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Public sector services are facing the biggest challenge of a
generationin respondingto the COVIDpandemicbut manypositive
legaciesare also emergingfrom it. From a standingstart, we have
achievedthings in weeksthat might have normally taken months.
We havealsoput in placenew tools, joined forcesand creatednew
solutionsthat all providea strongfoundationfor positivechange.

Becauseof this, and the progress we had made previously in
understandingour service make-up and developing our unitary
thinking prior to the crisis,our ambition to createa positive legacy
and safely transfer serviceshas not changed. Our ambition to
transform remainsa strongdriver in our revisedplans. But this has
been tempered taking into account the uncertainty of the COVID
timescales,the potential of future outbreaksand the practicalityof
making these changeswhilst managingthe ongoingresponseand
COVIDrecoveryperiod when will haveto addressbacklogsof work
anddelivera significantfinancialrecovery.

Work on the potential designsfor the two new UnitaryCouncilswas
developingwell within workstreamsbefore we were forced to halt
it. But we had not yet joined up the thinking and createdcohesive
designsfor our two new Councils. While we canpick this up later in
the year, we have to recognisethat many of the staff that were
previously dedicated to this work will also be required to help
managethe impact of the pandemicon our residents,staff and
services.

Our programmehastherefore beenamendedto focuson achieving
aάǎŀŦŜandƭŜƎŀƭάtransfer and the άƳǳǎǘƘŀǾŜǎέwhile maintaining
the desire to progress transformation and implementing this
whereverwe can(theάǇƭǳǎέύ. Thiswill ensurewe successfullymeet
the Structural ChangesOrder legal deadline of April 2021 while
beingmindfulof the constraintswe face.

Where possible,and only if it is safe and practical,we will move
servicesinto the two new unitary footprints as this will reduce
service and staff disruption later. However, some of the wider
transformationwork and somedisaggregationof Northamptonshire
CountyCouncilservicesmay not be possiblein the face of these
newpressures.

This document is the next 
Chapter to the Addendum 
for Change that we 
published in September 
2019. 

A lot of work has been 
done since then to 
progress towards two 
new Unitary Councils. But 
the COVID-19 pandemic 
has forced us to pause our 
work and reset our 
thinking.

This document provides 
an update on what The 
COVID impact means for 
our plans to deliver local 
government reform and 
transformation,  how it 
might impact our budgets 
and the amended 
Structural Changes Order  
through the emergency 
measures  taken by 
Government

Executive 
Summary
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This meansthat some functions may need to transfer on a lead
authority model where they can be looked after for an interim
period. This will require close working between both councilsat
officer and political level to agreehow this is practicallydone and
how the two new councilscan achievethe required assuranceon
the safetransferandfuture change.

The programme and resource for ongoing transformation, post
vestingday,will continueinto the new councilsin April 2021. It will
provide the capacity and expertise to deliver the rest of the
transformation plan, the positive COVIDdriven changesand any
newexecutiveprioritiesof the newCouncils.

We recognise that in these very exceptional times, setting a
deliverablebudgetwill be oneof the mostchallengingprocessesof
any local authority and ǘƘŀǘΩǎwithout the added complexity of
Local Government Reorganisation. We have started forward
planningfor whenwe emergefrom this crisisandhaveto recognise
that this may alsorequire significantnew efficienciesto offset the
pressureswe haveincurredduringthe pandemic.

Despite the pandemic, key priority areas of transformation in
AdultsandHealthandSocialCareintegrationhavecontinuedin an
adapted form. Innovative solutions, positive culture shifts and
processchangeshavebeen made in responseto the COVIDcrisis.
These will provide the springboard for long lasting sustainable
changes. Thisis an exceptionalopportunity to reset thingsandnot
return to lessefficientways.

While there are clear and current challengesfor us all during the
pandemic,this is also a golden opportunity to tap into the wider
senseof placeand communitythat hasbeen clearlyvisibleduring
the COVIDresponse. This has united our partners, facilities,
resourcesand the public in a way not seen before - a positive
legacyfor the future of localgovernmentin Northamptonshireand
onethat will not be lost in this programmeof change.



The situation
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What are the key impacts of the pandemic on delivering the Future Northants programme?

How will we respond to ensure that the programme resources and approach can be 
readjusted to support the outputs required to create the new North and West Unitary 
Councils by Vesting Day on 1st April 2021? 

Section 1



Until the outbreak of the pandemic, the Future Northants programme 
was working towards final designs for a north and west blueprint for 
approval by the Shadow Authorities in May 2020. However, we had 
more work to do on connecting the work streams.

