[bookmark: _Toc6039941][bookmark: _Toc24097040][bookmark: _Hlk3217867]
Introduction
Social risks are factors that can exacerbate inequality of outcomes, exclusions, poverty, and/or reduce quality of life (Asenova et al., 2015; McKendrick et al., 2016). These potential negative outcomes or social risks can be (re) produced during public service transformation, with potential adverse effects on school children and communities. However, there is little information available on this. This paper which is based on findings from a monograph (Enang, 2023), aims to enhance understanding of social risks of inequality and its management by focusing on the transformation of Scottish School Education Services (SSES). Utilising primary data obtained from two Scottish councils, the paper analyses emerging social risks of inequalities associated with public service transformation (PST) and makes recommendations for professional practice. It contributes to risk management theory by exploring the nature of the social risk of inequality, demonstrating how they may be (re)produced, mitigated, and/or managed during SSES transformation. 

This paper offers valuable insights into risk management theory primarily from the perspective of structuration theory, supported by the resource-based view (RBV) of strategic management. Structuration theory appeals to researchers focused on the strategy-as-practice paradigm (Whittington, 2015). The notion of 'practice' has become a vital tool for understanding the duality of structure, that is, the relationship between agency and structure, and the interactions between individual actions and institutions within social systems, cultures, and organizations (Bourdieu, 1980; Foucault, 1977; Giddens, 1984; de Certeau, 1984; Sztompka, 1991; Schatzki, 2002).
Structuration theory captures the dynamic interplay between structure and agency. It transforms the static concept of 'structure' into one that involves ongoing action and historical process. Structuration takes place as agents (for example, risk managers and council staff) utilise the rules and resources available within their systems to (mis) manage social risks. This  leads to the (re)production of the structural principles that originally guided their activities. This theory supports the idea of structural continuity while permitting intentional innovation and change. Structures operate similarly to language. Primarily, they provide adequate stability for effective knowledge retention over time. They also enable the creation of new vocabulary and how they can be effectively applied to address rapidly changing requirements and circumstances. Managers continuously draw on previous arrangements. They adapt, challenge, or innovate based on past experiences.
 
To a lesser degree, the Resource-Based View (RBV) of strategic management complements our understanding of  social risks in public service transformation by emphasizing the role of internal organizational resources and capabilities in achieving strategic objectives and managing risks (Barney, 1991). According to the RBV, organizations can achieve sustainable competitive advantage by leveraging their unique bundle of resources and capabilities that are valuable, rare, inimitable, and non-substitutable (VRIN) (Barney, 1991; Peteraf, 1993). In the context of public services, the RBV suggests that public organizations can effectively manage risks and improve performance by identifying and deploying their distinctive resources and capabilities (Bryson et al., 2007; Pablo et al., 2007).

This blended theoretical framework enhances the interpretation of primary research findings. Throughout the analysis, the agent-structure discourse has progressed beyond the foundational concepts of Structuration Theory. Nevertheless, some primary research findings are most effectively explained using key concepts from Structuration Theory. These include the use of signification structures and interpretive schemes to examine social risk awareness, management, and mitigation in the context of inequality. This approach clarifies how social risks and inequalities can present themselves during the transformation of school education services in Councils A and B.

Though social risks of inequalities were not explicitly discussed in corporate documents, respondents were keenly aware of them. Additionally, poor signification structures and weak interpretive schemes suggest that though unintentional, both Councils may not necessarily be complying with the people-focused legislation during the transformation of school education. The findings imply that governments at macro, meso, and micro institutional levels have not deliberately considered eradicating discrimination and inequality of outcomes, promoting equal opportunity, and nurturing good relations during PST and SSES transformation. 

