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1. Executive summary
Local government reorganisation represents a significant opportunity for
Dorset. While the current authorities are performing well and local residents
are benefitting from the positive outcomes that have been achieved, there is a
sense that more could be accomplished. The Dorset councils already work in
close partnership with one another, as well as with a range of other
organisations and agencies. Though successful, this work has been, and
continues to be, complicated by the structure of local government in the
county. The Dorset councils are approaching the limits of what can be
achieved under their current models. Establishing two new unitary authorities
would enable them to simplify their approach, strengthen their voice at a
regional and national level, deliver improved services and outcomes for
residents, achieve significant financial savings and provide stronger and
more accountable leadership. It could also establish a model of local
government for Dorset that will be sustainable into the future.
The Dorset councils are justifiably proud of what they have achieved since the last round of local
government reorganisation to affect the area in 1997. Dorset has the UK’s fastest growing digital
economy, a rapidly developing creative and knowledge industry and the potential to grow further in
other key sectors. Its market towns are thriving; it has a vibrant and creative cultural scene and a
strong sense of community and identity. However, it is also facing challenges. Its infrastructure,
communication networks and a number of critical investment barriers are inhibiting its ability to
develop its economy further. The drift of young people away from Dorset is restricting the access local
businesses have to the skills and capacity they need. It has an aging population, and though many of
Dorset’s older people make an active contribution to their communities, the overall impact is placing
unsustainable demands on health and social care services.
The nine current councils have worked well together to deliver these successes as well as to tackle
many of the county’s underlying challenges. There are numerous successful examples of
collaboration, sharing staff and services and of working together to develop the strategic plans that
have underpinned Dorset’s success to date. The whole county has benefitted from the maturity of the
relationships that exist between the nine councils.
This progress has been achieved in spite of the current structure of local government, rather than
because of it. The fact that Dorset has nine sovereign local authorities has made partnership working
more time consuming, complicated and costly than it needs to be. While there are positive indications
that political and professional leadership in Dorset has been effective, the current arrangements
require a level of compromise that risks diluting the direction and coherence of its plans and
strategies. Local government in Dorset could be speaking with a clearer voice – reaffirming the
position of the councils on the national stage and strengthening their ability to negotiate with
government and other organisations.
Similarly, the current structure means the Dorset councils are carrying an administrative overhead
that could be compromising their ability to secure further advantages. Each of the nine councils has
been successful in delivering significant efficiency savings in recent years, and in many instances they
have worked together to achieve this. However, a number of Dorset’s councils are facing a very
challenging future – the rising demand for social care services is a particular problem – and it is
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difficult to see how they will be able to make further savings without undergoing radical
transformation or making cuts in critical service areas.
Against this backdrop, the nine councils are considering whether or not they should pursue local
government reorganisation as a means of strengthening its position. To aid their decision making,
they have commissioned a number of evaluations of proposals to establish two new unitary
authorities in the county. These studies have examined the financial impact of the options under
consideration, as well as how the proposals are viewed by members of the public and other key
stakeholders. The options being considered are set out below.
Figure 1: The options
Option

Scope

1

Retaining all 9 existing councils

2a

Two unitaries: Large Conurbation
unitary and Small Dorset unitary

2b

Two unitaries: Medium
Conurbation unitary and Medium
Dorset unitary

2c

Two unitaries: Small Conurbation
unitary and Large Dorset unitary

PwC

Geography
1) Bournemouth, Poole, Dorset County,
Christchurch, East Dorset, North
Dorset, Purbeck, West Dorset,
Weymouth and Portland
1) Bournemouth, Poole, Christchurch, East
Dorset
2) North Dorset, Purbeck, West Dorset,
Weymouth and Portland
1) Bournemouth, Poole, Christchurch
2) East Dorset, North Dorset, Purbeck,
West Dorset, Weymouth and Portland
1) Bournemouth and Poole
2) Christchurch, East Dorset, North
Dorset, Purbeck, West Dorset,
Weymouth and Portland
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Option 1: Retaining the current councils

Option 2a: Large conurbation unitary and small Dorset unitary
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Option 2b: Medium conurbation unitary and medium Dorset unitary

Option 2c: Small conurbation unitary and large Dorset unitary
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1.1. Purpose of the case for change and our approach
This document provides further evidence to support decision making around the future model of
local government for Dorset. It focuses on the potential of a new structure of local government to help
the Dorset councils transform service delivery, deliver improved outcomes and secure financial
stability.
In developing our analysis, we were asked to consider whether or not the proposed reorganisation
satisfied a series of ‘tests’ devised by the Department of Communities and Local Government (DCLG).
In broad terms, the tests examine how the proposals would:
1. Deliver improved services and outcomes for local residents.
2. Demonstrate improved value for money and efficiency.
3. Deliver significant cost savings, and show that the cost of change can be recovered over a fixed
period.
4. Support stronger and more accountable leadership.
5. Demonstrate the new model is sustainable in the medium to long term, both in service delivery
and financial terms.
In addition, we were asked to consider a set of overall aims for Dorset, which have been developed by
the leaders and chief executives of the Dorset councils to inform this piece of work. These aims are:


To enable the development and delivery of services that better reflect the way residents live their
lives and the way businesses operate.



To create leadership and governance structures that better reflect the geography of the area and
its aspirations for greater prosperity.



To deliver economic growth and prosperity, aligned to the economic geography of Dorset with its
urban / rural split.



To create local authorities at the right scale so they are sustainable, can support good local
services in the long term and demonstrate value for money.

To assess the proposals against the DCLG tests and the aims described above, we analysed the
current position of each of the nine councils, reviewed their strategic plans and other key documents,
interviewed their leaders, chief executives and other senior officers and applied our extensive
experience of delivering reorganisation and transformational change across a large number of local
authorities and other public sector bodies.

1.2. Case for change overview
We believe that the debate concerning the proposals to reorganise local government in Dorset should
be considered as a series of distinct, but interconnected cases. These are illustrated on the diagram
below:
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Figure 2: The ‘layers’ that make up the case for change1

0. Restructure – At its most basic, the proposal to move from nine councils to two offers a clear
opportunity to reduce the level of duplication present in the current system. Put simply, the two
new councils will need fewer councillors and senior managers, smaller support functions, fewer
offices and IT systems than the current nine. In addition, the fact that the two new councils
would be larger than any of the current councils (in terms of organisational, as opposed to
geographical scale) would enable further benefits to be achieved as a result of economies of scale.
The evidence (specifically, the work conducted by Local Partnerships) suggests that, even at this
level, there is a clear rationale for pursuing reorganisation.
1.0 Transform – Should the Dorset councils decide to proceed with reorganisation, we believe they
have an opportunity to do something more ambitious than simply merging the existing
authorities. They should consider using the process of establishing the two new unitary
authorities as the catalyst to deliver a 21st century model of local government. Even as the new
authorities are being established, each of them will have the opportunity to deliver genuine
transformation of the way in which local government in Dorset operates. The geographies
covered by the proposed authorities offer more coherence than current arrangements, in that
they will more closely reflect the way in which Dorset operates as an entity (the conurbation and
the county area of Dorset have different needs). Reorganisation offers an opportunity for the new
councils to optimise the benefits of this, as well as to develop transformed operating models to
deliver savings and improvements far in excess of simply reorganising.
2.0 Collaborate with each other – The evidence would suggest that the Dorset councils could
benefit greatly from considering opportunities for the proposed future authorities to work
together for the benefit of the whole county. This could include sharing back office functions, or
collaboration around certain specialist services to ensure they remain resilient (there are already
examples of pan-Dorset approaches in certain service areas – it will be important that these are
not compromised by the reorganisation process). Even though there are likely to be distinctions
between the approaches of the future authorities, there will be opportunities for them to
complement one another, similar to the way in which the two geographies of the conurbation and
1

The numbers on the diagram reference the different layers that comprise the case for change.
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the county area of Dorset complement one another now. This would also offer the Dorset
councils a stronger voice with which to lobby government and other agencies. We consider this
element of the case for change as being fundamental to the success of the Dorset councils’
combined authority and devolution ambitions.
3.0 Collaborate with others – Finally, the case for reorganisation is further enhanced by the
advantages the current councils would gain as a result of their efforts to establish two efficient,
effective and complementary unitary councils. The resultant clarity around direction and the
concentration of leadership effort would provide an opportunity for both of the new councils to
negotiate and work with other organisations both within and outside of the county. Partnership
working within Dorset would be simplified greatly and its councils would have a stronger
presence within the wider region than is the case at present.

1.3. A vision for local government reorganisation in
Dorset
Through our discussions with the leaders and chief executives of the current councils, we have begun
to form a view of what a vision for the establishment of two new councils in Dorset could mean. The
two new authorities would have the opportunity to build on the success achieved to date. They would
also be able to:


Facilitate shared place leadership by working with other organisations and agencies to deliver
improved outcomes for local people, building on the partnerships already in place and creating
new and innovative delivery models.



Support 21st century councillors, helping them to be more strategic, more digitally aware and
better able to connect with a broader cross-section of society.



Optimise the link between the new structure of local government and Dorset’s
economic geography, taking advantage of the opportunities this would provide in a way that
the current councils cannot.



Develop a culture of empowerment and innovation in which staff are encouraged to work
with more entrepreneurial spirit in order to achieve financial efficiencies and improve services.



Rely on an agile workforce, enabling them to respond to periods of peak demand, reducing the
cost of their fixed overheads and improving their productivity.



Raise the quality of service provision to that of the very best councils in the country.



Optimise their use of digital to improve service delivery and reach out into the community –
using cloud based platforms and channel shift to automate processes, improve transactions,
empower service users and build collaborative relationships with Dorset’s rapidly expanding
digital sector.



Build capacity and capability around data and analytics so that they can use data to understand
how demand for services is changing in order to improve planning and manage demand more
effectively.



Redesign their approach to customer services so that they can rely to a far greater extent on
multi-disciplinary teams and generically trained staff to resolve requests for service quickly and
efficiently.
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Support service managers to operate more commercially through the identification of
opportunities to collaborate with the private sector (providing further support to the local
economy), generate additional fee income and, where appropriate, ‘spin out’ certain types of
services using commercial enterprise models.



Standardise, simplify and share ‘back office’ services to maximise the achievement of
benefits.

The Dorset councils have the opportunity to establish a 21st century model of local government, to
design, build and implement a system of local government that is streamlined, entrepreneurial, agile,
innovative, ambitious and sustainable. This more productive model of public administration has the
potential to be used as the template for the development of new councils elsewhere in the country.
The following graphic offers a potential vision for each of the new unitary councils and a set of
characteristics that help to describe how the new organisations could work.
Figure 3: Potential priorities and characteristics for Dorset’s new unitary authorities
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1.4. Assessing the proposal to reorganise
We have focussed our analysis of the potential for local government reorganisation to help the Dorset
councils achieve their ambitions around the tests set by government.
1.4.1 Improved outcomes and services
We consider the establishment of two new unitary authorities has the potential to deliver improved
outcomes across four themed areas.
In relation to the economy, the proposals would help the Dorset councils make further progress
towards their aims of raising productivity, attracting high value employers, building a world class
workforce and increasing the value of its natural capital. The proposals would make it easier to create
a more appealing operating environment with which to attract new businesses and support existing
employers to create more jobs. The simplified local authority landscape will provide an opportunity to
make partnership working and negotiation more straightforward and facilitate the development of
deeper relationships with key partners such as the Local Enterprise Partnership, the local universities
and government. Successful reorganisation would also enable the new authorities to tackle Dorset’s
biggest economic challenges, such as the unlocking of key employment sites.
In terms of infrastructure, housing and the environment, reorganisation offers an opportunity
to create new, unified planning teams and policies, building on existing synergies and focus on
delivering the outcomes which would make a positive difference to Dorset’s residents and businesses.
The new unitary authorities would be able to take advantage of their scale to negotiate with
government and developers and address key issues, such as Dorset’s transport links to London and
the South East, as well as through the north of the county to Bristol and beyond. Similar advantages
would be secured in relation to the delivery of housing – the councils would be able to take a more
strategic approach to unlocking potential housing sites and make more effective use of their own land
stock.
The health and wellbeing agenda is a key consideration. The proposal to establish two unitary
authorities offers an opportunity to ensure there is consistency between the way in which health
services in Dorset are being considered and the way in which social services are planned and
managed. This would reduce complexity and help partners develop stronger relationships in order to
achieve better outcomes. Dorset’s emerging Sustainability and Transformation Plan (STP) sets out a
series of high level proposals to achieve whole system transformation across health and care services.
A key feature of these proposals is that the response will be organised around two health and care
delivery areas. Demand for health and social care services is rising dramatically, and without
fundamental change to the way in which services are planned and managed it is likely to continue to
do so.
In the area of education and skills, the Dorset councils already have a track record of working
together. The councils in Bournemouth and Poole already collaborate in a number of areas to support
and challenge local schools, and in some specialist service areas this partnership approach has been
extended to the county council. Local government reorganisation would offer an opportunity to
strengthen these arrangements, simplify the way in which they are governed and build further
resilience and capacity into the system. Furthermore, it would help to address some of the challenges
that are not easily resolved at present, such as the fact that a number of school catchments span
across existing local authority boundaries, complicating the planning of school places. The employer
perspective is also key to any consideration of education in the county. Local employers are
dependent on the existence of a skilled labour market. The potential for reorganisation to strengthen
local education services in Dorset could be critical in this regard.
In addition to these potential improvements in outcomes achieved, and as we indicated in section 1.2
of this summary chapter, reorganisation also presents an opportunity to transform the way in which
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outcomes are achieved, improving the delivery of services to residents. While our analysis of the
current councils identified some good examples of innovative practice, we consider there to be
considerable scope for the future councils to go much further in the development of new operating
models – simplifying and standardising their processes, using data and analytics to manage demand
more effectively, thinking more commercially and, in particular, exploiting digital technology.
1.4.2 Value for money, efficiency and delivering cost savings over a fixed period
The potential for local government reorganisation in Dorset to deliver cost savings has already been
made in the case prepared by Local Partnerships, which was commissioned to carry out an analysis of
the savings that would arise as a result of replacing the nine current councils with two new unitaries.
It was also asked to evaluate the transition costs that would be incurred to deliver this type of
reorganisation.
Local Partnerships made an assessment of the staffing, democratic, property and ICT savings
associated with each of the options being considered, as well as an assessment of the potential
transition costs:
Figure 4: Local Partnerships estimated savings and transition costs for options 2a, 2b
and 2c
2a (£m)

Savings (per annum)
Transition costs (one
off)

2b (£m)

2c (£m)

RC2

LC

Total

RC

MC

Total

RC

SC

Total

10.4

17.2

27.6

13.6

14.2

27.8

15.3

12.4

27.6

10.1

14.4

24.5

13.2

11.7

24.9

14.1

10.6

24.7

As can be seen from the above, Local Partnerships identified that a one off investment of c. £25
million would deliver a recurring annual saving of c. £28 million for all three options. Though the
differences between the options appear, on the face of it, to be slight, when the need to harmonise
council tax rates across the new councils is taken into account, the differences between the options
become more significant (based on the Local Partnerships assumptions around how rates would be
harmonised). The Local Partnerships evaluation of this issue examined the additional cost that would
be incurred as a result of variations in council tax rates across the current councils. It concluded that
option 2c would incur the greatest amount of income forgone over the 20 year harmonisation period,
its cumulative total being £272m. This would be approximately £100m more than option 2a and
almost £200m more than option 2b (see below).
Figure 5: Local Partnerships estimated cumulative council tax foregone, options 2a,
2b and 2c
2a (£m)

Council tax income
foregone over 20 years

2b (£m)

2c (£m)

RC

LC

Total

RC

MC

Total

RC

SC

Total

(20)

194

174

(5)

79

74

226

46

272

The analysis suggests that while the savings delivered under options 2b and 2c would exceed the
combined impact of the anticipated transition costs and council tax harmonisation, option 2a would
RC is a term used in the Local Partnerships report which stands for ‘Rural County’, i.e. the proposed nonurban unitary authority. The other terms stand for Large Conurbation (LC), Medium Conurbation (MC), and
Small Conurbation (SC) and are the different terms for the proposed urban unitary.
2
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result in the creation of a rural county authority with a deficit of £23.3 million in its cumulative
budget by 2024/25.
The Local Partnerships work makes a clear case that reorganisation would deliver significant savings.
Our own analysis suggests that the Dorset councils could set their ambition somewhat higher after
making an assessment of the potential to deliver savings arising from reorganisation and
transformation.
Our assessment of the potential costs and benefits has been made using our own data and
methodology. The diagram below illustrates the differences between the scope of the work Local
Partnerships delivered and our own evaluation of the options.
Figure 6: Relationship between Local Partnerships and PwC analysis

The diagram also indicates that our analysis has identified a range of savings the new councils could
expect to achieve from reorganisation and transformation (as well as a range of associated costs). The
ability of the new councils to deliver transformation will depend on a number of factors – their
ambition and appetite for risk, the quality of leadership, the manner in which implementation is
prepared for and delivered and the availability of the necessary capacity and capability. The new
councils would need to, and want to, make conscious choices about these factors. Accordingly, we
have identified a ‘base case’ and a ‘stretch case’ of the savings the new councils could expect to deliver
and the costs they might expect to incur. The results of our analysis are set out below:
Figure 7: Recurring annual savings from transformation and reorganisation

Savings (per annum)
Transition costs (one off)

Base case (£m)

Stretch case (£m)

45.2
35.4

66.3
53.7

As with the conclusions reached by Local Partnerships, our analysis suggests a clear financial case for
pursuing local government reorganisation in Dorset. The savings delivered would enable transition
costs to be recovered within two years3 and would release significant additional funding for
The annual savings identified by Local Partnerships and the one off transitional costs to set up two new
unitary councils are c. £28m and c. £25m respectively. This equates to a theoretical payback period of around
12 months. However, in reality it would be more likely to take two years to achieve the level of savings
identified.
3
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investment in services and/or other schemes thereafter and would improve the value for money
secured for local residents.
1.4.3 Stronger and more accountable leadership
Though all nine of the current councils demonstrate effective leadership at a range of levels,
reorganisation provides an opportunity to deliver further improvement. At a strategic level, the
removal of the complexity associated with the current system would make it more obvious who is
speaking for Dorset. The new authorities would have a place based mandate with a clear rationale for
their leaders, political and professional, to determine and drive forward a vision and priorities which
reflect the needs and aspirations of their communities. With stronger voices derived from their larger
electorate, the new authorities would also have greater regional and national influence.
Local authority leadership has changed significantly over time. The requirement on leaders today is
to be effective at a system level, not just within their organisations. The leaders of the proposed new
unitary authorities would be better placed to provide strong system and place-based leadership4,
build alignment and consensus within their areas. The reduction in the number of local authorities in
Dorset would make it easier and simpler for leaders to work together on countywide issues, including
through the combined authority.
The proposed reorganisation would enable the two new unitary authorities to establish, from the
outset, the governance arrangements and leadership behaviours that will best support delivery of
their vision for Dorset. They would be able to promote a culture of empowerment and engagement
which supports improved leadership and accountability at all levels of the new organisations, as well
as redefine and modernise the roles and behaviours of the future workforce.
At a local level, there are clear risks to reorganisation of which the new authorities will need to be
mindful. They may wish to consider taking specific steps to address these risks. One of the criticisms
levelled at previous proposals to establish larger local authorities has been the creation of a so called
‘democratic deficit’. It has been suggested such a deficit can arise from the reduction in the overall
number of elected members (with the result that each member becomes responsible for a larger
proportionate of the electorate) and the removal of the district tier (critics of reorganisation have
argued district councils are closer to their communities than either unitary or county councils).
We do not consider there to be any reason why reorganisation in Dorset should create a democratic
deficit. The new authorities will have the opportunity to establish arrangements to help elected
members encourage community participation in decision making and engage town and parish
councils, where appropriate, in discussions about the potential devolution of service responsibilities.
Further consideration could be given to adopting the sorts of area structures that have been
developed in other unitary council areas (for example, in Wiltshire and Cornwall, both of which
underwent reorganisation in 2009) and by exploiting the opportunities that modern technology
offers. These solutions could facilitate direct communication with the public and galvanise local
communities into developing their own solutions to issues that might otherwise be escalated to local
members.
Finally, there is a clear opportunity for reorganisation to improve accountability, making it easier for
residents, businesses, developers and partner agencies to understand who is accountable for service
provision in each locality. There would be a further opportunity to improve the transparency and
efficiency of decision making.

Place and system leadership are terms used to reflect the fact that local authorities are increasingly taking a
role in delivering improvements for places and across systems of public service provision (aspects of which may
be outside of their direct control).
4
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1.4.4 Demonstrating the new model is sustainable in the medium – long term
The proposed establishment of two new unitary authorities would provide the Dorset councils with a
greater level of resilience than their current arrangements. The role and purpose of local government
has changed dramatically in recent years. Across the country, local authorities have had to
reconfigure services and make difficult choices about where to prioritise investment to deliver
significant savings. Factoring in population growth, net service spending per person, by local
authorities in England, fell by 23.4% between 2009/10 and 2014/15 (excluding spending on public
health, education, police and fire)5.
While the Local Partnerships work, commissioned by the Dorset councils, indicates the current
structure would remain viable in the medium term, the analysis also suggests the unitary authorities
of Bournemouth and Poole and Dorset County Council will struggle to maintain current levels of
provision in the future. The establishment of larger authorities in Dorset would provide the financial
capacity and service resilience to ensure critical areas can continue to be addressed. Reorganisation
offers an opportunity to establish a system of local government which enables the Dorset councils to
optimise the use of their collective resources and ensure the needs of current and future communities
are met.
The Local Partnerships analysis suggests that option 2a would result in an authority for rural Dorset
being established which would not be financially viable. It also suggests that of all three options, 2b
offers the greatest potential for savings and would experience the lowest impact in terms of council
tax harmonisation. However, it would also result in a relatively unequal distribution of savings. From
a financial perspective, therefore, 2b could be considered to be the most sustainable of the three
options.
The opportunity to establish two new organisations with exemplar operating models, fit for the
twenty first century should not be underestimated. Across the country, the leading authorities are
experimenting with new and innovative ways of delivering services. Whether this is through the
enhanced use of data and predictive analytics, the implementation of cloud based digital platforms to
support service users, communities and staff, the application of more commercial approaches, the
creation of a more agile and networked workforce or the emerging use of robotics and artificial
intelligence, these examples demonstrate that the sector is developing rapidly. The Dorset councils
have the opportunity to incorporate the very best of these ideas into the design of its future councils.
Finally, having taken into account current population projections for the county, we consider the
proposed reorganisation would meet government’s informal population threshold test.
Representatives of government have identified a population range for effective unitary local
government. We understand the Dorset councils have previously been quoted a range of 300,000 to
600,000. More recently, the Secretary of State for Communities and Local Government has suggested
this range is between 300,000 to 800,000 residents6 (the existing unitary authorities in
Bournemouth and Poole both fall below the minimum threshold of 300,000). Given the current rate
of population growth, by 2032 all three of the options being considered would fit within the suggested
range. However, should option 2a be chosen, it is possible that the authority covering the county area
of Dorset would fall below the minimum population threshold during the early years of its existence.

1.5. Evaluating each option
Each of options 2a, 2b and 2c offer the potential to realise many of the benefits of reorganisation set
out above. They also provide a much greater opportunity for transformation than option 1, as

Institute of Fiscal Studies (2015) Central Cuts, Local Decision-Making: Changes in Local Government
Spending and Revenues in England, 2009-10 to 2014-15
6 Municipal Journal, 10th November, 2016
5
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choosing any of them would allow for the creation of two entirely new unitary authorities designed to
operate differently and more effectively from the outset.
While any of the options would offer some positives (though, in the case of option 2a, the positives for
the conurbation authority would seem to be outweighed by the negatives for rural Dorset), some of
these positive impacts could be considered to be more significant than others. The table below
summarises the advantages and disadvantages of options 2a, 2b and 2c. For each disadvantage, we
have included an indication as to whether we consider the impact to be ‘long term’ (and consequently
relatively difficult to resolve), ‘medium term’ (more straightforward to resolve) or a ‘one-off’ issue
associated with the transition (which could be resolved relatively straightforwardly).
Figure 8: The relative advantages and disadvantages of the options
Option
2a

Advantages
The administrative boundaries of the
new councils would reflect Dorset’s
geography and the way in which it
functions economically, to some
extent.

Disadvantages
This option would result in the
establishment of a rural Dorset
authority too small to be viable.

Long term

Based on the Local Partnerships
analysis, this option would deliver
the least equitable split of savings
between the future authorities.

Long term

Under this option, none of the
boundaries of any of the existing
councils would be retained,
reinforcing the view that entirely new Disaggregation of the county council
organisations were being created.
services currently provided to
residents of Christchurch and East
Dorset would be required,
complicating the transition process.
2b

The administrative boundaries of the
new councils would most closely
reflect Dorset’s geography and the
way in which it functions
economically (accepting that entirely
new boundaries are not being
considered).
Based on the Local Partnerships
analysis, this option would deliver
the greatest financial benefit overall.

Impact

Transition

Disaggregation of the county council Transition
services currently provided to
residents of Christchurch would be
required, complicating the transition
process.
According to Local Partnerships, the
forecast surplus achieved would not
be distributed equally between the
two new authorities.

Long term

Under this option, none of the
boundaries of any of the existing
councils would be retained,
reinforcing the view that entirely new
organisations were being created.
This option would deliver the most
balanced division of population and
electoral divisions between the two
unitary authorities (based on current
boundaries).
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Option
2c

Advantages
The administrative boundaries of the
new councils would reflect Dorset’s
geography and the way in which it
functions economically to some
extent.
Based on the Local Partnerships
analysis, this option would deliver
the most equitable split of savings
between the future authorities.