The governance structure was supporting good joint working across the 
eight sovereign councils and leaders were provided an opportunity to 
endorse thinking and challenge thinking through weekly workshops.

Each programme had its governance in place and had created 
numerous task and finish officer groups to cover the 135 services that 
make up local government delivery in Northamptonshire.

Following significant collaboration, we had created an Ψŀǎ ƛǎΩ ŦƛƴŀƴŎƛŀƭ 
baseline across the eight councils. This included the development of a 
county-wide budget model to show what future budgets might look like 
when the County Council and District and Borough Councils became the 
two new Unitary Councils.

Good progress had been made on the transformation of Adults social 
care services and ǘƘŜ ƛƳǇǊƻǾŜƳŜƴǘǎ ǊŜǉǳƛǊŜŘ ƛƴ /ƘƛƭŘǊŜƴΩǎ {ƻŎƛŀƭ /ŀǊŜ 
specifically. ¢ƘŜ ŜǎǘŀōƭƛǎƘƳŜƴǘ ƻŦ ǘƘŜ /ƘƛƭŘǊŜƴΩǎ Trust was progressing 
with a planned go live date of July 2020 ahead of Vesting Day. 

Transformation funding through the Business Rates Retention Pilot of 
around £18m had been secured and approval had been given through a 
joint board for its allocation mainly in key social care services and the 
required ICT infrastructure for the new unitary councils. 

The one off cost for the entire programme of £44.4m was on track and 
being robustly monitored. Financial benefits of £85m per year had also 
been identified providing a significant return on investment for the new 
Unitary Councils.

In summary, the programme had moved from its Discovery or 
baselining stage and into the Design Phase. We were just about to 
create two target operating models (setting out how the two new 
Councils would operate) and how they would be implemented.     

The current 
situation

Here we set out the 
progress made to date in 
the Future Northants 
programme.

Much of the programme 
activity has been paused 
ōǊƛŜŦƭȅ ǿƘƛƭǎǘ ǘƘƛǎ ƴŜǿ άǎŀŦŜ 
ŀƴŘ ƭŜƎŀƭ Ǉƭǳǎέ ŀǇǇǊƻŀŎƘ 
was designed and 
developed.

There will be a significant 
financial impact from 
COVID-19 which will only be 
clear in time. The impact on 
council budgets is believed 
to be significant.

An evaluation of the impact 
on the programme budget 
and benefits realisation has 
also been undertaken as 
part of the revised 
approach.  

Much progress has also been made in establishing an approach to 
change through a network of Change Managers and around 300 staff 
change champions in place across the eight councils.  

Following the COVID outbreak, each sovereign council has had to 
implement their Critical Incident Plans and mobilise resources across 
Northamptonshire to work alongside the NHS and other key partners in 
response to the pandemic. The Government also put the country into 
lock down to halt the spread of the virus and required that all non 
essential work should be undertaken from home, travel limited and 
gatherings ceased. 

As part of the response, all local elections across the country were 
postponed from May 2020 until May 2021. For Northamptonshire, this 
means that the shadow authorities could not be established within the 
existing legislation and approach set out in the Structural Changes 
Order (SCO). While the DƻǾŜǊƴƳŜƴǘΩǎ intent is that vesting day remains 
on 1st April 2021 in order to achieve this an amended SCO was made.

This new legislation creates two shadow authorities made up of the 
existing elected members of the existing eight councils with two 
Executives made up of leaders and their nominated deputies. 

With the COVID restrictions, loss of workforce capacity and impacts on 
key services, input from and access to council staff across the eight 
councils has been severely reduced. Given this and the uncertainty 
about the long term impact and duration of the pandemic, we have 
undertaken an evaluation of what can be delivered prior to vesting day 
and what might need to wait until after that.

Our priority above all is now to ensure that we can provide safe and 
legal services on day one. Everything else is subject to evaluation with 
this caveat and once we have a clearer understanding of the pandemic 
impact in the coming months. The basis of the revised programme is 
therefore Ψ{ŀŦŜ and Legal tƭǳǎΩΦ Plus being the delivery of transformation 
already underway or created from the positive learning from COVID.

Page  5



Page 6

Section 2

Safe and Legal Plus
What does this change mean to the existing Future Northants priorities and how will 
we respond in respect of transforming education and social care and creating the 
ŎƘƛƭŘǊŜƴΩǎ ǘǊǳǎǘΚ 



?