This concept was primarily used to understand social mechanisms associated with the production/manufacture and management of social risks related to school education transformation in Councils A and B. Thus, this paper aims to create new knowledge on how structuration theory may be empirically applied in a specific transformation context as in the case of transforming school education services in Councils A and B. It advances this knowledge by using structuration theory concepts to understand the implications of the findings in the wider SSES transformation and PST contexts. This new knowledge also extends risk management theory by evidencing the relationship between PST and social risk and the need for social risk awareness and management during PST.  Most importantly, the new knowledge created in this paper has the potential to create positive impact in the lives of key beneficiaries, if the findings from the recommendations are applied. 
Literature Review
Establishing Need for PST in Scotland via A Scoping Review
[bookmark: _Hlk170501609]Establishing the Need for Public Service Transformation (PST) in Scotland via a Scoping Review. A scoping review is an essential initial step in a Systematic Literature Review (SLR) (Tranfield et al., 2003; Arksey & O’Malley, 2005) used to explore the nature and extent of available literature, establish the potential scope, and estimate the cost implications of conducting a comprehensive SLR. This approach helps identify research gaps, summarize, and communicate research findings (Arksey & O’Malley, 2005; Levac et al., 2010). The scoping review conducted for this study examined the context of public service provision in Scotland to determine the need for PST. This was achieved by analysing documentation from the Scottish Government and Audit Scotland, supplemented by topical public debates (Tranfield et al., 2003; Arksey & O’Malley, 2005; Brien et al., 2010).

Ten relevant online reports, primarily from the Scottish Government, were extracted using various search strings (See Appendix E). These sources reflect the perspectives of the Scottish Government and independent analyses from Audit Scotland, confirming that PST is an ongoing process (Scottish Government, 2013a; 2013b; 2013g; 2013i; 2015c; 2015d; 2016q; 2017a; 2017b; 2018h; Audit Scotland, 2018a; 2018e). The scoping study highlighted that PST in Scotland, as in the wider UK context, is driven by interconnected political, socio-economic, environmental, and institutional factors.



Outcome of Scoping Study
The findings from these ten documents indicate that the political imperatives of PST relate to the Scottish Government's strategic objectives to address socio-economic changes such as efficiency savings and the growing demand for public services (Audit Scotland, 2010; 2011; 2014b; Public Services Commission, 2011; Scottish Government, 2015a). PST aims to tackle demographic issues associated with increased longevity and its impact on health and social care provision (Audit Scotland, 2011; 2014b; Scottish Government, 2011b; 2015a). The environmental imperatives involve finding effective ways to handle rising energy prices and reduce carbon footprints in response to Scottish Parliament and EU legislation (Audit Scotland, 2011a).

These imperatives exist in an environment of fiscal consolidation, as noted in all ten government reports. Six of the reports discussed the Scottish Government’s four-pillar approach (4Ps) to PST, recommended by the Christie Commission, highlighting the distinctive features of this approach in Scotland (Public Services Commission, 2011; Scottish Government, 2011b; 2012k; 2013g; Scottish Parliament, 2013; Audit Scotland, 2014b). The Christie Commission Report (2011) addressed medium- to long-term financial problems and the growing public demand. The 4Ps approach to PST emphasizes focusing on people, partnership, prevention, and performance (Public Services Commission, 2011; Scottish Parliament, 2013), considering stakeholders' actions, interactions, and reactions (Pettigrew, 1987).

The proliferation of initiatives, while intended to ensure the pursuit of outcomes and equality objectives, has led to considerable overlap in powers, duties, operations, and procedures, making the transformation of SSES overly bureaucratic and complex. This initiative overload needs addressing with a comprehensive approach to social risk management. Social risks, such as increased inequalities, exclusion, and poverty, can arise from fragmented and uncoordinated initiatives. The significant financial investments in these initiatives question whether the 3Es of public management (economy, efficiency, and effectiveness) are satisfied. Effective social risk management requires a holistic policy approach rather than a fragmented string of initiatives formulated and introduced at different times. This holistic approach is necessary to avoid counterproductive outcomes and ensure that the measures taken genuinely close the attainment gap and improve overall educational outcomes. Nonetheless, the measures demonstrate the Scottish Government's intent to close the socio-economic attainment gap holistically, acknowledging the necessity of a wide-ranging and ambitious approach.

Contextual Imperatives for PST in the UK and Scotland
[bookmark: _Toc24096955]Discussions around the contextual imperatives for PST in the UK, particularly in Scotland, enhance understanding of the transformation in SSES. 