Disadvantages

Impact

Based on the Local Partnerships
analysis, this option would achieve
the least financial benefit overall.

Long term

Under this option, because the
boundaries of some of the existing
councils would be retained,
reorganisation could be perceived as
a takeover by two of the current
councils.

Transition

The transition process would be more
straightforward as a result of not
having to disaggregate the county
council services currently provided to
residents of Christchurch and East
Dorset.
While the relative merits of each option should all be considered during the decision making process,
it is important to note, as we have indicated, that some of them might be considered more significant
than others.
The evidence would suggest that the new administrative boundaries of the councils under option 2b
would most closely match Dorset’s geography and the way in which it functions economically.
Options 2b and 2c appear to offer a more viable case for change than option 2a, from a financial
perspective (the Local Partnerships analysis indicated that option 2a would see a Small Dorset
authority established which would not be viable). The Local Partnerships analysis indicates option 2b
would deliver greater savings than 2c, while option 2c would deliver a more even distribution of
savings than 2b. Option 2c would result in more council tax income being lost over a 20 year period
than either option 2a or 2b.
Under option 2c, the fact that the boundaries of some of the existing councils would remain intact
could result in reorganisation being perceived of as a takeover by some stakeholders (including some
residents). Though this would be likely to complicate the transition process, and potentially require
additional investment in change management, this issue could be addressed relatively
straightforwardly.
Option 2b would offer a more even distribution of both the current and future populations of Dorset
than either option 2a or 2c. Options 2b and 2c would see two new authorities created which would
both serve populations within the DCLG suggested range. This could also be significant in terms of its
implications for electoral equality. Option 2b would return the most even distribution in terms of the
ratio of representatives to the electorate across the new councils. However, even if option 2a or 2c
were chosen, a boundary review could be conducted to correct any imbalances in electoral equality.
Finally, while the complexity associated with disaggregating current service arrangements during
transition would be a reality under either option 2a or 2b, many organisations in other areas have
resolved these sorts of issues successfully in the past.

1.6. Delivering reorganisation successfully
The case for local government reorganisation in Dorset appears to be strong. Though the one off costs
associated are likely to be significant (in the region of £25m for reorganisation alone), the savings
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achieved would create the potential for this investment to be repaid within two years, securing an
ongoing surplus which could be reinvested in services. In addition, the establishment of two new
councils will provide significant opportunities to deliver other strategic benefits in the form of
improved outcomes for communities, better and more resilient services, stronger and more
accountable leadership and a more dynamic and sustainable model of local government.
However, achieving these goals should not be considered as being straightforward. Delivering
effective local government reorganisation is a complicated process in its own right. Achieving large
scale transformation on top of this will require strong leadership, access to the right capacity and
capabilities, effective programme management and a commitment to pursue the anticipated benefits.
Careful consideration will need to be given to the identification of risks and the steps that could be
taken to manage them.
Some of the risks that will be encountered will relate to the reorganisation itself and concern issues
such as the potential loss of experienced members of staff, the reduction in the number of elected
members and the concern that the new larger councils would be more remote than the current
authorities. Others are more generic and would feature in any large transformation programme.
These might include the complexity of managing multiple interdependencies, the potential for time
and cost overruns and the need to engage staff and the public in the change process. There are
numerous examples of areas that have undergone similar changes (some of which have occurred
relatively recently) as well as individual organisations in other sectors that have reorganised and
delivered transformation at the same time. The Dorset councils have the opportunity to learn from
these experiences and anticipate some of the potential pitfalls before they occur.

1.7. Next steps
Should approval for any proposal be granted by Parliament, there will be a need to set up a
programme that will manage the projects, work streams and activities required to implement the
change. The diagram below shows a high level roadmap for local government reorganisation in
Dorset. The work streams and milestones are indicative and based on the types of activities that
would need to be completed. As part of initiating a programme, more detailed planning activity would
need to take place.
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Figure 9: Implementation roadmap7

This is an indicative roadmap, more detailed implementation planning would need to be conducted should
there be a decision to proceed with reorganisation.
7
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2. Introduction
Dorset is a great place to live, work and visit. It has a successful economy
prospering in an exceptional coastal and countryside environment. The
Dorset councils are justifiably proud of what they have achieved to date, but
they want to do more to address these challenges. They have a vision of a
place where people want to live, learn, work and visit – a place of aspiration
where plans are made and ambitions are achieved. They want to create a
healthy and vibrant place where people can live independently and where
everyone feels a part of the future. To achieve this, they are considering
replacing the current nine councils – the structure of which is felt by many not
to be conducive to helping the councils achieve their ambitions – with two new
unitary authorities. This document sets out the case for change to this new
model of local government. This model would help to transform the delivery of
public services in the county, achieve better outcomes for residents and
communities and be more sustainable over the long term.
Dorset possesses a great many advantages. It has the UK’s fastest growing digital economy as well as
potential to grow further in key sectors such as engineering, maritime, banking and finance,
agricultural technology, care and tourism. It has a rapidly developing creative and knowledge
economy and two universities with strengths in strategically important areas – e.g. engineering and
technology. Its market towns are thriving and it has a strong sense of community and identity. It has,
in the past, been successful in attracting significant inward investment. It has a vibrant and creative
cultural scene and a growing international reputation for sustainable food and high quality produce.
However, Dorset also faces significant challenges. Its infrastructure and a number of critical
investment barriers are inhibiting its ability to develop its economy. Road and rail connectivity to,
and within, the county are poor and availability of high speed broadband is a particular issue in
certain areas. The supply of local housing is inadequate, resulting in disproportionately high house
prices, contributing to the drift of young people away from Dorset and restricting the access local
businesses have to the skills and capacity they need. It has an aging population, and though many of
Dorset’s older people make an active contribution to their communities, this demographic profile is
placing unsustainable demands on its health and social care services.
Critically, the Dorset councils are also feeling the effects of having successfully delivered significant
efficiency savings over a number of years. It has become increasingly obvious that some of the local
authorities in Dorset will not be able to continue to deliver key services in a sustainable way without
undergoing radical transformation or making cuts in critical areas.
The nine councils in Dorset are considering whether their ambitions can be achieved under the
current structure of local government in the county. To aid their decision making, they have
commissioned a number of evaluations of proposals to establish two new unitary authorities. These
studies have examined the financial impact of the options under consideration, as well as how the
proposals are viewed by members of the public and other key stakeholders. The options being
considered are set out below.
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Figure 10: The options
Option

Scope

1

Retaining all 9 existing councils

2a

Two unitaries: Large Conurbation
unitary and Small Dorset unitary

2b

Two unitaries: Medium Conurbation
unitary and Medium Dorset unitary

2c

Two unitaries: Small Conurbation
unitary and Large Dorset unitary

PwC

Geography
1) Bournemouth, Poole, Dorset County,
Christchurch, East Dorset, North
Dorset, Purbeck, West Dorset,
Weymouth and Portland
1) Bournemouth, Poole, Christchurch,
East Dorset
2) North Dorset, Purbeck, West Dorset,
Weymouth and Portland
1) Bournemouth, Poole, Christchurch
2) East Dorset, North Dorset, Purbeck,
West Dorset, Weymouth and
Portland
1) Bournemouth and Poole
2) Christchurch, East Dorset, North
Dorset, Purbeck, West Dorset,
Weymouth and Portland
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Option 1: Retaining the current councils

Option 2a: Large conurbation unitary and small Dorset unitary
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Option 2b: Medium conurbation unitary and medium Dorset unitary

Option 2c: Small conurbation unitary and large Dorset unitary
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This document provides further evidence to support decision making around the future model of
local government for Dorset. It focusses in greater detail on the potential of a new structure of local
government to help the Dorset councils transform service delivery, deliver improved outcomes and
secure financial stability.
Each of the Dorset councils will be considering the outcome of this and the other evaluations in
December 2016 and January 2017, at which point they may resolve to submit a formal proposal to
government. The graphic below indicates the order in which decisions could be taken were the
councils and government minded to proceed with reorganisation.
Figure 11: Reorganisation timetable

Dec 2016

Feb 2017

Dorset’s nine
councils will
consider the public’s
views alongside a
financial evaluation
and this case for
change.

If a decision is taken
to proceed with two
unitary councils, a
proposal for Dorset
will be submitted to
the Secretary of State
for Communities and
Local Government.

2017 - 18
Interim
arrangements
established and
planning for ‘golive’.

Jan 2017

2017

Dorset’s councils
will consider
whether or not to
submit a business
case to government
for the creation of
two new councils.

If the government
accepts the proposal,
a Parliamentary
process will need to
be completed in order
to formally change
Dorset’s council
structure.

May 2019
Elections to the
new councils.

April 2019
Vesting day for
the new councils.

2.1. Purpose of the case for change
We were commissioned by the Dorset councils to present and assess evidence relevant to the proposal
to reorganise local government in Dorset. In developing this assessment, we were asked to consider
whether or not the proposal satisfied a series of ‘tests’ devised by the Department of Communities
and Local Government (DCLG )8. In broad terms, the tests examine how the proposals would:
1. Deliver improved services and outcomes for local residents.
2. Demonstrate improved value for money and efficiency.
3. Deliver significant cost savings, and show that the cost of change can be recovered over a fixed
period.
4. Support stronger and more accountable leadership.

8

Though referred to as tests, the precise criteria DCLG use to assess proposals have not been defined.
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5. Demonstrate the new model is sustainable in the medium to long term, both in service delivery
and financial terms.
In addition, we were asked to consider a set of overall aims for Dorset, which have been developed by
the leaders and chief executives of the Dorset councils to inform this piece of work. These aims are:


To enable the development and delivery of services that better reflects the way residents live their
lives and the way businesses operate.



To create leadership and governance structures that better reflect the geography of the area and
its aspirations for greater prosperity.



To deliver economic growth and prosperity, aligned to the economic geography of Dorset with its
urban / rural split.



To create local authorities at the right scale so they are sustainable, can support good local
services in the long term and demonstrate value for money.

2.2. Our approach
The key stages in our approach were understanding the context of Dorset and its communities,
gathering evidence and presenting our analysis. Our starting point was the financial analysis already
recently undertaken by Local Partnerships, and we built on this through:


Interviews with key stakeholders including local authority leaders and chief executives.



Questionnaires issued to directors, collecting high level data about potential opportunities and
challenges at directorate level.



Questionnaires issued to heads of service and other senior managers, collecting data about the
services under their leadership.



Desk based research including analysis of strategic plans and policy documents.



Application of data and learning from relevant work we have undertaken with other local
authorities.



Workshops with council officers to validate our data analysis and findings.

We used the data from these sources to undertake an analysis of the proposals from a range of
perspectives, bringing to bear our extensive experience9 within the public sector to add value to the
conclusions.

2.3. Structure of this document
This case for change document describes:


What Dorset is like as a place, its challenges, its current local authority arrangements and the
progress its councils have made to date, why local government reorganisation is being considered
and what it could mean for Dorset.

We have supported major transformation and reorganisation programmes with between 50 - 60 local
government clients and have worked with the majority of upper tier authorities in the UK.
9
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How the establishment of the proposed unitary authorities could deliver better outcomes and
transform service delivery.



How local government reorganisation could secure improved value for money and efficiency, and
how savings could be used to recover transition costs over a fixed period.



How the new structure could strengthen leadership and ensure greater accountability.



How the proposed new councils would be sustainable over the medium – long term.



A summary of findings, some of the risks associated with reorganisation and potential next steps
are set out at the end of the report.
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3. The case for change
Dorset’s councils have been at the forefront of creating a strong brand for the
county. Over an extended period, they have demonstrated their ability to work
effectively together and collaborate with other service providers, communities
and the private sector. However, a number of challenges remain and the
sustainability of the current structure of local government has been called into
question. Reorganisation will offer an opportunity for the Dorset councils to
build on this progress, perform to an even higher standard and help them
achieve their future ambitions.
This chapter describes:


The current and future challenges facing Dorset.



Dorset’s current local authority arrangements and the progress its councils have made in working
together and in partnership with other organisations.



The limitations of the current structure and how reorganisation fits with the national public
service reform agenda.



A potential vision for two new unitary authorities for Dorset.

3.1. The current structure of local government in Dorset
Dorset is currently administered by the unitary authorities of Bournemouth and Poole and a two tier
system serving the remainder of the county, which comprises Dorset County Council and the district
and borough councils of Christchurch, East Dorset, North Dorset, Purbeck, West Dorset and
Weymouth and Portland.
In addition, the Dorset councils have already submitted a proposal to government to establish a
combined authority10. This will provide a framework to drive further joint working and collaboration
in pursuit of the following draft objectives:

•

Achieving more together for the benefit of people who live in, work in and visit Dorset.

•

Getting a better deal (by working together effectively to promote a single economic strategy).

•

Receiving more favourable treatment from government.

•

Being a national player (with a stronger, regional voice) and saving money11.

Combined authorities are legal bodies enabling two or more councils to collaborate and take collective
decisions. Further information on the Dorset proposal can be found at www.dorset-combined-authority.uk
11 Combined Authority: Standard Report to Dorset councils, 2015
10
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Figure 12: Map of current local authorities in Dorset

As unitary authorities (created in 1997), Bournemouth and Poole Councils undertake the full range of
local government service provision within their boundaries. In the parts of Dorset currently
administered by the two tier system, Dorset County Council is responsible for the organisation and
provision of children’s social services, adult social care, libraries, education, trading standards,
specialist planning (e.g. minerals), highways, transportation, economic development and waste
disposal. The district and borough councils are responsible for revenues and benefits, waste
collection, development control, housing and homelessness, community and leisure services,
environmental health, licencing, environment and economic development. Both tiers have some
involvement in providing planning services.
3.1.1

The financial position

Over the course of the past five years, local authorities across the UK have experienced a period of
unprecedented pressure. Reductions in public spending at a national level have forced many councils
to streamline their operations, improve their processes and reduce provision in all but the most
critical service areas (and in many places even these types of service have been impacted). In addition
to the downward pressure on spending, demand for services in many parts of the country has
increased.
The financial position of each of the councils in Dorset varies. Currently, some have greater resilience
than others. However, none of them is immune from the pressures described above and though all of
the councils in Dorset have implemented improvements and changes in recent years, services will not
be able to withstand ongoing austerity without undergoing radical transformation.
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Local Partnerships analysis of the financial case for change (explored further in section 5) estimated
that from 2017/18 to 2024/25 Dorset councils need to save £82.3m, with £51.9m of this total to be
achieved between 2017/18 and 2018/19. The analysis further estimated that the remaining savings of
£30.4m will need to be made over the period 2019/20 to 2024/25.
While it may be wrong to suggest the current councils will not be viable in future years, radical
change is required if local authority services in Dorset are to be protected. Without it, further cuts to
service provision are inevitable. The national policy direction looks set to result in continued pressure
on local authority funding. Local government reorganisation offers Dorset the opportunity to address
the councils’ projected financial pressures at the same time as providing them with the levers to help
Dorset make a broader contribution to growth in the UK.
3.1.2 Joint working – progress so far
The councils in Dorset already work successfully together to plan and deliver a wide range of services.
Maintaining and developing these partnerships to maximise their potential is a key ambition for all
the Dorset councils. For example:


All nine councils have been working together with the Dorset Local Enterprise Partnership
(LEP)12 to construct a proposal for a combined authority for Dorset.



East Dorset and Christchurch Councils work in partnership, with a joint corporate plan, shared
chief executive and workforce.



North Dorset, West Dorset and Weymouth and Portland Councils have formed a tri-council
partnership (Dorset Councils Partnership) and have common corporate plans, a shared chief
executive and workforce.



Dorset County Council and the six districts have a single website (Dorset Councils Online,
www.dorsetforyou.gov.uk) hosting comprehensive information about services provided and
acting as a gateway to individual council functions (e.g. online payment screens for each
council).



Public Health Dorset undertakes a countywide public health role on behalf of Dorset County
Council, Bournemouth Borough Council and Poole Borough Council.



The unitary, district and borough councils have all worked together to develop a shared
approach to affordable housing allocation and a single Housing Register (Dorset Home Choice).



The councils have worked in a number of configurations on planning related issues, for example
commissioning a Joint Retail Study (Christchurch, East Dorset, North Dorset and Purbeck) and
adopting a shared Dorset Heathlands Planning Framework (Bournemouth, Christchurch, East
Dorset, Poole and Purbeck).



Bournemouth and Poole Borough Councils and Dorset County Council have collaborated
innovatively to create a Local Authority Trading Company (‘Tricuro’) providing adult health and
social care services across Dorset.



Bournemouth and Poole Borough Councils and Dorset County Council have produced a single
Local Transport Plan which explains how local transport improvements will be made.

Local Enterprise Partnerships are voluntary partnerships between local authorities and businesses set up in
2011 by the Department for Business, Innovation and Skills to help determine local economic priorities and
lead economic growth and job creation within their local areas.
12
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Bournemouth and Poole Borough Councils and Dorset County Council operate a combined
Youth Offending service led by Bournemouth Borough Council and a shared Adult Learning
service led by the Borough of Poole.



Dorset County Council and the six district and borough councils operate a shared Waste
Partnership (‘Dorset Waste Partnership’) hosted by Dorset County Council.



Christchurch, East Dorset, North Dorset and Poole operate a shared Revenues and Benefits
service, as do West Dorset, Weymouth and Portland and Purbeck.



Progress has been made towards integrating the corporate service functions and staff of
Bournemouth and Poole Borough Councils.

While progress to date has been impressive, there is a sense that the Dorset councils could achieve
more. The Dorset councils have demonstrated their commitment to value for money and to
developing the skills, governance arrangements and relationships to achieve this. However, securing
these successes under the current structure has been costly and is becoming increasingly
complicated. Ongoing austerity is pushing the councils to the point where it is becoming difficult to
sustain some of these partnership arrangements and this type of approach to delivering further
improvement.
3.1.3 Partnerships with other service providers
Dorset has a strong track record of effective multi-agency working and supports a range of such
partnerships currently. Dorset’s LEP is a voluntary, business led partnership between the Dorset
councils and the private sector with the principal aim of promoting local economic growth and
prosperity. Its membership comprises local authority representatives, business leaders from different
sectors and representatives from higher and further education. Its priorities are to create more jobs,
aid the up skilling of Dorset’s workforce, drive long term growth of the local economy and support
housing provisions13.
The provision of housing, especially affordable housing, is a concern for all nine Dorset councils and
features prominently in their corporate plans. Although Bournemouth Borough Council has its own
development programme, all of the councils primarily rely on working in partnership to deliver new
affordable housing supply and regeneration. Their key delivery partners comprise a range of housing
associations, many of which were created when the councils transferred their housing stock. In the
context of reducing grant, rent reductions and welfare reform, housing associations themselves face
significant challenges in developing new affordable housing.
The health and wellbeing of residents is also a key strategic priority for the Dorset councils. They
work closely with a range of local health organisations through the Dorset Health and Wellbeing
Board and the Bournemouth and Poole Health and Wellbeing Board to take a joint strategic approach
to the development of health and social care across the county. More recently, the councils and health
bodies have been working together to address the anticipated funding gap that will arise unless the
current health and care system can be transformed. This work has been compiled within Dorset’s
STP.
Joint working between local authorities and the health sector is critical to delivering outcomes for
children and young people. Dorset Children’s Trust, Bournemouth Children’s Trust and Poole
Children’s Trust each bring together key representatives from the public and voluntary sectors to
address issues holistically at a strategic level and publish a Children and Young People’s Plan. The

13

Dorset LEP http://dorsetlep.co.uk/about-us/
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Trusts work closely with their respective local Health and Wellbeing Boards and Local Safeguarding
Children Boards to ensure outcomes are delivered.
Fire and Rescue services in the county are provided by the newly formed Dorset and Wiltshire Fire
and Rescue Service which brought together services across Bournemouth, Dorset, Poole, Swindon
and Wiltshire from April 2016, anticipating annual savings of £6m from 2017/1814. The Service works
closely with the Dorset councils to deliver a joint community safety agenda. Policing is provided by
Dorset Police, which acquired its current geographical remit in 1974 and employs over 2,600 people15.
The Dorset councils work with Dorset Police, Dorset and Wiltshire Fire and Rescue Service, the
National Probation Trust, the Dorset, Devon and Cornwall Community Rehabilitation Company, and
Dorset CCG through three Community Safety Partnerships (CSP) to protect local communities from
crime.
Though the relationships described above are delivering positive outcomes for Dorset, the
arrangements that have been developed to oversee partnership working in the county are complex –
the requirement for local partners to engage with a large number of local authorities adds a layer of
cost and bureaucracy to this work which is proving more and more difficult to sustain. The proposed
reorganisation of local government in the county offers an opportunity to simplify many of these
arrangements, improving efficiency and productivity and enabling partners to focus on the key
outcomes that matter to the Dorset councils and local residents.
3.1.4 Devolution and the combined authority agenda
Local government reorganisation in Dorset needs to be considered in the context of the current
councils’ ambitions to secure additional responsibilities via devolution and the proposal submitted to
government to establish a combined authority. The proposed reorganisation offers an opportunity to
strengthen these approaches, by providing greater clarity and focus of leadership within the county,
as well as by offering the Dorset councils the opportunity to release some of the capacity currently
tied up in overly complicated governance arrangements.
To deliver the opportunities offered by devolution, the local authorities in Dorset have recognised they
need to work differently – they have to be able to influence and coordinate strategy, investment and
delivery of services across a much broader range of public sector organisations and provide ‘place’ and
‘system leadership’16 rather than simply directing service delivery.
A key mechanism for devolution is the establishment of combined authorities. Combined authorities
are able to take on delegated powers and responsibilities and resources from Whitehall and are
expected to negotiate with government, and then deliver devolution deals. The Cities and Local
Government Devolution Act 2016 extends the range of functions which combined authorities can
undertake, removing the limitation which previously restricted this to economic development,
regeneration and transport.
To date there have been seven combined authorities established17, each with different devolution deals
and governance arrangements recognising the different needs and issues of each locality. The
opportunities from devolution largely fall into four interrelated categories:


A rebalancing of the economy with inclusive growth.

Dorset and Wiltshire Fire and Rescue https://www.dwfire.org.uk/about-us/what-we-do/
Dorset Police https://www.dorset.police.uk/news-information/about-dorset-police/
16 Place and system leadership are terms used to reflect the fact that local authorities are increasingly taking a
role in delivering improvements for places and across systems of public service provision (aspects of which may
be outside of their direct control).
17 For details see http://www.local.gov.uk/devolution/combined-authorities
14
15
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Public service reform with better value services.



Enhanced public engagement and accountability for the delivery of local services.



Improved local outcomes – putting service providers closer to the end service user.

These opportunities are critical in an environment of austerity and increasingly constrained budgets
for public service delivery. Having adapted to budget reductions of 40% since 2010, local government
is now one of the most efficient parts of the public sector, but substantial challenges remain.
Prolonged austerity has meant difficult decisions have had to be made about not only discretionary
services, but also essential services.
Working collaboratively to establish a shared vision for the outcomes they want to achieve offers the
local authorities in Dorset the opportunity to deliver their more strategic objectives more effectively.
The current local authorities are working through the process of establishing a combined authority,
recognising the benefits of working in this way. It is anticipated that the combined authority will be
established in April 2017.
Local government reorganisation in Dorset offers an opportunity to strengthen the ability of its
councils to deliver their combined authority and devolution ambitions, by providing greater clarity
and focus of leadership within the county, as well as by enabling them to release some of the capacity
currently tied up in overly complicated governance arrangements.

3.2. What are Dorset’s opportunities and challenges?
Dorset is located in the South West of England and is bordered by Devon, Somerset, Wiltshire and
Hampshire. It has a population of 765,67818 and covers a geography of 2,653 square kilometres.

