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EXC/SA/18/001

First Meeting 
of Shadow 
Executive 
(Cabinet)
Title of Report: Implementation Plan for the 

Creation of a New Council for 
West Suffolk

Report No: EXC/SA/18/001
Shadow Executive 
(Cabinet) 5 June 2018Report to and 

dates:
Shadow Council 12 June 2018

Portfolio holders: Cllr Ruth Bowman, J.P
FHDC Portfolio Holder for 
Future Governance
Tel: 01638 510896
Email: ruth.bowman@forest-
heath.gov.uk

Cllr Carol Bull
SEBC Portfolio Holder for 
Future Governance
Tel: 01953 681513
Email: 
carol.bull@stedsbc.gov.uk

Lead officer: Leah Mickleborough
Service Manager 
(Democratic Services)
Tel: 01284 757162
Email: 
leah.mickleborough@westsuffolk
.gov.uk

Ben Smith
Programme Manager – 
Single Council 
Implementation
Tel: 01284 757101
Email: 
ben.smith@westsuffolk.gov.uk

Purpose of report: The implementation plan outlines the principles on 
which the functions and responsibilities of Forest Heath 
and St Edmundsbury Councils will transfer to the West 
Suffolk Council.  

Recommendation: The Shadow Executive (Cabinet) is requested to:

1) Agree the Central Implementation Team as 
outlined in paragraph 16 of Appendix A to 
Report No: EXC/SA/18/001.

2) Recommend that the West Suffolk Shadow 
Council agrees the Implementation Plan 
attached at Appendix A to Report No: 
EXC/SA/18/001. 

Key Decision: Is this a Key Decision and, if so, under which 
definition?
Yes, it is a Key Decision - ☐
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EXC/SA/18/001

(Check the appropriate 
box and delete all those 
that do not apply.)

No, it is not a Key Decision - ☒

The decisions made as a result of this report will usually be published within 
48 hours and cannot be actioned until five clear working days of the 
publication of the decision have elapsed. This item is included on the 
Decisions Plan.
Consultation:  Consultation will be undertaken where 

relevant to individual workstreams in the 
implementation plans.

Alternative option(s):  None applicable
Implications: 
Are there any financial implications? 
If yes, please give details

Yes ☐    No ☒
 The budget for implementation of 

the new Council was agreed by 
both councils as part of the 
business case.  

 The new council will bring savings 
and efficiencies totalling around 
£850k per annum. Delivery of the 
savings has been included as part of 
the West Suffolk councils Medium 
Term Financial Strategy. 

Are there any staffing implications? 
If yes, please give details

Yes ☐    No ☒


Are there any ICT implications? If 
yes, please give details

Yes ☐    No ☒


Are there any legal and/or policy 
implications? If yes, please give 
details

Yes ☒    No ☐
 The requirement to form an 

implementation plan and establish 
a Central Implementation Team is 
a requirement of the West Suffolk 
Council (Local Government 
Reorganisation) Order 2018

Are there any equality implications? 
If yes, please give details

Yes ☐    No ☒
 Equality impact assessments will 

be undertaken where relevant to 
individual workstreams in the 
implementation plans

Risk/opportunity assessment: (potential hazards or opportunities affecting 
corporate, service or project objectives)

Risk area Inherent level of 
risk (before 
controls)

Controls Residual risk (after 
controls)

Failure to agree an 
implementation plan 
leads to an 
inconsistent or 
incomplete 
implementation of the 
single council and lack 
of compliance with 
legal obligations

Medium Agreement of the 
Implementation Plan 
by the Shadow 
Council

Low
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An appraisal of the risks associated with implementing the new council is set out in the 
implementation plan. Development of the detailed service level implementation plans will 
incorporate the identification of additional risks, and the appropriate mitigating measures.  
Where appropriate, risks will be escalated through programme governance reporting framework.
Ward(s) affected: All wards
Background papers:
(all background papers are to be 
published on the website and a link 
included)

A single district council for West 
Suffolk – Business Case - 
https://www.westsuffolk.gov.uk/Coun
cil/single_council/upload/WestSuffolkC
ouncilBusinessCaseFINAL.pdf 

Documents attached: Appendix A - West Suffolk Council 
Implementation Plan
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1. Key issues and reasons for recommendation(s)

1.1 On 24 May 2018, the Local Government Minister signed the Orders to create 
the new West Suffolk Council.  This marks the end of the approval phase, and it 
is now time to focus on the work required to bring the new Council into being.