The introduction of academy schools in England by the Labour administration (1997-2010) was considered one of the most innovative educational transformation programs among developed countries (Blair, 2010; Eyles & Machin, 2015). This evolution continued under subsequent governments with the Academies Act 2010 (UK Parliament, 2010). The Scottish Pupil Equity Fund (PEF) similarly devolves administrative and financial autonomy from the Scottish Government directly to schools via Head Teachers, aimed at closing the persistent poverty-related educational attainment gap (Shields & Gunson, 2017; Scottish Government, 2017c).

However, both the implementation of PEF and academy schools are associated with social risks, including distractions from critical issues like pupil safety and learning, growing shortages of school places and teachers, increasing inequality in educational attainment, reduced public accountability, and fractured collaborative structures (Asthana & Heather, 2016). These social risks may negatively impact learning outcomes and exacerbate inequalities, thus widening the socio-economic attainment gap.

[bookmark: _Toc534945583][bookmark: _Toc24096956]Theoretical Framework
Risk Management in Public Sector Transformation
A structured and sustainable approach to managing risks, including social risks, is essential in the public sector. Public sector risk management has been defined as a systematic approach to identifying, evaluating, and economically controlling risks (Ene & Dobrea, 2006). Effective risk management during PST is influenced by political and societal factors (Power, 2004), driven by the need to prevent, mitigate, and manage transformation-related risks (IFG, 2012), and required to overcome PST barriers (Scottish Parliament, 2013).
The adoption of enterprise risk management, which integrates various types of risks (quantifiable and non-quantifiable), promotes organizational innovation and development (Wallig et al., 2012). Effective risk governance ensures that the content and focus of transformation are realised (Asenova et al., 2013). Considering the overarching aim of this paper, risk management theory is used to identify and describe various types of SSES transformation-related risks, particularly social risks, and articulate how they are currently managed in line with IRM/AIRMIC/ALARM (2010) and ISO 31000 (2018) guidelines.
Theoretical Perspectives: Structuration Theory and Resource-Based View (RBV)
Structuration theory, developed by Giddens (1984), asserts that institutional patterns arise from interactions over time and space, with agents producing and reproducing these routines through their agency (Archer, 1995; Tembo-Silungwe & Khatleli, 2018). This theory facilitates understanding the duality between institutional structures and agents during SSES transformation, focusing on signification structures, interpretive schemes, and actors' reflexivity and knowledgeability. Figure 1 captures the first two analytical elements of structuration theory.
Figure 1: The dimensions, modality, and interaction of social structure.
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Source: Adapted from Giddens (1984, p.29)
As illustrated in Figure 1, structuration theory can be condensed into three layers of structure (Giddens, 1984; Schwandt and Szabla, 2013; and Englund and Gerdin, 2014). Interaction between the top (structure) and bottom (agency) layers through the middle (modalities) layer depicts the agent-structure duality. Signification structures refer to the production, reproduction, interpretation, and /or conveyance of meaning through language, symbols or other acceptable array of collective schemata and procedures. Domination structures convey the degree of power conferred at macro, meso or micro-institutional levels, delineating the acceptable use of influence at these levels. Legitimation structures define what is acceptable and appropriate in certain contexts by establishing norms or legislation which in turn can constrain and/or enable action.