18

ONS 2015 Mid-Year Estimates.
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Figure 13: Overview map of Dorset

Though Dorset benefits from the fact that there is a single LEP helping to coordinate economic
development activity across the county, there are important differences in the makeup of different
parts of Dorset which are directly relevant to the proposals to establish two new unitary authorities.
There is significant geographical variation across the county characterised by the distinction between
a higher density urban centre and a larger and more sparsely populated rural area. The table below
summarises some of the key differences between urban and rural areas:
Figure 14: Characteristics of urban and rural areas
Urban

Demographic

PwC

Rural

Large populations living in close
proximity to one another

Networks of towns and settlements
with comparatively smaller
populations

Greater diversity

Less diversity

Tendency to have more significant
concentrations of deprivation

Less likely to have significant
concentrations of deprivation

Greater proportion of young people

More likely to have an ageing
population
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Urban

Physical

Functional

Rural

Residents more likely to be employed,
but tend to have lower weekly income
than those in rural areas

Residents less likely to be employed,
but tend to have higher weekly income
than those in urban areas

High density housing

Dispersed settlement pattern

Greater concentrations of vehicles may
result in poor air quality

Air quality generally good

Limited greenspace

Open countryside

Concentrations of businesses from a
wide range of sectors and of a variety of
scales

More dispersed commercial activities,
but more likely to be small or medium
enterprises which depend on the
proximity of open space

Concentrations of leisure facilities

Widespread opportunities for active
enjoyment of the countryside

Centralisation of public services

Dispersed network of public service
centres

More likely to accommodate higher
education facilities

Less likely to accommodate higher
education facilities

Much of Dorset provides opportunities for modern rural living; its characterful market towns acting
as a major draw for people seeking to relocate to the county. In the South East, the towns of
Bournemouth, Poole and Christchurch offer different experiences but make up a single conurbation.
The government typology of urban and rural districts – the Rural Urban Classification for Local
Authorities (RUCLAD) – identifies Bournemouth, Poole and Christchurch as being in the ‘urban with
city and town’ category19. This is consistent with the Department of Environment, Food and Rural
Affairs 2005 definition of Bournemouth, Poole and Christchurch as ‘large urban’20. Centre for Cities
conducted a review of the Primary Urban Areas (PUA) in Autumn 2015, it concluded that East Dorset
formed part of the ‘Bournemouth’ PUA, along with Bournemouth, Poole and Christchurch21.
The Dorset LEP highlighted the importance of this geographical variation when it acknowledged that,
“Dorset is not a single functional economic market area (FEMA). There is a clear distinction between
the South East Dorset conurbation and the towns and the more sparsely populated and
predominantly rural parts of Dorset”22.
However, while the differences between the two areas are important, it is also the case that they
complement each other well. The conurbation benefits from its setting within an attractive, spacious
and tranquil region, while Dorset as a whole benefits from the economic performance and vibrancy of
the conurbation. There is a symbiotic relationship between the two areas.
This relationship has been explored previously by the Centre for Cities. In its 2014 report on the
potential for devolution to deliver economic growth, it described Bournemouth and Poole as, “…the
economic heart of Dorset.” recommending that, “Bournemouth and Poole could enter a CCA
[combined authority style city-county authority] with Dorset County [Council]…This would give them
an equal footing on strategic economic growth decision making with the county and enable a more
https://www.gov.uk/government/statistics/2011-rural-urban-classification-of-local-authority-and-otherhigher-level-geographies-for-statistical-purposes
20 https://www.gov.uk/government/statistics/regional-maps-maps-of-rural-areas-in-the-south-west-region
21 http://www.centreforcities.org/wp-content/uploads/2016/01/2016-PUA-Table.pdf
22 Dorset LEP, Economic Strategy for Dorset Evidence Base, March 2016
19
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coordinated approach. In this scenario, however, Christchurch, a district council which is highly
economically tied to the two unitary authorities, would not have the same status. From an economic
perspective it would be valuable for Christchurch to gain unitary status with the support of
Bournemouth, Poole and Dorset to form a unitary authority that manages the whole of the city
economy”23.
In many senses, this is both Dorset’s greatest opportunity and its greatest challenge. It needs a
structure of local government that is able to reflect the fact that the two different parts of Dorset have
different needs and aspirations. However, at the same time it must not lose sight of the importance of
countywide collaboration and the need to secure the strategic advantages that will benefit Dorset as a
whole.
These issues underpin the Dorset councils’ case for change and their proposal to establish two new
councils with different but complementary visions and a commitment to work together from the
outset.
3.2.1 The economic challenge
Dorset has a resilient economy which, though strong in comparison with many other parts of the
country, has the potential to be even more successful. Dorset is characterised by a relatively low wage
economy, with average earnings also being low by national standards across the majority of sectors24.
Productivity is a critical challenge: Gross Value Added (GVA)25 per employee is relatively low, being
just below the national average in the conurbation area but significantly lower in the area covered by
Dorset County Council. This gap is primarily a consequence of the different industrial structures of
the local economies and has worsened during the early decades of this century26.
Over the next decade, there is great potential to increase productivity in Dorset. Average annual
growth in GVA in Dorset is already expected to outstrip that occurring nationally or regionally, with
particularly strong growth predicted in the creative and digital, financial and business, arts and
recreational sectors. This growth is projected to be strongest in Bournemouth and Poole27,
exacerbating the gap in GVA per employee between the conurbation and the rest of Dorset. This
implies that different strategies for delivering economic growth may be needed for the different parts
of Dorset28. The Dorset LEP recognises that in order for this growth to be realised a number of key
issues must be addressed: the skills gap in key sectors, the lack of available land for employment, the
barriers to housing supply and affordability and the need for better infrastructure and digital
connectivity.
3.2.2 The infrastructure, housing and environment challenge
In order to remain sustainable into the future Dorset’s communities need infrastructure (physical and
digital) and housing which meet their current and future needs. This must, however, be achieved in
the context of maintaining and maximising, rather than eroding, the value of Dorset’s unique natural
assets: development must be environmentally sustainable, respond sensitively to the exceptional
natural landscapes and habitats of Dorset and harness its natural capital29.

Centre for Cities, Economic growth through devolution, November 2014
Dorset LEP, Strategic Economic Plan ‘Transforming Dorset’, 2014
25 Gross Value Added is the measure of the value of goods and services produced in an area, industry or sector
of an economy.
26 Dorset councils, Dorset Leader’s Growth Board, Review of Economic Evidence, 2015
27 Dorset LEP, Strategic Economic Plan ‘Transforming Dorset’, 2014
28 Dorset Councils, Review of Economic Evidence, 2015
29 Natural Capital can be defined as the world's stocks of natural assets which include geology, soil, air, water
and all living things.
23
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Though Dorset has some strategic advantages, such as airports, airfields and sea ports which facilitate
domestic and international freight and passenger travel, physical connectivity to and within the
county is considered by many to be a weakness. Quite simply, Dorset has outgrown the capacity of the
infrastructure that was put in place during the 20th century. In response, the Dorset councils have
produced a single Local Transport Plan (2011-2026) which sets out a vision for an improved
transport system which supports economic growth, tackles climate change, creates more equal
opportunities, offers better safety, security and health and improves quality of life30.
It is increasingly important that areas are not only connected physically, but also digitally, via high
speed broadband and mobile data reception. This connectivity is essential to supporting 21st century
lifestyles, businesses and ways of working. Despite high level statistics indicating that there is 95%
superfast broadband coverage across Dorset, in some areas coverage is as low as 82%. The issues of
limited access to high speed broadband and mobile data coverage are particularly acute in Dorset’s
rural areas.
Housing is also a prominent challenge in Dorset. Affordability and the supply of affordable housing is
a concern for all of the Dorset councils. The average house price in Dorset ranges from £231,795 in
Bournemouth (lowest) to £324,059 in East Dorset (highest), compared with £227,660 across
England and Wales31. These figures are approximately 12 times higher than average earnings in the
county. Owner occupied and privately rented housing makes up nearly 90% of housing supply in
Dorset32, but this figure includes relatively high numbers of properties used as holiday lets and
second homes. A recent Strategic Housing Market Assessment identified that there is a significant
shortfall in housing supply33.
Dorset benefits from a unique natural environment which presents enormous opportunities and
significant challenges. It possesses England’s only natural World Heritage Site, two Areas of
Outstanding Natural Beauty, award winning beaches, a significant number of Sites of Special
Scientific Interest and a number of historical landmarks. These assets play a significant role in
attracting many people to Dorset, be they residents, businesses or visitors. Dorset’s environment also
has an economic value: its environmental economy has been estimated to be worth £0.9-£2.5bn per
annum, supporting up to 61,000 jobs34. Its natural capital, which also includes intangibles such as an
attractive working environment, is potentially worth far more. The challenge for the Dorset councils
is to support the achievement of economic growth, including the provision of the infrastructure and
housing which will capitalise on, rather than erode, the value of Dorset’s natural assets35.
3.2.3 The health and wellbeing challenge
Like many other areas in the UK, Dorset has an ageing population. However, this is more pronounced
in Dorset. Its sea side location, amenities and accommodation options make the area particularly
attractive to retirees. The proportion of Dorset’s population aged over 65 is currently 24%, rising to
28% in the area covered by Dorset County Council and at its highest in Christchurch, East Dorset and
West Dorset. This compares with a national average of 17.8%36. Projections suggest that, “by 2035,
only half of Dorset’s population will be of working age”37. Though this does provide Dorset with a
large cohort of active, willing and able volunteers, it is also placing significant pressure on local health
Bournemouth, Poole and Dorset Local Transport Plan 2011 to 2026, Summary Document
UK House Price Index July 2016, https://www.gov.uk/government/statistical-data-sets/uk-house-priceindex-data-downloads-july-2016
32 Table 100: number of dwellings by tenure and district, England 2015 (DCLG, April 2016)
33 Eastern Dorset Strategic Housing Market Assessment - Dorset-wide Summary Report (incorporating key
outputs from West Dorset and Weymouth and Portland SHMA (July 2014), 2015, GL Hearn Limited.
34 Dorset Local Nature Partnership, The Natural Place for Business, 2016
http://www.dorsetlnp.org.uk/hres/Dorset-LNP-Natural-Capital-Investment-Strategy-2016.pdf
35Dorset Local Nature Partnership, The Natural Place for Business, 2016
36 Population Estimates for UK mid-2015, ONS June 2016
37 Dorset LEP, Strategic Economic Plan ‘Transforming Dorset’, 2014
30
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and care services, many of which require radical transformation if they are to be sustainable over the
long term.
Though not as critical as in many parts of the country, inequality and deprivation are still significant
issues for Dorset. Dorset's areas of deprivation are generally located in its more urban areas. Thirteen
areas in Dorset are within the top 20% most deprived nationally38. Many of Dorset's rural
communities could be considered deprived in terms of barriers to housing, public transport and other
essential services. Poor access to services can exacerbate many of the problems that people living with
deprivation face already, leading to further social isolation with the result that some individuals will
present in crisis to service providers.
The extent to which people are safe and feel safe in their communities has a significant influence on a
range of outcomes which matter to local government. Though total reported crime rates across the
whole of Dorset (55 per 1,000 people) are lower than both the English (67.8) and South West (55.9)
average figures, recorded crime is increasing. This rise has been particularly marked in
Bournemouth, where there was a 17% increase in 2015/1639. It is possible these rising rates may be to
do with changes in data collection methodology, rather than actual crimes being committed40.
3.2.4 The education and skills challenge
The unitary authorities of Bournemouth and Poole together with Dorset County Council have
responsibility for education services within the county (providing support and scrutiny of
performance for all local authority maintained schools). Education forms a key element of the
relevant Children and Young People’s Plans. The Dorset Children and Young People’s Plan 2014-16
indicates that schools in Dorset are performing well and that standards are good. However, as is the
case in many parts of the country, inequality is having a marked effect on attainment in some areas.
Reorganisation would help the future authorities to be more effective in their role of supporting
school improvement.
In Bournemouth, 90.7% of pupils were in good or better schools in 2016 (the national average was
86.6%) and the council ranked 39th nationally. The percentage of pupils in good or better secondary
schools dropped to 87% (ranking 59th) although this was still higher than the national average of
82%. The percentage of pupils in good or better primary schools was 94% (the national average was
89.7%), achieving a ranking of 40th.
In Poole, the council has been working in partnership with schools to improve standards at all Key
Stages. Since last year, the schools in Poole have performed above national levels across all key
stages, achieving above national average exam results in 2016. The council, and the school
community as a whole, continue to be ambitious to improve standards further for all children and
young people in Poole.
As more schools move to academy status and more schools become part of multi-academy Trusts, the
councils in Poole and Bournemouth have decided to develop a joint service for supporting school
standards and quality from January 2017 – the establishment of a new unitary authority covering
both of these areas would enable this work to be accelerated and extended.
In the Dorset County Council area, 97% of schools are good or outstanding, this is an improvement
from 87% over the past 2 years. There is a strong history of collaboration between schools and the
council offering joint leadership of education improvement. Most children in the area do well and
performance in the Early Years is good and improving year on year. Performance at GCSE is also
good and entry to the English Baccalaureate is high. The areas of focus for improvement are Maths
and English at Key Stages 1 and 2 and in reducing inequalities. Participation of 16 year olds in post 16
Dorset County Council, Indices of Deprivation 2010
Bournemouth Community Safety Partnership Delivery Plan 2016/17
40 Dorset Community Safety Partnership Plan 2014-2017, refreshed 2016-17
38
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learning is high but needs to improve for 17 and 18 year olds. The council is working in partnership
with schools, academies, colleges, voluntary and community sector and private sector providers to
develop an accessible and broader academic and vocational curriculum that meets the needs and
aspirations of all young people.
In general terms, people in Dorset tend to be better qualified than the national average. Dorset’s LEP
has highlighted skills gaps and shortages across the county, including significant weaknesses in
engineering skills, as being an inhibitor to future growth. It has also acknowledged that while the
number of apprenticeships has grown in Dorset over the last decade, the rate of growth has fallen
behind the national average. The Dorset councils have been working closely with local higher and
further education providers to address the need to ensure local businesses have access to the skills
they need.

3.3. What would reorganisation achieve?
Though the Dorset councils have made impressive progress since the last round of local government

reorganisation to affect the county in 1997, there is a sense that they are approaching the limits of
what can be achieved under the current model of local government.
The structural challenges presented by the two tier system of local government are widely recognised.
Two tier local government is comparatively expensive, the risk that members of the public find the
system confusing is frequently cited in media coverage about local government and there is
duplication in critical areas. Leadership in two tier areas can be fragmented, which can result in a lack
of strategic direction. Though the conurbation is already served by two unitary authorities, it too
could benefit from establishing arrangements that would enable it to build the resilience, capacity
and scale to deliver its ambitions more efficiently.
We believe that the debate concerning the proposals to reorganise local government in Dorset should
be considered as a series of distinct, but interconnected cases. These are illustrated on the diagram
below:
Figure 15: The ‘layers’ that make up the case for change
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.0 Restructure – At its most basic, the proposal to move from nine councils to two offers a clear
opportunity to reduce the level of duplication present in the current system. Put simply, the two
new councils will need fewer councillors and senior managers, smaller support functions, fewer
offices and IT systems than the current nine. In addition, the fact that the two new councils
would be larger than any of the current councils (in terms of organisational, as opposed to
geographical scale) would enable further benefits to be achieved as a result of economies of scale.
The evidence (specifically, the work conducted by Local Partnerships) suggests that, even at this
level, there is a clear rationale for pursuing reorganisation.
1.0 Transform – Should the Dorset councils decide to proceed with reorganisation, we believe they
have an opportunity to do something more ambitious than simply merging the existing
authorities. They should consider using the process of establishing the two new unitary
authorities as the catalyst to deliver a 21st century model of local government. Even as the new
authorities are being established, each of them will have the opportunity to deliver genuine
transformation of the way in which local government in Dorset operates. The geographies
covered by the proposed authorities offer more coherence than current arrangements, in that
they will more closely reflect the way in which Dorset operates as an entity (the conurbation and
the county area of Dorset have different needs). Reorganisation offers an opportunity for the new
councils to optimise the benefits of this, as well as to develop transformed operating models to
deliver savings and improvements far in excess of simply reorganising.
2.0 Collaborate with each other – The evidence would suggest that the Dorset councils could
benefit greatly from considering opportunities for the proposed future authorities to work
together for the benefit of the whole county. This could include sharing back office functions, or
collaboration around certain specialist services to ensure they remain resilient (there are already
examples of pan-Dorset approaches in certain service areas – it will be important that these are
not compromised by the reorganisation process). Even though there are likely to be distinctions
between the approaches of the future authorities, there will be opportunities for them to
complement one another, similar to the way in which the two geographies of the conurbation and
the county area of Dorset complement one another now. This would also offer the Dorset
councils a stronger voice with which to lobby government and other agencies. We consider this
element of the case for change as being fundamental to the success of the Dorset councils’
combined authority and devolution ambitions.
3.0 Collaborate with others – Finally, the case for reorganisation is further enhanced by the
advantages the current councils would gain as a result of their efforts to establish two efficient,
effective and complementary unitary councils. The resultant clarity around direction and the
concentration of leadership effort would provide an opportunity for both of the new councils to
negotiate and work with other organisations both within and outside of the county. Partnership
working within Dorset would be simplified greatly and its councils would have a stronger
presence within the wider region than is the case at present.

3.4. A vision for local government reorganisation in
Dorset
The Dorset councils have a clear vision for the future of Dorset. They want to build on their successes
and continue to be:


A place where people want to live, visit, learn and work – a place of aspiration where plans are
made and ambitions are achieved.



A place that can compete on an international stage – a place that will rival the iconic coastal
economies elsewhere in Europe and further afield.
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A healthy and vibrant place where people can live independently and everyone feels a part of the
future the Dorset councils are trying to create.

The Dorset councils know they will need to work hard to deliver this vision. They also understand
they will need to pursue their aims with sensitivity – they believe they can accomplish their objectives
without compromising the many features that make it a distinctive place.
Creating two new organisations delivering local government services in Dorset presents an
opportunity to do things very differently. The new councils would be able to further:


Facilitate shared place leadership by working with other organisations and agencies to deliver
improved outcomes for local people, building on the partnerships already in place and creating
new and innovative service delivery models.



Support 21st century councillors, helping them to be more strategic, more digitally aware and
better able to connect with a broader cross-section of society.



Optimise the link between the new structure of local government and Dorset’s
economic geography, taking advantage of the opportunities this would provide in a way that
the current councils cannot.



Develop a culture of empowerment and innovation in which staff are encouraged to work
with more entrepreneurial spirit in order to achieve financial efficiencies and improve services.



Rely on an agile workforce, enabling them to respond to periods of peak demand, reducing the
cost of their fixed overheads and improving their productivity.



Raise the accessibility and quality of service provision to that of the very best councils in
the country.



Optimise their use of digital to improve service delivery and reach out into the community – for
example, using cloud based platforms and channel shift to automate processes, improve
transactions, empower service users and build collaborative relationships with Dorset’s rapidly
expanding digital sector (while still serving the digitally excluded).



Build capacity and capability around data and analytics so that they can use data to understand
how demand for services is changing in order to improve planning and manage demand more
effectively.



Redesign their approach to customer services so that they can rely to a far greater extent on
multi-disciplinary teams and generically trained staff to resolve requests for service quickly and
efficiently.



Support service managers to operate more commercially through the identification of
opportunities to collaborate with the private sector (providing further support to the local
economy), generate additional fee income and, where appropriate, ‘spin out’ certain types of
services using commercial enterprise models.



Standardise, simplify and share ‘back office’ services to maximise the achievement of
benefits.

The Dorset councils have the opportunity to establish a 21st century model of local government. They
will design, build and implement a system of local government that is streamlined, entrepreneurial,
agile, innovative, ambitious and sustainable. This more productive model of public administration
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has the potential to be used as the template for the development of new councils elsewhere in the
country.
The following graphic offers a potential vision for each of the new unitary councils and a set of
characteristics that help to describe how the new organisations could work.
Figure 16: Potential priorities and characteristics for Dorset’s new unitary
authorities

The remainder of this report assesses the potential of the options being considered to achieve the
ambitions described in this chapter and to deliver a new operating model for local government in
Dorset.
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4. Improved outcomes and
services
Local government reorganisation would provide an opportunity to design
new, modern and more streamlined councils. The new authorities would be
able to work more effectively together, and with other partners, and would
have greater capacity to deliver improved outcomes. In addition,
reorganisation will provide an opportunity to transform the way in which
those outcomes are achieved by enabling the new councils to adopt and adapt
the very best examples of innovation from across the public sector, as well as
other industries.
The Dorset councils already perform well in a number of critical service areas. However, they also
face challenges. Replacing the current nine councils with two new and larger unitary authorities
would enable the councils to take advantage of the fact that their new boundaries would more closely
reflect the way in which local communities work, the increased capacity that operating at scale would
offer and the chance to operate in new and more innovative ways.
In order to assess the potential for delivering improved outcomes and services, we undertook the
range of activities described in chapter 2. We used the information gathered, as well as our extensive
experience of supporting local government transformation programmes, to assess the potential for
achieving improved outcomes across the following themed areas:


Improving the economy.



Improving infrastructure, housing and environment.



Improving health and wellbeing.



Improving education and skills.

In addition, we have assessed the opportunities reorganisation would provide to build new and more
innovative service delivery models. This is addressed at the end of the chapter.

4.1. Improving the economy
Securing further growth is a key corporate priority for the Dorset councils. They already work closely
together and in close partnership with the Dorset LEP. The LEP has published a Strategic Economic
Plan41 (2014) and a Strategic Economic Vision for Dorset42 (2016), both of which set out the way in
which the councils and key partners aspire to transform the local economy.
4.1.1 Current aims and ambitions
Strengthening the local economy is a strategic priority for all of Dorset’s councils, and each has set
out its aspirations in their corporate plans. Specifically:
41
42

Dorset LEP, Strategic Economic Plan ‘Transforming Dorset’, 2014
Dorset LEP, A Strategic Economic Vision for Dorset, 2016
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Bournemouth Borough Council aspires to improve the urban evening and night-time economy
and strengthen the digital, creative and tourism sectors.



The Borough of Poole has ambitions to revitalise the town centre and quayside areas of the town.



Dorset County Council is prioritising its support for thriving businesses and promoting
employment opportunities for its residents.



The six district councils are focussing on encouraging the development of new business and
growing key high value sectors, as well as stimulating growth, for example by opening up the
potential of the Western Dorset Growth Area, investing in Dorset’s market towns, building homes,
delivering jobs, unlocking key strategic employment sites to drive up GVA.

The councils have also a set of shared objectives through the LEP and are focussed on delivering:


A high productivity economy, with increased GVA per employee.



Provision of housing to facilitate growth.



A growing business population, underpinned by a realistic supply of land.



A competitive, sustainable and resilient industry sector mix.



A world-class workforce.



Accessibility to markets, with better public transport and full access to ultra-fast broadband.



Growth while making the most of Dorset’s high quality natural environment.



Balanced growth across Dorset.

4.1.2 How could reorganisation help?
Local government reorganisation offers the opportunity to achieve even more for the residents and
businesses of Dorset. In spite of the progress made, the current structure has resulted in there being a
lack of clarity around decision making and dispersed responsibility for the planning and delivery of
economic growth. The proposed reorganisation, together with the introduction of a combined
authority, would address this issue. It would offer an opportunity to develop a more strategic focus on
growth, while at the same time ensuring that the distinct but complementary needs of the
conurbation and the more rural areas of Dorset are met.
The new unitary structure would reflect Dorset’s unique geography. This would enable
decisions and investment to be made to support the objectives of each part of Dorset. In the
conurbation, regeneration, modernising as a single city and growing key industries such as advanced
manufacturing, the digital and creative industries could take centre stage. In the more rural parts of
Dorset, investment in market towns, connectivity (transportation, broadband and mobile) and
housing could be the priority. Replacing the nine authorities with two would enable this clearer focus
on the distinct priorities for each area, at the same time as facilitating joint working (through the
combined authority) to achieve shared objectives.
The new unitary authorities would be able to negotiate with a stronger voice. They would
represent a larger proportion of the population and have more resources at their disposal, enabling
them to secure better economic outcomes for Dorset. The proposed combined authority would allow
them to achieve even more, facilitating shared strategic and investment decisions based on a
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collective understanding of how best to promote growth and breaking down the barriers which can
impede cross boundary working.
The two new authorities would be able to make decisions across a larger geography.
Their boundaries would span what were previously separate administrative areas, addressing a legacy
of disconnected growth and removing some of the potential obstacles to the major projects. This
would enable some of the critical issues around infrastructure and employment sites to be addressed.
With fewer local government representatives at the table, negotiations with land-owners, investors
and government would be more straightforward.
The new arrangements would support stronger relationships with key partners. The
new authorities would be able to work more effectively with the LEP, with fewer competing local
government voices involved and the opportunity to build new and deeper relationships. For example,
the new authorities would be able to collaborate more effectively with Dorset’s universities, to attract
and invest in the region’s future workforce.
The new structure would provide an opportunity to create a more attractive climate for
business. The new councils would be able to establish a more consistent operating environment
either across larger geographical areas or a broader range of services. They would be able to provide
integrated, one stop shop services to the business sector, covering such functions as business rates,
licensing, building control, information about commercial waste disposal, environmental health,
health and safety, planning and commercial property searches. Reorganisation would also provide an
opportunity to establish a more consistent policy landscape, with fewer differences in the
requirements placed upon developers and businesses. Streamlining, digitising and automating
customer contact and service delivery would also make transacting with local government more
straightforward, further enhancing the sentiment that Dorset is ‘open for business’.

4.2. Improving infrastructure, housing and the
environment
Dorset faces a number of critical challenges regarding its infrastructure. Connectivity (transportation
and broadband) is fundamental to its economic ambitions. Housing is also a key issue – the lack of an
adequate supply of housing has driven a rapid growth in prices in the county, excluding a proportion
of local people from the market. Dorset’s unique landscape and environment have underpinned its
success to date – maximising the potential of its natural capital will be central to the delivery of its
growth ambitions.
4.2.1 Current aims and ambitions
Dorset’s local authorities set out a range of relevant ambitions in their corporate plans and planning
policy documents. Though there are synergies between their stated objectives, the nine current
councils have identified the issues that matter most in their areas. For example, Bournemouth
Borough Council aspires to maximise the potential of its built and natural environment by creating a
world class sea front. Purbeck District Council prioritises protecting and enhancing the local
environment and details a number of measures to support local communities to adapt to the risks of
flooding and coastal erosion.
Infrastructure, housing and the environmental issues are also identified in the LEP’s strategic plans.
It has stated its commitment to:


Support and facilitate the delivery of new homes.



Increase accessibility to markets by improving physical and digital connectivity.
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Make the most of the natural environment, harnessing Dorset’s natural assets.



Deliver growth across Dorset through unlocking major strategic growth locations43.

The single Dorset-wide Local Transport Plan (2011-2026) sets out a range of measures which support
the wider corporate and planning strategies of Dorset’s councils and the LEP’s vision. These include:


Reducing road congestion.



Providing greater sustainable travel options.



Improving transport connections to, from and within Dorset.



Providing improved access to key employment and growth sites.



Better addressing the travel needs of older people and people living in rural areas.



Supporting sustainable tourism.

