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1. Executive Summary

Background and context

Local government across England is operating under sustained fiscal, demographic and operational pressure. Demand for
high-cost, statutory services continues to rise, especially in children’s and adults’ social care, while inflationary pressures,
legacy deficits in Dedicated Schools Grant and Housing Revenue Accounts in some places, and tightening capital and
treasury constraints are compressing headroom for investment. At the same time, residents expect simpler, faster, and
more consistent access to services, shaped around life events and places, not organisational boundaries.

The current two-tier arrangements across Staffordshire may have delivered value over time; however, the fragmentation of
responsibilities and duplicated overheads now limit the system’s ability to respond at pace and scale. Workforce capacity is
stretched, particularly in specialist functions such as finance, legal, procurement, digital, and commissioning, making it
harder to maintain resilience during periods of change. The digital estate is also heterogeneous, comprising multiple case
management, ERP, and line-of-business systems that increase costs, hinder data sharing, and complicate consistent
performance management.

The government’s direction of travel is to simplify governance and strengthen place leadership through a unitary model of
local government, where Councils can deliver more transparent accountability, better outcomes, and improved value for
money. In North Staffordshire, this transition presents a once-in-a-generation opportunity to reduce duplication,
standardise core processes, and modernise the operating model, while protecting local identity and ensuring a safe and
legal Day 1.

Experience from recent reorganisations shows that success depends on rigorous programme control, early clarity on
governance and leadership, and a risk-based approach to service integration, particularly for safeguarding critical services
and core financial and digital platforms.

Purpose

This report commences the work to provide a strategic approach for the transition period following a decision by the
Secretary of State to proceed with reorganisation. It is designed to assure Government, residents, staff and partners that
the Council understands the scope and scale of the change, has identified the principal risks and dependencies, and is
equipped with practical, phased plans to manage them. This will, in turn, give confidence to the Government and
stakeholders regarding the creation of a North Staffordshire Unitary Council.

The Framework focuses on how the transition would be delivered rather than pre-empting final decisions on service design
or organisational form. It articulates the guiding principles, governance, and safeguards that will underpin operations from
Day 1. It outlines how the programme will stabilise, improve, and then transform services in a sequenced manner. It also
explains the engagement approach—how staff, trade unions, partners (including the NHS, police, and Voluntary,
Community, and Social Enterprise sectors as well as residents, communities and businesses) will be involved in shaping and
testing the future model.

Ultimately, the emerging Framework leverages sector learning to avoid common pitfalls. In particular, it recognises the
implementation risks associated with wholesale “big-bang” system change on vesting day and therefore sequences critical
migrations (e.g., financial ledgers, revenues and benefits, social care case management) to protect business continuity and
auditability, while still securing early, visible progress.

Objectives

The Framework sets out a coherent delivery model anchored in five change typologies—Preserve & Scale; Integrate &
Optimise; Join-up & Align; Tailor & Enable; Standardise & Localise—so that each service follows an approach proportionate
to its risk, complexity and user impact. For example, services with a strong existing capability may be preserved and scaled
early. In contrast, complex, multi-system services (such as waste management or revenue and benefits) will be integrated
through phased migrations and targeted pilots. Place-based services will be tailored within a consistent corporate
framework to retain local accessibility and identity.

Delivery is organised across functional themes—organisation structure, service delivery models, processes,
digital/data/technology, people & culture, finance & commercial, property & assets, and governance & decision-making—
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each with a defined scope, milestones, and interdependencies. A central PMO will be established prior to vesting day to run
an integrated plan and RAID process, control change, and provide transparent reporting to political and officer governance,
with independent assurance at key gateways.

The programme will progress through four phases: Prepare, Transition, Stabilise and improve, and Transform. The
preparation phase (up to the Secretary of State decision) creates the conditions for safe and legal operations by baselining
and undertaking discovery, as well as relationship building. The Transition phase focuses on preparation and readiness for
Day 1, including operational readiness, governance and legal transfers. Post vesting day focus then moves to harmonisation
and optimisation of priority services, rationalisation of the digital estate and data architecture, and alignment of enabling
functions. Over time, the focus shifts to transformation—new delivery models, modernised estates, and digital citizen
journeys—underpinned by leadership development and culture change.

To evidence deliverability, the Framework includes case studies from recent reorganisations (for example, children’s
services stabilisation and improvement, harmonisation of waste collection models, and consolidation of revenues and
benefits onto a single cloud platform). A readiness checklist and transitional safeguards provide a disciplined basis for
go/no-go decisions. Benefits realisation is tracked through a balanced set of KPIs—service, financial, workforce, digital and
customer—aligned to corporate outcomes and reported publicly to build confidence.

The Council’s approach to implementation is underpinned by a set of strategic objectives that reflect its commitment to
public value, accountability, and resilience. These objectives include:

e  Continuity of service. The first duty during transition is to ensure that people are safe and services continue to run.
The programme will prioritise statutory and safeguarding-critical functions, maintain clear professional
accountabilities, and deploy transitional controls (for example, dual running where necessary and enhanced
incident management) to minimise disruption for residents and businesses.

e Financial integrity. Strong financial governance is non-negotiable. The Framework outlines how the new authority
will maintain robust budgetary control, protect liquidity, and ensure the effective closure of legacy accounts
alongside Day 1 readiness. It emphasises early agreement of accounting policies, prudent treasury management,
and disciplined change controls to prevent cost overruns and manage commercial risk.

e People and culture. Successful implementation depends on the commitment, capability, and well-being of the
workforce. The programme will foster a positive, inclusive culture that supports staff through change, promotes
shared values, and builds a unified organisational identity.

e Stakeholder engagement. Trust underpins delivery. The programme will engage staff, elected members, partners
and communities through structured communications, formal consultation where required (including TUPE), and
co-design of key pathways. Engagement will be transparent about trade-offs and timelines and will protect local
identity through appropriate locality governance and access arrangements.

e Risk management. A single, integrated risk framework will operate from decision to post-implementation review.
It will align corporate, program, and service risk registers; set out escalation routes; and utilise scenario and
contingency planning for high-impact risks, such as IT cutover, contract novation, and workforce transitions.
Independent assurance and audit will be built in.

o  Phased delivery. The programme will progress through Prepare, Transition, Stabilise & Improve,
and Transform phases. Each phase has clear objectives, entry/exit criteria, and decision points. This structure
enables safe Day 1 operations, early service harmonisation where risk is low, and a measured path to more
profound transformation where benefits and readiness justify change.

e Learning and adaptation. Continuous improvement will be embedded via data-led performance management,
benefits tracking, and formal lessons-learned cycles. External practice will be monitored and, where appropriate,
adopted. The programme will iterate plans responsively as evidence emerges from pilots, user feedback, and
operational performance.



Key Messages (quick read)

The Framework focuses on how the transition will be delivered rather than pre -empting final decisions on
service design or organisational form.

A phased, risk-aware transition will secure a safe, legal Day 1 and protect critical services.

Financial integrity and transparent governance are built in from the outset—closure of legacy accounts
alongside robust controls for the new authority.

Service change follows proportionate typologies, balancing speed, safety and resident experience.

The plan is engagement-led and evidence-based, drawing on sector lessons to avoid common pitfalls and
realise benefits over time.




2. Introduction

Local government reorganisation in Staffordshire and Stoke-on-Trent marks a pivotal point for public administration in the
area and a rare opportunity to redesign how services are planned, governed and delivered. This Implementation
Framework is not a statement of final design choices or policy intent; instead, it outlines in broad terms the approach the
North Staffordshire Unitary Council would take to manage the transition from decision to delivery in a manner that is
orderly, transparent, and risk-aware.

The Council’s implementation philosophy is pragmatic and proportionate.

It recognises that different services carry very different risk profiles and interdependencies and therefore require different
delivery routes and sequencing. It also recognises that the legitimacy and success of the transition depend on meaningful
engagement with residents, staff, elected members and partners across health, policing, education and the voluntary
sector. The goal is to deliver a new unitary council for North Staffordshire that is financially resilient, digitally enabled and
resident-centred, without losing local identity or access.

The scope of the Implementation Framework is deliberately focused on the “how”. It details the programme governance
and decision-making arrangements. These operating principles will guide integration, providing the safeguards that protect
service users and public money, as well as the roadmap through which change will be delivered. It complements, rather
than replaces, subsequent service design work, statutory consultation and political decision-making. Where assumptions
are necessary, they are made explicit and will be reviewed as better evidence emerges through discovery, due diligence and
engagement.

Reorganisation of this scale is inherently iterative; plans will need to be refined as data quality improves, contractual
realities become clearer, and operational testing yields insight. The Framework therefore embeds feedback loops,
assurance gateways, and benefits tracking, ensuring that decisions remain grounded in evidence and aligned with the
Council’s strategic objectives.

Establishing a new unitary council
Establishing a new unitary council is both a legal process and an organisational change journey.

e The legal elements include the development of a Structural Changes Order and the establishment of a shadow
governance period to appoint statutory officers, agree on the constitution (including political governance) and
financial regulations, and prepare the budget, Medium-Term Financial Strategy and policy framework for vesting
day.

e The organisational elements include the safe transfer of clients, workforce, assets, liabilities and contracts; the
consolidation of core processes and enabling systems; and the introduction of interim operating arrangements
that protect service continuity while longer-term models are designed and implemented.

A set of practical principles frames the Council’s approach. Phased and structured delivery will ensure that Day 1 is safe and
legal, with essential controls and accountabilities in place before attempting any central system or process changes.
Risk-based prioritisation will focus early effort on safeguarding critical services and financial and digital control
environments, recognising the consequences of disruption in these areas. Co-design and collaboration are built into each
workstream, so that the voices of residents, service users, staff, and partners inform choices and trade-offs, especially
where policy harmonisation or access changes may be sensitive.

e Avital design tenet is to “migrate to the most competent platform”. Where a legacy system, process or team
demonstrably performs well and is scalable, the Council will favour adopting and extending it rather than pursuing
costly and risky greenfield replacements. Conversely, where fragmentation or inefficiency is evident, the Council
will plan an orderly migration to a single, coherent model, sequenced to protect operations and tested via pilots
where appropriate.

e Transparency and accountability will be central to the process. Political and officer governance will be clearly
defined, with a disciplined programme management office providing a single, integrated plan, including RAID
management (risks, assumptions, issues, and dependencies), change control, and benefits tracking. Independent
assurance will be commissioned at key gateways to provide confidence to members, staff, residents and
Government that the programme remains on track and that risks are being actively managed.
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Local identity and access will be preserved through appropriate locality arrangements. While the corporate core
will be standardised to secure consistency and value, the organisation will maintain local access points and vehicles
for place-based participation, ensuring that residents recognise themselves in the new arrangements and can
continue to influence decisions that affect their communities.

Summary of parameters

The implications of transitioning to a new unitary council are wide-ranging and require clear parameters within which

decisions will be taken.

Organisational change will involve designing a fit-for-purpose leadership structure, embedding statutory roles (including the
Head of Paid Service, Section 151 Officer and Monitoring Officer), and agreeing spans of control and directorate alignment
that balance strategic coherence with operational grip. Transitional operating instructions will define interim

accountabilities where final structures are still being consulted upon.

Service reconfiguration will proceed according to five change typologies—Preserve & Scale; Integrate & Optimise;
Join-up & Align; Tailor & Enable; Standardise & Localise—each matched to the risk, complexity and user impact of
the services concerned. High-performing services may be preserved and scaled early to provide stability, while
complex, multi-system services will follow a phased integration route, supported by discovery, data cleansing and
migration planning, and piloting. Place-based services will be tailored within a corporate framework to retain
responsiveness and trust.