1.2 The West Suffolk Shadow Authority is required to form an Implementation Plan, 
to outline how the functions and responsibilities of Forest Heath and St 
Edmundsbury Councils will transfer to the West Suffolk Council on 1 April 2019.

1.3 The proposed Implementation Plan is attached at Appendix A to this report and 
is focused on the following areas:

- the principles of implementation;
- areas of decision making that the West Suffolk Shadow Council and West 

Suffolk Shadow Executive will be required to make;
- other key areas of implementation; and 
- programme governance. 

1.4 In forming the Implementation Plan, focus has been maintained in two core 
areas – ensuring that the requirements in the business plan are respected, and 
that our residents, businesses and customers continue to receive the high level 
of public services that they would expect with minimal levels of disruption.

1.5 The Councils’ service areas have worked to refine detailed service-level plans, 
which outline the necessary steps to be taken for transitioning the service areas 
to the new Council.  These are subject to ongoing monitoring through the 
governance mechanisms outlined in the Implementation Plan.  When 
implementing their plans, the services will focus on how they comply with the 
principles in the Implementation Plan. 

1.6 The Implementation Plan also establishes a Central Implementation Team of 
Officers who will assist the Shadow Executive with the delivery of the 
Implementation Plan. The Central Implementation Team will be led by the Chief 
Executive and will report to the Forest Heath and St Edmundsbury Portfolio 
Holders for Future Governance and to the Shadow Executive. The Shadow 
Executive will be responsible for keeping the Implementation Plan under review 
and revising it as necessary. 

1.7 Following agreement of the Implementation Plan, a more formal timetable and 
decisions plan will be developed to provide clarity on where and when individual 
area of implementation are expected to come forward for member agreement.

Page 4



Appendix A

1

A SINGLE COUNCIL 
FOR WEST SUFFOLK

 Implementation Plan for the creation 
of a new, single council for West 

Suffolk

May 2018
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A. BACKGROUND

1. Forest Heath and St Edmundsbury councils (the councils) have a long, 
shared history, culminating in recent years in the formation of a full shared 
service partnership between the two councils that has created ongoing savings 
in excess of £4 million in staff and other costs since 2013. 

2. The councils are committed to shaping local government arrangements in 
West Suffolk in the most effective way.  In September 2017 the Councils agreed 
a Business Plan to create a new, district council for West Suffolk.  This was 
submitted to the (then) Secretary of State for Communities and Local 
Government.

3. A new, single district council for West Suffolk will bring the following 
benefits for local businesses and communities, including:

- value for money, financial savings and self-sufficiency;
- simplicity;
- democratic accountability;
- influence; and 
- resilience.

4. In February 2018, following a period of consultation, the Secretary of 
State announced that he would support the proposal to create a new West 
Suffolk Council and confirmed that the draft order to create a new council would 
be heard by Parliament. 

5. In May 2018 the orders to create a new, single district-level council for 
West Suffolk were signed into law by the Secretary of State for Housing, 
Communities and Local Government confirming that the new West Suffolk 
Council would be created on 1 April 2019 and elections to the new Council would 
take place on 2 May 2019. 

6. The order that creates the new West Suffolk Council provides for the 
establishment of a Shadow Authority and Shadow Executive to operate before 
West Suffolk Council takes on full responsibility on 1 April 2019. The Shadow 
Authority and Shadow Executive are tasked with making all the necessary 
preparations in advance of 1 April 2019, including endorsing and keeping under 
review this implementation plan. 

B. PRINCIPLES OF IMPLEMENTATION

7. The councils have a long, shared history, which has led to the formation of 
joint strategic plans and objectives, and a fully shared officer structure. Due to 
the level of integration between the councils at present, work to transition to the 
new West Suffolk Council will be less significant than within authorities that do 
not have the same level of harmonisation.

8. The plan for implementing the transition to the new West Suffolk Council 
is based on five key principles:
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- We will ensure West Suffolk Council is fully empowered to discharge all of 
its powers and functions on 1 April 2019;

- We are not expecting the creation to impact on service delivery. Where 
there is an impact we will aim to minimise the impact on our residents, 
communities, businesses, service users and other local stakeholders and 
partners;

- Policies will be harmonised in a way that enables West Suffolk Council to 
operate with a clear purpose;

- We will not take avoidable decisions that would constrain or restrict the 
operation of West Suffolk Council; and

- We will focus on delivering the commitments made in our business case

9. The Shadow Executive will establish a Central Implementation Team of 
officers, who will lead the delivery of the implementation plan. The Central 
Implementation Team will be led by the Chief Executive.  