This section covers 

ÅThe requirements to be 
safe and legal on vesting 
day and build on the 
learning and activities 
from COVID.

ÅHow disaggregation will 
be approached.

ÅAn update on health and 
social carelearning from 
the emergency measures 
and continued work to 
transform adult social care 
in Northamptonshire.

Åan overview of the current 
position in establishing 
ǘƘŜ /ƘƛƭŘǊŜƴΩǎ ¢ǊǳǎǘΣ ǘƘŜ 
improvement journey and 
the mitigation required for 
day one safe and legal.

Safe and Legal 
Plus
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What does Ψ{ŀŦŜ ŀƴŘ [ŜƎŀƭΩ ƳŜŀƴΚ

Essentially,we needto makesurethat on the first day of the two new
authorities we can comply with all our legal duties, this means
everythingfrom emptyingbins and collectingCouncilTaxto ensuring
that we safeguardvulnerableadults and children from harm. It also
establishingtwo new councilsaslegalentitiesthat canemploythe staff,
fulfil the 1000s of contractswe jointly havein placetoday and pay for
things as well as be paid for things. This is still a significantscopeof
work.

Forour unitary journey,safeand legalplusmeansa temporarychange
in focusto ensurethat, despiterestrictionson the time and resources
available,both newunitarycouncilscanstill operatefrom vestingday.

Within the safeand legalwork thoughwe cancontinueto build on the
work previouslydone and ensure that we consolidateand verify the
information we have on transferring contracts, buildings, IT and
processing. We canthen usethis to ensurethat both new councilscan
continue to operate effectively acrosstheir servicesand without any
gapsin serviceor breakin the continuityof services

What will theΨǇƭǳǎΩdeliver?

Althoughat this point we cannotpredict the exactor wider impactsof
COVIDfor the future and how all councilswill be affected, the ΨǇƭǳǎΩ
part of new programmeapproachmeans we will still press for any
transformation that can be done safely within the constraintsof the
pandemicandthe time andresourceavailable.

TheΨǇƭǳǎΩwork will include quick wins and positive changecreated
through the pandemic(seenext slide)and progressingtransformation
plans where this is still viable. Selectingthe priorities for this will be
basedon two key assumptions,that as the responseto the pandemic
embedsand settlesvital expertisewithin serviceswill freed to support
the implementationandsecondly- that the lockdownwill start to ease
andthe majority of peoplewill be ableto return to work increasingthe
capacity required for safely undertakingbusinessas usual alongside
FutureNorthantswork.

Disaggregation in the revised programme

One of the programmetasksmost impacted by the pandemicis the
disaggregationof NorthamptonshireCountyCouncil servicesand staff
into north and west delivery structures. With 5,000 staff to consider
this is a complex task and also involves creating the new senior
managementstructuresin eachof the two Unitary Councilsincluding
the appointmentof the keyexecutiveleadershipandstatutoryroles.

Forsomeof the biggercountycouncilservicesbeingdisaggregatedit is
likelythat we will needto recruit additionalserviceresourcesto be able
to manageteamsandfunctionsthat maylosethe economyof scaleand
sharedresourceapproachwhenmovingto a two councilstructure. This
processwill have a lead time and will require a stable job market to
securegoodandexperiencedcandidates.

Given the current pandemic and timescales, this recruitment
requirementpresentsa risk and for thesereasonswe maynot be able
to split all County Council serviceson day one and may have to
continueundera leadauthoritymodelfor a transitionperiod.

Whilst the servicesmay not be split it is expectedthat budgetswill
needto be disaggregatedsoeachof the two new authoritiesis clearon
its budget as the statutory responsibilitieswill sit with them. Thiswill
mean that new and existingICTsystemswill still need to be able to
report on a north and west footprint so that eachauthority is clearon
its costs,spendandperformance.

The/ƘƛƭŘǊŜƴΩǎTrust

TheTrustwasdue to go live at the end of July2020. Whilst agreement
hasbeensecuredfrom the Departmentfor Education(DfE) to delaygo
live whilst the CƘƛƭŘǊŜƴΩǎServices management team focus on
safeguardingchildren and supportingthem and their families through
the pandemic,this situationwill be kept underreview. Oncethe current
phaseof the pandemicis more under control we will proceedwith the
planfor the Trust to go live beforeor at the sametime asVestingDay.



How we might build on 
the learning and activities 
from COVID. 