Workforce transition will be managed lawfully and sensitively, with TUPE and consultation requirements met, clear
communications on role alignment and terms, and particular attention to hard-to-recruit professions. The
programme will invest in organisational development, leadership capability and culture building so that teams can
coalesce around shared values and ways of working. Retention strategies will be applied where continuity is
critical, alongside fair and transparent processes that ensure change does not affect roles unfairly or transparently.
Where it is anticipated that individuals will be departing, structured knowledge transfer processes will be
implemented to retain critical skills and organisational memory.

Digital, data and technology parameters acknowledge that wholesale “big-bang” cutovers on vesting day are high
risk. The Council will establish minimum Day 1 requirements for identity and access management, information
governance, cybersecurity, and collaboration tooling, while sequencing migrations for core systems, including
ERP/finance, revenues and benefits, housing, waste, and social care. Data quality, mapping, migration and
archiving controls will be adequately resourced, and a pragmatic approach will be taken to record-keeping to
ensure audit trails are preserved when legacy systems are decommissioned.

Financial planning and control will be anchored in realism. Early agreement on accounting policies, a single chart of
accounts design for the new authority, and disciplined budgeting will underpin financial integrity. Closure of legacy
accounts will be planned alongside the commissioning of the new authority’s ledger and control environment, with
clear roles for internal audit, counter-fraud and external audit engagement. Commercial and contractual due
diligence will identify novations, variations, and exit points, thereby avoiding lock-in to arrangements that do not
serve the new operating model.

Legal and governance frameworks will be prepared during the shadow period and refined post-vesting. The
constitution, scheme of delegation, contract standing orders, and financial regulations will establish clarity on
decision-making rights. Company governance, where arm’s-length bodies exist, will be tightened to reduce risk and
improve scrutiny. Democratic arrangements will be clearly communicated to residents to maintain confidence and
participation.

Stakeholder engagement parameters recognise that trust is an asset to be managed. A structured communications
and engagement plan will maintain a regular cadence of updates to staff, members, partners and residents; will be
honest about constraints and choices; and will demonstrate how feedback is shaping the approach. Equality and
accessibility considerations will be at the forefront to ensure that changes do not inadvertently disadvantage
particular groups.

Finally, the programme will operate with explicit assumptions and dependencies—for example, on the availability of critical

staff during the shadow period, on timely access to complete and accurate data, and on constructive engagement from



suppliers and partners. Where risks to these assumptions are identified, the programme will document mitigations and
contingency routes so that momentum can be maintained without compromising safety or probity.

Key Messages (quick read)

e  Establishing the unitary council blends legal process with organisational change, underpinned by clear
governance, risk management and independent assurance.

e  This section defines how North Staffordshire will manage the transition—safe, legal and phased—without
pre-empting final service designs.

e  Parameters for the workforce, digital, finance, legal and engagement ensure continuity on Day 1 and create
the conditions for stabilisation and transformation thereafter.

e The approach is evidence-led and locally grounded, migrating to the most competent platforms while
protecting identity and access in places.




3. Implementation Approach

The transition to a new unitary council requires a disciplined, risk-aware approach that balances service continuity with the
need to unlock future benefits.

The Council’s methodology is built around four delivery phases and five change typologies, allowing each service to follow a
route proportionate to its complexity, risk, and user impact. It emphasises safety and legality on Day 1, early stabilisation of
core controls, and measured integration of services and systems. The approach combines strong programme governance
with co-design, ensuring that staff, elected members, partners and communities shape decisions that affect them.
Throughout, the principle of migrating to the most competent platform is applied. Where a legacy model is demonstrably
high-performing and scalable, the new Council will adopt and extend it rather than default to wholesale replacement.

Transition phases

The programme will progress through four phases: Prepare, Transition, Stabilise and improve, and Transform. Each phase
has explicit entry and exit criteria to maintain discipline and provide assurance to members, the Government and residents.

1. Prepare

This phase focuses on establishing the conditions for safe and legal operations. Discovery work will baseline
services, systems, contracts and assets; critical risks will be assessed; and the early sequencing of change will be
agreed so that high-risk areas are insulated from unnecessary disruption.

2. Transition

This is the period between the agreement from the Secretary of State and the day on which operating
arrangements go live. This includes standing up the shadow arrangements, appointing statutory officers, agreeing
on core constitutional documents and financial regulations, and setting the minimum Day 1 requirements for
governance, finance, HR, ICT, and information governance.

The emphasis is on operational readiness, disciplined cutovers and clear operating instructions. Not all integrations
occur simultaneously. Where systems or contracts are complex, we will dual-run for a defined period or stage
migrations by geography or cohort. This phase also manages the legal transfer of workforce, clients, assets,
liabilities and contracts, ensuring audit trails and statutory duties are maintained throughout.

3. Stabilise and improve

This phase focuses on consolidating performance across services and enabling functions following Day 1. Data
quality and reporting are strengthened; early operational issues are addressed; and lessons from initial
harmonisation feedback into planning. During this period, we prioritise and rationalise the application and
infrastructure estate where it is safe to do so, and embed consistent processes, standards and service measures.
The aim is to build confidence—inside and outside the organisation—that the new authority is dependable,
financially controlled and responsive to residents.

4. Transform

This phase is where longer-term benefits are realised. Service models are redesigned where evidence shows that
different approaches will deliver better outcomes or value for money; digital channels are expanded around life
events and locality-based access; estates are rationalised to reflect new working patterns and service footprints;
and culture, leadership and workforce development complete the shift to a single, resident-centred organisation.
This phase is iterative and data-led, with benefits tracked and recycled to fund further improvement.
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Vesting day 1

April 2028
December 2025 - June 2026 July 2026 - May 2027 June 2027 - March 2028 | April 2028 - May 2029 June 2029 onwards
Prepare Transition Stabilise & improve Transform
Pre-MHCLG decision Post decision / Pre shadow Post shadow election Year 1 post vesting day Years 2 and 3 post vesting
elections day
» Noregrets decisions no  Transition and * Recruitment of statutory + The priority is on service + Full operating model
matter the MHCLG implementation plans officers. continuity rather than .
decision outcome agreed. wholesale change * Implement and deliver
» Agree constitution. transformation plans to
» Continue to engage with » Communication and . *+ Incremental improvements deliver savings in year 3
the public and our engagement plans agreed.  * Budget setting and will be made where
partners. financial controls. capacity allows or is
* Begin transition to new o . essential
* Voluntary arrangements for unitary. + Establish identity and sense
S2L4, data sharing, scenario of purpose. + Transformation plans made

planning, draft transition Prepare for elections.

and implementation plans.

Draft Strategic documents.

Interim leadership and
shadow working begins.

Begin to merge structures.

Operational protocols
development & business
continuity plans

Disaggregation of services

Importantly, this is not a transition from scratch. Upper-tier responsibilities, such as children’s social care, adults’ social
care, and education services, are already being delivered by existing Councils’. However, due to the footprint of North
Staffordshire, there will be a need to disaggregate services previously provided by Staffordshire County Council and
integrate these with those delivered by Stoke-on-Trent City Council. Furthermore, Staffordshire Moorlands and High Peak
currently have a Strategic Alliance (the Strategic Alliance) with shared in-house delivery and trading companies. This is a
complex challenge, requiring careful consideration of a range of factors such as governance, workforce, systems, and
commissioning arrangements. This is far from a simple “lift and shift” — it requires deliberate design and negotiation to
establish a unified, resilient delivery model.

Data & systems

Client records will be governed by robust information-sharing agreements and data protection impact assessments.
Transfers will follow defined data migration and reconciliation protocols, and casework supervision will remain continuous,
with clear escalation routes in place for any disruptions. Where a service must be disaggregated from a legacy organisation
before it can be aggregated into the new authority, the programme will establish temporary hosting or shared-service
arrangements to prevent gaps and ensure regulatory compliance.

Consistent client data will be enabled by a consistent system to hold and engage with. Looking at the example of social care,
transition will be supported by the adoption of Liquidlogic and ContrOCC as the shared social care case management
system, with Staffordshire planning to go live in April 2027. While Stoke-on-Trent already operates these systems, System C
(the software provider) will treat each implementation — Children’s, Adults, County, and City — as separate entities, with
configurations tailored to each authority’s brokerage, finance, and care structures. This means the programme must
carefully work through the implications of system divergence to support a coherent core delivery model.

Commissioning approaches

Furthermore, complexity is in place due to how adult social care services are currently commissioned by existing councils.
Staffordshire commissions services via a Trust, while Stoke-on-Trent directly employs social care staff to meet its statutory
duties. While for Children’s social care, in both authorities social workers are employed by the council and placements are
delivered through spot purchasing or through joint commissioning arrangements across the West Midlands for placements.
Establishing a single, agreed model for statutory delivery will be essential to ensure continuity, professional accountability,
and safeguarding integrity.

As a further example of different practices for adult social care, Stoke-on-Trent has undertaken a line-by-line review of the
Better Care Fund (BCF), investing in brokerage to ensure value for money across individual contracts. In contrast,
Staffordshire has opted for block contracts with the NHS. These differences present opportunities for a North-South
commissioning model that aligns with the Royal Stoke footprint and enables integrated services — such as Step Up / Step

11



Down care — to be developed in partnership with UHNM across North Staffordshire, without needing county-wide
agreement.

Continuity of commissioned care would be maintained by working collaboratively with providers on contract novation or
variation, ensuring payment mechanisms and performance frameworks remain intact through the change. However
payment rates for providers i.e. residential and domiciliary care are different For example, any changes to local authority
boundaries will need to be carefully managed with providers to assess the impact of migrating from one fee regime to
another, and whether this is beneficial or detrimental. Maintaining continuity in a fragile social care market will be critical
to protecting vulnerable citizens.

Delivery models

The Strategic Alliance have three council-controlled trading companies which deliver environmental services, assets and
estates and leisure. The expectation is that ownership of the trading companies will be transferred to the new unitary
authorities in Staffordshire and Derbyshire. North Staffordshire will then need to make a decision about whether services
should continue to be delivered through the existing trading company model, be brought in-house, or be commissioned
through alternative arrangements. This decision will need to consider factors such as value for money, service quality,
strategic alignment, and the capacity of the new authority to manage service delivery effectively.

Workforce

Workforce continuity will be a cornerstone of success. Retention packages, targeted recruitment, and cultural integration
programmes will be needed to support staff through the transition. A strong induction offer and leadership development
will help build a unified professional identity across the new authority.

A key workforce risk to be addressed during disaggregation is the joint staffing arrangements within the Strategic Alliance.
While individuals are formally contracted to one of the partner authorities—and overall numbers are relatively evenly
distributed—this balance does not necessarily hold true at the service level. As a result, some services may transfer to the
new authority without sufficient staff to deliver them effectively. This risk must be identified and assessed early in the
preparation phase to ensure continuity and mitigate potential service disruption.

Processes & operations

Differences in assessment, care planning, and review functions will need to be mapped and harmonised. There is potential
for improvement through process mapping and more efficient working, but this must be aligned with the development of
neighbourhood and place-based teams to ensure services remain locally responsive and person-centred.

Aggregation of services

Other services, notably housing, planning, revenues and benefits, environmental services, corporate support and legal, lend
themselves to aggregation to remove duplication, standardise processes and improve resilience. Aggregation will be staged
to manage operational risk. It begins with a detailed mapping of policies, processes, systems and contracts, followed by the
design of a single operating framework that sets out service standards, performance measures and enabling requirements.
Where there is a clear best-in-class model among the legacy organisations, the new Council will scale it; where performance
is mixed, a hybrid future state may be piloted before wider roll-out.

For example, the Strategic Alliance currently operates three council-controlled trading companies that deliver
environmental services, asset and estate management, and leisure services. It is expected that ownership of these
companies will transfer to the new unitary authorities in Staffordshire and Derbyshire. North Staffordshire will then need to
make a strategic decision on the future delivery model for these services—whether to retain and expand the trading
companies’ operations across the wider North Staffordshire area, or to bring services in-house to align with Stoke-on-
Trent’s existing arrangements. Given that these services are delivered at a local level, a phased transition is likely to be the
most practical approach.