10. The implementation of the new West Suffolk Council has an agreed 
budget of £0.5m which both councils committed to meetings as part of the 
business case. Delivery of the new single council is estimated to generate a 
further £0.5 million of annual cashable savings, £0.35m non-cashable savings 
and will protect the shared services savings of £4 million each year across West 
Suffolk that the councils have achieved. 

C. MOVING INTO IMPLEMENTATION

11. Forest Heath and St Edmundsbury Councils will remain as separate, 
sovereign bodies until 31 March 2019.  Meanwhile all of the Council members 
will form a West Suffolk Shadow Authority to oversee the transition to a new 
West Suffolk Council. 

12. The Shadow Authority is responsible for ensuring that all necessary 
measures are in place to allow for the functions and powers of Forest Heath and 
St Edmundsbury to transfer to West Suffolk Council, and in particular:

- adopt policy and strategy for West Suffolk Council;

- set a budget and precept for West Suffolk Council to operate from 1 April 
2019;

- produce a constitution and governance model for West Suffolk Council;

- Appoint statutory officers to West Suffolk Council, and make provisions for 
the transfer of staff, assets and liabilities for the new Council; 

- commission an Independent Remuneration Panel to produce a scheme of 
members’ allowances for West Suffolk Council to consider at its first 
meeting in May 2019;

- lead a review of civic leadership in West Suffolk; and

- act as a consultee for the purposes of the Local Government Boundary 
Commission for England’s electoral review.

13. The Shadow Authority will appoint a Leader and Shadow Executive to 
oversee the planning of the Implementation Plan. It should be noted that the 
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From 30 May 2018

Forest Heath and St 
Edmundsbury continue to 
operate separately, and together 
form a Shadow Authority to 
establish the post-2019 Council  

From 1 April 2019

West Suffolk Council is formed 
and both Forest Heath and St 
Edmundsbury are abolished.  All 
staff transfer to the new Council.  
All Councillors continue to serve 
on West Suffolk Council until 6 
May 2019 (4 days after the 
election)

leaders from both Forest Heath and St Edmundsbury must be on the Shadow 
Executive for the duration of the shadow period (until 4 days after the May 2019 
election). 

14. On 1 April 2019, the local government areas of Forest Heath and St 
Edmundsbury will be abolished and the new West Suffolk Council will take on the 
powers and responsibilities of the former bodies.  At this point, the 72 members 
of Forest Heath and St Edmundsbury will cease their term of office for their 
respective councils and will continue to be members of the Shadow Authority 
until four days after the election to the West Suffolk Council, being held on 2 
May 2019.

15. A team of officers will be formed by the Shadow Executive for the 
purposes of assisting it with delivery of the Implementation Plan. They will be 
known as the Central Implementation Team.  The officers on the Central 
Implementation Team will be:

16. The Shadow Executive is responsible for the Implementation Plan and a 
Central Implementation Team of officers will be established to assist with the 
delivery. The Central Implementation Team will be led by the Chief Executive 
and will include the following officers:  

- Joint Chief Executive (leader of the Central Implementation Team)
- Monitoring Officer
- Section 151 Officer
- Strategic Director
- Assistant Director for HR, Legal and Democratic Services
- Service Manager for Corporate Policy
- Service Manager for Communications
- Programme Manager: Single Council Implementation

17. Decisions over the membership of the Central Implementation Team will 
be the responsibility of the Chief Executive.
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18. All necessary modifications to systems and procedures will need to be 
implemented in time for the creation of the new West Suffolk Council on 1 April 
2019.

19. The success measures from the implementation of the new Council will be 
based on the principles highlighted above, and on delivery of the business case. 

Shadow Authority decision making
D. POLICY AND STRATEGY  

20. The new West Suffolk Council will require a single policy framework to 
govern its activities.  The content of the majority of policies currently adopted by 
Forest Heath and St Edmundsbury Councils are already the same between the 
councils, due to the harmonisation work undertaken through shared services. 
However, a small number of policy areas remain where there are differences 
between the two councils.