Safe and Legal 
Plus Thereare three keyphasesthat canunderpinhow the pandemiccan

providea foundationfor positiveoutcomes
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Learning from the COVID pandemic

Over the first month of the COVID crisis partners across the County 
have solved problems that have perpetuated for years and adopted 
new ways of working that only a couple of months ago people would 
have said were impossible. It is important to recognise and learn from 
this and retain what has worked well as a foundation for the future.  
Some examples of these achievements include:

×We have cleared 400 beds in hospitals through coordinated joint 
discharges and changes in our assessment processes.

×The creation of a Community Resilience service now containing over 
13,000 individual and group volunteers willing to help those in need 
and tools to map offers of help and need across the county.

×The creation of a new model of customer care with centralised 
contact handling and local fulfilment to ƳŜŜǘ ǇŜƻǇƭŜΩǎ needs.

×80% of our workforce is working successfully from home or remotely 
using Council IT.

×We have refurbished previously redundant or partner sites to create 
120 new care home places managed by NCC.

×We have developed shared PPE purchasing and stock management 
and can provide help to care homes and the NHS

×We have developed and shared before COVID staffing model across 
all 8 councils and understand workforce as a whole

×We have created a new mortuary facility in the county removing a 
long term concern about our lack of capacity each winter.

×We have engaged with our rough sleepers and homeless residents 
and accommodated them safely with the support they need.

These are the first of many solutions that have been developed and 
mean that we will come out of the COVID pandemic as different 
organisations working in different ways and with more partners. We 
need to build in the positive learning to future designs. 

We are now in phase 2 of the response and are capturing the 
learning and solutions that will provide a positive legacy for the 
two unitaries. In phase 3, these can be embedded into future 
designs and help relaunch and accelerate wider transformation. 



Transforming hospital pathways ςmoving to an integrated 
way of working with a greater focus on community based

Where were we?

Prior to the COVID pandemic the Adults and Health & Social Care 
Integration programme had set out a clear vision and set of principles 
and priorities:

Adult Social 
Care & Health 
and Social 
Care 
Integration

Where are we now?

The work on our TOM has not stopped because of the pandemic although 
we have had to re-prioritise the programme phases and ensure that we 
continue to work in areas that help the crisis and also drive the savings. 
This includes transforming key parts of our service, ways of working and 
processes as set out in the Cabinet Report of February 2020. As a result, 
we still believe we can achieve a £15m per year saving by the end of the 
18 month programme.
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The new Adults Target Operating Model (TOM) -
Transforming its pathways, processes and ways of 
working to improve resident outcomes and deliver 
an annual net saving of £9m (after partner fees) 
and thereafter an annual saving of £15m per year. 

The 3 conversations model ςthe roll out of new community hubs and a 
very different way of working ǿƛǘƘƛƴ ŎƻƳƳǳƴƛǘƛŜǎ ƭƛǎǘŜƴƛƴƎ ǘƻ ǇŜƻǇƭŜΩǎ  
desired outcomes and understanding the community and family assets 
around them, providing short term time limited crisis support when 
needed and only thinking about formal long term care as a last resort. 
Our aim is to improve outcomes and promote independence.

care as part of an integrated care partnership. Working closely with our 
acute hospitals to reduce admissions and lengths of stay and likelihood of 
long term care.

Structure and service design - We had developed the first thinking on 
how the service might be split and the structures that might be needed. 
We had also agreed the principles of our functions working on a 3 
conversations model with increasing numbers of staff based in localities 
and working close to residents and alongside other district and borough 
services like leisure and housing to create joined up provision.

Disaggregation- We had progressed well on the work to disaggregate the 
£245m budget into a north and west split and were working towards 
reporting this monthly in 20-21 as a shadow budget alongside the NCC 
one.

Our Adults community hubs in Corby and Kingsthorpe have 
enjoyed huge success too in getting to know areas and 
residents and, in line with other national initiatives like ours, 
we have found that they have been able to resolve the 
majority of referrals with no need for formal care. 

As a result, once the pandemic starts to recede we hope to 
roll out more community hubs across all boroughs and 
districts to replicate the successful new model. The creation 
of the COVID community resilience volunteer database also 
provides a key tool to support this and drive the pace of 
change. This will inform future working and we hope that 
many of the groups and volunteers will be willing to continue 
to provide support in these community hubs
once the pandemic ends. The services they have provided have shown 
community support at its best.