Technology integration is a key dependency. We will avoid high-risk “big-bang” replacements at vesting unless essential for
safety or legality. Instead, we will prioritise and sequence migrations to common platforms with adequate testing, training
and support, preserving audit trails and ensuring residents experience a stable service during the change. Access to the
right skill sets will be a critical factor in determining the pace of delivery. To ensure resources are used effectively, activities
must be carefully prioritised and sequenced. This will enable focused effort, avoid overstretching key individuals, and
support high-quality outcomes across integration and migration workstreams.
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Service integration principles

Recognising the complexity and variation inherent in reorganisation and service integration across different services, it is

essential to establish a consistent set of guiding principles. These principles will act as a ‘north star’ for the organisation —

providing coherence and direction while allowing space for local identity and responsiveness to resident needs. These

principles are shaped by a balance of consistency, local context, and lived experience.

i First, public safety and statutory compliance take precedence; no change will proceed without assurance that

legal, safeguarding and financial controls remain sound.

ii. Second, proportionality will be applied: services with low risk and limited interdependencies can move more

quickly; those with complex processes, multiple systems or high user sensitivity will transition in stages and only

when readiness criteria are met.

iii. Third, the resident journey will be central. We will design around life events and places, reducing handoffs,

simplifying access, and ensuring that complaints, compliments, and feedback meaningfully inform our

improvement efforts.

iv. Fourth, data and digital will enable, not dictate, change: we will standardise where common platforms deliver

equity, efficiency and control, while retaining local flexibility in how access points operate.

V. Finally, equality, diversity, and inclusion considerations will be embedded through equality impact assessments,

ensuring that changes do not disadvantage protected groups and that local access is preserved in ways that

residents recognise and trust.

Not all services will require the same approach to transition. The Council recognises that some services, particularly those

involving vulnerable populations or statutory responsibilities, carry higher risks and complexities. As such, the

implementation strategy will be differentiated based on service type, operational dependencies, and risk exposure. The

migration process will not be uniform. It will vary depending on the nature of the service, the capacity of existing delivery

partners, and the needs of local communities. For this reason, the playbook adopts a typology of change—a model for

understanding the kinds of transitions and transformations different services will undergo.

The five change typologies that apply to this transition and transformation are described in the following way:

Change Type

Preserve & scale

Integrate &

optimise

Join-Up & Align

Tailor & Enable

Description

Where a service already operates effectively,
with high capability, strategic reach, and
system leadership, the task is to retain core
strengths and extend coverage.

Where multiple fragmented service models
exist, integration is needed to remove
duplication, resolve inefficiencies, and improve
user experience.

Where services are closely linked in terms of
outcomes but structurally or culturally
disconnected, they must be realigned for
joined-up delivery.

Where services are place-based and thrive
through local responsiveness and identity,
change should empower local leadership
within a shared framework.
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Core design challenge

Maintain stability during transition while
unlocking efficiency and outcomes
improvement.

Design a single coherent model that improves
value for money, quality, and simplicity.

Build new collaborative workflows and
governance without compromising
professional identity or legal clarity.

Balance local freedom with strategic
consistency and back-office efficiency.



Standardise & Create a consistent framework or platform Design for equity and consistency while
Localise (e.g. digital or process) while retaining local maintaining community accessibility and trust.
responsiveness and access points.

The following sections will examine each typology to identify the key considerations and mitigations that need to be
managed for a successful and seamless transition, as well as a strong foundation for transformation, and assess when they
should be best sequenced in the implementation plan.

Preserve & scale
There are already examples of joint working in place which can be preserved as part of the transition for example:

e Payroll - Stoke-on-Trent City Council currently deliver payroll services for Newcastle-under-Lyme Borough Council,
Staffordshire Moorlands District Council and High Peak Borough Council.

e  Parking - Since 2007, Stoke-on-Trent City Council has been delivering parking services (back office, notice pressing
and penalty appeals) for Staffordshire Moorlands District Council and Newcastle-under-Lyme Borough Council.

e CCTV —Since 2020, Stoke-on-Trent City Council’s control room has monitored 90 cameras across Newcastle-under-
Lyme

Consequently, the benefits of delivering at scale are already recognised and being realised across North Staffordshire — this
approach should be preserved and scaled to other similar areas.

Services such as social care and highways are currently delivered at upper-tier level by Stoke-on-Trent City Council (unitary)
and Staffordshire County Council. The county’s footprint will be organisationally disaggregated between the new
authorities, meaning that this is far from a simple “lift and shift” — it requires deliberate design and negotiation to establish
a unified, resilient delivery model. This process is about deliberately identifying and preserving the best elements of each
organisation—whether that’s innovative practice, strong professional cultures, or effective operating models—and scaling
these strengths across the whole new footprint.

Consequently, day-1 arrangements focus on oversight, statutory coverage, and supervision rather than redesign. For
example, retaining pan-Staffordshire safeguarding oversight during the initial phase post vesting day to reduce disruption.
Arrangements should be designed to be transitional until the new authority can review performance and build internal
capacity. This approach preserves what already works, established safeguarding pathways, highways network management
disciplines, statutory compliance and commissioning arrangements, while creating headroom to improve. From vesting day,
effort shifts into continuous improvement: embedding localised practice frameworks, strengthening performance
management, and policies so the frontline can operate predictably. The further opportunity opens as services operate
within a single authority footprint in each area, enabling an effective balance between leveraging economies and scale and
localised delivery.

Key risks

e  Workforce capacity and capability: Targeted retention and recruitment in hard-to-fill roles; protected supervision
time; induction and CPD aligned to practice standards.

e Safety and compliance at a larger scale: Day-1 operating instructions; live dashboards for critical indicators; rapid
incident response and post-incident learning.

e Third-party capacity (care providers/term contractors): Early market engagement; phased volume ramp-up;
contingency capacity and fair-payment discipline.

e Organisational disaggregation from the county: Treat as organisational split, not model redesign—preserve processes
and controls; stage any re-platforming.

Integrate & optimise

Where services have been delivered to varying standards and policies across districts (e.g., housing) or split across tiers
(e.g., waste management), the task is to integrate into a single, high-quality delivery model. The starting point is evidence:
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baseline cost, quality, access and outcomes; map policies, processes, systems, data and contracts; and define a future
operating model aligned to the council’s operating framework.

Implementation should be phased. Begin with policy alignment and back-office workflow standardisation (contact scripts,
complaint/appeal routes, case triage, performance reporting). Use pilots to prove process design and resident
communications before wider roll-out. For technology, avoid risky “big-bang” replacements: plan sequenced migrations to
common platforms with data cleansing, reconciliation, user training and go/no-go gates. Commercially, complete a contract
triage to determine novations, variations or re-procurements, and to decide where in-house vs. external delivery offers
best value and resilience.

Key risks

e  Workforce skills/capacity: Targeted upskilling; buddying/floor-walking support; simplify processes to reduce
cognitive load; transitional resource capacity.

e Compliance and safety: Safety cases and legal checks before go-live; training and supervised practice; early
hypercare.

o Resident dissatisfaction with change: Co-design and test comms; keep “no change” messages clear where
applicable; staged roll-out with feedback.

e Operational dip at cutover: Pilots, rehearsals and staffing surge plans; defined rollback; supplier readiness letters.

e Benefits back-loaded: Profile savings realistically; track monthly; avoid booking benefits before evidenced delivery.

Join-up & align

Some services pursue shared outcomes but are delivered by distinct professional teams with different processes and
systems, for example, early help across children’s and adults’ services, homelessness and housing, community safety, or
multi-agency place initiatives. Here, success relies on aligned policy, pathways and data rather than immediate structural
merger.

Preparation involves mapping current workflows, interfaces and data exchanges; agreeing joint outcome

frameworks and shared referral/escalation routes; and creating integrated dashboards that provide a single view of
progress while respecting legal constraints on information sharing. Enabling services face a special challenge: finance, legal,
and HR must set up the new authority while closing legacy bodies. That means dual running will occur in places, where the
same staff may be required to manage both business-as-usual operations on legacy systems and the implementation of
new systems. To protect people and performance, dual running must be time-boxed, costed and actively managed.

Key risks

e  System migrations for staff/suppliers (e.g., finance/HR): Interim operating instructions; cutover rehearsals;
dedicated user support and parallel reconciliations.

e Compliance/legal exposure: Early legal design on data sharing, decision rights and accountabilities; documented
protocols.

e Dual-processing burden and licence costs: Time-box dual running; monitor workload/cost; switch-off plan with
dates and criteria.

e Morale and reputational risk in redeployments: Transparent process; fair selection/redeployment; visible
leadership and engagement.

e  Skills mismatch and cultural friction: Clear role profiles; training/coaching; joint problem-solving sessions to build
trust.

e Resident impact from pathway changes: Pilot interface changes; publish simple resident guidance; measure
journey times and resolve bottlenecks.
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Tailor & enable

Place-based services—libraries and culture, community development, local environmental improvements, youth
provision—work best when local leadership can shape priorities within a consistent corporate framework. The council
provides the framework (standards, safeguarding, finance, procurement, digital platforms); locality arrangements—such
as Area Committees/Boards or devolved powers to Town and Parish Councils —provide democratic and community voice,
helping to prioritise within agreed parameters.

Early work includes an asset mapping of local facilities (libraries, community centres, cultural venues) with condition and
utilisation, so we can identify short- and medium-term opportunities for co-location, extended hours, community asset
transfer or targeted investment. Engagement with town/parish councils, VCSE partners and residents will shape local offers
and participation mechanisms (e.g., small-grants, volunteering, participatory budgeting pilots), ensuring the model builds
on existing strengths and identity.

Key risks

e Divergent local expectations: Structured engagement; transparent criteria; publish what can/can’t change and why.

e Low participation: Partner with trusted local organisations; use varied engagement channels/times; seed fund early
activity.

e Resource constraints vs. local asks: Prioritisation within affordability; clear trade off communications; tap external
funds where viable.

¢ Inconsistent approaches between areas: A light but firm corporate framework for equity and safety; room for local
variation in delivery.

Standardise & localise

Specific cross-cutting capabilities, front-door triage, customer contact, complaints and FOI, core HR and payroll controls,
identity and access management—must be standardised to ensure equity, control and efficiency. Residents should receive
a consistent first-line experience; staff should follow auditable processes; managers should see comparable data.
Standardisation provides the platform, while localisation preserves access and trust through locality contact points,
assisted-digital offers and community languages/formats.

Preparation includes mapping contact channels, volumes and technologies across legacy organisations; agreeing

common service standards, knowledge-base content patterns, and handoff rules; and designing a single
complaints/representations model with clear timelines and escalation. Technology consolidation should be staged: stabilise
telephony/omni-channel routing, knowledge management and CRM/case management in waves, with user training.
Throughout, communicate clearly with residents about what changes and when.

Key risks

e Significant disruption during platform migrations: Robust testing; staged cohorts; floor-walking support; clear
outage windows and contingencies; post go-live support.

e Legal/compliance exposure (e.g., FOI, data protection): Standard templates and SLA tracking; DPIAs for any
processing changes; regular audits.

e Licence cost spikes during dual running: Time-boxed overlap; procurement leverage for co-term/coterminous
licensing.

e Perceived drop in case handling quality: Publish service standards; monitor timeliness/quality; rapid retraining
where dips occur.

e Staff capability gaps: Role-based training; simple, guided workflows; active supervision and coaching in early
weeks.
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4. Functional Implementation Themes

Effective transition to a single unitary council depends on coordinated delivery across a small number of interdependent
functional themes.

These themes are the building blocks of the future operating model: they determine how leadership is exercised, how
services are configured, how processes and technology support the frontline, how people experience change, how money is
governed, how assets enable access, and how decisions are taken and scrutinised. Each theme has its own scope and
success measures, but none can be delivered in isolation.

This section describes the objectives, early priorities, and delivery approach for each theme, with a strong emphasis on safe
Day 1 operations and the conditions for stabilisation and transformation thereafter.