21. The suite of documents that are already joint will be rebranded (for 
example, change ‘councils’ to ‘council’) and then put forward to the Shadow 
Council or Shadow Executive for adoption. The joint documents will be 
collectively considered for adoption. 

22. There are also some policies that are already joint but require renewal 
ahead of the implementation of the new Council because of the existing councils’ 
statutory duty. These include the Gambling Act Statement of Principles and 
Statement of Licensing Policy, both of which are due for renewal by December 
2018. As such, the policies will require adoption by Forest Heath District Council, 
St Edmundsbury Borough Council, and West Suffolk Shadow Council. 

23. The following policies remain separate for the two councils and require 
harmonisation before 1 April 2019:

- Taxi/Private Hire Vehicle policies
o Livery
o Vehicle age
o Fares
o Licence plates

- Street Vending and Trading 
- West Suffolk Statement of Licensing Policy
- Play area inspections
- Empty Property Council Tax Discounts 
- Discretionary business rate relief policy
- Supplementary Planning Document for Open Space, Sport and Recreation
- Used battery collection 
- Recycling credits to third parties – scheme rules
- Treasury management
- Appeals for parking fines
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24. The above policies will be harmonised as part of the transition to the new 
council. Each issue will be considered on its merits, with emphasis placed on 
smooth and transparent transition of arrangements to the new Council.

25. The councils have separate planning policies in place and it is expected 
that the West Suffolk Council will continue work on a West Suffolk Local Plan. As 
part of the implementation plan, the arrangements for retaining the existing 
Planning Policies will be clarified. 

26. It’s important to note that the councils operate with some differences with 
their Market Trading Regulations and Cemetery Regulations. These differences 
relate specifically to towns, rather than the West Suffolk Council area. Where 
policies or decisions are place-specific, there is not a requirement to review the 
differences as part of the Implementation Plan. 

E. BUDGET AND COUNCIL TAX LEVELS

27. The new West Suffolk Council will need to have an established budget and 
financial plans to operate from 1 April 2019. The decision on the budget and 
council tax levels for the 2019/20 financial year will be made by the West Suffolk 
Shadow Council in February 2019. 

28. As part of the budget setting process there will be a requirement to assess 
the level of reserves for the new West Suffolk Council to ensure they are 
prudent. In a number of areas, both authorities hold earmarked reserves for the 
same stated purpose, and a single council approach would entail consideration of 
revised levels for these. 

29. The new West Suffolk Council will work towards a single level of council 
tax. As set out in the 2017 business case there will be a period of harmonisation 
(7 years is proposed as part of the business case) to achieve this. The Secretary 
of State intends to exercise his powers under the Section 14 of the Local 
Government and Public Involvement in Health Act 2007 Act to make 
consequential orders which will allow for a transitional period for the 
harmonisation of council tax. The consequential order is expected to come 
forward in July 2018. 

30. There will be a requirement for the budget setting process to be 
scrutinised.  The Constitution for the Shadow West Suffolk Council will establish 
how this scrutiny will be undertaken.

F. GOVERNANCE MODEL

31. The Shadow Authority will be required to adopt a constitution at its first 
meeting of the Shadow Council. The Shadow Authority will not have the same 
powers and functions as St Edmundsbury and Forest Heath, for example it won’t 
make decisions on planning applications. Therefore the shadow constitution will 
not need to cover those areas and will instead cover how it will hold meetings 
and make decisions, the role of the Shadow Executive and also how the scrutiny 
function would operate. This will provide clarity on how the Shadow Authority 
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will prepare to take on the functions of West Suffolk Council from Forest Heath 
and St Edmundsbury. 

32. A constitution for the new West Suffolk Council will also need to be 
prepared for adoption by the Shadow Council, to come into effect on 1 April 
2019. The Forest Heath and St Edmundsbury constitutions are broadly aligned 
and will provide a solid framework for producing the new constitution. 

33. The Future Governance Steering Group will establish proposals for the 
West Suffolk Council governance arrangements, which will form the basis of the 
new constitution. The governance model will need to take into consideration that 
West Suffolk Council will be one of the largest district-tier councils in the country 
and produce a model that is appropriate to the nature of governance required 
whilst taking account of the opportunity for members to play strong roles in and 
for their localities.