We had previously commenced work with health partners and our acute 
hospitals on joint processes and integrated discharges to improve patient 
outcomes and reduce the pressure on beds. During the COVID response 
we have had to act together to quickly create capacity through more 
timely discharges and targeted community support. These things have 
moved us forward in new ways of working, with common processes and 
less bed blocking and we are keen to retain this in the future.

While we cannot yet tell the full financial impact of COVID we are closely 
tracking the pressures and working towards transformed services that can 
help mitigate some of these pressures. 



Where were we?

Prior to the COVID pandemic, progress was being made in the priority 
ŀǊŜŀǎ ŦƻǊ ŎƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ ŎŀǊŜ ŀƴŘ ŜŘǳŎŀǘƛƻƴ ǎŜǊǾƛŎŜǎΦ

5ǊƛǾƛƴƎ ƛƳǇǊƻǾŜƳŜƴǘǎ ƛƴ ŎƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ ŎŀǊŜΥ

×The identification of and response to risk when safeguarding 
concerns for children are received into the Multi Agency 
Safeguarding Hub (MASH).

×Timely and purposeful visits to children to ensure that their needs 
are understood. 

×The quality of social work assessments and plans so that they are 
ŎƻƴǎƛǎǘŜƴǘƭȅ ǘƛƳŜƭȅ ŀƴŘ ŀǊŜ ŜŦŦŜŎǘƛǾŜ ƛƴ ƛƳǇǊƻǾƛƴƎ ŎƘƛƭŘǊŜƴΩǎ 
experiences

×The identification of and response to risk in relation to long-standing 
concerns of chronic neglect. 

×The response to children at risk of exploitation to ensure that their 
vulnerabilities are fully recognised and lead to intervention to keep 
them safe. 

×Timely transition planning for disabled children in care to reduce 
uncertainties and anxieties for them and their families. 

×Pathway plans that include clearly defined objectives and goals for 
young people 

×Proactive intervention and focus for older teenagers disengaged from 
support services

Education services ςInitial thinking undertaken on design principles, 
options for budget and service disaggregation and possible future 
unitary service models.

/ƘƛƭŘǊŜƴΩǎ ¢Ǌǳǎǘ ŘŜǾŜƭƻǇƳŜƴǘ ςProgressing activity required to 
ŜǎǘŀōƭƛǎƘ ǘƘŜ /ƘƛƭŘǊŜƴΩǎ ¢Ǌǳǎǘ ƛƴ ƭƛƴŜ ǿƛǘƘ ǊŜǉǳƛǊŜƳŜƴǘǎ ƻŦ ǘƘŜ 
Department for Education.

/ƘƛƭŘǊŜƴΩǎ  
Social Care, 
Education and 
/ƘƛƭŘǊŜƴΩǎ 
Trust 
development

Where are we now?

/ƘƛƭŘǊŜƴΩǎ ǎƻŎƛŀƭ ŎŀǊŜ ŀƴŘ ŜŘǳŎŀǘƛƻƴ ǎŜǊǾƛŎŜǎ ƘŀǾŜ ōŜŜƴ ŦƻŎǳǎŜŘ ƻƴ 
supporting vulnerable children and families during the COVID crisis.  
Whilst it is too early to be able to quantify the overall impact of the 
pandemic, emerging national and international intelligence indicates 
there will be a potential increase in safeguarding and child protection 
referrals and we may see a rise in emotional well-being difficulties for 
children and young people.  We are monitoring this closely and will 
look at ways to mitigate any adverse impacts this might have.

We have also taken the opportunity to review our current education 
ŀƴŘ ǎƻŎƛŀƭ ŎŀǊŜ ŀŎǘƛǾƛǘƛŜǎ ǿƛǘƘƛƴ ǘƘŜ /ƘƛƭŘǊŜƴΩǎ ¢Ǌǳǎǘ ŀƴŘ CǳǘǳǊŜ 
Northants programmes.  We have started to integrate this work ςthis 
will help us to maximise the benefits across the system,  drive the 
pace of change and make best use of our existing resources. 

We are developing design principles, which will need further 
consideration and review, they include:

×Ensuring services will continue to meet statutory duties.

×Prioritising the experience and needs of the children and their 
families, many of whom are vulnerable.

× Improving or at least maintaining the current performance of the 
services.

×Managing the current demand pressures and services within the  
available finances and funding streams.

×Ensuring the size and structure of the teams are able to maintain 
service resilience.