Functional
Implementation———— Organisational structure
Themes
— Service delivery models
— Processes
— Digital, data & technology
— People & culture

— Finance & commercial

— Property & assets

— Governance & decision making
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Organisation structure

Designing the organisation structure is as much about clarity of accountability as it is about charts. In the shadow period,
the focus will be on establishing a top-tier leadership model that secures statutory coverage (Head of Paid Service,
Section 151 Officer, Monitoring Officer, Director of Children’s Services, Director of Adult Social Services, Director of Public
Health) and defines a manageable set of directorates aligned to strategic outcomes and enabling functions.
Spans-of-control will be considered early to avoid unnecessary layering, reduce decision latency, and ensure that
managerial spans remain achievable given workforce availability.

Timing matters. Recruitment to the most senior roles will proceed ahead of vesting to provide line-of-sight across
programme and service risks and to sponsor the Day 1 operating instructions. Below this level, appointments will be phased
to balance the need for early grip with the duty to consult staff and trade unions about structural proposals. Where the
final structure cannot be implemented before Day 1, the Council will operate with clearly documented interim
accountabilities to avoid ambiguity over decisions, budget ownership and safeguarding responsibilities.

Organisational design principles will prioritise simplicity, resident-centricity, and the ability to collaborate across places.
Professional leadership will be preserved where required by law or risk profile, but duplication across similar tiers will be
eliminated. The structure will be tested against critical “day-in-the-life” scenarios—an urgent safeguarding decision, a
major incident, a procurement exemption, and an unplanned IT outage—to confirm that escalation routes and authorities
are unambiguous.

Sequence of activities

Prepare Transition Stabilise & improve Transform
e The Chief Executive and e Consultation on the e The structure is tuned to
statutory officers are permanent structure is support locality models,
appointed, and a complete. Lessons from shared services or
provisional top-tier early operations commercial innovations.
directorate model is (bottlenecks, unclear .
] ) . e |leadership development
published with role interfaces) are . .
. . and succession planning
profiles. incorporated before o .
inalisi are institutionalised to
. inalising. . .
e Shadow authority agrees & reduce single points of
on design principles—e.g. e Governance forums failure.
simplicity, (Corporate Leadership
resident-centricity, Team, Directorate
statutory compliance and Management Teams,
minimal layering. Programme Board) settle

. e into a predictable rhythm,

e Interim accountabilities, o
. . so assurance and decision-
including budget ] )

. . making are timely.

ownership and decision

routes for urgent issues,

are codified.

e Interim operating
instructions take effect.
Directors issue
scheme-of-delegation
addenda to ensure clarity
beneath the top tier.

e Where appointments are
phased, acting
arrangements are
formalised to avoid
decision gaps.

18



Service delivery models

Service models will be selected based on robust evidence, including statutory duties, cost and performance baselines,
market maturity, workforce capacity, and resident experience. Three broad delivery routes will be applied:

e Insourced Services will be structured around a common framework of roles, processes, and standards. Particular
attention will be paid to organisational culture and professional identity to ensure performance is maintained as teams
are integrated.

e Outsourced Services will be reviewed on a contract-by-contract basis to assess the feasibility of novation, risk
allocation, and value for money. Where appropriate, supplier rationalisation and SLA standardisation will be pursued.

e  Hybrid or Shared Models will be considered where market capacity is limited or where economies of scale can be
achieved through collaboration with partners.

The programme will avoid “policy by IT” and “structure by contract.” Instead, each service will be guided by a clearly
defined target operating model—covering purpose, outcomes, pathways, and enabling requirements—before aligning
system and commercial decisions to that model. Policy harmonisation affecting residents (e.g., waste collection regimes,
Council Tax reduction schemes) will be conducted transparently, with clear communication and impact assessments. Where
changes materially affect service users, pilots and phased rollouts will be used to safeguard continuity and enable rapid
learning.

Each service area will require a tailored delivery model reflecting its statutory obligations, operational complexity, and
community impact. To support this, the Council will undertake further work to:

Transition Planning

For insourced services, transition will involve:

e Workforce Integration: Aligning roles, responsibilities, and employment terms across legacy councils.
e  Process Harmonisation: Standardising operating procedures to ensure consistency and efficiency.

e  Cultural Alignment: Building a unified organisational culture and shared values.

e  Capacity Assessment: Evaluating internal capability to meet future service demands.

While insourced services may offer greater flexibility in reconfiguration, they require careful management of workforce
engagement, change processes, and operational continuity.

For outsourced services, transition will include:

e Contract Review and Renegotiation: Ensuring compatibility with the new authority’s structure and scope.
e Risk and Dependency Mapping: Identifying critical dependencies and service risks.

e Performance Assurance: Maintaining service levels, KPIs, and compliance obligations.

e Legal and Commercial Due Diligence: Managing liabilities, indemnities, and procurement regulations related to contract
transfer or novation.

Outsourced services may present greater legal and commercial complexity but also offer opportunities for strategic
consolidation, cost optimisation, and innovation through market engagement.

For hybrid or shared service models, the Council will:

e  (Clarify roles, responsibilities, and decision-making authority.

e Update SLAs to reflect the new authority’s requirements.

e Develop contingency plans for exiting shared arrangements or transitioning to new models.

Each service area will be assessed individually to determine the most appropriate delivery model, balancing strategic
control, operational efficiency, and value for money.
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Sequence of activities

Prepare

Transition

Stabilise & improve

Transform

A “as-is” catalogue is
produced across all
services—policies,
pathways, volumes, costs,
outcomes, systems and
contracts.

Services are assigned to
the five change typologies
(Preserve & Scale;
Integrate & Optimise;
Join-up & Align; Tailor &
Enable; Standardise &
Localise).

Low-risk harmonisations

begin—standard eligibility

checks, consistent
turnaround targets, single

complaints route—backed

by operating instructions.

Where outsourcing is in
scope, novation or short
extension is used to
maintain continuity while

options are appraised. Pilot
sites or cohorts are used to

de-risk more complex
integrations before
county-wide roll-out.

For high-impact resident
policies (e.g., Council Tax
reduction, waste regimes)
baseline impact
assessments and
engagement plans are
drafted.

Service TOMs are
implemented service by
service.

Policy harmonisation
proceeds through formal
member decisions,
accompanied by honest
public communication
about trade-offs.

Non-cashable benefits
(quality, timeliness) are

tracked alongside cashable

savings.

Service redesign adopts
life-event journeys and
locality footprints;
commissioning strategies
pivot to outcomes;
partnerships (NHS, police,
VCSE) are structured
around shared metrics.
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Processes

Processes are the arteries of the organisation; if they clog, performance falters regardless of structure. Early activity will
map and compare high-volume, high-risk processes across legacy organisations, such as procure-to-pay, recruit-to-hire,
incident and complaint handling, assessment and review pathways in social care, planning applications, and revenues and
benefits workflows. The aim is to identify a minimum viable standard that is safe, auditable and efficient for Day 1,
supported by clear operating instructions and training materials.

From there, process improvement will proceed iteratively. Standard operating procedures will be maintained under named
ownership, with change control to prevent well-intentioned local variation from re-introducing friction and cost.
Automation opportunities will be prioritised where they reduce risk or free capacity—examples include digital forms with
upfront validation, document generation, case routing, and basic reconciliations in finance. Crucially, process and data
definitions will be aligned to ensure consistent and trustworthy performance reporting, which can be relied upon by
managers and members.

Sequence of activities

Prepare Transition Stabilise & improve Transform

e Control points and e Priority processes are e SOPs go live and are e Lean redesign targets

regulatory obligations are
identified.

mapped and compared
across legacy bodies—
procure-to-pay, income to

supported with
floor-walking and
hypercare.

hand-offs and rework;
advanced automation is
considered where business

e Map current material . .
cash, recruit-to-hire, ) cases are strong;
processes e.g. book, pay, o ) Exceptions and
incident and complaint performance dashboards
assess ) workarounds are logged )
handling, and key . become self-service for
centrally to prevent drift.

casework flows. managers.

) e Where dual running is
e Draft standard operating
necessary (e.g., month-
procedures (SOPs) for Day o
) ) o ends in finance), cutover
1 are written, with training .
. windows are planned away
material prepared and .
from peak activity.
booked.

e Pain points are removed
through modest
automation—validated
digital forms, templated
letters, workflow routing,
basic reconciliations—
prioritised by risk and

volume data.

e Asingle process library and
ownership model is
confirmed.
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Digital, data and technology

Digital, data, and technology (DDaT) will be sequenced deliberately to protect Day 1 while building a platform for
transformation. Minimum requirements include a common identity and access model, secure collaboration and email,
baseline information governance controls, and cybersecurity measures commensurate with the Council’s risk profile. Where
a common enterprise platform (e.g. for M365) exists within a legacy organisation and is scalable, the Council will adopt it as
the initial landing zone to avoid risky cutovers.

Core line-of-business systems will not be replaced wholesale on vesting unless safety or legality demands it. Instead,
migrations to single platforms—such as ERP/finance, revenues and benefits, housing, waste, social care, and planning—will
be scheduled with proper discovery, data mapping, cleansing, and reconciliation. Each migration will be supported by user
training, dress rehearsals and a formally governed go/no-go process. Data governance will be strengthened through clear
ownership, a corporate data dictionary, and proportionate retention and disposal policies, enabling the effective
management of legacy system decommissioning while preserving audit trails.

Furthermore, to ensure data integrity, the programme will ensure system backups prior to migration and a thorough data
cleansing exercise will be necessary to avoid duplication, particularly where individuals may appear under different spellings
or exist in both systems. These steps are essential to ensure that each individual is represented accurately and consistently
within the new authority’s systems.

Cyber resilience is non-negotiable. The programme will baseline current posture across the legacy estate, remediate
high-severity issues early, and implement a unified incident response plan. Business continuity and disaster recovery tested
against realistic scenarios, including ransomware, extended loss of a data centre or cloud region, and third-party failure.

Sequence of activities

Prepare Transition Stabilise & improve Transform

e An application and e ADay1“minimum service” e Major platform migrations e Citizen-facing digital

infrastructure register and is defined: identity and proceed in tranches— journeys are expanded

Enterprise Architecture
view is compiled, including
integrations and contracts.

access management; email
and collaboration; secure
file services; VPN or
zero-trust access; logging
and monitoring;
information governance.

Target platform choices .
are made where consensus
already exists (e.g., finance
ERP, CRM), but big-bang
cutover is expressly

avoided unless legally
required.

The landing zone is used
for core collaboration;
shared address books and
calendaring enable
cross-team working.

Data protection impact
assessments and
information-sharing
agreements cover
client-level transfers.

First migrations focus on
low-coupling systems with

revenues and benefits,
housing, waste, planning,
social care—each with
discovery, data mapping,
cleansing, dress rehearsals
and a formal go/no-go.

Legacy archives are
secured to preserve audit
trails.

A corporate data dictionary
and ownership model are
introduced, aligning to
performance reporting.

around life events; data
platforms enable analytics
and early intervention;
core infrastructure shifts to
cloud will be considered
where appropriate and
financially viable.
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clean data and supportive
suppliers.

e Data cleansing exercise
(e.g. adults and children’s
social care)

People & culture

People experience change before structures do. We recognise that people are at the heart of our organisation and are key
to delivering successful transformation. Their experiences, concerns and aspirations shape how change is received and
embedded. That’s why our approach places people first - acknowledging that organisational resilience is built not just
through systems and governance, but through trust, clarity and support. We will engage early and often, ensuring that staff
feel informed, involved and valued throughout the journey.

Culture will not be left to chance. Leaders will model the desired behaviours—collaboration across legacy boundaries,
evidence-led decisions, respect for professional advice, and a focus on resident outcomes. An organisational development
plan will support teams through the shift to common processes and systems, with training that is delivered just-in-time to
coincide with change. Health, safety and wellbeing support will be visible and accessible, recognising the cumulative strain
of reorganisation, dual running and public scrutiny.