4.2.2 How could reorganisation help?
The proposed changes would create an environment where the local response to infrastructure,
housing and environment issues is shaped by policies which reflect the ambitions of two, rather than
nine, local authorities. The new, bigger unitary authorities would also have more power and
influence, enhancing their capacity to secure the resources needed to develop Dorset’s built
environment. They would have the opportunity to lead the sustainability agenda by example,
designing modern and effective unitary authorities which are financially and environmentally
resilient, deliver the right infrastructure and housing priorities for Dorset and maximise the return on
its natural capital.
The establishment of two new councils would facilitate a more coherent approach to
addressing Dorset’s current challenges. Though it would be misleading to suggest the current
nine authorities are attempting to resolve many of these issues in isolation, the distinctions between
planning policies, approaches to using public land to unlock development sites and organisational
attitudes to inward investment are impeding the Dorset councils’ ability to respond to this agenda.
Reorganisation would enable many of these issues to be resolved overnight.
The two new unitary authorities would each hold a more significant property portfolio.
This would enable them to take a holistic view of how best to use public land across a large
geographical area. They would be able to make more of opportunities to secure a return on their
assets, e.g. by creating commercial housing development companies in order to develop public sector
land, boost housing supply and increase revenue.
There would be less potential for conflicting interests and disagreements between
authorities. The new councils would be able to build on existing collaborative working
arrangements, such as the development of the joint local plans and the single local transport plan.
This may be critical to unlocking key strategic sites for commercial and residential developments
which offer benefits beyond current administrative boundaries. There would also be the potential for
important strategic decisions to be made more quickly. The establishment of single planning policies
across larger areas would make it easier to see the bigger picture and take a more holistic view of
demand.

43

Dorset LEP, A Strategic Economic Vision for Dorset, 2016
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The new councils would be able to draw on greater internal capacity and expertise to
address the infrastructure, housing and environmental issues. The new councils would
have the critical mass to generate more creative responses to the challenges posed by facilitating
development and growth at the same time as enhancing Dorset’s unique natural assets. They would
be more able to retain specialists, by offering more attractive career opportunities and professional
development. This would be a relevant consideration across a number of service areas including, but
not limited to, planning, transport planning, housing services and economic development.
Developers would find engagement with local government in Dorset more
straightforward. For example, they would be able to build stronger strategic relationships with the
new councils simply as a result of having to engage with fewer organisations. They would also have
greater clarity regarding the policies and approach of the new councils – this more consistent
planning environment would be more likely to facilitate development sites being brought forward.
The new councils would have more influence within their region and on the national
stage. This would leave them better placed to negotiate with developers but also with the other
organisations beyond the county border, many of which are central to strengthening Dorset’s
strategic position. For example, while the Dorset councils can design their policy frameworks in such
a way as to improve connectivity within the county, they need to work with their neighbouring
authorities to improve transport links to other parts of the country. Having a more powerful voice in
the region would assist with this. This advantage would also extend to the Dorset councils’ ability to
build stronger relationships with central government. For example, being able to negotiate more
effectively with the Homes and Communities Agency could result in the delivery of more new homes
in Dorset.
The two new authorities could be designed with promoting sustainability as one of
their core principles. There would be the potential to ensure the new councils are focussed on the
sustainability of local communities, driving the Dorset councils’ response to the need to improve
community resilience and ensuring the value of the county’s natural capital is appropriately
acknowledged.

4.3. Improving health and wellbeing
In many respects, the promotion of health and wellbeing is at the centre of what local government
was set up to achieve. This has been thrown into sharper focus in recent years, as a result of the
downward pressure on local government finances and rapidly increasing demand for services. The
effect on areas like social services (and the corresponding impact on the health service) is causing
many organisations to consider how they can transform provision.
4.3.1 Current aims and ambitions
Our analysis of the Dorset councils’ key strategic plans identified a range of current health and
wellbeing priorities for Dorset. These include:


Improving mental health prevention and treatment across Dorset.



Improving education and skills.



Responding pro-actively to the increasingly aging population of Dorset and the associated
demand which will be placed on health and social care systems.



Commissioning the right services to support those with learning disabilities and mental health
problems.
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Anticipating the growing demand for care and planning for future service provision and support
for family carers.



Tackling violent and alcohol related crime and anti-social behaviour (also prioritised in each of
the three CSP’s community safety plans).



Increasing access to warm, affordable housing stock.



Enabling people to remain in their own homes for longer.

Dorset’s emerging STP goes further than this, with a far reaching vision based around a radical
reshaping of health and social care service provision in Dorset. It focussed on delivering change at
three separate ‘tiers’.
Tier 1 focuses on delivering prevention at scale, addressing the lowest levels of need across the
whole of the population. It is envisaged that the work of the current local authorities and health
organisations will be developed further to support the delivery of this programme. For example, in
the early years and education settings and through their work with the LEP to build a skilled
workforce.
Tier 2 focuses on building integrated community services, providing services for those with
moderate or recurring health needs. This element proposes an integration of primary and community
health services and the provision of specific support in the community to help people manage their
own health at home wherever possible. The work would be underpinned by the adoption of new
technologies (supported by the Digitally Enabled Dorset programme), standardised working practices
and improved communication between health professionals.
Tier 3 addresses the need to establish a One Acute Network programme, to meet the highest levels
of need. Under the proposals, specialist roles would be assigned to the three district general hospitals
in the area and a single network of clinicians would be established, to provide a consistent, high
quality patient experience.
All of the Dorset councils place significant emphasis on the need to tackle deprivation and inequality
in the county. Though Dorset is relatively affluent, there are pockets of deprivation, particularly in its
more urban areas. The councils are seeking to address these issues through individual service areas as
well as by working together through partnerships like the Joint Health and Wellbeing Board.
4.3.2 How could reorganisation help?
The Dorset councils’ proposals to reorganise local government provides a clear opportunity to deliver
improved health and social care outcomes. The fact that the proposed changes could be implemented
at the same time as a broader transformation of local health services is significant and offers the
chance to redesign the relationship between health and care providers, as well as the local
commissioning landscape, to deliver further benefits for local people. Reorganisation would also
enable the Dorset councils to address some of its deprivation and community safety challenges.
The establishment of two new councils, and the savings that would be achieved as
result, would provide greater capacity to support people with health and care needs.
Dorset’s upper tier authorities have a pressing need to reconfigure the way in which social care
services are provided. Without radical change, more effective demand management and taking the
opportunity to release financial capacity from savings in other service areas, health and wellbeing
outcomes in Dorset will suffer.
Reorganisation offers an opportunity to design services which align with the vision set
out in the STP. Whether or not local government reorganisation goes ahead in Dorset, the provision
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of social services will need to change. The demands being placed upon the system are such that it is
simply not sustainable in its current form. The Dorset councils have an opportunity to use
reorganisation as a catalyst for transformation and redesign services in such a way that integration
with the proposed changes in the health sector is both more straightforward and more effective.
The establishment of two new, larger organisations would simplify commissioning
relationships. Though the Dorset councils already share some commissioning responsibilities,
reorganisation offers an opportunity to simplify the approach and realise the benefits of more
straightforward commissioning and procurement. The potential alignment of the priorities of the new
councils, and the likelihood that there would be fewer sets of competing objectives, would make it
easier to build commissioning relationships and influence the way in which services are planned and
managed.
Strategic decision making and partnership working would be more straightforward.
The new structure of local government would align more closely with existing partnership structures
(for example, there are two Health and Wellbeing Boards as well as two Adult and two Children’s
Safeguarding Boards in Dorset at the moment). This would result in stronger relationships and less
scope for disagreement. Making progress on countywide issues such as mental health provision and
reducing road injuries and deaths would become easier.
Reorganisation would provide an opportunity to invest in technology and data and
analytic capacity. This could be critical in helping the Dorset councils manage demand for health
and care services more effectively. To some extent, the current councils (and health bodies) offer a
relatively reactive service. Transforming their approach, by sharing data more widely and by building
their capability to predict and anticipate service user needs, would enable the future councils to be
more proactive and prevent the escalation of need for a greater proportion of the population.
Consideration could also be given to using technology to improve the consistency and efficiency of
decision making in relation to assessments of need.
Improved alignment in related areas of service would support the delivery of better
health and wellbeing outcomes. The proposed reorganisation also offers potential to bring about
positive change in other areas of activity which have a direct influence on health and wellbeing
outcomes. For example, the consolidation of the county’s housing services would enable the councils
to take a more holistic and informed view of housing strategy.
There would be an opportunity to improve the Dorset councils’ response to community
safety issues. There are currently three Community Safety Partnerships (CSPs) in Dorset, reducing
this to two, in line with the proposed changes to local government, would reduce the cost and
complexity of partnership working in this area and improve the alignment of strategic priorities.
The new councils would have more capacity to focus on the needs of Dorset’s more
deprived communities. Deprived communities tend to place higher demands on public services.
Reorganisation would provide an opportunity to address this more holistically with partner
organisations. Furthermore, the improvement in the ability of the Dorset councils to promote growth
and prosperity could help to reduce deprivation in the county and address current inequalities in
health and wellbeing outcomes.

4.4. Education and skills
Providing a strong educational foundation is key to achieving better outcomes for children, improving
their ability to live healthy lifestyles and helping them reach their potential. Education through
schools, colleges, universities and training bodies is also an important enabler for the economy,
helping to build a skilled workforce to support local businesses. The quality of the education services
provided in Dorset have been an important factor in attracting people to work and live in the area.
This will remain an important priority in the future.
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4.4.1 Current aims and ambitions
Each of the upper tier authorities in Dorset has produced a Children and Young People’s plan, setting
out a partnership view of the priorities which need to be addressed in order to improve outcomes for
children and young people. All three plans include broadly similar themes:


Giving children the best possible start in life.



Reducing inequalities and narrowing the attainment gap for disadvantaged pupils.



Improving education options and take up for young people aged 16 and above.

The emphasis placed by all three plans on promoting education and training opportunities for
children aged sixteen and above, reflects the importance of this issue to current councils. Access to
high quality education is a key determinant of future wellbeing. Educational attainment in Dorset is
generally very good, and it will be important to retain this focus should reorganisation be pursued.
The Dorset LEP has a stated ambition to reduce the number of people in Dorset Not in Education,
Employment or Training (NEETs) to nil by 2018, by making study, training and apprenticeship
opportunities available to all young people in Dorset. ‘Talented Dorset’ is one of four key themes in
Transforming Dorset (the LEP’s Strategic Economic Plan, 2014), which sets out an aspiration to
enhance the skills of the workforce (by increasing apprenticeships and improving information and
guidance for young people making career choices), improve the retention of talent and facilitate the
high value and high wage economy of the future.
The two universities located in the conurbation are highlighted by the LEP as being critical to the
future success of the county’s economy, as major employers in the region as well as in their role of
supporting the development of a skilled local workforce.
4.4.2 How could reorganisation help?
While good progress has been made in Dorset in terms of improving education standards and
upskilling Dorset’s workforce, local government reorganisation offers to expand and accelerate this
work. There would be scope to benefit from the economies of scale that would be achieved and invest
in education services, build stronger and more effective partnerships and develop specialist capacity
and expertise.
The economies of scale associated with establishment of two new unitary authorities
would enhance the capacity of local education services. Though there are already joint
arrangements in place in Bournemouth and Poole, as well as across the county more generally,
reorganisation would provide an opportunity to develop this work. The establishment of larger
education departments would provide greater resilience and enable the new councils to offer
enhanced support for training and professional development. This will be important if the new
councils are to continue to provide effective challenge to schools in the future and would enable them
to drive up standards in schools and, working across bigger areas, provide more consistent
opportunities for children in Dorset.
The opportunity to design new services would enable the new councils to adopt more
innovative approaches to service delivery. The focus on exploiting digital in other service areas
would provide opportunities for schools and local education services. The potential investment in
data and analytic capacity would help with the targeting of education related intervention and advice,
and the possible investment in digital platforms to serve the new councils could be extended to
schools and colleges. In other parts of the country, councils have invited young people to engage in
the process of digital service design and improvement, with a view to enhancing delivery at the same
time as providing participants with real life experience of delivering innovation.
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Reorganisation would help to address current deficiencies in the provision of specialist
services for children and young people. There is an increasing demand for specialist services in
Dorset, including children’s social care and children with special educational needs that requires a
partnership approach to prevention and early intervention to ensure sustainability of services in the
future. Existing programmes could be enhanced further by bringing the current councils together to
build new synergies between services. For example, by developing housing strategies which help care
leavers and homeless 16 and 17 year olds in such a way that their educational outcomes improve.
Working across larger areas, the new unitary authorities would be able to plan the
provision of education opportunities more effectively. For example, the catchments of many
of the schools in Dorset span the current local authority boundaries. In the future, the planning of
school places would be improved by virtue of the fact that the new authorities would be responsible
either for larger geographical areas or a broader range of services.
Collaboration with the further and higher education sectors would be more
straightforward. The current authorities already work in close partnership with the local colleges
to ensure there are effective arrangements for post 16 education, but this would be further developed
by the release of greater capacity into the system. Similarly, reducing the number of organisations
with which the local universities would need to interact would offer the chance to develop clearer
direction and enhance their ability to plan for the future. This simplification would also enhance the
ability of the councils to support and work with higher education in the county, helping them to
match their offer to the skills requirements of local employers and areas of future growth.

4.5. Transforming services
The sections above have focussed on the opportunities reorganisation would offer to enhance the
ability of the Dorset councils to deliver improved outcomes. However, the establishment of two new
councils would also be likely to deliver benefits in terms of the way in which these outcomes were
achieved. The rest of this chapter focuses on the opportunities reorganisation would offer to
modernise interaction with customers, service delivery and the provision of back office support.
The diagram below describes a number of the financial and non-financial benefits which could be
realised as a result of transforming service delivery. In chapter 5 of this report, we describe the
savings that the Dorset councils could expect to achieve as a result of delivering transformation.
However, there would be significant non-financial benefits on offer that further strengthen the case
for change.
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Figure 17: Transformation benefits

In reaching our conclusions about the opportunities for transformation across these areas, we
examined both the types of activity currently performed across the nine councils and the extent to
which there is variation across the different authorities. We used this to reach a judgement about the
maturity of current arrangements and compared the results with sector leading practice44.
We structured our analysis around three functional categories of local authority activity. These are
described in more detail on the diagram below:
Figure 18: Operating model functional categories
Operating model
Customer contact and assessment

Service delivery

Enabling support

Activities and processes relating
to the management of interactions
with customers which includes
managing customer enquiries;
processing applications and
requests; and performing
eligibility and assessments.

Activity and processes
relating to the direct delivery
of council services to
customers. This includes the
delivery of people, place and
cultural services.

Strategic and back office
supporting activity which
underpins the delivery of the
organisation’s customer
management and service
delivery activities.

4.5.1

Customer contact and assessment

Customer contact and assessment activity encapsulates the management of initial, often generic,
interactions with customers. It includes managing customer enquiries, processing applications and
requests, and performing eligibility checks and assessments. Though many councils have specific
44

Further technical detail supporting this analysis is included in annexe 1.
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customer contact teams or departments, this type of activity is frequently found across the majority of
frontline services.
Currently, 30% of the entire effort performed by staff across the Dorset councils could be categorised
as customer contact and assessment activity45. Comparing this overall distribution of effort with
sector benchmarks, the Dorset councils are spending twice the amount of effort performing customer
contact and assessment activity as the average local authority.
Typically, customer contact centres or customer service teams would be expected to be the primary
contributors to performing customer contact and assessment activity.
Our analysis, based on a survey of heads of services suggests that:


The current customer experience could be fragmented. Having a high number of staff
who are responsible for handling customer contact outside of the current customer services teams
could mean that a number of these staff lack the required skills and training, as well as access to
the resources that would help them handle customer queries efficiently.



There could be multiple entry points into each organisation. With such a large degree of
customer contact activity occurring within the frontline service areas, there is a risk that the
customer service department that are in existence are being bypassed.



The customer service teams may not be operating at optimum efficiency. A high
proportion of customer contact and assessment activity performed within the service delivery
areas suggests an opportunity to increase the percentage of enquiries that could be resolved at
first point of contact, thereby reducing the extent of double handling performed across each
organisation.



The current digital offer may be insufficient. There may be a lack of information and
digital functionality available to customers online which would enable them to resolve more
queries through self-service or signpost them towards other organisations in the community who
might be better placed to support them. Our analysis suggests the current councils could be going
much further with digital.

The percentage effort referred to has been calculated from estimates, provided by heads of service across all
nine councils, of the number of full time equivalent (FTE) posts engaged in each activity.
45
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How could transformation deliver improved services?
The creation of a common, digitally enabled customer service layer across the new unitary
authorities would facilitate greater sharing of customer information between teams and partner
agencies.
Staff responsible for managing customer contact would be given the right skills, tools and
information to resolve a greater proportion of issues at first point of contact.
Consolidating the number of employees responsible for managing customer contact and
assessment activity would reduce the degree of fragmentation and deliver a much more
consistent customer experience.
An enhanced digital offer would enable customers to perform more transactions and resolve a
greater percentage of issues via self-service and online channels.
Pursuing opportunities to incorporate analytics and business intelligence capabilities into the
processing of applications and assessments would enable straightforward activities to be
automated, freeing up professionals to focus on more complex cases.
Use intelligent inbound and outbound information to anticipate and pre-empt contact from
residents, by signposting them to more cost effective solutions.

4.5.2 Service delivery
For the purposes of this analysis, we have defined service delivery activity as covering the total staff
effort spent delivering frontline services to customers. Typically, local authorities opt to maximise the
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proportion of service delivery activity performed across the organisation, thereby increasing the
proportion of effort directed towards the achievement of strategic and customer outcomes.
Currently, 38% of the overall effort performed across the Dorset councils is spent on service delivery
activity, although this figure varies significantly between the different authorities. Analysing this
overall distribution of service delivery effort with sector benchmarks, the Dorset councils would be
considered to be performing a relatively low proportion of service delivery activity, compared to that
of the average local authority (60%).
Our analysis of the current distribution of service delivery activity in the nine councils suggests that:


There is significant variation in the service delivery models adopted across
authorities. The high degree of variation which exists between the service delivery models for
the different authorities at present would cause significant complexities to arise in the future if
left unaddressed. Although further work would be required to determine the most appropriate
service delivery models for each council, there is a significant opportunity to realise benefits from
pulling together a single consolidated service delivery model for each of the new councils.



Further consideration could be given to the use of alternative delivery models.
Currently, a high percentage of services are being delivered through in-house services. This may
not be the most cost effective approach in all instances. Reorganisation would provide an
opportunity to consider whether or not certain services should be contracted out to another party,
e.g. to the private sector or a community enterprise.



Service cost recovery performance could be increased. There is considerable variation in
the service cost recovery performance of the current nine councils. Reorganisation would provide
an opportunity to review the approach to service cost recovery and income generation.



There is duplication of provision in some service areas between the nine
authorities. It is clearly the case that some of the functions provided by the current councils
overlap. Reorganisation would provide an opportunity to address this.
How could transformation deliver improved services?
Establishing larger service departments would enable services to benefit from significant
economies of scale.
Consolidating current service delivery models and exploring opportunities to pursue innovative
partnerships with other organisations could help the councils to improve efficiency.
The introduction of a greater commercial governance, through introducing a commercial board
or other similar structure, would challenge services to operate more commercially.
Implementing a stronger approach to commissioning, e.g. by commissioning suppliers to deliver
outcomes rather than activities.
Providing professionals and frontline officers with the tools and information to enable them to
focus on performing value-adding activity, as opposed to administration.
Exploiting data and analytics capabilities to enable frontline services to predict emerging trends,
inform decision making and target the delivery of services to achieve better outcomes.

4.5.3 Back office support
Back office support covers the breadth of strategic and administrative activity performed by an
organisation. It is generally performed by corporate functions within an authority, e.g. IT, HR,
finance and procurement. However, depending on the extent to which an organisation has a
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decentralised structure to delivering this type of activity, a significant proportion could be performed
within frontline service areas.
Approximately a third (32%) of the overall effort across the Dorset councils is spent providing back
office support activity. This figure is higher than might be expected – the sector average is 25%.
Our analysis of the current distribution of back office support suggests that:


A high proportion of enabling support activity is occurring outside of corporate
services and could be duplicating effort. Currently, 70% of enabling support activity
performed across the nine authorities occurs outside of corporate services. This would suggest a
significant degree of ‘siloed’, or duplicated and inefficient working. Following a detailed review of
the roles, responsibilities and activities performed across different teams within the nine current
organisations, the establishment of two new authorities could expect to deliver significant
efficiencies by addressing this issue.



The current councils have not automated service provision to the extent they could
have, suggesting a lack of integration between IT systems. Our discussions with heads of
service (and responses to the survey we conducted) suggest that the current authorities are not
making the most of opportunities to automate back office processing. Addressing this during
reorganisation would secure additional savings.



Digital technology may not be being used to its full potential. The current councils all
acknowledge they could be going further with digital. This is particularly important in back office
services, where many councils are investing in technology that helps employees carry out simple
transactions and seek advice via some form of self-service platform.
How could transformation deliver improved services?
Establishing a shared service function that can offer transactional services to both future unitary
authorities, thereby maximising efficiency benefits and ensuring a common service standard
across the Dorset region.
Automating less complex activities which do not require professional judgement or intervention.
Building on synergies between back office functions and developing a tiered approach, in which
transactional activity which cannot be automated is performed by trained generalists, with
business partnering offered where more specialist advice is required.
Standardising and simplifying internal processes, reducing non value-adding activities, to
enable processes to be as efficient and effective as possible.
Greater sharing of customer and operational information between teams and systems, and
using this to generate greater business intelligence to inform strategic and operational decision
making.
Develop the capability for all members of staff to self-serve for simple transactions and advice –
building the concept of the ‘digital employee’ into the workforce could reduce the overall internal
demand for back office support services.
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4.6. Conclusions
Local government reorganisation would enable the Dorset councils to improve the effectiveness of
local government services in the county and achieve better outcomes for residents. In terms of growth
and prosperity, reorganisation would enable the Dorset councils to make the most of the symbiotic
relationship that exists between the conurbation and the predominantly rural area of Dorset.
Partnership working would be simplified, policies could be made more consistent and with fewer
leadership voices at the table and strategic alignment would be more straightforward to achieve. In
terms of infrastructure, housing and the environment, the Dorset councils would have a stronger
voice with which to lobby government, negotiate with developers and encourage neighbouring areas
to assist with their ambitions to deliver improvement. The fact that the new authorities would serve
larger areas would help them to plan how they used their assets more strategically, to unlock
development sites and balance this need against their commitment to make the most of Dorset’s
natural capital.
The health and wellbeing agenda will be a major focus for the Dorset councils in the future, just as it
is now, whether they reorganise or not. The opportunity to establish two new councils, and to
transform service delivery as a result, would align with plans to reconfigure the delivery of health
services in the county. The savings that would be secured from reorganisation, will be critical in
helping the Dorset councils to cope with rising demand for social care services. Reorganisation would
provide the capacity and resilience the councils need to continue to develop their education and skills
services. It would simplify some of the current partnership working arrangements and enable the new
authorities to target their support to reduce inequalities in attainment.
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Having carried out a high level assessment of the way in which services are currently provided in the
county, we consider there to be considerable scope to deliver further improvement. Reorganisation
would provide an opportunity to address this through the delivery of a large scale transformation
programme. This would enable the new authorities to resolve the inconsistencies that exist within the
current model, and build new services supported by adequate technology and with greater
commercial awareness.
It should be recognised that further work would be required to develop the opportunities for
transformation we have identified. However, we are of the view that there are a significant number of
financial and non-financial benefits which could be achieved by undertaking transformation and
reorganisation. This is addressed in more detail in the next chapter.
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5. Value for money, efficiency
and delivering cost savings
over a fixed period
The financial analysis carried out by Local Partnerships concluded that
simply replacing the nine current authorities with two new unitary
authorities will deliver significant financial savings. However, the Dorset
councils have an opportunity to establish two new unitary authorities
designed around a 21st century model of local government. Should the councils
opt for this more transformational approach, they could expect to achieve
significant additional benefits over and above those associated with a more
straightforward reorganisation and offer greater value for money to local
residents.
This chapter of our report describes the financial case for reorganisation, both in terms of the savings
it could deliver, as well as the resulting improvement that would be secured in terms of the value for
money offered to local residents. It describes the scale of the opportunity identified by Local
Partnerships in its examination of the proposals put forward by the Dorset councils46, and it sets out
our analysis of the benefits that could be secured by taking the opportunity to deliver genuine
transformation through the design and implementation of the new authorities. Our analysis is
separate to that carried out by Local Partnerships and should not be viewed as ‘additional’. It is
intended to give a sense of the scale of change possible should a more transformative model of
reorganisation be pursued.
The majority of this chapter focuses on the potential for the proposals to secure savings in excess of
the likely costs of transition. The Dorset councils are focussed on securing a genuine transformation
of their business and operating models, such that they would be able to continue providing high
quality services but at a reduced overall cost. When considered alongside the other benefits described
in this report, all of which would help the future councils to become more effective and more
productive than is the case at present, any reduction in cost would translate to an overall
improvement in efficiency, delivering greater value for money for local residents.
The diagram below identifies the ‘four Es’, which are frequently used to illustrate explanations
concerning ‘value for money.

https://news.dorsetforyou.gov.uk/reshapingyourcouncils/files/2016/08/Dorset-Councils-LocalPartnerships-financial-analysis.pdf
46
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Figure 19: The four Es

5.1. The financial case for reorganisation
The Dorset councils commissioned Local Partnerships to explore the potential financial position and
benefits that could be achieved by replacing the current nine authorities in Dorset with two new
unitaries47. Their analysis examined the financial resilience of the current authorities and modelled
savings, transition costs and the impact of council tax harmonisation across the three options for
unitary local government the Dorset councils are considering.
5.1.1

The current position

Local Partnerships estimated that between 2017/18 and 2025/26, the Dorset councils will need to
save an additional £82.3 million, with £51.9m of this total to be achieved between 2017/18 and
2018/19. The analysis estimates that the remaining savings of £30.4m will need to be made over the
period 2019/20 to 2024/2548. Assuming that all nine councils are retained, the remaining savings
needed would be split between the councils as shown in figure 20 below.