²Ƙƛƭǎǘ ǘƘŜ ƛƴǘŜƴǘƛƻƴ ƛǎ ǘƻ ǇǊƻƎǊŜǎǎ ǘƘŜ ŜǎǘŀōƭƛǎƘƳŜƴǘ ƻŦ ǘƘŜ /ƘƛƭŘǊŜƴΩǎ 
¢Ǌǳǎǘ ƻƴ ƻǊ ōŜŦƻǊŜ ±ŜǎǘƛƴƎ ŘŀȅΣ ƛŦ ƛǘΩǎ ƴƻǘ ǎŀŦŜ ǘƻ Řƻ ǎƻ ŘǳŜ ǘƻ ǘƘŜ 
effects of COVID we have contingency plans to move to a lead 
authority model keeping cƘƛƭŘǊŜƴΩǎ ǎŜǊǾƛŎŜǎ ǊŜŀŘȅ ŦƻǊ ǿƘŜƴ ǘƘŜ ǘǊǳǎǘ 
can be formed. 
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Section 3

Delivery
Sets out the programme approach and revised governance in response to the current 
circumstances and the changes set out in the revised Structural Changes Order. 



10,000 Staff
Our workforce is spread across the 
County and will split and transfer to 

the new Unitaries

8 trading standards services & 8 
Emergency Planning Services

319schools
113 pupils in schools, 261 primary 

schools, 36 secondary, 6 all phase & 15 
special schools

35 new schools required by 2021

Different Pay Approaches & terms 
and conditions creates an equal 

pay risk.

8 council HQs
NCC has 1370 sites & assets worth 

£1bn 

Life expectancy is increasing -
53,729 residents are over 75 years 

old

Our Elderly Our Children
More children than the national 

average: 20% of population are aged 
0-15 years (19% across England) 

Our Population

741,209 live in the County rising to 
803,000 in 2028.

North Authority population 341,841
West Authority 399,868

Corby will grow by 15% by 2026 
compared to 6-9% in other areas

Falls account for 50% of Hospital 
admissions. Corby, Northampton & 

south Northants admit the most people.

On average our elderly will spend 10 
years of their lives in ill health.

Households
We have 310,000 Households 

North Authority 166,000
West Authority 144,000

We will need to harmonise Council 
Tax which could require a four year 
equalisation plan but extra income.

Regulatory Services

Programme organisation and wider resources

Ensure that additional input 
from service experts are kept to 
a minimum during the COVID 

response and the existing 
outputs from workshops are 
used effectively in pursuit of 

safe and legal minimum 
requirements. 

Realign programme resources 
to focus on safe and legal 

plus. Ensure that the change 
capacity focuses on the 

critical path and that Change 
Champions are aligned to the 

key priorities 

Implementation will require wider 
resources to be released from 

district and borough and the county 
council teams in enabling areas such 
as ICT and HR in order to progress to 

Vesting Day on time. 
This is a key assumption.

To identify the capability and 
capacity required to transition 
and transform services beyond 
Vesting Day. To establish the 

funding for this over and above 
what is already allowed for in 

the programme delivery budget.

Establish the programme 
level governance to reflect 

the changes to the 
programme delivery structure 

but maintain continuity 
wherever possible. 

Support the interim democratic 
requirements of the two shadow 
authorities. Oversee the process 
for the recruitment of the interim 

and statutory officers.

Create an appropriate 
framework for member task 
and finish groups to support 

the work of officers to 
establish corporate responses 

in key areas.

Creation of  an effective governance framework to deliver safe and legal services
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Focus on Vesting Day

Maintain business continuity and 
create an appropriate day one ICT 

infrastructure. Ensure  policies 
and procedures are fit for purpose 

but only change what must be 
legally changed.    

Integrate district and borough 
services into the North and the West 

Unitary Councils. Identify and 
transition services that cannot be 

split in time to a lead authority and 
migrate from the County Council 

Disaggregate the NCC budget and 
set deliverable budgets for day 

one.  Develop and progress plans 
for Council Tax harmonisation. 

Ensure each council can collect and 
maximise income. 

Establish the political 
governance of the revised 

programme ensuring that it is 
aligned to the governance 

within sovereign councils and 
the BRRP governance.

Maintain access to services for 
residents through a cohesive 

customer strategy. Support the 
workforce through transition to 
minimise the impact of change. 
Engage and communicate with 

stakeholders effectively 



The new timeline reflects 
the need to re-prioritise 
the programme outputs in 
tight of the COVID 
activities and to ensure 
that services in the two 
new councils are safe and 
legal on day one.