The middle layer shows that structures can be converted into (inter) action/agency through modalities or generative mechanisms. Considering modalities, an interpretive scheme signifies a framework for interaction and communication. Facilities are used to allocate resources (allocative resources) and power (authoritative resources). Depending on the context, norms define what is appropriate and acceptable. Thus, modalities can explain the behaviour of individuals/agents in specific situations. Equally, agents can influence structures through their knowledge and reflexivity. Therefore, structures cannot exist independent of agency, nor does it necessarily determine action. Giddens (1984) refers to this inherent relationship between structures and agents as duality of structure because they are mutually constitutive.
The bottom layer contains variables like communication, power and sanctions which characterise agentic action. For instance, communication encapsulates speech, symbols, and gestures; power represents resources that can be allocated or authority that can be exercised; while sanctions signify displeasure of inappropriate behaviour or action in certain contexts, and non-compliance to rules and norms. 
The third analytical element utilised to demonstrate the agent-structure duality in this paper is actors’ reflexivity and knowledgeability. Structuration theory acknowledges that agents are knowledgeable and reflexive, able to transform their environments through their agency (den Hond et al., 2012). Accordingly, there is a recursive relationship between the reflexive conduct of agents and structures leading to a reorganisation (or transformation) of social systems (Boland, 1996). 
Critiques of structuration theory argue that its ontological concepts make it philosophical and overly abstract (Coad et al., 2016; Jack, 2017). However, these reasons partly justify the adoption of structuration theory as one of two dominant theories in this paper. For instance, it promotes ontological understanding of social risks by integrating macro (structures), meso and micro levels of analysis. The main reason for using structuration theory as a theoretical framework is that it permits critical analysis into ontological issues relating to social risks and SSES transformation.
In summary, this paper uses structuration theory’s analytical elements discussed in the preceding section to explain primary research findings from two anonymised Scottish Councils. It illustrates the role of the signification structures and interpretive schemes in the production, reproduction, and management of social risks.
The Resource-Based View (RBV) complements structuration theory by emphasising the role of internal organizational resources and capabilities in managing risks (Barney, 1991). In the context of public services, the RBV suggests that effective management of social risks depends on identifying and leveraging unique resources and capabilities, such as human capital, organizational capital, and social capital (Bryson et al., 2007; Pablo et al., 2007).  Applying the RBV to the management of social risks in Scottish school education transformation, this study proposes that the effectiveness of social risk management strategies depends on the education system's ability to identify, develop, and leverage its unique resources and capabilities. These resources and capabilities may include human capital (e.g., skilled teachers and administrators), organizational capital (e.g., effective programs and processes), and social capital (e.g., strong community partnerships) (Barney, 1991; Grant, 1991). The RBV perspective suggests that the lack of explicit attention to social risks in formal strategic documents may indicate that education leaders have not fully recognized the strategic value of social risk management capabilities (Bryson et al., 2007)



Addressing Gaps in Knowledge
Recent studies highlight the importance of integrating technology in education to enhance learning outcomes and bridge socio-economic attainment gaps (Selwyn, 2019; Williamson, 2020). Additionally, contemporary studies advocate for inclusive educational policies that address the diverse needs of students (Gorard et al., 2021; Reay, 2022). So, whilst existing literature provides a robust foundation for understanding PST, recent studies specifically addressing social risks in educational transformation in Scotland are lacking. This paper fills this gap by integrating contemporary perspectives on risk management and educational policy, offering a more relevant and applicable analysis for current and future PST initiatives. 
The literature review draws attention to the necessity of PST in Scotland, driven by socio-economic, political, and environmental imperatives. It highlights the importance of contemporary developments in educational technology and inclusive policies in shaping effective PST strategies. The integration of structuration theory and RBV provides a comprehensive framework for understanding and managing social risks during SSES transformation. By addressing the identified gaps in recent literature, this study contributes to a more nuanced understanding of the challenges and opportunities in managing social risks within the evolving landscape of school education transformation.
Methods
This exploratory research adopted qualitative research methods using interviews and documentary analysis. Interviews permit the collation of contrasting opinions (Eisenhardt and Graebner, 2007). The key to mitigating the risk of retrospective sensemaking[footnoteRef:2] and impression management[footnoteRef:3] bias often associated with interviews is the approach to data collection. It is therefore good practice to include in the interviews, organisational actors across hierarchies, functional areas, and geographies (ibid). This approach was adopted in this research. Respondents’ perspectives facilitated understanding around the following: [2:  Retrospective sensemaking means constructing a version of reality based on retrospective thinking (Weick, 1995).]  [3:  Impression management refers to management’s attempt to present information (organisational matters, events, processes, and others) in the way that they want. It could entail presenting information in a way that promotes a perception of the organisation or influencing information to favour them (Jones, 2011).] 

· What are the various ways in which social risks of inequalities can emerge and/or be exacerbated while adopting the Scottish Government 4Ps (People, Performance, Prevention, Partnership) approach to SSES transformation?
· What is the potential impact of these social risks of inequalities on key stakeholders including children, young people, families, and local communities?
· How are the social risks of inequalities managed?