34. The work of the Future Governance Steering Group will feed into the Joint 
Constitution Working Group, which is cross-party and cross-authority, who will 
work on the new constitution to ensure appropriate arrangements are in place 
ahead of 1 April 2019.  The Joint Constitution Working Group will report into the 
Shadow Council. 

G. MEMBERS’ ALLOWANCES

35. The Shadow Authority is required to formulate a scheme of members’ 
allowances for West Suffolk Council to operate under from 1 April 2019. The size 
of the new West Suffolk Council necessitates a fundamental review of allowances 
and there are a number of differences between the current schemes for Forest 
Heath and St Edmundsbury and therefore it is not possible to simply adopt the 
existing allowances scheme. 

36. The Shadow Authority will be required to appoint an Independent Panel to 
lead the review of remuneration, allowances and expenses for Councillors. The 
panel’s work will be supported by Officers of the Councils, who will offer 
appropriate training, briefing and support to the Panel members.  

37. It is expected that the Independent Panel will make recommendations for 
the Shadow Council to consider in February 2019, with a view that the Council’s 
decision will be referred to West Suffolk Council to adopt after 1 April.

H. CIVIC LEADERSHIP 

38. Forest Heath and St Edmundsbury are separate sovereign bodies and 
therefore operate under different models for civic leadership. The main civic 
leadership role in Forest Heath is provided by a Chairman and in St 
Edmundsbury it is provided by a Mayor.  Each of these civic leaders operates in 
line with a role description or protocol and the role of the civic leader for the new 
West Suffolk Council will need to be defined by the Shadow Authority. 

39. It is important to note that civic leadership is wider than one individual.  It 
is about how residents engage with and understand the Council; how the Council 
demonstrates support for its communities, encourages civic pride in its area, 
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promotes local democracy and how the role supports the aims and ambitions of 
the Council.  The civic leader is the figurehead of this work, alongside their 
Deputy and local ward Councillors.

40. With this in mind, the Shadow Council will be establishing a Working 
Group to assess what civic leadership should be under the new West Suffolk 
Council and determine whether an application should be made to the Privy 
Council for the West Suffolk Council to be granted Borough status. 

41. The activities and recommendations of the Civic Leadership Working 
Group will be reported to the Shadow Council.

I. ELECTORAL REVIEW

42. On 4 May 2018 the councils submitted options for the future West Suffolk 
wards to the Local Government Boundary Commission for England (LGBCE). The 
LGBCE will consider all options put forward, and then publish a draft proposal for 
public consultation on 3 July 2018. The LGBCE consultation will run until 27 
August 2018.  The Shadow Council will have the option of responding to the 
LGBCE consultation.

43. The LGBCE will consider the evidence received and produce final 
recommendations for West Suffolk Council’s electoral arrangements. A draft 
order will be laid in both Houses of Parliament and the new ward arrangements 
will come into effect at the first election to the new Council on 2 May 2019. 

Other significant areas of implementation

J. BRANDING 

44. Forest Heath and St Edmundsbury have been operating for a number of 
years under a West Suffolk Councils brand which is considered to be a clear and 
simple brand which is recognised by residents and businesses. At the start of the 
process councillors supported that a sensible, simple and cost-effective approach 
would be to make minor amendments to the existing brand to reflect the already 
recognisable ‘West Suffolk’ logo for the change to the new Council.  

45. The West Suffolk ‘working together’ logo is the branding, used on service 
vehicles (such as refuse lorries) as well as communications coming from the 
councils. The councils’ own individual logos are used when they are working 
alone or have individual statutory responsibilities (such as council tax letters or 
regulatory letters).

46. The new logo and branding is needed for when the new Council starts, 
especially for statutory and legal documents and signage and has been 
produced, as below.  Any further work on rebranding and visioning around this 
would be for the new Council to consider.
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K. LEGAL AGREEMENTS

47. In advance of the creation of West Suffolk Council, the councils will be 
required to conduct a review of all contracts involving Forest Heath District 
Council and St Edmundsbury Borough Council including Memorandums of 
Understanding, Service Level Agreements, Partnership Agreements, Shareholder 
Agreements, Funding Agreements and Rent Deposit Agreements.  A number of 
contracts already operate across the two Councils due to the existing shared 
service arrangements.