It assumes that previous 
work done on designing 
the new Council 
blueprints is revisited 
towards the end of 2020 
so future operating 
models and business 
cases can be agreed by 
the new Council 
Executives after the 
elections in May 2021.

Transformation activity 
will continue into and 
after the vesting day 
when the two new 
Councils are in operation.  

Revised High 
level timeline
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Timings are subject to an ongoing assessment of the outcomes & impacts of the pandemic



The revised approach is 
based on the requirements of 
the Structural Change Order 
passed by Parliament. 

This creates a new Shadow 
Executive for each Unitary 
and a Joint Implementation 
Executive to ensure political 
oversight across the whole 
programme.

There will be six programmes 
of work governed through 
individual programme boards 
and supported by a chief 
executive.

Interim statutory officers for 
each shadow authority will 
also sit on the Programme 
Implementation  Board and 
feed into Member Task & 
Finish working groups. 

The Strategic Delivery 
Director will be responsible 
for the whole programme 
with the interim chief 
executives acting as deputies. 

The structure ensures that 
each sovereign council is 
represented in all  planning 
and decisions made. 

Programme 
governance
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Cross Cutting Programme Elements

Legal Services Day 1 ςEnsure we can meet our duties on day 1

Safe and Legal transfers ςWhen and how we move services must ensure we service continuity    

Transformation ςǇǊƻƎǊŜǎǎƛƴƎ ǘǊŀƴǎŦƻǊƳŀǘƛƻƴ ǿƘŜǊŜ ǿŜ Ŏŀƴ όάǇƭǳǎέύ 

Lead Authority ςclarity on services that will sit with a lead authority in the future 



Democratic oversight & 
involvement in the 
establishment of the new 
Councils is essential.  We will 
set up task and finish Groups 
made up of members of 
existing Councils and selected 
by the shadow Executive. 

They will each have a chair 
and deputy chair and 
representing a political 
balance.

The range and focus of the 
two shadow Authority groups 
will reflect the different 
geographies, member 
numbers and political make 
up of each.

They do not have decision 
making powers but report 
recommendations to the 
Executive and work with 
interim lead officers as 
depicted.

.   

Member Task 
and Finish 
groups
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Task & Finish Working Groups for the following will be set up by the two Shadow Authorities

They get information and output from the Implementation Board & leads
They make recommendations to the their Shadow Executive.



Financial Impact
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What do we think the impact of the pandemic will be on delivery costs and benefits 
realisation?

Section 4



Where were we?

The budget to deliver local 
government reorganisation is 
£44.4m. This was set out in 
the original Prospectus for 
Change together with the 
funding sources as shown in 
the adjacent summary.

Budget spend included the 
direct programme team 
costs, transformation costs, 
integration costs and general 
expenditure such as 
executive recruitment

The budget was forecast as 
being on track prior to the 
COVID outbreak.

Programme 
costs and 
funding
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Prior to the COVID 
outbreak, the extent of 
efficiency and 
transformations savings  
were forecast at circa £90m 
with a budget of 44.4m.

There is now considerable 
financial risk emerging, that 
will not be fully understood  
for some time yet although 
early assessments have 
been made.

There are a number of 
assumptions in the analysis 
that will require ongoing 
review as the country starts 
to return to normal and 
enter into a recovery phase 
which will be challenging in 
the lead up to setting 
budgets for the two unitary 
councils. 

Revised 
Estimates of 
Costs & 
Benefits
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Revised financial forecast

Expenditure

Our programme stages and duration have changed and we have 
now brought together all our projects including our Social Care 
system, the Childrens Trust and NCC savings plans under this 
single programme to make it easier to manage and monitor. 

These additional projects had their own funding with the 
ŎǊŜŀǘƛƻƴ ƻŦ /ƘƛƭŘǊŜƴΩǎ ¢Ǌǳǎǘ ŦǳƴŘŜŘ ōȅ 5C9 ŀƴŘ ǘƘŜ ƴŜǿ ǎƻŎƛŀƭ 
ŎŀǊŜ ǊŜŎƻǊŘ ǎȅǎǘŜƳ ό9ŎƭƛǇǎŜύ ŦǳƴŘŜŘ ǘƘǊƻǳƎƘ b//Ωǎ ŎŀǇƛǘŀƭ 
budget respectively  

We will still deliver the new two new Unitary Councils and Safe 
and Legal Plus programme within our original budget.

Benefits realisation

An analysis of the impact of the current health crisis on the 
realisation of financial benefits has been undertaken on each of 
the Business Rates Retention Pilot schemes and NCC savings on 
the basis of what is currently known or assumed. 