Research with limited theoretical underpinning usually require larger samples, compared to those that use established theories to plan and analyse. Theoretical frameworks can be used to articulate associations between different components of primary data. Therefore, the sampling strategy was purposive and guided by the Street Level Bureaucracy Theory. This sociological theory argues that public policy is not best understood as made in legislatures or by high-ranking administrators (Hupe and Hill, 2007). This is because ‘it is shaped during daily encounters of street-level workers’ (Lipsky 1980, p. XII). Thus, implementation may re-shape policy and strategic intent (Shim et al., 2017). In the SSES context, this means that though senior managers develop organisational polices and strategic direction, implementation is shaped by middle and frontline managers. 

The Resource Based View informed the selection of case study participants and the design of interview questions in this study. Participants were purposively sampled to include individuals with knowledge of the education system's internal resources and capabilities related to social risk management (Barney, 1991; Grant, 1991). Their selection enabled diversity in terms of the outer institutional structures[footnoteRef:4] driving SSES transformation, and inner institutional factors that may influence the process. For reasons of anonymity, these case studies are called Council A and Council B.       [4:  Politics and socio-economic structures constitute outer or external institutional structures. Discussions on demography were included in socio-economic discussions.] 


Interview questions were designed to elicit information about the presence, development, and deployment of these resources and capabilities in the context of risk management and Scottish school education transformation.
Eight managers from Council A and nine from Council B were interviewed. Sample sizes in both councils were influenced by the need to achieve data saturation (Coulton et al., 2017). All the relevant stakeholders involved in school education provision and transformation in both anonymous local councils were interviewed. It became evident that data saturation had been achieved when the interviewer kept being referred to the people that had been interviewed. 

Information about the roles of respondents from both councils is provided below.
Table 1: Job and Managerial Roles of Respondents from Councils A and B.
	#
	Job Role
	Managerial Role 
	Job Role
	Managerial Role

	1
	Chief Executive
	Senior Manager with strategic role (SMS-1A)
	Chief Executive
	Senior Manager with strategic role (SMS-1B)

	2
	Education Director
	Senior Manager with strategic and implementation roles (SMSI-1A)
	Communities Director
	Senior Manager with strategic role (SMS-2B)

	3
	Head of Education
	Senior Manager with strategic and implementation roles (SMSI-2A)
	Education Director
	Senior Manager with strategic and implementation roles (SMSI-1B)

	4
	Head of Inclusive Education
	Senior Manager with strategic and implementation roles (SMSI-3A)
	Head of Education 
	Senior Manager with strategic and implementation roles (SMSI-2B)

	5
	Head of Children Services
	Senior Manager with strategic role (SMS-2A)
	Schools Manager
	Senior Manager with strategic and implementation roles (SMSI-3B)

	6
	Chief Internal Auditor
	Middle Manager with strategic role (MMS-1A)
	Internal Auditor
	Middle Manager with strategic role (MMS-1B)

	7
	Policy Manager
	Middle Manager with strategic role (MMS-2A)
	Inclusion Manager
	Middle Manager with strategic role (MMS-2B)

	8
	Attainment Challenge Manager
	Frontline Manager with implementation role (FMI-1A)
	Improvement Manager
	Middle Manager with strategic role (MMS-3B)

	9
	
	
	Service Review Manager
	Middle Manager with strategic and implementation roles (MMSI-1B)


 
Analysis Strategy
The analysis strategy determines the number of research participants. A thematic cross-case analysis was conducted to illustrate how transformation-related social risks may be enacted and managed in two different demographic contexts in Scotland, that is predominantly urban versus predominantly rural settings. Thematic analysis focuses on qualifying themes by “identifying, analysing and reporting patterns within data” (Braun and Clarke, 2006, p. 79). Thus, it gives an altogether qualitative, nuanced, and comprehensive data interpretation. The findings were analysed, interpreted, and discussed via a blend of risk management, structuration, and the RBV theory.
Findings and Discussion 
Signification refers to the coding of meaning in discourse and establishing a common language: hence, it can aid or hinder risk communication (Hsu et al., 2013). Signification structures are denoted as rules associated with political, legislative, and socio-economic contexts. From an SSES perspective, signification structures constitute blueprint for action and are enacted via interpretive schemes. Accordingly, interpretive schemes are the modalities, generative mechanisms, and/or language through which public policy and legislation on SSES transform are communicated to Councils. Interpretive schemes can influence how social risks are perceived and therefore managed. Table 2 captures some interpretive schemes deployed in Councils A and B, although their role in social risk management particularly during SSES transformation is under-developed in both Councils.