48. Information will be gathered to allow the councils to determine the extent 
to which those agreements require to be novated (whereby the existing contract 
is extinguished and immediately replaced with another in which West Suffolk 
Council effectively takes up, and replicates, those rights and obligations of the 
original authority) or where an alternative route needs to be followed, for 
example a re-tender exercise due to an opportunity to achieve savings. 

L. TRANSFER OF ASSETS

49. Forest Heath and St Edmundsbury own a number of assets across West 
Suffolk which will need to be transferred to the new West Suffolk Council.  The 
Secretary of State intends to exercise his powers under the Section 14 of the 
Local Government and Public Involvement in Health Act 2007 to make 
consequential orders which will allow for the transfer of property, assets and 
liabilities to the new council. 

M. STAFF TUPE

50. All employees of Forest Heath and St Edmundsbury councils will TUPE into 
the West Suffolk Council on 1 April 2019. TUPE stands for 'Transfer of 
Undertakings (Protection of Employment) Regulations 2006', which protect the 
entitlement of employees to the same pay, terms and conditions, with continuity 
of employment, as they had before the transfer.

51. The existing high level of staff integration between the councils, for 
example staff already operating on single terms, conditions and pay means that 
the TUPE requirements are relatively straightforward.  All employees will receive 
a letter (an amendment to contract) advising that they are to be TUPE 
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transferred from either St Edmundsbury or Forest Heath to West Suffolk Council 
and all terms and conditions will remain the same.

N. IT SYSTEMS

52. The IT infrastructure, systems and processes that the councils operate are 
broadly aligned and many require minimal revision to implement the transition 
to the West Suffolk Council. Officers have been tasked with working with their 
software suppliers to understand the work required, mainly database mergers, 
and to liaise with the IT Service to schedule implementation and testing of the 
changes. 

53. The modifications to systems and processes include changes required to 
system templates as a result of new branding, changes to wards and boundaries 
and changes to resolve small anomalies between Council processes and policies. 
In addition changes are required to online forms to remove the need to select 
Forest Heath or St Edmundsbury. 

O. MEMBER DEVELOPMENT

54. The business case indicated the potential of a single Council and to 
support this ambition we need to ensure that our resources are aligned and 
delivering in the optimum way.  As part of our implementation planning, it is 
right we take the opportunity to review our approach towards member 
development so that members can effectively deliver in their roles as ward 
members and also as decision makers within the Council.  This will start with the 
induction programme for the first members elected to the West Suffolk Council 
in May 2019. It is expected that a draft induction programme will be brought 
forward in autumn 2018. 

Programme Management
P. BUDGET FOR IMPLEMENTATION

55. The business case for a single Council has committed a £0.5m budget to 
enable implementation.  This includes the current working assumptions:

- £150k ICT and systems – to support the costs associated with 
modification to systems and third party suppliers 

- £50k Advisory cost – for example, relating to the local plan, potential 
Strategic Housing Market Assessment reassessment, and the potential for 
additional financial advisory work required by Ernst & Young in auditing 
closedown / first year accounts

- £80k branding cost – including signs, notices, uniforms, website, intranet, 
communications, civic regalia

- £20k shadow authority – running and administration of the third Council 
body on a temporary basis

- £200k indirect costs – costs of Council staff in undertaking the necessary 
work internally – modifying systems, changes to partnership 
arrangements, changes to contracts, notifying third parties, project and 
programme management, leadership and advisory, and specific support 
from cross-cutting services such as HR, Finance, legal etc.
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Q. SAVINGS FROM CREATING A NEW COUNCIL

56. The new council will bring savings and efficiencies totalling around £850k, 
as detailed in the table below. 

Area Saving Rationale

Corporate 
Costs – 
cashable

£300k The potential for savings have been 
identified in a number of areas; 
however, these are subject to contract 
retenders/or negotiations.  Specific 
identified costs include:

- External Audit Fees (£30k)
- Bank Fees (£35k)
- Corporate Subscriptions (£35k)
- Insurance costs (£30k)
- Reduced local plan production 

costs (£20k)
- Reduced IT subscriptions (£25k)
- Reduced procurement outcome 

costs (£25k)
- Other ancillary savings (£50k)

Opportunity 
Cost - 
cashable

£200k This saving comes from the decision to 
become a single Council. If the decision 
had not been made then the challenges 
that the councils would face as individual 
Councils with potentially diverging 
financial agendas were likely to increase.  
It was anticipated that approximately 
£200k of additional resource would have 
been required to support both authorities 
to deliver their agendas without the 
capacity and productivity savings that 
are achievable under a single Council. 