Although there may be some delay in delivering the benefits due 
to COVID impacts we still expect to achieve annual benefits 
rising to £85m a year. With one off costs of £55m this still 
represents a significant return on our investment and a positive 
legacy for the two new Unitary Councils.



Assumptions, risks & issues
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The basis of the revised approach, the need to change strategy and the associated 
risks and issues. 

Section 5



10,000 Staff
Our workforce is spread across the 
County and will split and transfer to 

the new Unitaries

319schools
113 pupils in schools, 261 primary 

schools, 36 secondary, 6 all phase & 15 
special schools

35 new schools required by 2021
We need to consolidate locations 

and develop a place based approach 
to our assets and estates creating 
disposal income and investment & 

growth opportunity

8 council HQs
NCC has 1370 sites & assets worth 

£1bn 

Life expectancy is increasing -
53,729 residents are over 75 years 

old

Our Elderly Our Children
More children than the national 

average: 20% of population are aged 
0-15 years (19% across England) 

Our Population
741,209 live in the County rising to 

803,000 in 2028.

North Authority population 341,841
West Authority 399,868

Corby will grow by 15% by 2026 
compared to 6-9% in other areas

Falls account for 50% of Hospital 
admissions. Corby, Northampton & 

south Northants admit the most people.

On average our elderly will spend 10 
years of their lives in ill health.

Households
We have 310,000 Households 

North Authority 166,000
West Authority 144,000

We will need to harmonise Council 
Tax which could require a four year 
equalisation plan but extra income.

Assumptions

Assumptions, risks and issues
The following is based on the situation as we understand it in May 2020, the assumptions we are having to make about the impact of the pandemic on our resources and the 

wider economic impact on local government finances and the risks and issues that these assumptions present. 
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As the pandemic continues, demand 
is understood and response becomes 
άōǳǎƛƴŜǎǎ ŀǎ ǳǎǳŀƭέ ŦǊŜŜƛƴƎ ǳǇ vital 
expertise within services to continue 
to support the implementation. 

The lockdown will start to ease and 
the majority of people will be able to 
return to their normal roles before 
summer 2020 thereby restoring our  
business as usual and Future 
Northants capacity. 

Many NCC services will not be split 
on day one and will continue under a 
lead authority model of service 
delivery for a transition period. 

The revised approach to the programme has been established on the basis of these assumptions and provides a capability and capacity to continue the 
transformation within each new unitary council so they are sustainable and provide value for money to the residents of Northamptonshire

Little work will be undertaken on the 
/ƘƛƭŘǊŜƴΩǎ ¢Ǌǳǎǘ ǳƴǘƛƭ ƳƻǊŜ ŎŀǇŀŎƛǘȅ Ŏŀƴ 
be freed up and the pandemic is under 
control. An  assessment will then be 
made as to whether the Trust will go 
live before, on or after Vesting Day.

The permanent chief executives will be 
in post by November 2020 so that the 
blueprints can be developed and taken 
forward.

That NCC and the district and borough 
councils will be able to release 
dedicated corporate resources to 
support implementation, such as HR 
leads, transactional staff and subject 
matter experts to support 
implementation.

Risks Issues
The final outcomes and impacts of 
COVID on wider social and economic 
factors is unknown and we cannot yet 
predict how that might impact planning, 
budgets and financial stability.

Significant risk that the demand and cost 
impacts on social care from the acute 
and care home sector could put pressure 
on capacity in the social care system for 
some time to come.

All modelling suggests we may see 
further hotspots and a second peak in 
COVID cases later in 2020 which may 
have further impacts on the availability 
of resources to go live in April 2021 

²Ŝ ŘƻƴΩǘ ƪƴƻǿ ǿƘŜƴ workforce capacity will 
be fully restored. 

²Ŝ ŘƻƴΩǘ Ŧǳƭƭȅ ǳƴŘŜǊǎǘŀƴŘ ǘƘŜ ƛƳǇŀŎǘ of 
COVID on our key suppliers of critical systems 
across ICT and this  could impact day one set 
up. 

The financial situation is very unclear at this 
early stage and setting budgets will be an 
extremely challenging task.

The programme relies on good interaction 
ǿƛǘƘ ǎŜǊǾƛŎŜ ǎǇŜŎƛŀƭƛǎǘǎ ǘƘŀǘ ƛǎƴΩǘ ŎǳǊǊŜƴǘƭȅ 
possible due to many of them focussing on the 
COVID response. 