We have referred to certain matters arising in the LP report and reflected elements of its findings where they
are relevant to build the value for money case. We do not, however, take responsibility for Local Partnerships’
work.
48Reshaping your councils – a better future for your community, Dorset Councils, 2016.
https://www.ors.org.uk/web/upload/surveys/333423/files/Reshaping%20your%20councils%20PRINT%20no
%20crop.pdf
47
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Figure 20: Cumulative budget surplus/ (deficit) by 2024/25 (£m) if the current nine
councils were retained
Total budget deficit

(30.4)

Dorset County Council

(11.0)

Council and Total

Bournemouth Borough Council

(10.1)

Poole Borough Council

(5.4)

Weymouth and Portland Borough Council

(1.2)

West Dorset District Council

(1.0)

North Dorset District Council

(1.0)

Purbeck District Council

(0.5)

East Dorset District Council

(0.3)

Christchurch Borough Council
(35.0)

0.1
(30.0)
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(20.0)
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(10.0)

(5.0)

0
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Budget Surplus/(Deficit)

Should the decision be taken to retain the current structure of local government in the county, Local
Partnerships determined that during the period 2019/20 to 2024/25, the cumulative net budget
deficit would increase (as shown in figure 21 below). This projected deficit would be fairly stable from
2021/22 due to small projected annual surpluses.
Figure 21: Change in cumulative budget deficit from 2017 to 202549
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5.1.2 Savings arising from reorganisation
Each of the unitary authority options under consideration presents an opportunity to realise
significant cost savings. The Local Partnerships analysis assessed a range of different types of saving
opportunities:


Reduced senior management posts.



Restructured and streamlined middle management.



Restructured and streamlined corporate functions and services: planning, cultural and related
services, environmental and regulatory services, highways and transport services, waste and
external audit.



Savings from surplus office space in terms of energy, cleaning, and routine repairs and
maintenance.



ICT savings based on fewer staff users.



Democratic representation based on a notional unitary authority committee structure.

The breakdown of these annual savings is shown in the table below.
Figure 22: Annual savings in Dorset arising from options 2a, 2b and 2c50

Area

2a (LC) (£m)

2b (MC) (£m)

2c (SC) (£m)

RC51

LC

Total

RC

MC

Total

RC

SC

Total

Staffing and organisation

7.9

13.1

21.0

10.1

10.9

20.9

Democratic representation

0.4

0.7

1.1

0.6

0.6

1.1

11.7

9.2

20.9

0.6

0.5

1.1

Property

0.2

0.2

0.4

0.2

0.2

0.4

0.2

0.1

0.4

ICT

0.2

0.3

0.5

0.2

0.2

0.5

0.3

0.2

0.5

Planning

0.5

0.2

0.7

0.4

0.0

0.4

0.4

0.1

0.4

Cultural and related services

0.1

0.4

0.5

0.1

0.3

0.4

0.2

0.3

0.5

Environmental and regulatory services

0.8

1.0

1.9

1.6

0.9

2.5

1.4

0.9

2.2

Highways and Transport services

0.0

0.8

0.8

0.0

0.8

0.8

0.0

0.8

0.8

Waste

0.2

0.3

0.5

0.2

0.2

0.5

0.3

0.2

0.5

External audit

0.2

0.1

0.3

0.2

0.1

0.3

0.2

0.1

0.3

10.4

17.2

27.6

13.6

14.2

27.8

15.3

12.4

27.6

Service line savings:

Total

5.1.3 Transition costs
Local Partnerships also considered the cost of establishing the new unitary authorities. It examined:


Staffing costs from redundancy and retirement.

Local Partnerships report for the Dorset Councils (table 12)
RC is a term used in the Local Partnerships report which stands for ‘Rural County’, i.e. the proposed nonurban unitary authority. The other terms stand for Large Conurbation (LC), Medium Conurbation (MC), and
Small Conurbation (SC) and are the different terms for the proposed urban unitary.
50
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Property costs from refurbishment.



ICT costs from changes to operating arrangements such as the need for increased licences and
storage.



Other costs, such as programme management or public consultation.

The breakdown of these costs is shown in the table below.
Figure 23: Total transition costs arising from options 2a, 2b and 2c52
2a (LC) (£m)
RC
LC
Total

2b (MC) (£m)
RC
MC
Total

2c (SC) (£m)
RC
SC
Total

Redundancy

2.2

3.6

5.8

2.9

2.9

5.8

3.4

2.3

5.7

Relocation

1.1

0.4

1.5

1.2

0.5

1.7

1.5

0.3

1.8

Retirement

0.4

0.6

1.0

0.6

0.5

1.1

0.6

0.5

1.1

HR

0.5

0.9

1.4

0.7

0.7

1.4

0.7

0.7

1.4

Property
Transitional Resources

1.1

1.8

2.9

1.5

1.4

2.9

1.7

1.2

2.9

0.9

1.3

2.2

1.3

1.1

2.4

1.1

1.1

2.2

Area

ICT

0.7

1.0

1.7

1.0

0.7

1.7

0.9

0.8

1.7

Public consultation

0.2

0.3

0.5

0.2

0.2

0.4

0.2

0.2

0.4

Creating the new council

0.9

1.3

2.2

1.3

1.2

2.5

1.2

1.2

2.4

Induction

0.3

0.3

0.6

0.3

0.3

0.6

0.2

0.4

0.6

Closedown

0.1

0.2

0.3

0.1

0.1

0.2

0.1

0.1

0.2

Service reconfiguration

0.4

0.6

1.0

0.5

0.5

1.0

0.6

0.4

1.0

Contingency

1.4

2.0

3.4

1.6

1.6

3.2

1.8

1.5

3.3

10.1

14.4

24.5

13.2

11.7

24.9

14.1

10.6

24.7

Total

As can be seen from the above, Local Partnerships identified that a one off investment of c. £25
million would deliver a recurring annual saving of c. £28 million for all three options53.
5.1.4 The impact of council tax harmonisation
Though the differences between the options in terms of the projected savings appear slight, when the
need to harmonise council tax rates across the new councils is taken into account, the differences
between the options become more significant. Council tax harmonisation represents an additional
cost to the Dorset councils because of the current variation in council tax rates across the Dorset
councils and the need to converge these rates within each new unitary. Local Partnerships assessed
the impact of council tax harmonisation over the period to 2024/25 and compared the results across
the three options.
It concluded that option 2c would incur the greatest amount of income forgone over the 20 year
harmonisation period, its cumulative total being £272m. This would be approximately £100m more
than option 2a and almost £200m more than option 2b (see below)54.

Local Partnerships report for the Dorset Councils (table 13)
The finance officers of the Dorset councils consider that 35% of the savings identified by Local Partnerships
will be taken by the councils in the period prior to 1st April 2019.
54 Though council tax income forgone can legitimately be presented as a cost to local government, it could just
as reasonably be presented as a saving to the tax payer.
52
53
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Figure 24: Local Partnerships estimated cumulative council tax foregone, options 2a,
2b and 2c
2a (£m)

Council tax income
foregone over 20 years

2b (£m)

2c (£m)

RC

LC

Total

MC

MC

Total

LC

SC

Total

(20)

194

174

(5)

79

74

226

46

272

The specific impacts of this factor on each of the options is described below.
Option 2a
In relation to option 2a, Local Partnerships estimated that against the existing cumulative budget
deficit of £30.4m by 2024/25, £69.1m of cumulative net savings would be delivered as a result of
reorganisation (being the net of the cumulative savings and transition costs of £82.5m, less council
tax foregone of £13.4m). This would deliver a cumulative budget surplus of £39.6m by 2024/25.
Figure 25 below shows the cumulative post transition budget for option 2a as a result of savings
achieved from reorganisation, transition costs and council tax harmonisation.

Council tax harmonisation and savings and transition
(£m)

Figure 25: Cumulative post transition budget for option 2a55
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In terms of the split between the two new proposed unitaries, the analysis concluded that this option
would result in the conurbation authority achieving a cumulative budget surplus of £62.9 million by
2024/25, but would create a £23.3 million deficit in the rural Dorset authority’s cumulative budget.
Option 2b
In relation to option 2b, Local Partnerships estimated that against the existing cumulative budget
deficit of £30.4m in 2024/25, £76.2m of cumulative net savings would be delivered as a result of
reorganisation (being the net of the cumulative savings and transition costs of £82.8m, less council
55
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tax foregone of £6.6m). This would deliver a cumulative budget surplus of £46.7m by 2024/25.
Figure 26 below shows the cumulative post transition budget for option 2b as a result of savings
achieved from reorganisation, transition costs and council tax harmonisation.

Council tax harmonisation and savings and transition
(£m)

Figure 26: Cumulative post transition budget for option 2b56
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The Local Partnerships analysis concluded that this option would result in the conurbation authority
achieving a cumulative budget surplus of £45.3 million by 2024/25 and a £1.4 million surplus in the
rural Dorset authority’s cumulative budget. Option 2b would deliver the highest overall saving of all
the options, but would result in a less equitable distribution of benefits across the two new authorities
than option 2c.
Option 2c
In relation to option 2c, Local Partnerships estimated that against the existing cumulative budget
deficit of £30.4m in 2024/25, £62.3m of cumulative net savings would be delivered as a result of
reorganisation (being the net of the cumulative savings and transition costs of £82.1m, less council
tax foregone of £19.8m). This would deliver a cumulative budget surplus of £32.8m by 2024/25.
Figure 27 below shows the cumulative post transition budget for option 2c as a result of savings
achieved from reorganisation, transition costs and council tax harmonisation.

56
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Council tax harmonisation and savings and transition
(£m)

Figure 27: Cumulative post transition budget for option 2c57
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The Local Partnerships analysis concluded that this option would result in the conurbation authority
achieving a cumulative budget surplus of £18.7 million by 2024/25 and a £14.1 million surplus in the
rural Dorset authority’s cumulative budget. Option 2c would deliver the smallest overall saving of all
the options, but it would result in the most equitable distribution of benefits across the two new
authorities.
5.1.5 Summary of cost savings associated with reorganisation
The Local Partnerships analysis presents a clear financial case for replacing the current nine councils
with two new unitary authorities. The level of projected cumulative net savings is broadly similar
across the three options and transition costs could be recovered relatively quickly. However, the
impact of council tax harmonisation on the viability of the future authorities and the distribution of
benefits is significant. This will be a key factor in helping the Dorset councils identify their preferred
option. The distribution of savings between the future authorities will also need to be considered.

57
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Figure 28: Summary of savings identified by Local Partnerships
Net cumulative saving
as at 2024/25 (£m)58

Cumulative
surplus/deficit as at
2024/25 (£m)

2a (Large Conurbation, Small Dorset)

69.1

39.6

2b (Medium Conurbation, Medium
Dorset)

76.2

46.7

2c (Small Conurbation, Large Dorset)

62.3

32.8

Option

5.2. The financial case for transformation
The Local Partnerships work makes a clear case that reorganisation would deliver significant savings.
Having made an assessment of the potential to deliver savings arising from reorganisation and
transformation, our own analysis suggests that the Dorset councils could set their ambition
somewhat higher.
Our assessment of the potential costs and benefits has been made using our own data and
methodology. The diagram below illustrates the differences between the scope of the work Local
Partnerships delivered and our own evaluation of the options.
Figure 29: Relationship between Local Partnerships and PwC analysis

The diagram also indicates that our analysis has identified a range of savings the new councils could
expect to achieve from reorganisation and transformation (as well as a range of associated costs). The
ability of the new councils to deliver transformation will depend on a number of factors: their
ambition and appetite for risk; the quality of leadership; the manner in which implementation is
prepared for and delivered; and the availability of the necessary capacity and capability. The new
councils would need to, and want to, make conscious choices about these factors. Accordingly, we
have identified a ‘base case’ and a ‘stretch case’ of the savings the new councils could expect to deliver
and the costs they might expect to incur.
Cumulative savings reflect savings and transition costs from Local Partnerships Table 14, accounting also for
council tax foregone.
58
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5.2.1 What do we mean by transformation?
There are two types of transformation opportunities that could be pursued as a result of
reorganisation. First, the new authorities would have opportunities to make decisions about the
business model they wanted to adopt – this would entail focusing on the sorts of services they
wanted to provide and the extent to which they wanted to prioritise the pursuit of certain types of
outcomes. Second, the new authorities could target opportunities to transform their operating
model – making conscious decisions about how their teams manage and deliver services.
We are of the view that the new councils would have the opportunity to fundamentally reconsider
their business model. Clearly, the statutory requirements placed upon them will restrict their ability
to start with an entirely blank sheet of paper, but there are very few services where there is no
flexibility concerning service standards. The new councils, in common with an increasing number of
authorities across the country, would need to ask questions about the role they want to play in
supporting residents and in working with partner agencies. They would also need to consider to what
extent they wish to operate more commercially and recover the full cost of the services they provide.
In terms of the opportunities the new councils will have to transform their operating models, the
types of strategies that could be pursued include: collaborating with partners, designing customer
service processes around new technologies, standardising and simplifying processes, building on
synergies between back office functions (utilising common technology systems and a mix of multiskilled and specialist staff) and increasing the use of data and analytics.
5.2.2 How could this deliver savings?
By choosing to do different things, and by choosing to do those things differently, the new councils
could expect to reduce their overall headcount. It is not necessarily the case that this would result in a
high number of compulsory redundancies; it would be up to the new councils to determine how they
wished to manage the reduction. This overall reduction in the number of people employed by the
councils would enable them to make salary savings and would have a beneficial knock on impact in a
range of other cost areas.
The Dorset councils, working with other public sector bodies in the county, have already developed a
common vision around their estate. However, reorganisation would provide an opportunity to
accelerate the impact of this work, not least because the estate requirement of local government in the
county would be likely to reduce, both as a direct result of lower headcount and the potential for the
new authorities to adopt a more agile approach (where members would use mobile devices and hot
desking facilities, rather than needing their own dedicated permanent space). As a result of this, both
running and maintenance costs would reduce and the new councils would be able to make decisions
about whether to seek a further recurring benefit or a capital receipt either by renting or disposing of
surplus property.
In order to deliver some of the financial benefits associated with new ways of working, it is likely that
the new councils would need to invest in their digital capabilities, and so should not expect to see a
saving in this area. However, this investment could be balanced, to some extent, by some of the
economies of scale that would be achieved by bringing existing technology platforms together (which
would have the potential to reduce licensing and maintenance costs in certain instances).
There are a range of other areas where transformation could deliver a significant return. These could
include the implementation of alternative service delivery models (contracting the provision of services
to a private sector partner, community enterprise or voluntary group), the development of ‘insight
driven’ decision making (using predictive analytics to anticipate and manage demand that prevents
service user needs escalating), or investing in services to deliver a commercial return.
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5.2.3 Quantifying the savings that could arise from transformation
In developing this report, we examined a number of opportunities to deliver transformation. We
based our assessment on an examination of the current capabilities of the nine councils in Dorset, the
degree to which they have already adopted innovative ways of working and our extensive experience
of identifying transformation savings across the local government sector59.
Using this approach, we identified potential savings (and transition costs) across the following
areas:


Workforce – the reduction in the overall number of full time equivalents (FTE) across all levels of
the new organisations.



Member costs – the savings that would arise as a result of a reduction in the overall number of
elected members (including allowances and election costs).



Property – reduced running and maintenance costs and the potential for a return on surplus
property.



ICT / Technology – savings arising from reduced licensing costs and application rationalisation.



Other non-FTE benefits and costs.

Workforce
In conducting our analysis, we requested information from each of the councils on the effort currently
being expended in the functional categories of customer contact and assessment, service delivery and
the provision of enabling support. We have used this framework with numerous local government
clients, which means we have a comprehensive evidence base against which we are able to benchmark
the potential for a council or group of councils to do things differently.
The current workforce, excluding teachers, across the local authorities in Dorset is around 7785
FTE60. A high level analysis of the activity of these FTE across the functional categories is shown in
the table below:
Figure 30: Percentage FTE effort by functional category
Category

FTE

Dorset % effort

Local authority average
% effort*

Customer contact
and assessment

2,277

29.3

15.4

Service delivery

3,138

40.3

60.3

Enabling support

2,370

30.4

24.5

Total FTE

7,785

59
60

*The average refers to activity
analysis in other authorities for
illustration purposes

Further detail on our assessment of the current capabilities of the nine councils is included at annexe 1.
Calculated from each councils’ data returns.
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Based on an assumption that, should reorganisation be pursued, the new councils would adopt
many of the opportunities for improvement described in section 5.2.2 above and section 4.5 of the
previous chapter, we are of the view that the FTE effort expended across each of the functional
categories could be reduced.
Specifically, we are of the view that the percentage effort in each of the three categories we looked at
could be reduced as follows (we have included a base case to stretch case range for each category):



12.5 – 20% reduction in customer contact and assessment effort equivalent to between 285 and
456 FTE.



8 – 10% reduction in service delivery effort equivalent to between 251 and 314 FTE.



20 – 32% reduction in enabling support effort equivalent to 474 and 758 FTE.

In total, this would amount to between 1,010 (base case) and 1,528 (stretch case) fewer FTE than is
currently the case. This estimate is based on the typical levels of efficiency secured by other councils
following transformation. We have used an average salary to covert these figures into the indicative
salary cost saving and transition cost included in figures 31 and 32 below61.
Member costs
Reorganisation would result in a reduced number of councillors and reduced budget requirement for
elections. We have based our calculations on an assumption that, post reorganisation, there would be
a total of 74 electoral areas (the sum of the 18 current areas in Bournemouth, 16 in Poole and 40
identified by the Boundary Commission for the area covered by the County Council). For the purposes
of our analysis, we have also assumed a requirement of two members per electoral area. In terms of
elections, we have assumed that voters across Dorset would continue to turn out in the same numbers
as is currently the case for elections in Bournemouth, Poole and the current districts.
Property
We have assumed each of the current authorities is using industry best practice of approximately
100 sq. ft. per FTE and a ratio of 4 desks to 5 FTE. In line with our estimated reduction of 1,010 FTE
(base case), the new councils would have a total of 80,800 sq. ft. in unused office space. While it can
be reasonably assumed that this would result in reduced running and maintenance costs, it would
not be reasonable to assume that all of this surplus space could also be rented out. In reality, there
would be different solutions for different properties depending on their condition and future market
appetite. Furthermore, some sites would be released to achieve capital receipts, or for other uses
such as regeneration. For the purposes of this analysis, we have adjusted the unused office figure
space by 50% to account for this issue. The cost of refurbishing office space has been assessed and
included in the estimated transition costs.
ICT / Technology
While we have estimated a small saving in relation to a reduction in licences (associated with the
reduced number of FTE) and a degree of application rationalisation, we have assumed that there
would be a significant investment in technology to facilitate some of the new ways of working
established as a result of transformation.

61

Further information is provided in annexe 2.
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Other non-FTE benefits and transition costs
We have built in assumptions around redundancy costs, the required investment in change
management62, relocation and pensions. We have also assumed a level of additional benefit
associated with opportunities to increase income and the potential to reduce third party spend.
Summary of savings potential and estimated transition cost
The table below sets out the savings we consider the new councils should target should reorganisation
and transformation be pursued. As previously indicated, we have identified a base case and a stretch
case.
Figure 31: Recurring annual savings from transformation and reorganisation

Savings line
FTEs
Democracy
Property
ICT
Other non-FTE transformation benefits
Total annual saving

Budget savings per
year (£m)
Base case

Budget savings per
year (£m)
Stretch case

35.9
2.1
1.4
0.8
5.0
45.2

54.2
2.1
2.0
1.0
7.0
66.3

The table below identifies the transition costs the new councils could expect to incur, should they
choose to achieve the proposed savings.
Figure 32: Estimated one off investment cost to deliver transformation and
reorganisation63
Investment costs
FTEs
Democracy
Property
ICT
Other non FTE transformation costs
Contingency
Total one off cost

Total cost (£m)
Base case

Total cost (£m)
Stretch case

13.1
2.9
7.0
9.2
3.2
35.4

19.9
2.9
12.0
14.0
4.9
53.7

Change management costs include the following cost lines: professional advisory support, transitional
resources (backfill and contractor costs) and service reconfiguration.
63 Assumes that the total cost of transformation and reorganisation would be met over two years.
62
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As with the conclusions reached by Local Partnerships, our analysis suggests a clear financial case for
pursuing local government reorganisation in Dorset. The savings delivered would enable transition
costs to be recovered within two years64 and would release significant additional funding for
investment in services and/or other schemes thereafter.

5.3. Conclusions
The Local Partnership analysis presented a clear financial case for local government reorganisation in
Dorset. It estimated that a potential annual saving of c. £28m could be achieved for a one off
investment of c. £25m, simply by merging the nine current authorities to create two entirely new
councils.
The Local Partnerships work does suggest some differentiation between the options being
considered. According to its analysis, only one option would result in a projected budget deficit for
the new local authorities (2a would result in a cumulative deficit of £23.3m for the rural Dorset
authority by 2024/25). Option 2b would appear to provide the greatest financial benefit, but would
result in an imbalance between the cumulative surplus projected by 2024/25. Local Partnerships
consider option 2c to provide the lowest cumulative savings by 2024/25, but a more even distribution
of benefit. Local Partnerships concluded that option 2c would incur the greatest amount of income
forgone over the 20 year harmonisation period, its cumulative total being £272m. This would be
approximately £100m more than option 2a and almost £200m more than option 2b.
The analysis undertaken by Local Partnerships suggests that, should reorganisation be pursued and
depending on the option chosen, Dorset as a whole would benefit from improved value for money,
deliver greater efficiency and that the costs of the change could be recovered over a fixed period.
Our own analysis also supports this view. Through a broader consideration of the opportunities
offered by reorganisation and transformation, we have the potential to achieve even greater savings
(albeit at a higher transition cost). Should the Dorset councils decide to proceed with reorganisation,
further work would be required during the design phase to explore the opportunities for
transformation in a greater level of detail, as well as an assessment of their appetite for delivering
radical change.

The annual savings identified by Local Partnerships and the one off transitional costs to set up two new
unitary councils are c. £28m and c. £25m respectively. This equates to a theoretical payback period of around
12 months. However, in reality it would be more likely to take two years to achieve the level of savings
identified.
64
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6. Stronger and more
accountable leadership
The proposals described in this document make clear that the Dorset councils
are committed to delivering radical change. To some extent, the nine councils
have already demonstrated effective leadership to reach this point. Working
together, they have identified an opportunity to strengthen their strategic
position and develop an innovative and dynamic model of local government.
However, the proposed change also offers a chance to design a system of
governance that improves accountability and promotes even stronger
leadership.
Though all nine of the current councils demonstrate effective leadership, reorganisation offers an
opportunity to deliver further improvement. One of the challenges of the two tier model is that lines
of accountability can be unclear and confusing. Local residents, businesses and other public sector
partners may be unsure as to which local authority is accountable for which services. They may also
be confused by the fact that the rates they pay support more than one authority. Information sharing
is problematic, and the existence of multiple, sometimes competing local authority voices, can
undermine the provision of clear leadership.
The current structure of local government in Dorset reflects many of these characteristics. Its political
leaders face a myriad of synergies and tensions. Whether related to the differing priorities of east vs.
west, rural vs. urban, or the need to support existing communities and businesses vs. the need to
deliver additional housing and growth, the ability of leaders to manage these issues is made more
difficult by the fact that they are being overseen by nine councils with a total 331 council seats. The
complexity and cost associated with this arrangement means that the Dorset councils are not making
the most of the county’s opportunities and are not tackling its challenges as effectively as they could.
The establishment of two new unitary authorities has the potential to resolve these issues. At a
strategic level, the removal of the complexity and opacity associated with the current system would
make it more obvious who is speaking for Dorset. The new authorities, and their leaders, would have
a place based mandate with which to drive forward objectives that reflect the needs and aspirations of
their communities. With stronger voices derived from their larger electorate, the new authorities
would also have greater regional and national influence. Decision making could be streamlined, and
members of the public would be able to see a direct link between the council tax they pay and the
services they receive.
In considering whether or not the Dorset councils’ proposals would strengthen leadership and
improve accountability, we have taken the following issues into account:


The opportunity to deliver stronger strategic leadership across Dorset.



The importance of local and community leadership.



