15,000   £       15,000   £              -     £          7,500  

sub-total    £    15,000   £       67,000   £              -     £        33,500  

            

3. Internal Appointment          

80% CX Salary      £       25,000   £              -     £        12,500  

Interim Director  (4 days)      £     147,200   £              -     £        73,600  

sub-total      £     172,200   £              -     £        86,100  

 