Equality, diversity and inclusion will be woven into every people decision. Equality impact assessments will accompany
major changes; workforce data will be monitored for differential impacts; and the new authority’s policies on dignity at
work, recruitment and progression will be aligned early to signal intent.

People will want to know what this change means for them. The programme will comply fully with TUPE and related
consultation duties while recognising that engagement quality is what preserves goodwill and performance. Staff will
receive regular, honest updates on what is decided, what is proposed, and what is still uncertain. Furthermore, recognised
trade unions will be engaged early and consistently throughout the programme. Consultation will be meaningful, not just
procedural, with union input helping to shape decisions and anticipate workforce concerns. Where specialist roles are in
short supply—finance, legal, digital, social work—retention and recruitment strategies will be deployed early, including
targeted incentives where appropriate and non-financial offers such as flexible work and professional development.

Sequence of activities

Prepare Transition Stabilise & improve Transform

o A workforce baseline is e The consultation timetable e Survey staff to gather e Culture programmes focus
compiled (roles, grades, and approach are agreed feedback and build a on collaboration across
terms, turnover, equality with trade unions. robust evidence base for places and partners.

rofile). targeted workforce .
P ) e Culture and values are ) & ) e Leadership development
. . . . interventions and o
e Aretention plan targets defined with staff input, . and talent pipelines are
ropositions.

hard-to-fill roles (finance, and leadership prop embedded
legal, digital, social work). expectations are set. e Employer value

roposition is refreshed to
e |dentify and share good e Mandatory training for Day propositi

support recruitment and

practice across 1 processes and systems is )
. retention
organisations to support scheduled.
alignment and integration e Communities of practice

) o e TUPE transfers complete.
regarding HR policies, . form around key
Induction to the new . .
values, culture o professions; internal

authority is run at scale N .
. . mobility schemes help fill
with practical focus on ted b
aps create rocess
how to get work done. gap yP
changes.

e Employee onboarding .
. . e Workforce data is
guide outlining the ) . .
monitored for differential
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consistent experience impacts, with corrective
every employee should action where necessary.
have over their first six

months

e Managers receive toolkits
on change conversations
and wellbeing signposting.

e Hot-spot support is
provided for teams doing
dual running.

Finance & commercial

Financial integrity will be central to the legitimacy of the new authority. To support a smooth transition, two parallel
workstreams will be established.

i The first will focus on building the new control environment, including budget setting and monitoring, a unified
chart of accounts, and consistent approaches to treasury management, purchasing, and income collection. These
elements will form the foundation of financial governance and operational resilience.

ii. The second workstream will manage the closure of legacy organisations. This will involve ensuring accurate
financial cut-off, preparing high-quality working papers, and completing audits on time. A full-scale ledger
replacement on Day 1 will be avoided unless essential. Where a legacy system is proven and scalable, it will be
retained initially, with a phased migration to the target ERP once readiness is confirmed.

In parallel, the authority must decide how it will deliver financial services—whether through a centralised model or via
devolved business partnering embedded within directorates. This decision will shape the structure and responsiveness of
financial support across the organisation.

Systems and Data Integration

The authority will need to implement its own financial system, likely based on the lead authority’s platform. Data from
legacy systems will be migrated into a single environment, with careful consideration of the level of detail required. This
includes records for suppliers, debtors, assets, contracts, social care clients, Housing Benefit, and Collection Fund schedules.
Core systems to be migrated include the financial ledger, accounts payable and receivable, Council Tax and NDR, housing
revenue accounts, and supporting documentation such as MRP schedules and treasury investment records. Ensuring data
integrity and completeness will be critical to maintaining continuity and accuracy in financial reporting. Given the
complexity and volume of data, resource planning must reflect the scale of this task, with appropriate technical and
operational support in place to manage risks and dependencies.

Policy Alignment and Reporting Framework

The authority must establish a coherent set of financial policies aligned to its strategic priorities. Legacy differences in
accounting practices will need to be resolved, including approaches to capitalisation, asset lives, and key estimates.
Treasury policies—such as investment limits and MRP—must be standardised, alongside supplier payment and debtor
management protocols. The creation of the new authority offers an opportunity to design a modern, automated reporting
framework. This should support statutory financial reporting and provide service managers with timely, actionable insights.
Reporting will need to cover financial monitoring, supplier and employee payments, debt collection, and the management
of employee and client data.

Legacy Closure and Group Structures

As the new authority takes on service delivery, legacy bodies must be formally closed. This includes finalising accounts and
allocating assets and liabilities. Resources will need to be balanced between legacy closure and the establishment of new
operations. Any existing group arrangements—such as shared services or joint ventures—must be reviewed to assess
ongoing commitments and determine future governance.
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Contracts and Service Continuity

On vesting day, the new authority will inherit a wide range of contracts ranging across works, services and goods. Legacy

bodies must avoid entering into new long-term agreements that could constrain future flexibility. Existing contracts will

need to be consolidated, reassigned, or terminated as appropriate. Decisions will be required on whether services are

delivered in-house or externally, particularly where mixed models exist, such as in waste collection or grounds

maintenance. Transition planning will be needed for key services, including banking, IT, and external audit, to ensure

continuity and minimise disruption. In relation to contracts, transition activities will include:

Contract Review and Renegotiation: Ensuring compatibility with the new authority’s structure and scope.

Risk and Dependency Mapping: Identifying critical dependencies and service risks.

Performance Assurance: Maintaining service levels, KPls, and compliance obligations.

Legal and Commercial Due Diligence: Managing liabilities, indemnities, and procurement regulations related to contract

transfer or novation.

Sequence of activities

Prepare

Transition

Stabilise & improve

Transform

Ensure contract registers
are up to date along with
associated key risks and
liabilities. Recommend
time limits on new
contracts or extensions to
support future
streamlining.

Accounting policies are .
compared, and a single
position is agreed upon.

A chart of accounts for the
new authority has been
drafted, with mappings
from legacy code sets.

[ ]
Budget envelopes are set

and owned. Treasury,
banking and payments are
readied for Day 1.

Contract registers are
consolidated; novations,
variations and
terminations are triaged.

External auditors for legacy
accounts are engaged on *
the year-end timetable;
internal audit and
counter-fraud plans are
risk-based for the .
transition period.

25

Day 1 controls go live—
commitment accounting,
purchasing and payments
discipline, income
receipting, delegated
authorities, and monthly
monitoring.

Legacy year-ends are
planned with precise
information requirements
and resource protection
for working papers.

Short-term contract

extensions are used to
avoid locking into sub-
optimal arrangements.

The first consolidated
budget monitor is
published in a single
corporate format.

ERP migration planning
moves into discovery and
design.

Procurement pipelines are
rationalised, and category
strategies for high-spend
areas are agreed.

Benefits from
consolidation (e.g., support
cost reduction, rationalised

The target ERP is
implemented.

Commercial governance
matures with stronger
supplier performance
management and social
value measurement.

Longer-term funding
strategies and
investment-to-save
programmes enable
transformation benefits.



licences) are baselined and

tracked.

Property & assets

The estate is both a cost and an enabler. The initial priority is a consolidated, assured asset register that encompasses

operational and non-operational property, digital and intangible assets, and infrastructure, with uniform valuation and

materiality thresholds. Legal title, covenants, lease obligations and PFI positions will be validated early to avoid surprises

after vesting. Facilities management arrangements will be reviewed to ensure continuity and compliance while options for

consolidation are explored.

The medium-term focus is to align the estate to the operating model. Offices and depots will be planned around actual

utilisation and energy performance; community access will be safeguarded through libraries, hubs, and shared sites; and

co-location with partners will be pursued where it improves outcomes and reduces costs. Disposal pipelines will be

developed transparently, with clear criteria and community engagement where local impact is significant. Digital assets and

intellectual property will be governed with the same seriousness as physical assets, with a focus on licensing, escrow, and

security.

Workstream Processes Risks Opportunities

Asset A comprehensive physical audit Asset data may be incomplete  Disposals of duplicated or non-
Inventory & should be conducted across all  or inconsistent, creating essential assets can generate early
Valuations authorities to establish a challenges when consolidating  efficiencies (“quick wins”). This

complete view of existing
assets. This should feed into a
unified asset register covering
physical, digital, intangible
assets, and investments.

into a single system.
Inconsistent valuation
approaches across authorities
could also distort the actual
value of assets.

exercise will also facilitate the
consolidation of investments for
improved liquidity and more effective
treasury management.

Condition surveys should be
carried out for key properties
and infrastructure. This will
provide a clear picture of both
asset value and underlying
liabilities.

Differing valuation
methodologies may result in
assets being overvalued or
undervalued. This in turn
creates risks for financial
planning and statutory
accounts —and may require
impairment charges.

Insights from surveys will highlight
assets in poor condition that could be
prioritised for disposal. Assets in
good condition can be retained to
support long-term service needs.

Digital assets should be subject
to targeted research and
valuation. This ensures they are
properly captured within the
overall asset inventory.

A risk of impairment exists if
digital or intangible assets are
not assessed appropriately.
This could reduce financial
accuracy and create hidden
liabilities.

A uniform valuation Without consistency, variations

methodology should be in valuation may undermine
consistently applied across all confidence in the consolidated
authorities and asset types. This register. This could create
will improve comparability and  disputes during audits or when

ensure transparency. engaging external stakeholders.
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Workstream Processes Risks Opportunities

Independent assurance should  Differing IT security approaches

be sought across all authorities  across authorities could expose

to validate the asset base. This  vulnerabilities. This may create

strengthens confidence in both  opportunities for cyberattacks

the valuation process and during the transition period.

outcomes.

A process of materiality should  There is a risk that IP is

be adopted given the large overlooked or inadequately

number of assets involved. This transferred, leading to legal or

ensures focus is placed on the operational disputes. Loss of

most financially and rights could also reduce service

operationally significant items.  capacity.

Cybersecurity arrangements

must be assessed, including

antivirus, backup, and data

protection systems. Clarity is

needed on which the new

authority will adopt systems.

Intellectual property linked to

digital or intangible assets must

be reviewed and safeguarded.

This includes ensuring

appropriate transfer

agreements are in place.
Ownership & Legal titles and contracts for all  Disputes may arise regarding This review enables simplification of
Transfer assets should be reviewed ownership of specific assets. ownership structures. Once
Arrangements thoroughly. Complex ownership This may lead to delays and complete, it creates a stronger

structures must be identified
and clarified.

reputational risk.
making.

Legal documentation for lease
novation should be reviewed
carefully. The new authority
should consider break clauses in
active agreement (and the
financial impact) where it does
not wish to assume obligations.

Incomplete corporate records
may lead to misalignment
between operational control
and legal ownership. This could
complicate service continuity.

beneficial obligations are taken

forward.

Consents required under service
and operating agreements
should be identified early. This
will avoid delays and ensure
compliance with contractual
terms.

External stakeholders may not
engage positively with the
reorganisation. Lack of
cooperation could create
delays or financial exposure.
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foundation for effective decision-

Reviewing leases provides an
opportunity to renegotiate terms or
revisit scenarios where the authority
is in a disadvantageous/onerous
position. It also ensures only

Securing consents will safeguard the
continuity of critical services. It also
provides an opportunity to refresh
relationships with partners on a
stronger footing.



Workstream

Processes

Risks

Opportunities

A consolidated legal pack should
be drafted summarising all key
issues. This provides a single
reference point for programme
governance.

Without a comprehensive legal
pack, important risks could be
overlooked. This could lead to
delays or unexpected liabilities
emerging later.

A single, consolidated pack

strengthens control of the process. It

also enhances transparency for

internal and external stakeholders.

Specialist legal and commercial
advisors should be engaged to
manage negotiations. They will
also ensure compliance with
relevant laws and regulations.