The role that reorganisation could play in supporting clearer decision making.
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6.1. Stronger strategic leadership
The sheer complexity of local government, coupled with the continual pressures to adapt to a rapidly
changing environment, demands strong strategic leadership. This is not just a requirement of
political leaders; all members, senior managers and staff should provide strong leadership.
Reorganisation offers an opportunity to establish exemplar local authorities, spearheaded by strong
political leadership, straightforward governance arrangements, effective and efficient managerial
leadership, and behaviours and cultures that are fit for the 21st century.
6.1.1 Stronger place leadership
The proposal to create two new unitary authorities would facilitate stronger place leadership.
Establishing the two new councils would enable appropriate consideration to be given to Dorset’s
unique geography, allowing each of the new authorities to tailor its strategic ambitions to the needs
and aspirations of its communities.
Reorganisation would provide the senior leaders of the new councils with a stronger voice and greater
influence at a regional and national level. This influence would be further amplified through the
formation of the combined authority, facilitating enhanced collaboration between the two new
authorities in relation to key strategic issues. The proposed reorganisation has the potential to
simplify the future membership of the combined authority, reducing the number of authorities
represented and enabling stronger leadership and faster decision making to help the Dorset councils
realise their ambitions.
In the parts of Dorset currently served by the two tier system, there would be greatly improved clarity
of ownership, which would improve transparency to residents. Although the conurbation is already
served by two unitary authorities, the proposed changes offer significant benefits. First, the new local
authority would have a wider geographical remit than the existing authorities and would be better
placed to take a more holistic view across the whole of the conurbation. Secondly, the new authority
would be bigger, with more resources and more influence at a national level, enhancing its ability to
provide stronger place leadership.
In both cases, leaders within the new unitary authorities would be able to make strategic decisions
across what would previously have been distinct administrative boundaries. This would be
particularly significant in relation to planning, housing and highways decisions, the implications of
which frequently extend beyond administrative boundaries.
6.1.2 Stronger system leadership
The new unitary authorities would not be able to operate in isolation. The economic prosperity and
wellbeing of the people of Dorset depends on a range of organisations and agencies. In relation to
many issues, the role of local government is increasingly becoming one of an enabler, helping to
achieve improvements by influencing and guiding rather than simply providing services. Effective,
modern partnerships which span the public, private and voluntary sectors would be at the heart of
delivering progress in the future. The new unitary authorities would be better placed to provide
strong system leadership and build alignment and consensus with key partners.
There is currently an extensive network of partnerships across Dorset. Strategic partnership working
is viewed as being effective, and there is little appetite to unwind these arrangements where they are
working well. There are similarly successful partnerships at an operational level. However, in many
instances these arrangements are simply a mechanism put in place to address the challenges caused
by the fact that there are nine local authorities. This issue would be resolved if two new unitaries were
established. Reorganising and consolidating the current local authorities would not only make
relationships simpler and more straightforward to manage, with fewer stakeholders competing or
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proposing conflicting interests, but would also allow for a reduction in the overall number of
partnerships.
Moving to two new unitary authorities would reduce the number of partnerships with which local
government in Dorset would need to engage. It would also reduce the number of local government
voices involved in those partnerships, enabling the new authorities to consolidate their efforts and
provide clearer direction. Speaking with a single voice for the residents they represent, the new
leaders for the two unitary authorities would be able to hold more effective conversations with
partners and negotiate better deals for the people they represent. This would be particularly
important in relation to agendas, such as health and social care transformation, which would require
local authorities and health organisations to adopt a more organisation-agnostic approach if they are
to deliver improvement. This is entirely consistent with the Dorset councils plans to establish a
combined authority.
6.1.3 Stronger professional leadership
In addition to enabling council leaders to demonstrate stronger strategic leadership on a pan-Dorset
level, reorganisation would also provide an opportunity to establish new managerial behaviours and
cultures. Should the proposal to reorganise be taken forward, two entirely new councils would be
established. This would provide a unique platform upon which to introduce a culture of distributed
leadership.
There is a growing recognition that public services can only be responsive to the changing needs of
service users if staff at all levels and in all professions are trusted to innovate and act with greater
autonomy65. Recent research on this issue has attempted to categorise the sorts of behaviours that
should be promoted. It suggests that a ‘21st century public servant’ is someone who66:


Is a municipal entrepreneur, undertaking a wide range of roles.



Engages with residents in a way that expresses their shared humanity and pooled expertise.



Is recruited and rewarded for their generic skills as well as technical expertise.



Builds a career which is fluid across sectors and services.



Combines an ethos of publicness with an understanding of commerciality.



Is rethinking public services to enable them to survive an era of austerity.



Needs organisations which are fluid and supportive rather than siloed and controlling.



Rejects heroic leadership in favour of distributed and collaborative models of leading.



Is rooted in a locality which frames a sense of loyalty and identity.



Reflects on practice and learns from others.

While officers across the current nine authorities will exhibit some or all of these characteristics, local
government reorganisation would provide an opportunity for a wholesale refresh of organisational
culture, and a chance to embed these attributes into the roles of all employees. This would also help
the workforce to adapt to some of the new ways of working described elsewhere in this document.

65
66

SOLACE and LGA, Asking the right questions, 2013
University of Birmingham, The 21st Century Public Servant, 2014
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Quite apart from the need for strong professional leadership, once the new authorities are up and
running, clear leadership will also be required during the transition period. Delivering a
transformation programme of the scale envisaged requires specific skills and, to some extent, a very
particular mindset. The current councils will need to promote these qualities if implementation is to
be successful.

6.2. Stronger local leadership
One of the criticisms levelled at previous proposals to reorganise two tier areas and establish larger
local authorities has been the threat of the so called ‘democratic deficit’. In such instances, it has been
suggested that a reduction in the overall number of elected members and the removal of the district
tier (critics of reorganisation have frequently argued that district councils are closer to their
communities than either unitary or county councils) would create a situation in which residents feel
disconnected from their councils or marginalised from the democratic process. We do not consider
there to be any reason why reorganisation in Dorset should create a democratic deficit of the sort
described. In fact, we are of the view that reorganisation offers the chance to enhance the
relationships between councils, their members and the community.
6.2.1 The role of the local member
Elected members make a critical contribution to society. They represent our interests, take decisions
on our behalf, scrutinise the impact of policies, monitor performance and help to resolve our issues
when problems arise. They need to be capable of balancing local and strategic priorities (with the
result that they may, from time-to-time, find themselves at odds with their electorate), have the
ability to understand complex issues and arguments, be available and accessible to their communities
and resilient enough to cope with the fact that much of what they do will take place in the public eye.
Though it is the case that reorganisation would result in a reduction in the overall number of
members, and that those left may represent a larger proportion of the population than is currently the
case67, it would also provide an opportunity to consider how local members could play an enhanced
role. Recent research has suggested that changes in the role and behaviours required of councillors
are being driven by five contextual challenges68:


Ongoing austerity.



Changing resident expectations.



Opportunities presented through the emergence of new technologies.



Different scales of working, with the introduction of new structures, such as combined
authorities.



Changing organisation of services at a local level (with increased complexity and diversity of
service delivery structures).

Each of these challenges is evident in Dorset and will need to be addressed by the future councils. In
much the same way that the establishment of the new councils could help to refresh workforce
behaviours, so too could it offer a chance for members to model the behaviours of the ‘21 st century
councillor’. These are:

Our analysis makes no assumptions about the outcome of a boundary review, though it is likely this would be
required should Dorset decide to proceed with reorganisation.
68 University of Birmingham, The 21st Century Councillor, 2016
67
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Steward of place and leader in the community.



Advocate for local residents.



Buffer to mitigate the impact of austerity for residents.



Sensemaker, interpreting the new world of public service provision.



Catalyst for change, enabling residents to do things for themselves.



Entrepreneur, stimulating local vitality through working with others to develop new solutions.



Orchestrator, mediating and brokering relationships as well as working with partners.

Though many members of the current councils will exhibit these characteristics, hardwiring them
into the job descriptions of future councillors would help ensure that communities continue to enjoy
the benefits of effective representation. Furthermore, for the reasons set out elsewhere in this report,
it would also be the case that such representation could be offered at a greatly reduced cost. The scale
of the new councils would be such that they would be better placed to help members develop or
enhance the characteristics described above than the current authorities.
6.2.2 Local area structures
A number of the unitary authorities established in 2009 established area governance arrangements to
support councillors in their community leadership roles and to help them engage more effectively at a
local level. In many instances, these arrangements comprised local area boards, made up of
representatives of service providers, town and parish councils, the voluntary sector and community
groups. These boards, or panels, many of which still operate today, were frequently organised and
overseen by the councillors in those areas. Though there is limited evidence concerning the
effectiveness of these types of arrangements, they have nevertheless helped the councils concerned
demonstrate their commitment to localism and there are a number of compelling examples of
initiatives being delivered which have improved outcomes for local people. It should be noted that the
decision as to whether or not these sorts of structures should be established in Dorset will be a matter
for the future authorities.
Following the establishment of Wiltshire Council in 2009, 18 new ‘area boards’ were set up and given
responsibility for finding solutions to local issues, such as road maintenance, traffic management,
litter, facilities for young people and affordable housing. The community areas, the boundaries of
which are closely aligned to those of Wiltshire’s ‘natural’ communities, are inclusive, informal and
popular – hundreds of residents regularly attend their meetings. The boards also oversee an area
grants scheme, to which local communities and voluntary organisations may apply for funding to
support local projects and priorities.
Similarly, following its creation, also in 2009, Cornwall Council put in place 19 ‘community
networks’69. The networks are effectively multi-agency panels, and operate in much the same way as
Wiltshire’s area boards. However, in Cornwall the networks have been used as the principal vehicle
through which the local authority has engaged town and parish councils in discussions about the
delegation of service responsibilities. The council has also set up a framework to facilitate partnership
working with local councils, enabling them to negotiate the basis on which they choose to take on any
service responsibilities and helping to guide them through procedures such as contract monitoring

http://www.cornwall.gov.uk/community-and-living/communities-and-devolution/communitynetworks/?page=12439
69
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and/or asset transfer. There is no obligation on the town and parish councils that participate in the
networks to take on service delivery responsibility.
Both mechanisms are examples of modern, bespoke solutions acting over larger areas than those
covered by town and parish councils. They have provided a platform for elected members to engage
with their communities in a different way and have enabled them to coordinate action at a local level.
It is important to recognise that Dorset is already served by a network of town and parish councils,
providing a strong platform to follow the examples of the 2009 unitary authorities and introduce
local area governance structures. This is particularly the case in the more rural parts of Dorset,
including North Dorset, Purbeck and West Dorset. However, in the most recent elections in 2015,
only 9% of town and parish member elections were contested. This does raise questions about the
capacity of some of the town and parish councils to take on additional functions. Careful
consideration should be given to this issue before a localism strategy predicated on delegation is
considered70.
6.2.3 Community leadership in the digital age
Even since the last round of local government reorganisation in 2009, technology, and the degree to
which is has been adopted by individuals and communities, has developed at a staggering rate.
Though legitimate concerns around the degree to which all age groups and sectors of society have
access to technology remain, the advances in our digital capability represents a significant
opportunity for local councillors. Across the country, elected representatives are using technology to
reach out to their communities and engage directly with the people they serve.
Local authorities are already taking advantage of these trends. Live streaming of council meetings has
become commonplace. Many councils employ specialist officers to ensure they maximise the
opportunity to connect with people and share information via social media. In a number of areas,
councillors are offered bespoke training to help them realise the potential of digital.
Councillors interviewed for a recent national study felt “that new technologies introduced
opportunities for real-time engagement with a broader range of residents than might access existing
routes into councillors”, and that these technologies have “the potential to facilitate new ‘democratic
opportunities’ at the local level”71. Existing examples of innovation in this area include online tools
which allow residents to “balance their own budget”, enabling online users to simulate and express
opinions on how authorities should operate within reduced budgets72.
Further research has also found that some forms of digital participation not only offer a sense of
empowerment within communities, but have the potential to impact the mainstream media agenda
and perhaps inform and impact the views of decision makers. These findings suggest social media
and digital communities are not simply a contained environment, separate or supplementary to
physical communities, but that these digital platforms can have significant influence and are able to
have ‘real world’ impact when a critical mass of users are involved in concerted action73.
The Dorset councils already use social media to promote elements of their work. This facilitates
engagement with a wide range of residents. However, our analysis suggests the councils could go
further. A fully implemented digital platform would provide a much wider ability for members to
interact with the public, making use of a range of technology from live streaming to bespoke,
interactive apps. Online consultation could be enhanced through the use of interactive webcasts,
allowing a wider range of participation, and service users could give feedback in real time. Video
This is particularly the case given the recent government consultation on the potential to introduce powers to
‘cap’ increases in town and parish council precepts.
71 University of Birmingham, The 21st Century Councillor, 2016: p.11
72 http://www.orkney.gov.uk/Council/C/balance-oics-budget.htm
73 Bournemouth University, Civic political engagement and social change in the new digital age, 2016
70
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surgeries could be conducted by councillors, reducing travel time and allowing residents with limited
mobility to have their views considered.
The proposed move to a unitary structure would allow the new organisations to consider how
technology can be used to share and promote what is happening and facilitate greater engagement in
the democratic process.

6.3. Improving accountability
In many senses, the issues highlighted above would also serve to strengthen accountability. However,
there are two specific factors that warrant further attention.
6.3.1 A consistent governance model
Delivering a more accountable system of local government will be critical to the Dorset councils
achieving their future ambitions. The democratic structures operated by the nine current authorities
vary. Many have opted for an executive arrangement, where a cabinet is responsible for much of the
overall business of the council. Others have retained the committee system. Similarly, the current
authorities operate different approaches to scrutiny. This situation could be made more
straightforward.
At a local level, it may be effective to have varying structures in place, reflecting the needs of the area
and the resources available. However, it also presents an inconsistent and confusing picture to
residents. It can also result in decision making being unnecessarily time consuming and costly and
impede effective partnership working.
For example, a project undertaken across multiple councils could involve reporting to multiple
scrutiny committees. In most instances, each scrutiny committee could require different information
to be submitted, or information to be provided in multiple formats. This would lead to effort being
duplicated and delays in decision making.
Reorganisation presents an opportunity to establish a more consistent and streamlined approach to
governance and accountability. While the future authorities may wish to consider different options,
the fact that most councils in the UK have adopted the cabinet system would suggest that many are
convinced by the advantages it offers.
The cabinet system tends to offer stability, particularly in the initial years of an electoral cycle, clarity
and consistency of strategic direction, quick and straightforward decision making and it is relatively
cost effective. Though critics have argued that the concentration of power under a cabinet model
disenfranchises much of the electorate and means that councils run the risk of missing out on the
advice and expertise of non-cabinet members on some issues, the established checks and balances
provided by scrutiny and audit committees mitigate this, to some extent.
6.3.2 Electoral equality
In terms of democratic representation, Dorset currently has 172 electoral areas (divisions and wards).
These are served by 189 district council members, 96 unitary authority council members and 46
county council members. Excluding town and parish councillors, this amounts to 331 elected
members across Dorset.
The table below indicates that the ratio of members to the electorate currently varies significantly
across the nine authorities.
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Figure 33: Members and electorate representation in Dorset
Authority

Council
members

Members per
electoral area

Electoral
areas

Electorate
per member

Bournemouth

54

3

18

2,590

Christchurch

24

2.2

11

1,592

Dorset

46

1.2

40

6,93774

East Dorset

29

1.8

16

2,418

North Dorset

33

1.7

19

1,508

Poole

42

2.6

16

2,648

Purbeck

25

1.9

13

1,396

West Dorset

42

1.8

24

1,860

Weymouth and
Portland

36

2.4

15

1,332

During the last round of local government reorganisation in 2009, many new unitary authorities
reduced the number of council members per division in comparison to more established local
authorities. Among the unitary authorities created in 2009, Cornwall, Northumberland and Wiltshire
unitary authorities have the lowest council members per electoral area ratio (one member per
division), while the other seven new authorities have a range between 1.17 and 275.
Figure 34: Members and representation in the 2009 Unitary Authorities

Authority

Council
members

Members per
electoral area

Electoral
areas

Electorate
per member

Bedford

40

1.5

27

3,167

Central Bedfordshire

59

1.9

31

3,414

Cheshire East

82

1.6

52

3,351

Cheshire West and
Chester

75

1.6

46

3,469

Cornwall

123

1

122

3,215

County Durham

126

2

63

3,017

Northumberland

67

1

66

3,482

Shropshire

74

1.2

63

3,135

Wiltshire

98

1

98

3,579

The Local Partnerships report, commissioned by the Dorset councils, anticipates that the number of
elected members across Dorset could reduce to between 151 and 216, following reorganisation.
Assuming that Dorset would seek to achieve a reduction in members towards the lower end of this
scale, there would be a requirement equivalent to approximately two members per current unitary or
county electoral division following reorganisation, based upon the 74 electoral areas which exist

74
75

County Council divisions traditionally represent a larger electorate than district wards.
https://www.lgbce.org.uk/records-and-resources/local-authorities-in-england
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across the current county council and unitary division boundaries (though it is likely this would be
subject to future review by the Boundary Commission).
Assuming that a ratio of two members per electoral area was pursued across Dorset, this would
suggest that the total number of members required could be reduced to 148. Comparing this
reduction to the reductions made under the 2009 reorganisations, the new councils would be well
placed to continue to provide strong political representation for communities, with an average of two
members per current unitary or county electoral division.
In terms of equality of representation, we have carried out a high level analysis based on the following
assumptions:


There would be 74 electoral areas across the two new unitary authorities.



There would be 148 members across the two new unitary authorities, equal to an average of two
members per electoral area across the entire region.



The apportionment of the district electoral areas required to calculate the projected number of
members for options 2a and 2b is based on the current distribution of district wards across the
area covered by Dorset County Council.

Based on these assumptions, option 2b would appear, in indicative terms, to provide the greatest
equality in terms of political representation across the whole of Dorset. However, a boundary review
would be likely to address this issue, whichever option was pursued.
Figure 35: Members and representation in Dorset (proposed two unitary model
options)
Authority

Electorate

Electoral
areas

Electorate
per member

Members

Option 2a
Large Conurbation

359,435

45

90

3,994

Small Dorset

210,768

29

58

3,634

Medium Conurbation

289,305

38

76

3,807

Medium Dorset

280,898

36

72

3,901

Small Conurbation

251,098

34

68

3,693

Large Dorset

319,105

40

80

3,989

Option 2b

Option 2c

6.4. Conclusions
Reorganisation would offer an opportunity to strengthen leadership and accountability of the Dorset
councils. Though leadership at present is strong, and has been responsible for many notable
successes, the fact that there are so many different leadership voices in the county is resulting in a
level of compromise and negotiation that may be impeding further progress. Reorganisation offers an
opportunity to address this on a range of levels.
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The proposal to reduce the overall number of councils would result in leadership being less
fragmented in the future. The fact that the Dorset councils are considering establishing two
authorities, which more closely reflect the distinctive geographies of the conurbation and the
predominantly rural part of Dorset, would enable its leaders to focus on the issues that matter in their
areas. The scale of the new organisations will ensure the Dorset councils have a stronger leadership
presence within its region, as well as on the national stage. Finally, the establishment of two entirely
new councils will offer an opportunity to build new cultures, empower the workforce, encourage
leadership at all levels and model the sorts of behaviours that will enable the Dorset councils to
respond more effectively to future opportunities and challenges.
At a local level, reorganisation should be used to enhance the role of the elected member, giving them
the tools and capabilities to engage with their communities more effectively and more directly. This is
not to suggest that members of the current councils are not delivering in this regard, but our analysis
has suggested that they could be given more support to carry out their roles effectively. Finally, the
new councils will have the chance to design their decision making arrangements in such a way that
accountability, transparency and efficiency of decision making are enhanced.
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7. Demonstrating the new model
is sustainable in the medium to
long term
Reorganisation offers a number of clear benefits for the Dorset councils, many
of which could be realised over a relatively short timeframe. However, any
consideration of change should also take its medium to long term impacts into
account. The councils’ proposed model of local government will need to be
designed to meet the needs of future communities and residents, as well as
current demand for services. Decision makers will want to be assured that the
future councils will be viable financially, have the capacity and resilience to
cope with future demand and are based on operating models that will stand
the test of time.
The current model of local government in Dorset has been in existence since 1997 (when the unitary
authorities of Bournemouth and Poole were created). As we have indicated elsewhere in this report,
this model has served the county well – significant progress has been made across a range of
measures. Our analysis has described how reorganisation could be used as the catalyst for helping the
Dorset councils to achieve even more. However, it is also important to recognise that the new councils
will also need to respond to future pressures and demands for their services.
In recent years, local authorities across the country have had to reconfigure services and make
difficult choices about where to prioritise investment, in order to deliver significant savings.
Factoring in population growth, net service spending per person by local authorities in England fell
by 23.4% between 2009/10 and 2014/15 (excluding spending on public health, education, police and
fire)76. During the same period, demand for key services has risen. This has presented a considerable
challenge, and in many cases councils have had to adjust to doing ‘more for less’, and in some service
areas ‘less for less’.
Though the sector has responded well to this pressure, and this has clearly been the case in Dorset,
many councils have reduced their capacity to the extent that it is becoming difficult to see how they
could deal with further funding pressures without making cuts in critical areas. There is a sense that,
in so far as individual authorities ever had a ‘buffer’ with which to protect and insulate their
communities, this has now been removed, or at the very least degraded significantly.
Reorganisation offers the Dorset councils the opportunity to reconsider how they uses the resources
currently spread across nine separate authorities. They have the chance to pool their capacity in such
a way so as to respond more effectively to current demands and pressures, but they would also be
better placed to meet the demands of communities in the future.
In order to assess whether or not the proposed reorganisation represents an opportunity to establish
a sustainable model of local government, it is important to define this concept. In the context of this
report, we have taken sustainability to mean:

Institute of Fiscal Studies (2015) Central Cuts, Local Decision-Making: Changes in Local Government
Spending and Revenues in England, 2009-10 to 2014-15
76
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“The ability of the proposed councils to meet the needs of their communities, and the
population of Dorset as a whole, both now and in the future.”
This chapter considers a range of factors that underpin this definition. It examines:


The financial viability of the current councils.



Service resilience and the ability of the future councils to cope with change.



Future demand for services.



Community empowerment and resilience.



Designing operating models that will stand the test of time.

7.1. Financial viability
Improving financial resilience is critically important for all local authorities. Considering financial
resilience from a national perspective, local government has coped well with reductions in central
government funding to date. However, some groups of authorities are beginning to show clear signs
of financial stress. Combined local government expenditure, as a proportion of GDP, is at its lowest
since 1979, and by 2020 it is projected to be at the same level that it was in 1948. This downward
pressure has led to many authorities pursuing income generation opportunities to offset the
reduction in central funding.
Figure 36: Change in the structure of local authority funding between 2010-11 and
2019-2077
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2015/16
Sales, fees and charges (estimate)
Council tax
Business rates (locally retained)
Government grant (including nationally redistributed business rates)
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While local government funding has continued to be reduced, the number of statutory duties that
authorities are required to fulfil has stayed the same, and in some areas, such as adult social care, the
demand for services has increased significantly. If these trends continue, there is a risk that the worst
77

National Audit Office, Overview: Local Government, 2016
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affected councils will be unable to meet their statutory obligations, raising serious questions about
the viability of some councils78.
Therefore, there is a need for local authorities to focus on the medium to long term delivery of their
services, identifying opportunities to create capacity by achieving service outcomes through different
service delivery methods. The ability to realise financial savings is one enabler, but the leading
authorities are already focusing on the opportunities afforded by workforce agility, technology and
working more effectively in partnership with other organisations to meet these challenges.
In recent years, most authorities have tried to protect spending on social care services. At a national
level, other service areas such as housing services (-34%) and culture and leisure services (-29%) have
seen large reductions in their budgets. While local authorities have tried to make savings through
efficiencies, rather than by reducing service provision, there is some evidence that service levels have
been degraded. Since 2010-11, across the country, provision of core services such as homecare and
day care for adults, and residential care for adults and children has reduced, despite increased
demand. Levels of reduction in services have tended to be greatest among authorities facing the
highest funding reductions79.
The combined expenditure of the current authorities in Dorset is £920m, of which £51.9m is
provided through central government funding. In its analysis of future financial projections, Local
Partnerships found that if the current model of local government in Dorset was to be retained, the
cumulative budget deficit across the nine authorities would be £30.4m by 2024/25, leading to
concerns over the financial sustainability of current service levels in some areas80. This cumulative
deficit assumes that £51.9m of cost would be identified and removed from the joint authorities’
current projected cumulative funding gap, which would stand at £82.4m in 2021/22.
Figure 37: The projected funding challenge for Dorset
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Both the Local Partnerships analysis and our own calculations suggest a clear financial case for the
reorganisation of the existing nine councils into two new unitary authorities. Undergoing
transformation and reorganisation would provide the two new authorities in Dorset with a significant
Committee of Public Accounts, Department for Communities and Local Government: Financial sustainability
of local authorities, 2013
79 National Audit Office, Financial sustainability of local authorities 2014, 2014
80 Local Partnerships, Dorset Councils: Potential options for the reconfiguration of local authorities, 2016
78
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financial ‘buffer’, with which to cope with future cost pressures. However, it is important to note that
one of the options under consideration – option 2a – would result in a council being created for rural
Dorset that, according to the Local Partnerships analysis, would not be viable. A further implication
of the Local Partnerships work is that option 2b would have the most positive impact from a financial
perspective (it would deliver the greatest savings and the lowest penalty in terms of council tax
forgone of all the options). However, it would also result in a relatively unequal distribution of
savings.
In addition, there are two other factors which need to be considered:


The opportunity to improve financial resilience by achieving further economic growth.



Improving financial resilience by adopting a more commercial outlook.

Earlier on in this report, we explored the opportunities local government reorganisation will offer to
improve Dorset’s economy. Given the shift of national policy concerning local government funding
towards greater self-sufficiency (government is still considering replacing central funding with local
retention of business rates), the future authorities will be incentivised to focus on growth. Local
government reorganisation would provide Dorset with an opportunity to improve its ability to take
advantage of this situation, or to offset some of the associated risks.
Should the nine councils opt to pursue reorganisation, there would be an opportunity for the future
councils to adopt a more commercial outlook. Currently, the commercial performance and service
cost recovery of the different Dorset councils varies, with the district authorities recovering between
11% and 46% of their costs, whereas the unitary authorities and Dorset County Council achieve
service cost recovery rates of between 10% and 13%. This difference in cost recovery and income
generation performance reflects a national issue. Unitary authorities and shire counties are
responsible for some of the more expensive services administered by local government, whereas
district councils are not (but are responsible for a number of income generating services). The
proposed reorganisation of the county and district councils would provide an opportunity to address
this challenge. In addition, in the case of the proposed single authority for the conurbation, improved
economies of scale would offer a further opportunity to improve service cost recovery.
The development of a more commercial mindset by the future authorities would enhance their
sustainability in the medium to long term. It would enable them to place greater focus on the delivery
of value against key strategic outcomes, take greater account of the whole life cost of services and
proactively identify new opportunities to generate income from fees and charges.