Staff Costs – 
non cashable 
efficiency 
savings

£350k 
 
This includes a 20% 
efficiency gain for 
the Council’s 
Leadership Team 
and 10% efficiency 
gain for service 
managers (approx. 
£350k per annum)
 

In addition to the cashable savings, the 
business recognises the gain in efficiency 
and capacity that would be released as a 
result of a single council. Particularly at 
senior management team level, serving 
two authorities generates a considerable 
level of duplication, especially in 
attending committee meetings, briefing 
councillors, report writing, etc. In these 
areas, a single council would create a 
level of efficiency savings that, whilst not 
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Area Saving Rationale

immediately cashable, would create 
increased effectiveness of management 
and productivity. This would enable 
greater focus on growing business areas 
(to generate new income to support 
services) and investing in communities. 

We expect that staff efficiencies in the 
following areas:

- Senior Officer support to multiple 
Council meetings – preparation of 
separate reports, attendance at 
twin meetings, potential increase 
in delegation authority etc

- Simplified invoicing / charging / 
billing arrangements, one 
statement of accounts

- Simplified procurement exercises
- Simplified elections and 

Democratic processes
- Opportunities to review and 

streamline operating practices 

57. The Central Implementation Team will create a framework for managing 
the financial benefits expected from the change and the detailed service-level 
implementation plans will ensure the associated benefits are delivered. In 
addition, delivery of the cashable savings has been included as part of the West 
Suffolk Councils Medium Term Financial Strategy and the savings are expected 
to be realised in the 2019/20 and 2020/21 budgets. 

R. SERVICE PLANS

58. Every service area is required to have an Implementation Plan for the 
transition of their service to the West Suffolk Council. The service-level plans 
have been produced using information collated for the business case and from 
workshops with service areas in January and February 2018. Service Managers 
are responsible for ensuring that the work in their service is planned and 
delivered and are required to report on their progress every six weeks.

59. Workstream leads for IT, Finance, HR, Legal, Governance and Policy have 
been selected to work with services areas as appropriate. For example, the 
workstream lead for policy would work with service areas to harmonise any 
policy differences.
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S. IMPACT OF SERVICE LEVEL CHANGES

60. As we progress towards 1 April 2019, and take forward the individual 
actions arising out of the implementation plan, we will need to assess the 
impacts that potential service changes have.  Where appropriate, the impacts 
will be subject to formal assessment (such as equality impact assessment, or 
data protection impact assessment) and appropriate mitigations will be 
developed.

T. PROGRAMME GOVERNANCE 

61. The structure of the governance for the Single Council Implementation 
Programme is below:

62. Implementation of the programme, including service-level implementation 
progress will be monitored every six weeks and, where appropriate, key issues 
will be escalated through the officer and member governance structure. 

63. The Central Implementation Team will evaluate the success of the 
transition to the new Council against the five principles for implementation, as 
highlighted above. In addition, the Programme Manager for Single Council 
Implementation will work with MHCLG to record details of the implementation 
programme so that learning can be shared with district councils that are 
considering similar proposals.  
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U. COMMUNICATIONS

64. A comprehensive communications plan is in place for the Implementation 
Plan. The Service Manager – Corporate Communications is part of both the 
Central Implementation Team and the Implementation Project Team to ensure 
that the Corporate Communications Team has oversight of the overall 
programme and the service-level implementation plans. 

65. Communications planning will be developed alongside the work of service 
areas to refine their individual work programmes.

V. RISK

66. An appraisal of the risks associated with implementing the new council is 
set out below, covering the following risks and potential mitigations.

1. Creation of a new council is not implemented effectively.
2. Predicted benefits are not realised.
3. Changing status results in unforeseen changes in funding.
4. Confusion over new governance arrangements.
5. Residents perceive the council is more distant.
6. Lack of support from the public. 
7. Resistance to change among staff and councillors.
8. Lack of clarity on overall vision and outcomes.
9. Changes in the external environment.

1. Creation of new council is not implemented effectively 
Impact Action/ control
Negative impact on political relationships 
and service delivery.
Negative impact on profile of the previous 
councils and new merged Council.