Complexities of law, especially
around PFl or large contracts,
create risks of non-compliance.
This may also lead to financial
penalties or disputes.

TUPE considerations must be
addressed for operational staff
linked to assets. This includes
consultation, due diligence, and
planning around the
harmonisation of terms.

Staff transfers may trigger
industrial action or reputational
damage. Aligning terms and
conditions will also be a
sensitive challenge.

FM and maintenance contracts
should be reviewed and, where
necessary, exited. This ensures
the new authority is not locked
into unsuitable arrangements.

Economies of scale should be
leveraged across asset
management and FM delivery.
This may include scaling up
wholly owned companies
(WOCs) to operate regionally.

PFl contracts, such as Stoke
Schools (October 2025) and
Newcastle-under-Lyme BSF,
must be reviewed for
implications. Variations may be
required to be raised with the
private partner to ensure
alignment with the new
authority and sufficient
documentation of the changes.

Estate Strategy
(excl. housing)

Map all operational and non-
operational estate across
existing authorities, including
offices, depots, community
hubs, cultural and leisure
facilities. This will create a full
picture of the estate footprint.

Underused sites will continue
to add unnecessary cost
burdens. However, disposals
may also face challenges due to
political or community
sensitivity.
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A complete mapping exercise will

highlight areas of duplication. It also

provides visibility to inform
consolidation and repurposing
decisions.



Workstream Processes Risks Opportunities
Assess utilisation rates of offices New service delivery models Data-driven insights will identify
and depots, focusing on may face objections from staff underperforming assets. They will
occupancy, demand, and energy or stakeholders. also highlight best-in-class facilities
usage. This ensures evidence- Misunderstanding usage data  that should be retained.
based decision making. could also result in poor estate
planning.
Align the estate with new Community opposition to Disposal creates opportunities to
service delivery models, such as closures or sales may damage  release capital receipts. Funds raised
digital or hybrid working. This trust in the new authority. can be reinvested into priority
ensures the estate supports Political risks may also arise projects.
modern ways of working. when planning changes.
Develop a disposal pipeline for  Disposal may be delayed by
surplus or underperforming environmental issues, such as
assets. This should be based on  contamination or asbestos.
condition and service need. Failure to manage these risks
could add significant cost.
Plan for community access
points including libraries, hubs,
and shared service centres. This
ensures local communities
continue to be served.
Asset Benchmark asset utilisation with Assets may be disposed of that Disposing of or repurposing

Optimisation

a defined methodology, such as
square metres per FTE or service
usage levels. This ensures
decisions are consistent and
evidence-based.

are required for future needs.
Poor benchmarking could
reduce flexibility for growth.

underutilised assets can generate
capital receipts and help reduce
overhead costs.

Identify high-maintenance and
high-cost assets for review. This
ensures costly liabilities are
prioritised for action.

Failure to address expensive
assets may create ongoing
financial burdens. Poor
decision-making could result in
wasted investment.

Repurposed assets can be used to
support new service delivery models,
such as integrated care

Explore co-location with key
partners such as NHS, police,
and VCSE organisations as part
of the wider re-organisation.
This creates integrated service
hubs for communities.

Overestimating income
potential could create budget
gaps. Market downturns may
also reduce revenue
expectations. Wider
assessment of risk appetite

across legacy authorities versus

new entity may be required to
achieve a consistent position.

Optimising asset use ensures
alignment with the strategic priorities
of the local authority.
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Workstream

Processes

Risks

Opportunities

Explore new revenue
opportunities from assets, such
as leasing, advertising, or
renewable energy —and where
existing programmes in legacy
authorities can be expanded.
This builds financial resilience.

Assess potential for community
asset transfers, such as parks or
local facilities, to resident
groups. This strengthens civic
participation.

Repurpose surplus land or
buildings for housing or
regeneration. This aligns assets
with wider strategic goals.

Develop business cases for all
optimisation proposals. This
ensures robust financial and
service evaluation.

Facilities
Management

Review existing FM contracts
and service agreements across
all authorities. This creates a
baseline for future
arrangements.

Contract termination or
transition may lead to service
disruption. Gaps could affect
critical maintenance and
compliance.

Consolidation enables
standardisation of FM services. It also
strengthens efficiency and oversight.

Design continuity plans to
ensure FM services remain
stable during transition. This
includes cleaning, security, and
maintenance.

Failure to manage continuity
may cause breakdowns in
service. Such risks could expose
the authority to compliance or
safety breaches.

An integrated model simplifies
delivery and reduces costs. It also
enables scalability and resilience

Align FM standards and policies
across the new authority. This
creates consistency and
fairness.

Failure to align policies may
result in fragmented services.
Different standards could also
weaken compliance.

Unified FM policies improve quality
control. They also enhance health,
safety, and regulatory adherence.

Develop an integrated FM
model for post-transition
operations. This may include
scaling WOCs to deliver region-
wide.

Inadequate planning could
result in inefficiencies.
Transition gaps may also create
vulnerabilities in security or
maintenance.
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Workstream Processes Risks Opportunities

Monitor FM compliance and
performance through KPIs and
audits. This ensures
accountability and continuous
improvement.

Governance & decision-making

Governance must be simple enough to move at pace and robust enough to withstand scrutiny. During the shadow period
the constitution, financial regulations, contract standing orders and scheme of delegation of the new unitary council will be
drafted and consulted upon. Cabinet and committee structures will be designed to balance strategic decision-making with
effective scrutiny, audit and standards. Officer governance will include a Corporate Leadership Team and programme
boards with defined decision rights, ensuring alighment between service priorities and the transition plan.

Transparency builds trust. Performance and financial reporting will adopt a single corporate framework with a balanced set
of KPIs that speak to outcomes, quality, timeliness, equity and value for money. Risk and issue management will be
integrated into routine reporting, and significant decisions—policy harmonisations, major procurements, system
migrations—will be supported by proportionate business cases that set out options, costs, benefits and risks. Company
governance for arm’s-length entities will be clarified to avoid conflicts of interest and ensure the right blend of shareholder
oversight and operational independence.

Governance checklist

. Separate responsibility between internal audit and risk management and ensure there’s integrated risk,
performance, and financial reporting at least quarterly to the Executive.

. Develop a corporate risk strategy including escalation, opportunity, and risk appetite. Ensure the strategic and
directorate risk registers include corporate priorities, risk mitigation, assurance, and risk proximity.

. Ensure the new Council has capacity for internal audit and dedicated counter-fraud work.

. Ensure legacy audit recommendations are reviewed and a plan developed to implement relevant
recommendations.

. Review legacy cyber security arrangements, develop a cyber security strategy, regular testing, and develop
disaster recovery arrangements with agreed prioritisation.

. Resource ICT capacity sufficiently to develop strong cyber security and disaster recovery arrangements.

. Develop appropriate governance for inherited council companies to reduce commercial and financial risk and
conflicts of interest.

. Establish a central record for members and officers’ declaration, including gifts, hospitality, and interests.
. Use the CIPFA Management Code to drive improvement.

. Understand the accounting policies at the current bodies; including for subsidiaries; and the impacts of aligning
these on the creation of the new body.

e  Where migration of data to a single system is planned; ensure sufficient data migration processes and controls
are performed over data integrity.
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Service delivery

Organisational structure

People & culture

models

Phased Implementation Roadmap

I N N N NN NN NN NN A= EEE————— N N N N ———— '

July 2026 — March 2028

December 2025 — June 2026

PREPARE
Workforce Targeted
baseline retention plan

Share good practice across organisations

TRANSITION ; STABILISE & IMP
Publish Appoint Agree design !
statutory role statutory inciol !
profiles officers prineipies
Publish top tier || Appoint top tier erDrre\Z:int Structure
role profiles role profiles || P consultation
| structure

April 2028 — May 2029

ROVE

June 2029 onwards
TRANSFORM

Leadership development & succession planning

Structure revisited and refined

Interim accountabilities & acting arrangements

Governance forums formalise and BAU

Interim operating instructions

Agree

consultation TUPE transfers

timetable with TUs

Culture & values| |

defined

i Staff
! survey

Induction & onboarding

Culture programmes

Employer value
proposition

Leadership development & talent pipelines

Mandatory
training for
Day1
scheduled

Manager toolkits

Communities of practice

Hotspot support

Workforce data monitored for d

ifferential impacts

“As-is® catalogue

Shortterm contract notations &
extensions

Assign services
to change
typologies

Identify control points &
regulatory obligations

Map current material processes

i Initial service TOMs implemented

Service redesign & transformation

Low risk service harmonisations |

Policy harmonisation

Baseline impact assessments & engagement plans ||

Benefits tracking (financial & non-financial)

Draft Day 1 standard operating i

procedures (SOPs)

Process comparison across
organisations

11 SOPs go live

. Exceptions &
Single process
library workarounds

f logged
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Quick win
automation
opportunities

self-service)

Process redesign & transformation (e.g. automation, '



Digital, data &
technology

Property & assets

Finance & commercial

December 2025 — June 2026
PREPARE

July 2026 — March 2028
TRANSITION

Application & infrastructure register

Define Day 1 minimum
service

Landing zone for core
collaboration

April 2028 — May 2029
STABILISE & IMPROVE

June 2029 onwards
TRANSFORM

Transformation of citizen facing digital journeys

Target platform choices

Initial migrations

Platform migration tranches

Data cleansing

Corporate data dictionary

Data protection impact assessments

Legacy archives
secured

Asset register & conditions survey

Consolidate asset register

Align estate with new delivery models

Disposal & repurpose pipeline

Review contracts & leases

' Asset utilisation assessment

Contractsregister

Consolidate contracts
registers

Additional revenue streams

Procurement pipelines rationalised

Commercial governance matures

Recommend time limits on new contractsor
extensions

Compare & agree
accounting policies

Draft new authority chart
of accounts

: Day 1 controls
L o live

Budget envelops set

Consolidated budget monitoring

Treasury, banking &
paymentsreadied

| ERP migration discovery & design

Target ERP implemented

External auditors for

legacy accounts engaged

Legacy year
ends planned

Internal audit risk-based plans

Benefits tracking (financial)

Funding strategies & invest-to-save
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6. Readiness Checklist

The below checklists are based on lessons learned from authorities that have previously gone through reorganisation.

Legal and governance setup

]

&

N &

4]
4]

Separate responsibility between internal audit and risk management and ensure there’s integrated risk,
performance, and financial reporting at least quarterly to the Executive.

Develop a corporate risk strategy including escalation, opportunity, and risk appetite. Ensure the strategic and
directorate risk registers include corporate priorities, risk mitigation, assurance, and risk proximity.

Ensure the new council has capacity for internal audit and dedicated counter-fraud work.
Ensure legacy audit recommendations are reviewed and a plan developed to implement recommendations.

Review legacy cyber security arrangements, develop a cyber security strategy, regular testing, and develop
disaster recovery arrangements with agreed prioritisation.

Resource ICT capacity sufficiently to develop strong cyber security and disaster recovery arrangements.

Develop appropriate governance for inherited council companies to reduce commercial and financial risk and
conflicts of interest.

Establish a central record for members and officers’ declaration, including gifts, hospitality, and interests.

Use the CIPFA Management Code to drive improvement.

Financial and operational controls

4]
4]

=

&

N ™

Focus resource on disaggregation and aggregation as early as possible to maximise future benefits.

Build in time early in the transition period to agree an estimated balance sheet split including reserves, capital
financing requirement and minimum revenue provision for LGR involving legacy county councils.

Harmonise council tax during the transition period.

Build finance team capacity to ensure they can develop legacy accounts, and work with external auditors to
agree them.

Understand the legacy reserves position early — it is a key indicator of sound financial governance.

Reduce reliance on legacy financial systems as early as possible by moving to a single system and ensuring you
have tested it and trained staff to use it.

Develop a multi-year savings and transformation programmes with the right mix of capacity and capability to
deliver it combined with effective member governance.