7.2. Improving service resilience
In terms of service resilience, there is a clear argument that smaller authorities have less in-built
resilience than those that possess the advantage of scale. This can be a particular problem in
administering certain types of specialist services. If local authorities are to be truly resilient and
capable of continuing to deliver services as external pressures rise, or even cope with the day-to-day
impact of operational issues such as sickness absence and succession planning, they need to find ways
of ensuring expertise is not concentrated in one or two key members of staff.
Service resilience in local government is a national issue. Our recent survey of local government chief
executives found that, though 65% of respondents felt confident about delivering their required
savings over the next year, 85% believed that some local authorities would get into serious financial
difficulty in the next five years, and 77% believed that some local authorities would fail to deliver the
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essential services that residents require over the same period81. These findings reflect the fact that
many authorities have reduced their capacity to the extent that service failure is a very real prospect.
Recent research, commissioned by the County Councils Network, found that the difference in the
capacity of different sized unitary councils to respond to today’s financial and service pressures
appears to be significant, with larger councils better equipped to succeed. There is a strong sense that
even the best performing small unitary councils struggle to participate in devolution opportunities,
engage in cutting edge partnership working, or think creatively about the next round of savings,
impacting their ability to build service delivery resilience82.
Reorganisation will provide the Dorset councils with an opportunity to optimise the use of the
county’s collective local authority assets, pooling their capacity and targeting the outcomes that
matter most. This would be particularly beneficial in the case of the specialist services that are
currently distributed across the nine councils. In particular instances, it may be the case that
individual councils rely on one or two key individuals with specific knowledge of particular
specialisms. In such cases, it is difficult for those authorities to offer attractive career opportunities or
organise appropriate professional development. Utilising the greater scale that reorganisation would
provide would enable the new councils to address these issues.
Similarly, reorganisation is likely to bolster the Dorset councils’ business continuity arrangements.
Being dependent on relatively small cohorts of staff for critical services creates risk. It also makes it
more difficult for organisations to respond when things do go wrong. The scale provided by the
establishment of the new authorities would help to ensure such risks were managed effectively, and
reduce the likelihood of service failure due to an overreliance on single points of failure within the
system.
Though many councils have reduced their investment in corporate functions in recent years,
prioritising spending reductions in these areas to avoid impacting the front line, it is possible these
decisions may prove detrimental in the long term. Having the central resources to conduct effective
strategic planning, monitor performance, analyse data, communicate with residents, oversee
spending and support the democratic process underpins the ability of councils to deliver services
effectively, as well as plan for and respond to change. Larger councils are more likely to be able to
generate the capacity required to invest in these types of functions, and the opportunity to design two
new authorities from scratch would enable this issue to be considered from the outset.

7.3. Managing future demand
A key factor in considering the sustainability of any model of local government is the anticipated
demand for future services. While detailed projections are difficult to make without considerable
investment in data and predictive analytics, it is possible to use population growth as a proxy for
future demand (this type of analysis does not account for changes to demographic profiles over time,
but most areas would be unlikely to see significant shifts in their profile over the timescales being
considered here).
The Secretary of State for Communities and Local Government has informally suggested the
optimum range for unitary authorities is between 300,000 to 800,000 residents83 (though we
understand the Dorset councils had previously been told this range was between 300,000 to
600,000). This is not a formal requirement from DCLG, but authorities seeking to reorganise to a
new unitary structure serving a population outside of this range may find they need strong
justification to do so. It should be noted that Dorset already contains two unitary authorities with

PwC, The local state we’re in, 2016
Shared Intelligence, Learning Lessons from Local Government Reorganisation, 2016
83 Municipal Journal, 10th November, 2016
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populations outside this range. Both Bournemouth and Poole have populations below the 300,000
threshold.
The total population across the current Dorset councils is 765,678 (2015 data). This is forecast to
grow by 12% to 855,000 by 2032. This total population is higher than the population range identified
by DCLG and it is clear, therefore, that the establishment of a single unitary authority for Dorset
would result in an authority that was, by implication, too big to be effective in the long term.
The chart below shows the distribution of Dorset’s population across the current eight district and
unitary authorities, detailing the population in 2015 and the projected population in 2032. Although
the population of all the authorities is predicted to grow during this period, faster growth is
anticipated in Bournemouth and Poole.
Figure 38: Populations of the Dorset councils in 2015 and 2032 projection
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The table below shows the population that would be served by each of the new authorities, should
option 2a be selected. Under this option, while the conurbation authority would fit within the DCLG
suggested population range, the authority serving the rest of Dorset would have a population below
the suggested DCLG range in 2015 and would be only just over the minimum threshold of 300,000
by 2032.
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Figure 39: Population in 2015 and 2032 for option 2a
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Should option 2b be selected, both of the authorities established would serve populations within the
DCLG range (at both 2015 and 2031 levels).
Figure 40: Population in 2015 and 2032 for option 2b
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Option 2c would also result in the establishment of two authorities that would serve populations
within the DCLG range (again at both 2015 and 2032 levels).
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Figure 41: Population in 2015 and 2032 for option 2c
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Combining the population data for Dorset with national trends and projections, it is clear that there
will be a significant increase in future demand for council services across the Dorset councils. For
example, although the proportion of household waste has decreased within the Dorset region due to
improved recycling performance, there are still significant financial pressures being placed upon the
current authorities due to growing populations and increasing landfill costs. Similarly, a number of
other local government services are feeling the strain from serving growing customer numbers with
reducing budgets.
It is the predicted increase in demand for adult social care services that is perhaps the most
significant demand issue for Dorset as a whole. At a national level, the number of adults aged
between 65 and 84 is expected to rise by 39% over the next 20 years, and the number of adults aged
85 and above is predicted to increase by 106% over the same period. As a result of this, it has been
suggested that the number of older people with care needs will rise by 61% over the period to 203084.
The growth in demand for these types of services has been assessed within Dorset. Although options
around an integrated health and social care approach is being considered by the Dorset Clinical
Commissioning Group, Dorset County Council and the unitary authorities in Bournemouth and Poole
to tackle these issues, significant budget gaps are being anticipated over the coming years.

84
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Figure 42: Projected health and care gap85
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The increasing demand for services, coupled with the financial pressures all the authorities in Dorset
are facing suggests that “continuing as we are” is not really a sustainable approach for the county.
Local government reorganisation could play an important role in addressing the projected funding
gap.

7.4. Improving community resilience
It is becoming increasingly clear to many in the public sector that a proportion of the communities
they serve have become highly dependent on their services. In some areas, there is a view that
communities have become too dependent on public services and are not taking enough responsibility
for finding their own solutions to their problems and challenges. This issue has significant
implications in terms of the sustainability of current levels of provision, as well as the relationship
between service users and providers.
For many years, local authorities have sought to improve outcomes for people in their area by
managing the delivery of services. They have taken responsibility for supporting vulnerable people,
for children and young people achieving their potential, for growing local economies and for keeping
communities safe. In many instances, they have endeavoured to achieve this by providing strong
leadership, by taking tough decisions and by exerting control over the services they delivered. Local
government is gradually moving away from this style of leadership, recognising that there is the
potential to achieve even more for communities by working in partnership with them.
If the proposed new model of local government for Dorset is to be sustainable, consideration should
be given to how to support the development of greater community resilience. Some commentators
have spoken of a need for public sector organisations to negotiate a new contract with service users
and communities, one of which would be characterised by individuals making a greater effort to
resolve less critical issues in order to help providers direct their resources to those with the greatest
need. This debate has been particularly prevalent in considerations of the future of health and care
services. It is a significant aspect of the steps senior leaders, managers and practitioners are taking to
manage demand more effectively in many parts of the country.
In line with this agenda, the establishment of two new councils in Dorset would offer an opportunity
to build in this sort of perspective from the outset. In the previous chapter of this report, we set out
the options the new councils would have to develop area structures and other mechanisms for
engaging with communities, encouraging them to participate in decision making. There are a range of
other initiatives the new authorities could consider to strengthen their response to this agenda.
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Local authorities are becoming increasingly aware of the benefits of digital service provision. The
populations they serve are becoming adept at negotiating online self-service platforms and many
people now expect to be able to conduct transactions via their smart phone, tablet or computer.
However, digital technology offers opportunities far beyond the automation of routine tasks and
services. The councils at the forefront of this agenda are beginning to realise the true value of actively
championing digital participation.
The ability to communicate directly with significant proportions of society is giving rise to important
opportunities to build community capacity. In some areas, councils are using online community
groups and secure forums to share ideas, not just with service managers and elected representatives,
but also with each other. There is particular potential in the field of social care. The development of
online solutions to facilitate collaborative case management would enable families, care workers and
professionals to share the management of a client’s care needs. One area where this is already
common practice is fostering – online peer-to-peer support for foster carers is now used widely
across the country.
Empowering communities in this way would help to manage demand and reduce dependency on
certain services. Local authorities could, and should, be extending their online offer to other areas.
Councils should consider how to support digital marketplaces, encouraging individuals to register
their interest in different volunteering activities and matching them with opportunities with local
groups and charities. In some areas, councils have launched their own digital currencies to support
the local economy and recognise the contribution made by volunteers. This type of proposition could
also be applied to the skills agenda – connecting job seekers with local requirements for skills and
paid work.
Though the current authorities in Dorset are aware of these opportunities, and in some cases have
plans to develop initiatives to address them, the opportunity to design two new authorities around a
model of enhanced community engagement is significant. The new councils should be established
with the purpose of promoting community capacity and resilience as a key priority, to offer the best
chance of establishing a more sustainable relationship with the people they serve.

7.5. Creating a sustainable operating model
To date, the achievement of financial savings has enabled the nine authorities in Dorset to deliver
services without major disruption. Pursuing opportunities to standardise and streamline processes
and share posts has helped them to become more efficient. However, as we have described elsewhere
in this report, there are clear opportunities for the Dorset councils to push this agenda further and
develop twenty first century operating models.
The pace of change across the sector is such that many councils are struggling to keep up with
changes in society, the expectations of service users and the expectations of their workforce. While
many recognise this as an issue, their ability to respond is frequently impeded by the inertia that
tends to build up within established organisations. Designing two new organisations from scratch
offers an opportunity to overcome this issue.
Moving to a unitary authority structure and undertaking transformation alongside reorganisation
would enable the new organisations to reflect the very latest thinking in the sector regarding their
relationship with the workforce, their use of digital, their focus on innovation and commercial
outlook. The process would also provide an opportunity for the new councils to look at the processes
and procedures followed in other service industries and reflect on the degree to which they could
adopt some of these ideas.
The proposed new authorities should be designed with the future in mind. We believe they should be
built with the ability to be:
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Agile – ready to anticipate situations as well as adapt and react optimally to unforeseen events,
in a speedy and cost-effective manner.



Innovative – capable of identifying and developing ideas and delivery models.



Connected – able to collaborate across geographies, organisations and industry sectors,
establishing formal partnerships to anticipate and co-create solutions to future problems.



Digital pioneers – understand the way in which the world is evolving and the opportunities
digital technology will offer in the future.

An agile organisation challenges traditional ways of working, breaking down departmental silos and
utilising agile methods and digital capabilities to respond to fluctuating demand. In order to work
towards being an agile organisation, a step change in mindsets and behaviours is required, driven by
new processes, tools and performance management measures to prevent staff from resorting back to
old ways of doing things. Reorganisation presents a significant opportunity to address this.
Reorganisation also presents an opportunity to drive innovation. From an operational perspective,
the new authorities would be able to identify the right delivery models for the right results, and focus
on the outcomes they want to achieve. From a strategic perspective, they would have the chance to be
more in tune with local and national innovation strategies and be able to position themselves
alongside other stakeholders to achieve the best results for their areas.
Innovation is not a “one and done” concept. Instead, innovation should be considered to be a
continual prototyping process; identifying and developing ideas which would deliver new or
improved outcomes, and accelerating the ideas that would have the greatest impact. A focus on this
continual pursuit of improvement should enable the two new authorities to deliver more sustainable
services and outcomes.
The leading councils are investing in their digital capabilities. Most are going much further than
simply developing solutions to enable customers to report, pay for and request services or undertake
assessments online. They are thinking about how to build capability around data and analytics, so as
to be better placed to anticipate and plan for future demand. They are automating their front-ofhouse operations, and in some instances using robotics to enhance the customer experience they
offer. They are investing in cloud-based technologies and developing solutions that are optimised for
mobile devices to drive the way in which they interact with their workforce, service users and the
wider community. The Dorset councils have the opportunity to build the very latest technology into
the design of the new unitary authorities.

7.6. Conclusions
The purpose of this chapter has been to consider whether the proposals meet the DCLG requirement
to demonstrate the new model will be sustainable in the medium to long term.
We have described the Local Partnerships assessment of the viability of the current model. Should
reorganisation not be pursued, it is difficult to see how the councils could continue to deliver savings
without impacting on frontline services. Reorganisation provides an opportunity to make these
savings without degrading service provision and to improve the financial resilience of local
government in Dorset. While it is difficult to differentiate between the options on most measures, in
terms of financial sustainability option 2b would appear, according to Local Partnerships, to offer the
greatest benefits (in terms of its potential to deliver a greater level of savings than either option 2a or
2c, as well as the lowest council tax harmonisation penalty). The Local Partnerships analysis also
suggests that option 2a would result in an authority being established for rural Dorset which may not
be financially sustainable in the future.
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The enhanced capacity that would be delivered as a result of the scale of the new authorities would
also help services become more resilient. The new authorities would be able to draw on a larger pool
of staff. This could be particularly significant in certain specialist areas and in the development of key
corporate functions. Both of these factors would help the new authorities to be effective over the
medium and long term.
We know that demand for local authority services is rising. Our analysis of the projected populations
of the new authorities suggests that reorganisation is necessary, if Dorset’s councils are to comply
with DCLG’s informal suggestion of an optimum population range for unitary authorities of between
300,000 to 800,000. Although this is not a critical requirement, we have demonstrated that options
2b (medium conurbation) and 2c (small conurbation) would fit within the range. However, option 2a
would result in the proposed rural Dorset unitary falling below the minimum threshold.
The new authorities will have a significant opportunity to enhance community resilience. We believe
they will need to address this matter if they are to be sustainable in the long term. Community
capacity will be key in helping local authorities across the country reduce dependency on their
services and manage demand more effectively.
Finally, the Dorset councils have an opportunity to design the operating models of the future
authorities to reflect the very latest and most innovative thinking in the sector. Taking into account
the rate at which society is changing, and in particular the disruptive influence of technology, will
help the Dorset councils design a model of local government that is adaptable and capable of
remaining at the cutting edge for many years to come.
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8. Conclusions and next steps
There is a compelling case for local government reorganisation in Dorset. The
nine current authorities have a history of working well together. They have
already signalled their intent to secure strategic advantage through the
creation of a combined authority and by considering a radical restructure of
local government. The establishment of two new, 21st century councils will
help the Dorset councils to build on this momentum, strengthening their voice
at a regional and national level and delivering significant savings. The fact
that the Dorset councils have come this far on the journey together – that they
have been able to discuss and negotiate a potential future model of local
government – is testament to the maturity of their relationships and
leadership within the county. The Dorset councils have bold ambitions, but the
county needs a structure of local government that will help to achieve them.
Our analysis, as well as that carried out by Local Partnerships, shows that maintaining the current
structure of local government in Dorset would inhibit the ability of its councils to continue to meet
the needs of its residents, communities and businesses. This case for change document has described
how the creation of two new authorities will help the Dorset councils address the county’s underlying
challenges and ensure they maintain their resilience in the face of continued austerity. Furthermore,
we have sought to explain how reorganisation should be used as a catalyst for transformation. It
provides an opportunity to establish a model of local government that is sector leading – an exemplar
for other parts of the country to follow as they consider their own redesign and transformation
programmes.
As we explained in the introduction to this report, DCLG will consider any proposals for
reorganisation it receives against five key tests. The proposals it receives will be assessed in terms of
whether or not they would achieve the following:


Deliver improved services and outcomes for local residents.



Demonstrate improved value for money and efficiency.



Deliver significant cost savings, and show that the cost of change can be recovered over a fixed
period.



Support stronger and more accountable leadership.



Demonstrate the new model is sustainable in the medium to long term, both in service delivery
and financial terms.

Our analysis has demonstrated that the Dorset councils’ proposal to replace the current nine councils
with two unitary authorities has key strengths in the areas covered by the tests.
Similarly, we consider that the proposals are consistent with the overall aims for Dorset – developed
by the leaders and chief executives of the Dorset councils to inform this piece of work. These aims are:


To enable the development and delivery of services that better reflect the way residents live their
lives and the way businesses operate.
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To create leadership and governance structures that better reflect the geography of the area and
its aspirations for greater prosperity.



To deliver economic growth and prosperity, aligned to the economic geography of Dorset with its
urban / rural split.



To create local authorities at the right scale so they are sustainable, can support good local
services in the long term and demonstrate value for money.

Though the case for change is strong, delivering a reorganisation and transformation programme of
the scale required will not be straightforward. A clear vision and strategy will be essential,
underpinned by strong leadership and transparent governance arrangements, engaged and aligned
teams, the capacity and capability to make the changes required and the will to pursue the benefits we
have described. Furthermore, implementing a change of this type does not come without risk.
Appropriate strategies to reduce the potential for these risks to materialise, and to mitigate their
impact should this occur, will be essential.
In this concluding chapter of our report, we summarise the key findings of our analysis. We describe:


The advantages local government reorganisation could deliver for Dorset.



The relative merits of the three different options for reorganisation being considered by the
current councils.



Finally, we consider, at a high level, the potential risks associated with reorganisation and the
steps the councils will need to take should they be offered the opportunity to proceed to
implementation.

8.1. The case for reorganisation
Dorset is a thriving place with a great deal to celebrate, but change is needed if it is to achieve the
vision which its leaders have of twenty first century local government. The nine existing local
authorities are already working together to improve public service provision and make financial
savings, but they recognise establishing two new unitary authorities in Dorset would help them to
accelerate this work and its impact. The decision to propose this change has not been made lightly
and has been informed by a recognition of the limitations associated with the current system, the
strategic advantages that could be achieved as a result of reorganisation and a clear view of what
needs to be done.
8.1.1 Why does the structure of local government in Dorset need to change?
None of the current authorities are failing. Performance across the nine councils is generally good
and the outcomes that are being achieved for Dorset are, on the whole, positive. However, the Dorset
councils have ambitions to achieve much more. They want to focus on the outcomes that matter most
to local people. They want to deliver further growth and prosperity. They want to address the county’s
infrastructure, housing and connectivity issues. They want to improve the health and wellbeing of
everybody in the county and reduce the impact of inequality. They want to give children and young
people in Dorset the best possible start in life and help them to achieve their potential.
The Dorset councils could choose to continue to address these issues within the current framework of
local government. Relationships between the nine authorities are good and they work well together.
However, placing reliance on this way of working comes at a cost. The governance required to oversee
the partnership arrangements that have been developed is complicated and, in relative terms,
expensive. Reorganisation provides an opportunity to streamline this approach and deliver even
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better outcomes at a much reduced cost. In many senses, the establishment of two new councils, to be
created through a reorganisation of the current authorities, is the logical conclusion of the joint
working in which all of the councils in Dorset have been engaged.
In addition to this recognition of an opportunity to achieve more, there are serious questions about
the viability of the current structure. The existing authorities have all had to make savings in recent
years, and though they have, for the most part, achieved this without having to make swingeing cuts
to front line services, it is difficult to see how they can sustain this if they opt to stay as they are. Some
of the councils in Dorset are projecting a more positive future in the medium term, but this will be of
little comfort to the people of Dorset as a whole if those councils with responsibility for services, such
as adult social care, start to fail.
8.1.2 The strategic advantages of reorganising
There is little doubt the proposed changes would enable significant savings to be achieved. Even a
straightforward reorganisation of the nine authorities would deliver financial benefits as a result of
reduced duplication and economies of scale. The Local Partnerships analysis of the proposed options
for change provides clear evidence of this. The establishment of two larger authorities would also
enhance the resilience of service provision, helping to ensure the new model is sustainable over the
medium to long term.
This report has focussed on how the Dorset councils could go further than simply reorganising. We
believe they should use the opportunity to transform the way that they do things, the way in which
they relate to their new geographies and the way in which they respond to the distinct needs of the
communities they serve. We have identified both a base case and a stretch case of the savings that
could be expected, should the Dorset councils decide to pursue a genuine transformation of the
county’s local government structure and operating models. As we have indicated, the degree to which
these targets can be achieved will depend on the ambition, commitment and capability of the current
and future authorities. However, our analysis demonstrates how the proposals could deliver
improved value for money and confirms that the cost of transition could be recovered relatively
quickly.
Reorganisation will also provide the Dorset councils with the opportunity to build even more
coherence around their strategic plans and objectives. It will provide the clarity of direction and
leadership that the county will need if the councils are to maximise the benefits of establishing a
combined authority and securing a devolution deal. It will enable the Dorset councils to speak with a
strong and powerful voice on a national stage, helping them to negotiate with government as well as
other national agencies and organisations. In this respect, the Dorset councils’ proposals demonstrate
clear benefits in terms of strengthening leadership and accountability.
Finally, reorganisation would simplify partnership working in Dorset to the extent that the new
authorities would be able to work with organisations within and outside the county more effectively
than is the case at present. This would enable the new Dorset councils to focus on providing system
and place leadership, working with other providers and the community, to secure better outcomes for
all.

8.2. Assessing the options for reorganisation
Three options have been put forward for the configuration of the two proposed unitary authorities.
All three options are built around a common proposal to establish a conurbation authority and an
authority for the predominantly rural area of Dorset, but differ in terms of how the boundaries of the
new authorities would align with existing local authority boundaries.
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Figure 43: The options for local government reorganisation in Dorset
Option

Scope

Geography

1

Retaining all 9 existing councils

2a

Two unitaries: Large Conurbation
unitary and Small Dorset unitary

2b

Two unitaries: Medium
Conurbation unitary and Medium
Dorset unitary

2c

Two unitaries: Small Conurbation
unitary and Large Dorset unitary

1) Bournemouth, Poole, Dorset County,
Christchurch, East Dorset, North
Dorset, Purbeck, West Dorset,
Weymouth and Portland
1) Bournemouth, Poole, Christchurch, East
Dorset
2) North Dorset, Purbeck, West Dorset,
Weymouth and Portland
1) Bournemouth, Poole, Christchurch
2) East Dorset, North Dorset, Purbeck,
West Dorset, Weymouth and Portland
1) Bournemouth and Poole
2) Christchurch, East Dorset, North
Dorset, Purbeck, West Dorset,
Weymouth and Portland

Each of options 2a, 2b and 2c offer the potential to realise many of the benefits of reorganisation set
out above. They also provide a much greater opportunity for transformation than option 1, as
choosing any of them would allow for the creation of two entirely new unitary authorities designed to
operate differently and more effectively from the outset.
Though any of the options would offer some positives (though in the case of option 2a, the positives
for the conurbation authority would seem to be outweighed by the negatives for rural Dorset), some
of these positive impacts might be considered more significant than others. The table below
summarises the advantages and disadvantages of options 2a, 2b and 2c. For each disadvantage, we
have included an indication as to whether we consider the impact to be ‘long term’ (and consequently
relatively difficult to resolve), ‘medium term’ (more straightforward to resolve) or a ‘one-off’ issue
associated with the transition (which could be resolved relatively straightforwardly).
Figure 44: The relative advantages and disadvantages of the options
Option
2a

Advantages
The administrative boundaries of the
new councils would reflect Dorset’s
geography and the way in which it
functions economically, to some
extent.

Disadvantages
This option would result in the
establishment of a rural Dorset
authority too small to be viable.

Long term

Based on the Local Partnerships
analysis, this option would deliver
the least equitable split of savings
between the future authorities.

Long term

Under this option, none of the
boundaries of any of the existing
councils would be retained,
reinforcing the view that entirely new Disaggregation of the county council
organisations were being created.
services currently provided to
residents of Christchurch and East
Dorset would be required,
complicating the transition process.
2b
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Impact

The administrative boundaries of the Disaggregation of the county council
new councils would most closely
services currently provided to
reflect Dorset’s geography and the
residents of Christchurch would be
way in which it functions

Transition

Transition
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Option

Advantages

Disadvantages

Impact

economically (accepting that entirely required, complicating the transition
new boundaries are not being
process.
considered).
According to Local Partnerships, the Long term
Based on the Local Partnerships
forecast surplus achieved would not
analysis, this option would deliver
be distributed equally between the
the greatest financial benefit overall. two new authorities.
Under this option, none of the
boundaries of any of the existing
councils would be retained,
reinforcing the view that entirely new
organisations were being created.
This option would deliver the most
balanced division of population and
electoral divisions between the two
unitary authorities (based on current
boundaries).
2c

The administrative boundaries of the
new councils would reflect Dorset’s
geography and the way in which it
functions economically to some
extent.
Based on the Local Partnerships
analysis, this option would deliver
the most equitable split of savings
between the future authorities.

Based on the Local Partnerships
analysis, this option would achieve
the least financial benefit overall.

Long term

Under this option, because the
boundaries of some of the existing
councils would be retained,
reorganisation could be perceived as
a takeover by two of the current
councils.