We will create a clear and long 
term vision with regular 
performance management and 
progress reports. We will also 
establish robust political and 
officer governance to deliver the 
creation of a new council and long 
term vision. 

2. Predicted benefits are not realised
Impact Action/ control
Savings and service benefits are not 
delivered which creates additional budget 
pressures for the new council.

We will create a clear framework 
for managing the financial 
benefits expected from the 
change. Detailed project design 
will ensure successful 
implementation of the new 
arrangements and associated 
benefits. 

3. Changing status results in unforeseen changes in funding
Impact Action/ control
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Unforeseen budget and service delivery 
pressures for the new council.

We will continue to horizon scan 
and engage with Government 
departments on new 
developments and 
announcements. Throughout the 
transition to a new council we will 
assess the impact not only on the 
separate councils but also the 
future council.  

4. Confusion over new governance arrangements
Impact Action/ control
Reduced public confidence in the decision-
making process and quality of decisions 
being made by the council.
Inability to make key decisions which are 
essential to the running of West Suffolk 
services.

We will establish robust political 
governance in consultation with 
DCLG, the LGA and the LBCE. 
Cross-party and cross-authority 
work on the new constitution will 
ensure appropriate arrangements 
are in place ahead of the first 
election in May 2019.  In addition 
the changes to the electoral ward 
boundaries will be communicated 
in advance of the May 2019 
elections to ensure electors are 
aware to the changes to their 
electoral ward. 

5. Residents perceive the council is more distant
Impact Action/ control
Less sustainable and resilient communities 
resulting in increased public sector 
demand and costs. 
The council could experience a reduced 
ability to understand and address different 
needs across the west Suffolk localities. 

There will no change to customer 
access arrangements. We have a 
new approach to supporting 
families and communities and 
would look to take this approach 
into the new, single council. A 
detailed communications plan will 
be in place to ensure we actively 
engage with key partners, 
stakeholders and the local 
community to minimise any 
impacts. 

6. Lack of support from the public
Impact Action/ control
This would bring a lack of credibility from 
residents, businesses, councillors and 
partners. The knock-on effect would be 
reduced willingness to form partnerships 
with a new council and a lack of public 
trust in the councils’ ability now, or future 
new council’s ability, to deliver public 
services.

A comprehensive communications 
plan will be in place and will 
include detailed engagement with 
the public. The Implementation 
Programme will include a 
communications plan, which will 
also include briefings with staff 
and politicians so that the key 
messages can be disseminated to 
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and discussed with the public, 
local business and our partners. 

7. Resistance to change among staff and councillors
Impact Action/ control
Difficulty trying to establish an 
organisation culture and potential for 
councillor resignations/disaffection. The 
message being disseminated by staff and 
members could be negative and this could 
impact on the public support for the 
creation of a single council. Increased 
employee and member dissatisfaction 
could lead to poor performance.

Our strategy for the creation of a 
new council will be open and 
transparent so that all staff and 
members are fully informed and 
engaged with at every step of the 
process. In addition we will work 
with the Unison to ensure that 
any staff transitional 
arrangements are clear and 
straightforward. We will have 
regular briefings with all members 
and ensure that all communication 
channels are used to keep 
members are fully informed at all 
times. 

8. Lack of clarity on overall vision and outcomes
Impact Action/ control
Increased senior officer and member time 
to manage internal and external 
relationships. A lack of clarity regarding 
the direction of the council could also 
have a negative on the profile for the 
council and bring difficulties to service 
delivery. Elected members’ commitment 
to the partnership could falter and there 
could be a return to the previous separate 
arrangements.

We will have a clear, long term, 
strategic vision for the new single 
council. The political and officer 
structures and governance 
arrangements will have been 
established and in place ready for 
the first elections. We also have a 
performance management 
framework in place to ensure that 
the ambitions for the new council 
are being delivered.  

9. Changes in the external environment
Impact Action/ control
New Government initiatives or policies or 
a change in local government 
reorganisation could halt or delay the 
creation of a single council.

We will continue to liaise with 
DCLG and the LGA regarding any 
national developments or 
Government announcements. Our 
business and service planning 
arrangements will remain flexible 
so that we can make changes to 
reflect the changing economic 
climate and political landscape. 

67. Development of the detailed service level implementation plans will 
incorporate the identification of additional risks, and the appropriate mitigating 
measures.  Where appropriate, risks will be escalated through programme 
governance reporting framework.
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