Review the capital programme and develop governance arrangements and reporting to elected members.
Merge housing revenue accounts (HRA) as soon as possible and ensure housing compliance is in place.

Develop a DSG management plan to reduce inherited deficits and control further spending.

Service continuity measures

4]

NN ENAA

Develop the performance management framework early, ideally for Day 1 and ensure KPls are aligned to this
framework not to legacy council arrangements.

Ensure data underpinning performance and financial reporting is reliable and validated.

Ensure data governance controls are in place to minimise data breaches.

Map the council’s strategic partners and develop partnership governance arrangements.
Aggregate S106 and CIL funding and develop an effective process to reconcile CIL and S106 income.
Ensure the council has sufficient capacity in the new procurement and contract management team.

Develop strong procurement and contract management arrangements, including a procurement strategy, up-
to-date contracts register, a contract pipeline and a process to agree waivers and ensure compliance with
contract standing orders.
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M Identify the significant contracts, assess their risks, and ensure cost and performance validation are built into
the contract monitoring.
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7. Transitional Safeguards

Transition safeguards are the practical protections that keep people safe, maintain lawful operations and protect public
value while the organisation changes. They turn principle into practice: codifying limits on change, enforcing minimum
controls, rehearsing high-risk scenarios, and creating transparent routes for rapid escalation when things go wrong.

These safeguards operate across governance, finance, digital, people and service operations. They are time-boxed, with the
tightest constraints around vesting and the first 90 days and relax only when stabilisation criteria have been met and
evidence shows the organisation is ready for deeper integration. The safeguards described here sit alongside the readiness
gates in Section 7 and the phased roadmap in Section 5 and will be reviewed at each gateway with clear documentary
evidence and accountable sign-off.

Risk management and mitigation

Risk during transition is concentrated in a small number of domains: statutory and safeguarding duties, financial integrity
(including legacy close), data/cyber, contractual novation, and workforce continuity. The Council will operate a single,
integrated risk framework that links corporate, programme and service registers. This framework defines risk appetite for
the transition period, provides a common scoring methodology, and sets explicit escalation thresholds to officer and
member governance. It is supported by a central PMO that runs RAID management, controls a “freeze window” for
non-essential change around vesting, and convenes gateway reviews that test whether mitigations are real (rehearsed and
evidenced) rather than nominal.

Mitigation is sequenced and proportionate. In safeguarding-critical areas (children’s and adults’ social care, public health)
the focus is on workforce stability, unbroken supervision, and stable case-management access. Where aggregation cannot
be safely achieved at vesting, temporary hosting or dual-running arrangements are put in place under formal SLAs, with
clear hand-off points and data-sharing agreements. In revenue-critical areas (benefits, revenues, billing), policy
harmonisation and back-office process alignment precede any platform migration, and go/no-go criteria are applied strictly
relying on rehearsed cutovers and signed data reconciliations to protect income and compliance.

Digital and cyber risks are managed through a unified incident response model, 24/7 monitoring arrangements, and
pre-vesting tabletop exercises that bring together service leads, ICT, suppliers and communications. Joint rehearsals cover
ransomware, loss of a core system, supplier failure, and data breach response—including decision logs, regulatory
reporting, resident communications and business-continuity workarounds. Actions are tracked to closure and retested
before vesting.

Governance risks are mitigated by adopting a constitution and scheme of delegation that can be operated from Day 1, with
statutory officers designated (or interim) and day-one operating instructions that make escalation routes unambiguous for
urgent decisions, emergency procurement and serious incidents. TUPE compliance is treated as a first-order risk:
consultation scripts, document packs and decision trees are prepared in advance and used consistently, reducing the risk of
challenge and preserving constructive relationships with staff and trade unions.

Examples of key transition risks that will need to be managed are shared in the table below.

Risk description Suggested mitigation strategies
1 Governance & leadership conflicts — power struggles, lack |Establish clear governance structure and shared
of alighment between political leaders and unclear R&R leadership protocols, with clear escalation paths and
can impact decision-making policies
2 Service disruption — implementation may temporarily Identify critical services and build robust continuity plans

disrupt key public services

3 Cultural misalignment — differences in org cultures Foster a shared organisational culture through comms,
between merging councils can lead to internal conflict, low |engagement and training
morale and productivity loss
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4 Workforce & HR challenges — redundancies, unclear job Transparent HR planning, early consultation with unions,
roles, TUPE complications can demotivate staff or lead to and clear comms with staff
legal disputes
5 IT & data integration — mismatched or incompatible IT Develop and resource a fully costed digital
systems can result in data loss, security vulnerabilities and | implementation programme that goes beyond planning
inefficiencies to include delivery mechanisms, supplier management,
and workforce resilience. Prioritise cybersecurity and
data integrity throughout, with contingency planning for
key person risk and supplier dependencies
6 Financial uncertainty — Cost overruns, inaccurate financial |Independent financial modelling, transparent audits and
forecasts or unequal debt burdens can create budgetary strong fiscal governance
instability
7 Loss of local identity & representation — Communities may | Preserve local democratic structures like area boards or
feel that their needs or voices are diluted in a larger community forums so residents feel that their voices are
authority, or that they no longer receive the same level of |heard, and their needs are met
service they previously had
8 Legal & statutory non-compliance — Failing to meet Appoint a legal advisory team to oversee compliance and
statutory requirements during the transition can lead to risk management
legal action or government intervention
9 Public resistance & reputational damage — Poor Engage stakeholders early through consultation, regular
communication may fuel mistrust, public opposition or updates and transparency, using a multitude of comms
negative media coverage channels to reach a wider audience
10 Ineffective programme management — Poor coordination | Use a robust framework with dedicated programme
and management of the implementation could lead to management structures, clear milestones and critical
delays, scope creep and missed benefits path and accountability for programme delivery

Risk management methods

The programme embeds a small set of disciplined methods to detect problems early and respond decisively:

Assurance-led gateways: Before each cutover or policy harmonisation, the programme requires evidence packs—

test results, data reconciliations, training completion, comms sign-off and supplier readiness confirmations—

reviewed by independent assurance where appropriate. Items that fail are re-planned, not waived.

Scenario and contingency planning: High-impact risks are modelled with predefined playbooks—finance close

slippage, missed collection rounds, telephony outage, or delayed contract novation —each with technical steps,

communications, surge staffing and partner interfaces. Outcomes of exercises are logged and tracked to

completion.

Data integrity controls: For each first-wave system consolidation, the programme enforces mapping, cleansing,

dual totals, sampling and sign-off; for personal data, a DPIA is completed and supplier assurances documented

(e.g., ISO 27001/Cyber Essentials). Commercial lock-down: Legacy bodies adopt a standing instruction to avoid

long-dated commitments that bind the new authority without programme approval; contract registers are

reconciled, with novations and variations planned and evidenced. Transparency and reporting duties are

maintained throughout.

Three-lines assurance map: Management owns controls; the PMO coordinates evidence and testing; internal audit

provides independent risk-based assurance over high-exposure areas (e.g., purchase-to-pay, payroll, income

collection, user access).
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Financial controls and oversight

Financial controls during transition must be tight enough to protect public money while pragmatic enough to operate
across a blended estate. The new authority will publish a Day-1 control environment that defines budget ownership,
approval limits, purchase-to-pay, income collection, treasury and period close. Where a single ERP is not yet in place,
consistent rules are applied via interim operating instructions, supported by reconciliations and exception reporting. A
“no-PO, no-pay” discipline and catalogues for common goods/services reduce ad-hoc spend and improve visibility. These
controls reflect the lessons recorded in your preparatory materials (avoid “big-bang” ledger on vesting; stage ERP migration
when readiness is evidenced).

Legacy accounts closure runs in parallel with Day-1 operations. A consolidated plan covers cut-off, working papers,
year-end timetable and auditor engagement for both demising bodies and the new authority. Balance-sheet assurance is
formalised—with ownership, reconciliations, and risk-based deep-dives into high-judgement areas—to prevent slippage
into the new year. The Audit Committee receives focused reports during the first 12 months covering in-year control
performance, audit progress, and status of legacy closures.

Commercial oversight is strengthened through a reconciled contracts register, a change-control protocol for variations, and
explicit reporting against transparency obligations. Insurance schedules are reviewed to ensure continuity of cover and
appropriate limits (public/product liability, professional indemnity, cyber, fidelity), alighed to expected risk during cutovers
and early operations. Data-protection duties in supplier chains are confirmed in writing, with breach notification timelines
agreed.

Finally, benefits and cost control are managed through an integrated tracker that links each change to an owner, baseline,
profile, and real-world evidence (invoices, headcount, throughput), with variances escalated through the PMO to political
oversight. This ensures that savings are not taken on paper before they are delivered safely in practice.

Service stability mechanisms

Service stability is achieved when residents experience continuity even as the organisation changes. The programme will
stand up a time-limited Operational Command Centre (“transition control room”) across the vesting window and early
weeks. It monitors a short set of daily leading indicators (e.g., safeguarding contacts, contact centre performance, missed
collections, benefits processing timeliness, ICT incidents), triages issues, and coordinates resolution across services, ICT, and
suppliers. Communications support is embedded to ensure that consistent resident updates can be issued promptly when
needed.

Every critical service holds a Day-1 Service Statement—what changes, what does not, how to access support, and the
escalation routes—published internally and externally. For services with significant operational risk (e.g., waste), early
standardisation focuses on policies and back-office workflows (missed-bin protocols, assisted collections, complaints
handling) before any large-scale physical or platform changes, thereby reducing confusion and smoothing demand. Where
provider markets are fragile (domiciliary care, temporary accommodation), the Council confirms payment mechanisms,
novation letters and interim SLAs in advance, with a triage of at-risk suppliers and contingency placements.

On the people side, short-term retention measures are targeted at hard-to-recruit roles, coupled with clear supervision
structures and just-in-time training for any new processes or access routes. TUPE documentation and Q&A packs are used
consistently to reduce uncertainty. Workforce surge plans (e.g., for weather, public health incidents, or system issues)
provide pre-approved overtime arrangements, redeployment protocols and mutual-aid agreements.

Cyber and major-incident preparedness underpins stability. A unified incident response plan, rehearsed with business leads
and external partners, ensures that technical containment, service workarounds and resident communications run in
parallel. Disaster-recovery priorities and recovery time objectives are agreed and tested; after-action reviews feed directly
into the PMO risk log, with actions tracked and retested before the next gateway.

Finally, information-governance continuity is secured through Day-1 privacy notices, a record of processing for the new
authority, and DPIAs where processing changes. Staff know which system to use for which records and how to access legacy
data lawfully. Supplier DPIAs and security assurances are documented for any first-wave migrations.
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Key Messages (quick read)

e Safeguards make the plan operable, not just plausible: they codify limits on change, enforce minimum
controls, and require evidence before cutover.

e Assurance-led gateways, rehearsed incidents and strict data controls prevent avoidable failure in the first
90 days.

e Financial integrity relies on a Day-1 control environment, parallel legacy close, disciplined
contract/insurance oversight, and benefits tracked only on delivery.

e Service stability comes from clear Day-1 statements, a transition control room, policy-first standardisation,
and targeted retention in critical roles.
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8. Programme Management

Delivering a successful transition to a new North Staffordshire Unitary Council requires a balanced and proactive approach
to managing risk while ensuring the realisation of long-term value. This approach has been shaped by learning from other
new unitary authorities, drawing on both best practice and lessons learned to inform North Staffordshire’s strategy.

While the scale and complexity of change present inherent challenges, robust risk management and disciplined value
tracking will ensure the programme remains resilient, focused and capable of delivering its intended benefits. This section
outlines how risks will be identified, mitigated and monitored, and how value will be defined and realised throughout the
transformation journey.

Structures for governance & decision-making

To ensure effective oversight, strategic alignment and operational delivery throughout the transition to the new authority,
a three-layered governance model will be adopted. This structure provides clarity of roles, enables agile decision-making
and ensures that both transformation and business-as-usual (BAU) activities are managed in parallel.