Transition

The transition process would be more
straightforward as a result of not
having to disaggregate the county
council services currently provided to
residents of Christchurch and East
Dorset.
While the relative merits of each option should all be considered during the decision making process,
it is important to note, as we have indicated, that some of them might be considered more significant
than others.
The evidence would suggest that the new administrative boundaries of the councils under option 2b
would most closely match Dorset’s geography and the way in which it functions economically.
Options 2b and 2c appear to offer a more viable case for change than option 2a, from a financial
perspective (the Local Partnerships analysis indicated that option 2a would see a Small Dorset
authority established which would not be viable). The Local Partnerships analysis indicates option 2b
would deliver greater savings than 2c, while option 2c would deliver a more even distribution of
savings than 2b. Option 2c would result in more council tax income being lost over a 20 year period
than either option 2a or 2b.
Under option 2c, the fact that the boundaries of some of the existing councils would remain intact
could result in reorganisation being perceived of as a takeover by some stakeholders (including some

PwC

Page 99 of 114

Case for change: local government reorganisation in Dorset

residents). Though this would be likely to complicate the transition process, and potentially require
additional investment in change management, this issue could be addressed relatively
straightforwardly.
Option 2b would offer a more even distribution of both the current and future populations of Dorset
than either option 2a or 2c. Options 2b and 2c would see two new authorities created which would
both serve populations within the DCLG suggested range. This could also be significant in terms of its
implications for electoral equality. Option 2b would return the most even distribution in terms of the
ratio of representatives to the electorate across the new councils. However, even if option 2a or 2c
were chosen, a boundary review could be conducted to correct any imbalances in electoral equality.
Finally, while the complexity associated with disaggregating current service arrangements during
transition would be a reality under either option 2a or 2b, many organisations in other areas have
resolved these sorts of issues successfully in the past.

8.3. Delivering reorganisation successfully
Though the benefits associated with reorganisation are significant, delivering it successfully will
require strong leadership, commitment and capability and an investment in the transition process. In
the final section of our report we describe the risks the Dorset councils will need to consider, should
they decide to proceed with reorganisation, as well as the steps they will need to take to implement
their proposals.
8.3.1 Managing risk
Should reorganisation go ahead, the Dorset councils will need to anticipate and manage two different
types of risk: these are the risks associated with the delivery of large scale transformation and risks
associated with the establishment and management of larger local authorities.
We have identified the major risks associated with these categories in the risk matrices below. We
have included a rating to indicate the likelihood of a risk materialising and the severity of its impact
should it materialise. We have also identified the steps that should be taken to manage each risk86. It
is important to note that while these risks need to be considered carefully, recent examples of local
government reorganisation, as well as the numerous and ongoing examples of transformation
programmes within the local government sector, demonstrate that reorganisation and transformation
can be delivered successfully. We see no reason why this could not be the case in Dorset.
Figure 45: High level risk log
Description

Impact

Likelihood Impact

Mitigation

Delivery of
benefits is not
managed
rigorously.

The anticipated savings
are not delivered.

Medium

High

Development of a clear
approach to benefits
realisation and
establishment of
appropriate monitoring
arrangements.

Lack of clarity
about how the
councils should
work in the future.

During the
implementation phase,
the benefits of the case
for change become

Medium

High

The new ways of working of
the future organisations
would need to be designed
to a level of detail that can

These risk matrices should not be considered an implementation risk log – further, more detailed, work
would be required during the implementation planning phase should the Dorset councils proceed with
reorganisation.
86
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Description

Impact

Likelihood Impact

eroded as decisions are
made which contradict
the original vision.

Mitigation
guide the implementation.
This should include the
identification of design
principles and the
development of a target
operating model. A Design
Authority function should be
developed to maintain the
integrity of the overall
design.

The vision and new ways
of working are not
implemented in full.

Insufficient
capacity and
capability within
the councils to
manage change
effectively.

Staff become
Medium
overstretched, impacting
on the programme and
day-to-day service
delivery.
The programme may not
deliver the anticipated
benefits.

High

The programme would need
dedicated central resource.
Robust resource planning
would be required to
identify the skills and
capabilities needed to
implement the programme.
Investment in external
advice may be required.

Interdependencies
between
transformation
activities are not
anticipated or
managed.

Implementation delay
Medium
and/or a loss in the
credibility of the process
and/or an increase in
the costs of delivery.

High

Establishment of a
programme management
office and the development
of a suitably detailed
implementation plan.

The new larger
councils are
perceived of as
being remote or
disconnected from
their communities.

Residents may have a
Low
reduced opportunity and
ability to engage with
their councillor on local
matters.

Medium Councillor roles would need
to be clearly defined and
communicated to residents.
The use of digital technology
and area structures could be
used to enhance engagement
between residents and
elected members.

Newly formed
teams do not
integrate and
retain their
previous ways of
working.

Working practices may Medium
not be optimised with
the result that service
provision and morale
could drop and the
anticipated benefits may
not be realised.

High

Senior leadership should
model the new behaviours
and actively manage culture
change during transition.

Uncertainty for
employees and a
reduced
establishment
results in a loss of
key personnel and
corporate memory.

A reduction in employee Medium
morale which impacts
on the delivery of
services to residents.

High

Senior leaders should
communicate a clear and
compelling case for change
to staff which explains the
benefits of the new model.
A communications strategy
and plan should be
produced explaining the
transition process and the
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Description

Impact

Likelihood Impact

Reduced resilience of
provision.
The complexity of
IT integration
undermines
progress.

There may be challenges Medium
in getting staff to adopt
common working
practices if the IT is not
the same.
There may be cost
overruns in the project if
the scale of the IT
change is not
understood and included
in the programme costs.

The implications
of the changes in
terms of existing
relationships with
third parties are
not appreciated or
understood.

Relationships with key
Medium
partner organisations
suffer during transition,
with the result that
service provision is
interrupted or strategic
ambitions are not
achieved.

Mitigation
operating principles of the
new authorities.

High

The future IT architecture
would need to be defined
and the current position
baseline and understood.
There would need to be a
clear plan for migrating
systems during transition.

Medium Third party relationships
would need to catalogued
and the implications of
reorganisation for any
contractual arrangements
would need to be
understood and reviewed
prior to change taking place.

A contractual breach
occurs, resulting in
additional transition
costs being incurred.
8.3.2 An approach to implementation
Should the Dorset councils submit a proposition to government, and should government grant its
approval, consideration would need to be given to establishing a programme to manage the projects,
work streams and activities that would be required during transition. The diagram below shows a
high level roadmap for local government reorganisation in Dorset. The work streams and milestones
are indicative; more detailed planning would need to take place prior to any implementation activity
commencing. It is envisaged that not all of the transformation work referred to in this report would
need to be completed by the vesting day of the new authorities – it is likely there would be ‘waves’ of
further transformation activity after this date.

PwC

Page 102 of 114

Case for change: local government reorganisation in Dorset

Figure 46: Implementation roadmap87

The programme depicted above is split into three phases: design and planning, transition
management and optimisation. The following section provides an explanation of each of these
phases.
Design and planning – This phase would involve carrying out the design of the new operating
model for new councils and the development of an associated implementation plan. A clear and
coherent model would need to be developed. It would need to be owned by the key stakeholders
and explain: what services the future councils would deliver; how they would be organised; how
their support functions would be managed; where they would be based; how performance would
be managed; and what technology they would rely upon. This phase will help the councils to
consider the capabilities that would be required in the future, the organisational structure for
each of the new councils and the cultures they would look to foster. Subsequently, detailed
implementation planning would need to be carried out to establish how these new arrangements
should be constructed and operationalised.
Transition management – Following the completion of the design and planning phase, the
transition from the existing council structures to the new council structures would need to begin.
Decisions would need to be made on the scale and pace of change. The timeframe in which the
councils would like to achieve the anticipated benefits would be a critical consideration.
Optimisation – This phase would take place following the vesting of the new local authorities.
This phase would see further benefits being delivered as a result of the new authorities refining
This is an indicative roadmap, more detailed implementation planning would need to be conducted should
there be a decision to proceed with reorganisation.
87
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their approach to transformation and the day-to-day management of services. A formal date for
the closure of the transition programme would also be determined.
Also identified on the high level implementation roadmap are four workstreams, covering:
programme management and governance; technology and property; people and culture; and the
service offer.
Programme management and governance – This workstream would establish the
programme management arrangements required to deliver the project on time and within budget.
This workstream would also establish and support the member oversight arrangements for the
design and delivery of the new councils.
Technology and property – This workstream would focus on the key assets and enablers the
future councils would need to deliver services effectively. The future technology architecture
would need to be designed to support the transition to a new operating model and there would
need to be a clear understanding of the phasing and pace of technology change required.
Decisions would also need to be taken about the physical locations the new authorities would
occupy. In some instances this could result in investment being required, but it is likely this would
be offset by the savings made from surplus space.
People and culture – This workstream would identify the activities required to transition staff
to a new model of operation, as defined by the organisational structures of the new councils and
their working practices. The new councils would need to consider what sort of culture they want
to develop, as well as the initiatives they would put in place to support and reward staff.
Service offer – This workstream would develop the activities needed to improve the delivery of
services to residents. It would focus on making sure ambitions around performance, in terms of
processes and outcomes, are set at a high level and would oversee any changes to frontline service
delivery.
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Annexe 1
Our analysis of the current operating models of the nine councils is based on an understanding of
how FTE effort is distributed across the authorities and maturity in the areas of process
simplification, standardisation, automation and digital.
We assessed FTE effort in relation to three functional areas: customer contact and assessment;
service delivery; and enabling support. For the purposes of our analysis we have grouped similar
services together to help draw insights for each of the three functional areas. The five service
groupings used to support this analysis were:


Customer services




People services
Place services




Cultural services
Corporate services

e.g. customer service and contact centre, complaints, information
requests.
e.g. adult and children’s social care, education, housing.
e.g. planning & building control, environmental health, street
cleansing.
e.g. tourism, libraries, sports and leisure.
e.g. finance, HR and OD, IT, legal and democratic services, strategy
and policy.

Figure 47: Analysis of customer contact and assessment activity by service grouping
9%

Customer Services

91%
36%
34%

People Services
Place Services

43%

27%
3%

Cultural Services

12%
10%

Corporate Services
0%

10%

19%
20%

30%

40%

50%

60%

70%

80%

90%

100%

Percentage of overall customer contact and assessment activity
Proportion
Percentage of
of service
service activity
activity performing
performing customer
customer contact
contact and
and assessment
assessment activity

The breakdown of customer activity across the different service grouping indicates that, currently,
only 9% of the combined effort spent performing customer contact and assessment activity is being
carried out by a customer services team. In contrast to this, teams within people or place services
contribute 43% and 36% of the total effort spent undertaking customer contact and assessment
activity.
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Figure 48: Analysis of service delivery activity by service grouping
0%
0%

Customer Services

24%

People Services

32%
57%

Place Services

49%
15%

Cultural Services

74%
4%

Corporate Services

12%
0%

10%

20%

30%

Percentage of overall service delivery activity

40%

50%

60%

70%

80%

90%

100%

Proportion
Percentage of
of service
service activity
activity performing
performing service
service delivery
delivery activity

There is significant variation in the proportion of FTE effort currently being spent on service delivery
across the service groupings. For example, whereas a large proportion of cultural services activity is
spent performing service delivery, the percentage effort within people services is only 32%. This
suggests there is a high degree of customer service and back office activity embedded within people
services across the nine councils.
Figure 49: Cost recovery by council

Authority

Bournemouth UA

Adult
Social
Care

2.2%

Christchurch
Dorset CC

8.6%

Children’s
Social Care

0.9%

33.8%
14.2%

East Dorset
North Dorset
Poole UA

Central
Services

15.6%

19.6%

Cultural,
Environmental,
Regulatory &
Planning

28.5%

Education
Services

2.4%

48.9%
12.6%

35.8%

8.0%

Highways & Housing
Transport
Services
Services
(GFRA)

Overall
income
(£'000s)

Gross
Expenditure
(£'000s)

Overall
Recovery

44.3%

7.6%

£32,911

£323,490

10.2%

325.7%

11.6%

£12,242

£26,523

46.2%

13.8%

85.7%

£94,740

£710,583

13.3%

31.7%

33.4%

132.1%

17.4%

£10,175

£31,139

32.7%

4.6%

16.0%

232.6%

2.2%

£1,886

£16,594

11.4%

44.4%

14.1%

£24,199

£229,576

10.5%

6.5%

0.6%

22.6%

0.4%

Purbeck

4.1%

24.9%

153.2%

26.6%

£2,434

£13,691

17.8%

West Dorset

3.5%

12.6%

149.7%

11.6%

£6,739

£33,858

19.9%

Weymouth &
Portland

5.4%

33.3%

87.2%

16.9%

£6,887

£24,343

28.3%

14.0% £192,213 £1,409,797

13.6%

Overall Total

11.3%

14.9%

6.8%

29.2%

5.8%

37.3%

The local government revenue outturn data for FY2014/15 indicates variation in service cost recovery
performance across the nine current authorities. Service cost recovery is an approach to measuring
the proportion of income recovered through fees and charges against expenditure, for a specific or
group of services. Although we would expect there to be different levels of recovery between district,
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unitary and county councils, the data suggests there is an opportunity to harmonise recovery rates,
should reorganisation be pursued.
Figure 50: Analysis of enabling support activity by service grouping
1%
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9%
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Place Services
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Percentage of service activity performing
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We consider it unusual that both place services (35%) and people services (31%) perform a greater
proportion of the overall enabling support activity than corporate services (30%). We would expect
the majority of effort within these services to be spent performing service delivery and/or customer
contact and assessment activity. The data suggests a high degree of embedded administrative support
within place and people services across the nine councils.
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Annexe 2
The Local Partnerships analysis presents a clear financial case for the reorganisation. Our analysis
assesses the benefits that could be achieved if the Dorset councils pursued reorganisation and
transformation. This annex shows the detailed breakdown of our calculations.
Staff full time equivalent (FTE) savings
Figure 51: FTE transformation and reorganisation savings percentages
Benefit case

Customer contact
and assessment

Service delivery

Provision of
enabling support

Total

Total FTE

2,277

3,138

2,370

7,785

Base benefit case

12.5%

8%

20%

-

20%

10%

32%

-

285

251

474

1,010

456

314

758

1,528

Stretch benefit case
Total FTE
reduction – base
benefit case
Total FTE
reduction – stretch
benefit case

Applying these savings to the total contribution of FTE effort across Dorset local authorities,
which equates to 778588 FTE, we estimate the base benefit case could realise a reduction of 1,010
FTE. If implemented fully, this could result in annual recurring savings of £35.9m across the two
unitary authorities.
By choosing to pursue a more ambitious transformation programme, we estimate that the stretch
benefit case could realise a reduction of 1,528 FTE. If implemented fully, this could result in annual
recurring savings of £54.2m across the two unitary authorities.
These estimated saving totals are based on an average annual salary of £35.5k per FTE89. We
have assumed that 75% of the reduction in FTE would be made on the first day of 2019/20. The
remaining 25% would be made on the first day of 2020/21. We have assumed an average
redundancy cost of £14,86290 per FTE, to be spread over two years using the same 75%:25%
ratio.
Figure 52: FTE transformation and reorganisation gross savings – base benefits case
Base case

2019/20
(£m)

2020/21
(£m)

2021/22
(£m)

2022/23
(£m)

2023/24
(£m)

2024/25
(£m)

Calculated from each councils’ data returns.
Different assumptions are used for average salary and redundancy to Local Partnerships to recognise wider
transformation across all levels of staff. We have obtained this average using the non-school employee related
expenses within the 2015/16 audited financial statements of Dorset’s district and unitary authorities. The
employee expenses were then divided by the FTE relating to these councils.
90 This is an implied redundancy rate from the Local Partnership report – total redundancy of £5.8m divided by
number of individuals receiving redundancy (446*87.5% = 390.3). The 87.5% reflects the Local Partnership
assumption that of the estimated posts that would be made redundant, 12.5% would seek and secure successful
employment prior to the changes made.
88
89
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Annual FTE Transformation savings

26.9

35.9

35.9

35.9

35.9

35.9

Annual FTE redundancy cost
Net FTE saving

(9.8)
17.1

(3.3)
32.6

35.9

35.9

35.9

35.9

Figure 53: FTE transformational and reorganisation gross savings – stretch benefits
case
2019/20
(£m)
40.7

2020/21
(£m)
54.2

2021/22
(£m)
54.2

2022/23
(£m)
54.2

2023/24
(£m)
54.2

2024/25
(£m)
54.2

Annual FTE redundancy cost

(14.9)

(5.0)

-

-

-

-

Net FTE saving

25.8

49.2

54.2

54.2

54.2

54.2

Stretch case
Annual FTE Transformation savings

Democracy
a) Election savings
Moving to a unitary structure should result in fewer elections, which would be likely to achieve cost
savings. We have assumed that voters across Dorset would continue to turn out in the same numbers
under a unitary authority model as they currently do for the Bournemouth and Poole elections and the
district council elections. We have assumed, therefore, that there would be a removal of county elections
and its associated votes and costs. We have obtained the number of voters (totalling 113,365) at the last
election in 2013 from the electoral commission91 as the base for the election savings.
Data from the Electoral Commission and from Democratic Audit estimates a cost per vote of £5.9992,
depending on the election year and the constituency. The total election saving could therefore be in the
region of £679,056 (£5.99 x 113,365) over the four year election cycle. We have then spread the total
saving over the four year election cycle to determine an annual saving of £169,764. We have assumed that
election cost savings would only be realised following transition (post 2019/20).
Figure 54: Election savings
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b) Member allowances
There are currently 33193 members across the nine authorities in Dorset representing 13294 wards.
Dorset County Council splits the 6 district councils in Dorset (and their 98 wards) into 40 electoral
areas. We have assumed that post reorganisation and transformation there would then be 74 electoral
areas, based on the existing 18 wards in Bournemouth, 16 wards in Poole and the 40 electoral areas of
Dorset County Council. Applying a ratio of 2 members per electoral area then the number of members
post reorganisation and transformation would be 148. This also equates to 1.12 members per ward (148
members/132 wards).

http://www.electoralcommission.org.uk/our-work/our-research/electoral-data
http://www.democraticaudit.com/?p=3537
93 https://www.dorsetforyou.gov.uk/councillors,
http://www.bournemouth.gov.uk/councildemocratic/Councillors/Councillors.aspx,
http://www.poole.gov.uk/your-council/councillors/meet-your-councillor/#.WCSi_dInyM8
94 https://www.lgbce.org.uk/records-and-resources/local-authorities-in-england
91

92
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The average basic allowance of each member would be likely to increase to reflect the greater
responsibilities of unitary councillors. We have therefore obtained from publicly available data95, the
average basic allowance paid to members in the existing two unitary authorities within Dorset, and
applied this to the number of members that would serve on the new councils.
Members’ special allowances under the existing structure are assumed to be replaced with special
allowances under a new unitary model.
Figure 55: Member allowances

Member allowances

2019/20
(£m)

2020/21
(£m)

2021/22
(£m)

2022/23
(£m)

2023/24
(£m)

2024/25
(£m)

1.9

1.9

1.9

1.9

1.9

1.9

Property
a) Reducing the running costs of the office property
Assuming each local authority is currently using industry best practices of approximately 100 sq. ft.
per FTE and a ratio of 4 desks to 5 FTE, a reduction of 1,010 FTE would result in 80,800 sq. ft.
unused office space. At an annual running cost of £10.59 per sq. ft.96, then total annual savings could
equate to £856k built up over the 2 year transformation period (75%:25% yearly ratio). The stretch
case assumes 122,240 sq. ft. of unused office space97.
Figure 56: Reducing the running costs of the office property – base case
Base case
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Figure 57: Reducing the running costs of the office property – stretch case
Stretch case
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b) Rental of surplus office space
As discussed above, there would be opportunities to rent out the surplus office space that would
result from a reduction in FTE. Four property transactions reported on in JLL’s South Metropole
report98 indicated that an average price per sq. ft. in the Poole and Bournemouth areas could be in the
region of £11.5. Applying this to the assumed 80,800 sq. ft. unused office space (122,240 sq. ft. for the
stretch case), then this would generate annual income of £929k (£1.4m for the stretch case) built up
over the two year period on a 75%:25% ratio.
95

http://www.bournemouth.gov.uk/CouncilDemocratic/PecuniaryInterestsSchemeofMembersAllowances/Sche
meofMembersAllowanceDocs/membersallowances2016to17.pdf, http://www.poole.gov.uk/yourcouncil/councillors/members-allowances/
96 £114 sq. m. as per the Local Partnership report https://news.dorsetforyou.gov.uk/reshapingyourcouncils/files/2016/08/Dorset-Councils-Local-Partnershipsfinancial-analysis.pdf. This is then converted to sq. ft.
97 FTE of 1,528 x 4/5 x 100 sq. ft.
98 http://www.jll.co.uk/united-kingdom/engb/Documents/FINAL_South%20Coast%20Metropole%202014_email.pdf
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We have adjusted the unused office space by 50% to account for the likelihood that not all surplus
property would be suitable to rent out, as well as to build in a contingency for market conditions. In
the base case, we have assumed that 40,400 sq. ft. of unused office space could be rented out,
generating income of £465k (stretch case would be 61,120 sq. ft. equating to £703k).
A more complete dataset on all property in the county and district property portfolio would enable a
more accurate rental value to be determined. However, this is not material for the purposes of this
high level analysis.
Figure 58: Rental of surplus office space – base case
Base case
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Figure 59: Rental of surplus office space – stretch case
Stretch case
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c) Summary of Property
The tables below show the aggregate of the rental income and running cost savings for the base case
and stretch case:
Figure 60: Property – base case
2019/20
(£m)

2020/21
(£m)

2021/22
(£m)

2022/23
(£m)

2023/24
(£m)

2024/25
(£m)

Reduction in running costs

0.7

0.9

0.9

0.9

0.9

0.9

Rental of surplus office space

0.4

0.5

0.5

0.5

0.5

0.5

Total office space savings

1.1

1.4

1.4

1.4

1.4

1.4
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Rental of surplus office space

1.0

1.3

1.3

1.3

1.3

1.3

Rental of surplus office space

0.5

0.7

0.7

0.7

0.7

0.7

Total property savings

1.5

2.0

2.0

2.0

2.0

2.0

Base case

Figure 61: Property savings – stretch case
Stretch case

d) Property refurbishment costs
The cost of refurbishing the surplus office space ready for renting is £2.9m and spread on a 75%:25%
2 year period ratio.
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Figure 62: Surplus office space refurbishment costs
Base case
Refurbishment costs
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ICT / Technology
We have included below a base case of the ICT transformation costs, which assumes a degree of
transformation consistent with the base case FTE reductions. Likewise, we present a stretch case to
align with the assumptions of the stretch FTE reduction.
These estimated ICT costs are based on our experience of other local government transformation
programmes. In reality, estimates for ICT costs will vary according to a number of factors and would
be slightly different depending on the option for reorganisation that was selected (reflecting the
possible diversity in existing ICT).
The estimated ICT savings relate to the reduction in licenses associated with the reduced number of
FTEs and a degree of application rationalisation. We have assumed that 75% of the ICT
transformation savings would be made in the first year of 2019/20. The remaining 25% would be
made by the second year of 2020/21. We have assumed that ICT costs of reorganisation and
transformation would occur over two years using the same 75%:25% ratio.
Figure 63: ICT costs and savings - base
2019/20
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Figure 64: ICT costs and savings - stretch
Stretch case

Other non-FTE transformation costs (and contingency) and benefits
We have included below a base and stretch case for the other non-FTE transformation costs and
benefits. A contingency of 10% has then been applied to all transition costs.
Our estimates of other non-FTE transformation costs and savings reflect our experience of
supporting transformation programmes within local government. The costs included in our estimate
include change management (professional advisory support, transitional resources and service
reconfiguration), relocation and pensions. The savings we have identified reflect opportunities to
improve and standardise the service cost recovery performance of the current nine organisations.
There would be some benefits from standardising approaches, and learning from best practice, but
there would also be opportunities from coordinating services and benefiting from greater economies
of scale.
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We have assumed that 75% of the other non-FTE savings would be made within 2019/20. The
remaining 25% would be made within 2020/21. We have assumed that other non-FTE costs of
reorganisation and transformation would occur over two years using the same 75%:25% ratio.
Figure 65: Other non-FTE transformation costs (and contingency) and benefits - base
2019/20
(£m)
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Figure 66: Other non-FTE costs (and contingency) and benefits - stretch
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Important notice
This document has been prepared by PricewaterhouseCoopers LLP (“PwC”) for the Dorset councils
(“Commissioning Councils”) Dorset County Council, Bournemouth Borough Council, Christchurch Borough
Council, Dorset County Council, East Dorset District Council, North Dorset District Council, Poole Borough
Council, Purbeck District Council, West Dorset District Council, Weymouth and Portland Borough Council.
This paper contains information obtained or derived from a variety of sources as indicated within this
document. PwC has not sought to establish the reliability of those sources or verified the information so
provided. Accordingly no representation or warranty of any kind (whether express or implied) is given by PwC
to any person (except to the Council under the relevant terms of the Engagement) as to the accuracy or
completeness of the report. Moreover the report does not absolve any third party from conducting its own due
diligence in order to verify its contents. For the avoidance of doubt this Engagement is not an assurance
engagement and PwC is not providing assurance nor are the services being performed in accordance with the
International Standard on Assurance Engagements 3000 (ISAE 3000).
PwC accepts no duty of care to any person (except to the Commissioning Councils) for the preparation of this
report. Accordingly, regardless of the form of action, whether in contract, tort or otherwise, and to the extent
permitted by applicable law, PwC accepts no liability of any kind and disclaims all responsibility for the
consequences of any person (other than the Commissioning Councils on the above basis) acting or refraining to
act in reliance on the briefing or for any decisions made or not made which are based upon such report.
In the event that, pursuant to a request which the Commissioning Council have received under the Freedom of
Information Act 2000 or the Environmental Information Regulations 2004 (as the same may be amended or
re-enacted from time to time) or any subordinate legislation made there under (collectively, the “Legislation”),
the Commissioning Councils are required to disclose any information contained in this report, it will notify PwC
promptly and will consult with PwC prior to disclosing such report. The Commissioning Council agrees to pay
due regard to any representations which PwC may make in connection with such disclosure. If, following
consultation with PwC, the Council discloses this document or any part thereof, it shall ensure that any
disclaimer which PwC has included or may subsequently wish to include in the information is reproduced in full
in any copies disclosed.
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