Documentary analysis was one of the ways in which interpretive schemes were analysed. Table 2 provides some evidence of social risk awareness and management during SSES reform. In Council A, the social risks identified were associated mainly with exclusion/inequality and poor learning outcomes in the partnership and performance pillars. In contrast, social risks associated with all 4Ps were identified in Council B’s corporate documents. There was also some evidence of social risk management during SSES reform based on the partnership, performance, and prevention pillars. There was no evidence of risk management for social risks associated with the people pillar. In both Councils, the risk of reductionism was neither discussed nor alluded to in their corporate documents. This may be because the potential impacts of reductionism are less obvious and only evident in the long-term, unlike other categories of social risks with potential short to medium term impacts.

Interview analysis was another method used for analysing interpretive schemes by studying the language used by respondents. As illustrated in Table 3, Council A respondents articulated the nature of social risk associated with the 4Ps approach to SSES transformation but not in all potential social risk categories (exclusion/inequality, poor learning outcome, reductionism). In contrast, Council B articulated the nature of social risk associated with SSES transformation underpinned by all 4Ps and in each social risk category. However, in the case of partnership social risk, reductionism was the only form identified.

More risks were identified during the interview process compared with documentary analysis, demonstrating that SSES managers are receptive to the concept of social risk. However, the Councils’ interpretive schemes do not effectively communicate this knowledge across the organisation; thus hindering (to some extent) effective social risk management. This insufficiency of corporate communication is crucially important because the holistic nature of social disadvantage requires a wide spectrum of council services to be utilised if that disadvantage is to be overcome effectively and quickly (i.e., in the medium, if not short, term).

Production and Management of Social Risks of Inequalities During School Education Transformation: The Role of Signification Structures and Interpretive Schemes
Production and Management of Social Risks of Inequalities During School Education Transformation: The Role of Signification Structures and Interpretive Schemes

 The findings of this study can be interpreted through the lens of the RBV. The presence of strong human capital, in the form of skilled and committed teachers and administrators, emerged as a key resource for managing social risks in both case study councils. However, the effectiveness of social risk management strategies varied between the two councils, suggesting differences in their organizational and social capital (Barney, 1991; Grant, 1991). Council B's more risk aware management team and its proactive, albeit implicit approach to identifying and addressing social risks and resource to address them appeared to contribute to its more effective social risk management compared to Council A (Pablo et al., 2007)
394

[bookmark: _Toc3220968][bookmark: _Toc8107435][bookmark: _Toc23944246]Table 2: Table Documentary Analysis: Evidence of Social Risk Awareness[footnoteRef:5] and Management [5:  The first step in risk management is risk awareness/identification. As such, social risk awareness/identification is part of the overall process of social risk management. The distinction is made here to highlight the differences social risk, as conceptualised in Councils A and B. The distinction is made here to highlight the differences social risk as conceptualised in Councils A and B.] 

	#
	Social Risk Category
	Nature of Social Risk
	Council A
	Council B

	
	
	
	Social Risk Awareness
	Social Risk Management
	Social Risk Awareness
	Social Risk Management

	1
	Partnership Social Risk
	Exclusion/Inequality
	X
	X
	X
	X

	
	
	Poor Learning Outcomes
	X
	
	X
	

	
	
	Reductionism
	__
	
	__
	

	2
	People Social Risk
	Exclusion/Inequality
	__
	__
	X
	__

	
	
	Poor Learning Outcomes
	__
	
	X
	

	
	
	Reductionism
	__
	
	__
	

	3
	Performance Social Risk
	Exclusion/Inequality
	__
	X
	__
	X

	
	
	Poor Learning Outcomes
	X
	
	X
	

	
	
	Reductionism
	__
	
	__
	

	4
	Prevention Social Risk
	Exclusion/Inequality
Poor Learning Outcomes
Reductionism
	__
	__
	X
	X

	
	
	
	__
	
	X
	

	
	
	
	__
	
	__
	


[bookmark: _Toc3220969][bookmark: _Toc8107436]
[bookmark: _Toc23944247]

Table 3: Interview Analysis: Evidence of Social Risk Awareness and Management.
	#
	Social Risk Category
	Nature of Social Risk
	Council A
	Council B

	
	
	
	Social Risk Awareness
	Social Risk Management
	Social Risk Awareness
	Social Risk Management

	1
	Partnership Social Risk
	Exclusion/Inequality
	X
	__
	__
	__

	
	
	Poor Learning Outcomes
	X[footnoteRef:6] [6:  Poor learning outcome was identified here as a potential cause of inequality.] 

	__
	__
	__

	
	
	Reductionism
	__
	__
	X
	__[footnoteRef:7] [7:  There were no clear responses regarding the management of this risk. However, as noted by one of the senior managers with strategic and implementation (SMSI) responsibilities social inclusion could be an effective social risk management strategy. A middle level manager with strategic responsibility (MMS) explained that effective communication at senior management level helped in managing reductionism risk associated with the partnership pillar. However, this highlights the communication gap between senior, middle, and front-line managers, leaving room for poor alignment between strategy formulation and strategy implementation.
] 


	2
	People Social Risk
	Exclusion/Inequality
	X
	X
	X
	X

	
	
	Poor Learning Outcomes
	__
	__
	X
	X

	
	
	Reductionism
	X
	__
	X
	__

	3
	Performance Social Risk
	Exclusion/Inequality
	X
	X
	X
	__

	
	
	Poor Learning Outcomes
	__
	__
	X
	X

	
	
	Reductionism
	__
	__
	X
	Work in Progress

	4
	Prevention Social Risk
	Exclusion/Inequality
Poor Learning Outcomes
Reductionism
	X
	__
	X
	X

	
	
	
	__
	X
	X
	X

	
	
	
	__
	__
	X
	X




The role of individual managers in Council B was crucial in social risk discourse around inequalities and SSES transformation. Senior managers like the Chief Executive and Head of Education, and middle manager like the Internal Auditor were significantly more knowledgeable than others about the concept of risk and communicated this knowledge articulately. This probably enhanced their understanding of social risk when the concept was introduced to them. Hence, their engagement in social risk discourse was more in-depth than in Council A’s management team. Correspondingly, previous risk experiences of senior managers were key. In Council B, less risk-aware colleagues could conceptualise social risks of inequalities from an SSES transformation perspective when the concept was explained to them. This was probably due to the influence of their risk-aware environment. Thus, responses from the less risk-aware managers often mirrored social risk expressions used by their more risk-aware colleagues like “unintended consequences” and “negative consequences”. This highlights the positive role of agency in enhancing signification structures. It also demonstrates that with relevant social risk management knowledge, council managers can effectively function as social risk “arbiters” (Hardy and Maguire, 2016, p.88). Council A managers (apart from the Internal Auditor) were not as exposed to equivalent levels of risk knowledge or experience which probably explains their lower level of social risk awareness in comparison to respondents from Council B. 

Both Councils’ seemingly haphazard and uncoordinated approach to social risk management indicate need for well-developed signification structures and interpretive schemes as a vital first step towards tackling SSES related social risks of inequalities. This can be partly achieved through agency as demonstrated in Council B, and legitimation structures, which will be discussed in the full version of this paper.

Conclusion
The reviewed legislation outlined the strategic priorities of the Scottish Government as pertains to SSES transformation. The findings and discussions reveal that from a political and legislative perspective, transforming SSES based on the 4Ps can introduce and/or exacerbate social risks if not properly implemented. In terms of the people pillar, the social risks were explicitly associated with the potential to exclude individuals and groups that may not be captured by the Equality Impact Assessment (EqIA). This could exacerbate inequality. Similarly different groups of young people could experience inequality risks if Councils do not pay due regard to how school education is provided and transformed or assess potential impact of implementing new school education policy on the learning outcomes of young people.

Like the people pillar, the social risks associated with the partnership pillar are exclusions and inequality of learning outcomes. This could arise based if councils focus strictly on legislation or strategic council documents (Local Outcome Improvement and Locality Improvement Plans) to guide their identification of vulnerable young people requiring for example, additional learning support, without recognising the role other public bodies play and whose operations could counteract councils’ measures. Likewise, many Community Planning Partnerships (CPP) neither understand their leadership roles and performance assessment responsibilities, nor the benefits of partnership working and how this might reduce inequality of outcomes associated with socio-economic disadvantage (Audit Scotland, 2018c). 

There is no coherent national framework for assessing CPP performance and their progress towards implementing the Statement of Ambition (ibid). According to a study by Asenova et al (2013), there was no evidence reflecting genuine empowerment of the community, which contradicts the Community Empowerment (Scotland) Act 2015. So, whilst CPP are well positioned to deliver transformational change in an SSES context, this may be hindered if operational risks associated with leadership and performance are not addressed. Further, if unaddressed, these operational risks could have negative impacts on learning outcomes of some vulnerable young people, thereby constituting social risks of inequality. Absence of diversity in parent councils and poor parental engagement were identified as barriers to effective parental and community engagement (Scottish Government, 2017a). This implies that the needs of some young people may not be addressed because their parents/guardians are not available to plead their cause; thus, introducing social risks of exclusion. 

The social risks associated with the performance pillar is the possibility of poor learning outcomes for some pupils. This is also linked to the social risk of inequalities. It may be caused by operational risks relating to increased teacher workload and needless bureaucracy associated with the PEF. Poorly developed lines of accountability are additional operational risks associated with PEF which may lead to poor learning outcomes for some pupils. 

Common to both performance and prevention pillars are strategic risks relating to strategic decision making for example the need for a clearer articulation of GIRFEC. Focusing on ‘measuring the measurables’ (e.g., outputs rather than outcomes) may distort performance and failure to assess operational and behavioural risks (e.g., relating to opportunity costs) may frustrate preventative measures. In both instances, social risks relating to poor learning outcomes might emerge. Similarly, some risks were associated with routine council operations relating to service provision and transformation. Therefore, effective, and sustainable SSES transformation may be hindered if these risks are not considered during the process and can be facilitated if considered. This suggests that SSES have an important role to play in ensuring effective transformation.

Incorporating the Resource Based View alongside structuration theory has enriched our understanding of social risk management in the context of Scottish school education transformation. While structuration theory illuminates the interplay between agency and structure in shaping social risk management practices, the RBV highlights the importance of internal organizational resources and capabilities in determining the effectiveness of these practices (Barney, 1991; Giddens, 1984). By combining these perspectives, this study offers a more comprehensive account of the challenges and opportunities involved in managing social risks during public service transformation (Bryson et al., 2007; Pablo et al., 2007).

The new knowledge created in this paper has the potential to create positive impact in the lives of key beneficiaries, if the findings from the recommendations are applied. For example, beneficiaries such as the groups of children and young people who may be exposed to inequalities of learning outcome would be identified and provisions would be made by schools to include them in transformation initiatives. This would provide a level playing field for all children and young people. Furthermore, armed with this new knowledge, key stakeholders like schools and the Scottish Government operating at the meso and macro institutional levels respectively, who are instrumental to delivering this impact may do so various ways. The schools can update their organisational policies and procedures to ensure that these groups are not ignored when they undertake activities targeted at transforming school education. The Scottish Government can include not just the head teachers, also the teachers, including part time and supply teachers in strategic decision-making from the onset, as the latter are the ones responsible for strategy implementation.

 Drawing on the insights from the RBV, this study recommends that education policymakers and practitioners prioritize the development and leveraging of key resources and capabilities to enhance social risk management in Scottish school education transformation. This may involve investing in staff training and development programs to build human capital, fostering partnerships with community organizations to enhance social capital, and reviewing and improving organizational processes and routines to strengthen organizational capital (Barney, 1991; Grant, 1991; Pablo et al., 2007). By proactively identifying and addressing resource gaps and leveraging their unique strengths, education authorities can improve their capacity to effectively manage social risks and promote positive outcomes for all students (Bryson et al., 2007).

Despite the perceived strengths of the structuration theory, it fails to explain how and why social risk is not explicitly mentioned in policy documents belonging to Scottish school education services. To address this, future research can draw on the language view of strategy as practice as a critical lens to critically consider this anomaly.  Put simply, future research should focus on “playing the language game” to  promote alignment between organisational  strategy and risk management strategy. This will promote a shared understanding and language of  social risks manifested in risk registers, annual reports, and meeting minutes.
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