The governance model is designed to balance strategic leadership, executive coordination and focused delivery. Each layer
plays a distinct but interconnected role:

e  Political Leadership: Provides democratic oversight, strategic direction and accountability.

e  Officer Leadership: Drives programme execution, manages risk and ensures operational coherence.

e  Working Groups: Deliver targeted, time-bound outputs through task-and-finish arrangements, enabling agile
delivery and reducing pressure on core services.

This structure allows for flexibility and renewal of focus at each phase of the programme — from Transition through to
Transformation — ensuring governance remains relevant, responsive and proportionate to the stage of delivery.

Once the Secretary of State decides, a Transition Executive and an officer Transition Programme Board will be established
to lead the preparations for the new council, prior to Vesting Day. Post Vesting Day, these would be replaced with the
Cabinet and Management Team of North Staffordshire. The Executive would lead the delivery of the Transition Plan and
also oversee key ‘business as usual’ milestones for each of the six councils to ensure that any risks to service continuity are
mitigated.

Transition Executive Strategic Transformation

. Implementation Executive .
Membership from all three . . Executive
councils North Staffordshire Cabinet North Staffordshire Cabinet

Layer 1 — political
leadership

|_(] yer 2 = Ofﬂcer Transition Programme Board Implementation Board TrcnsformuBth;nr;rogrumme
. Chief Officers from each of three North Staffordshire North Staffordshi
|e0der3h|p Councils Management team or arrordshire

Management team

Transformation & Innovation

LCI yer 3 wor mg Transition delivery teams Operational integration teams Delivery Groups

Relevant representatives fromall
gropps three councils Relevant representatives from service areas, HR, finance, legal, IT

Dedicated programme management office

To manage the scale and complexity of the transition to North Staffordshire, a dedicated Programme Management Office
(PMO) will be established. Led by a Programme Director, accountable to the Executive, the PMO will coordinate delivery
across all workstreams, manage interdependencies and ensure risks are actively identified and mitigated.

The PMO will draw on talent from across the three councils, blended with external advice. Crucially, it will be designed to
enable change — not create an industry in itself — operating as an agile function that supports delivery.
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During the Transition phase, the Programme Director will report monthly to all three councils via the Executive, providing
transparency and assurance. The PMO will also lead on risk management, using a robust framework to monitor and
mitigate transition-specific risks. As the programme evolves, the PMO will adapt to support stabilisation and
transformation, maintaining strategic alignment and delivery focus throughout.

Independent assurance

Independent assurance provides objective oversight to help manage risk during the transition to North Staffordshire. It
offers external scrutiny at key milestones, ensuring delivery remains on track and risks are identified and addressed early.
By challenging assumptions and validating progress, assurance strengthens transparency and builds confidence among
stakeholders. Drawing on lessons from other unitary transitions, this approach supports continuous improvement and helps
safeguard service continuity. It complements internal governance by providing a critical check on programme performance,
ensuring the transition is delivered with discipline, accountability and resilience.

Risk management framework

A robust risk management framework (set out in section 8) will be adopted to support the safe and effective delivery of the
transition to North Staffordshire. This framework will include clear escalation protocols to ensure that risks are identified
early, assessed consistently and mitigated proactively across all programme phases. It will be embedded within the
Programme Management Office (PMO) and aligned with governance structures to enable timely decision-making and
accountability. Ongoing liaison with external regulators and service commissioners will be maintained to ensure statutory
obligations are met and service quality standards upheld. This approach will help safeguard continuity, protect public value
and build confidence in the transition process.

External communications & stakeholder engagement

The transition to North Staffordshire will affect a wide range of stakeholders, including residents, businesses, staff and
partners. This workstream will ensure that all stakeholders are actively engaged, well-informed and supported throughout
the reorganisation. A proactive engagement strategy will be essential to establish future relationships, build trust, manage
expectations and secure buy-in across these diverse groups.

A structured stakeholder mapping exercise will be undertaken to identify all key groups impacted by the reorganisation. For
each stakeholder group, the specific impacts of the change will be assessed — whether related to governance, service
delivery, employment, or representation. Based on this analysis, tailored stakeholder engagement plans will be developed
to ensure that communication is relevant, timely, and responsive to each group’s needs and concerns.

For example, early engagement with political and executive stakeholders is critical to building consensus, clarifying roles,
and aligning strategic objectives. Establishing a shared understanding of the vision and transitional arrangements will help
foster trust, reduce uncertainty, and enable coordinated leadership throughout the change process.

As a further example, clear and consistent communication with recognised staff unions and representative bodies will be
prioritised to ensure transparency around planned changes and to provide reassurance about support structures available
to staff. This will include regular briefings, access to dedicated engagement channels, and opportunities for feedback and
dialogue.

A comprehensive external communications strategy will also be developed to support wider engagement with the public
and external partners. This strategy will define key messages, communication channels, and engagement timelines.
Messaging will be tailored to different stakeholder groups to ensure clarity and relevance, and feedback mechanisms will be
embedded to support two-way communication.
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9. Monitoring, Evaluation and Benefits Realisation

Success measures and KPlIs

Effective monitoring and evaluation provide the programme with its steering mechanism, translating strategy into
measurable outcomes, providing early warning when performance drifts, and demonstrating to residents, members, and
the Government that public value is being delivered safely and legally.

The framework described here integrates with the governance and readiness arrangements outlined earlier, ensuring that
measures, evidence, and assurance are present at every gateway and continue throughout stabilisation and transformation.
It draws on a single corporate performance framework for the new authority, rather than legacy measures, ensuring
reporting is consistent, auditable, and aligned with outcomes. In practice, this means standard definitions, a single source of
truth for data, and disciplined benefits tracking that reconciles to the Medium-Term Financial Strategy (MTFS).

The approach also recognises that not all value is cashable or immediate. During transition, success includes safe Day 1
operations, continuity for safeguarding and revenue-critical services, and visible improvements in resident experience
where harmonisation can be achieved at low risk. Over time, the measures shift toward service outcomes, efficiency, equity
of access and culture change—supported by reliable data, independent assurance, and clear public reporting. This blend of
short-term grip and longer-term outcome focus reflects the phased roadmap and gateway discipline already embedded in
the programme.

Success measures will be anchored in a balanced, outcomes-focused KPI set that is owned by services, assured by corporate
performance and finance, and reported transparently to members and residents. From Day 1, a small number of “critical
live” indicators will be tracked daily or weekly (for example, safeguarding contacts and timeliness, missed waste rounds,
benefits processing, contact-centre performance, and finance exceptions), enabling swift intervention through the
Transition Control Room. As stabilisation beds in, the KPI suite expands to include outcome, quality, timeliness, equity and
value measures that align with the corporate performance framework and can be disaggregated by place and cohort where
equity requires focus.

Design principles will ensure comparability and auditability: each KPI has a clear definition and data lineage; a specified
owner and frequency; and minimum data-quality checks (reconciliations, dual totals where appropriate, exceptions logs).
Where services are jointly delivered or pooled with partners, the measures will respect the different statutory frameworks
and financial treatments across systems—for example, in Better Care Fund or other pooled arrangements—so that
accountability and comparability are preserved. Early adoption of a single framework also simplifies scrutiny and audit,
reducing the risk of multiple, conflicting narratives during transition.

The first-year KPI catalogue will therefore include: continuity and safety measures (e.g., statutory compliance, safeguarding
timeliness, serious incident responsiveness); resident access and experience measures (first-contact resolution, complaints
timeliness, abandonment, accessibility compliance); financial integrity and delivery measures (budget adherence, aged
debt, prompt payment, benefits realisation verified into MTFS); workforce measures (vacancy, sickness, retention in
hard-to-recruit roles); and digital/cyber resilience measures (incident rates, patch/vulnerability posture, DR test
completion). These will be phased and right-sized to the organisation’s capacity, expanding only when data and process
maturity justify it.

Value realisation strategies

Value realisation connects programme outputs to corporate outcomes and finances. Each change initiative will be
accompanied by a benefits profile that specifies the link to strategy, the benefit hypothesis, measurement method,
baselines, dependencies, and the delivery profile across Prepare, Transition, Stabilise and Transform. Benefits will be
classified as cashable (reducing net cost) or non-cashable (quality, timeliness, equity, resilience) and will identify whether
the gain is gross or net of enabling costs (e.g., programme, change, dual-running, exit costs). Only benefits with evidence of
delivery will be recognised into the MTFS, avoiding paper savings and ensuring credibility with members and auditors.

Strategically, three levers dominate in LGR:
e standardisation and consolidation (e.g., common processes, supplier rationalisation, platform convergence);

e operating model redesign (e.g., locality models, integrated pathways, demand management); and
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e asset and estate optimisation (e.g., utilisation, co-location, disposals). Each carries enabling work and risk.
Programme management, therefore, enforces gateway evidence packs (configuration tests, data reconciliations,
training completion, supplier readiness, communications sign-off) before go-live, and ties benefit release to those
gates. Transparency duties in contracts and public reporting will be maintained throughout the transition to ensure
that external assurance and resident confidence are supported.

Financially, value realisation requires single-entry bookkeeping for benefits: a benefits ledger owned by service leads and
validated by finance, with duplicates eliminated and attributions agreed across interdependent changes. This ledger will
reconcile to monthly budget monitoring and quarterly performance reporting, ensuring members see one coherent picture
of delivery and risk. Where benefits depend on system migrations or control improvements (e.g., ERP, purchase-to-pay,
income collection), those dependencies will be explicit and sequenced accordingly.

Benefits tracking

Benefits tracking will follow a disciplined, auditable cycle. At business-case stage, the benefit is defined, baselined and
profiled by quarter; during delivery, evidence is gathered and tested; after go-live, measurement moves from indicative to
confirmed and then sustained. Evidence will include financial artefacts (invoices, headcount movements, contractual rates),
operational metrics (throughput, timeliness, error rates), and qualitative indicators (user feedback, inspection findings), all
referenced to an owner and a data source. The PMO maintains the single benefits ledger and produces a consolidated
dashboard to Programme Board, CLT, Cabinet and Scrutiny on a monthly or quarterly cadence.

Controls are embedded to preserve credibility: a “no evidence, no benefit” rule for MTFS recognition; independent
spot-checks by internal audit on high-value claims; and clear rules for dead-band (small variances ignored), re-phasing
(delayed benefits), or de-scoping (benefits no longer realisable). Where benefits are contingent on supplier performance or
contract changes, the register will reference the relevant call-off schedules and transparency obligations to simplify
oversight and, if necessary, enforcement. Over time, as systems converge, benefits tracking will increasingly draw on
automated data feeds with defined reconciliations, reducing manual effort and improving timeliness.

Post-implementation review

Post-implementation reviews (PIRs) will be built into the roadmap at two levels: initiative PIRs (e.g., a system migration,
policy harmonisation, or service redesign) and programme PIRs at the end of each phase and at the 12- and 24-month
marks post-vesting. Each PIR will examine whether objectives were achieved, what it cost to deliver them, what changed
for residents and staff, and what the organisation should do differently next time. Evidence will include performance and
financial data, user research, equality impact evaluation, incident/near-miss logs, and supplier feedback. Findings will be
presented to Programme Board and the relevant member bodies (Cabinet, Scrutiny, Audit), with actions tracked to closure
through the PMO.

Crucially, PIRs are not blame exercises; they are learning mechanisms. For example, after a major cutover or incident
exercise, after-action reviews identify what worked (e.g., communications, run-book clarity, data reconciliations) and what
did not (e.g., surge staffing, supplier readiness, DR failover timing), and those insights are codified into updated playbooks
and gateway criteria. Where changes affect pooled budgets or joint services, partners will be involved in the review to
ensure system-wide learning and to respect statutory and accountability differences. The result is a living body of practice
that raises reliability and reduces risk with each subsequent change.

Key Messages (quick read)

e  Asingle corporate performance framework—not legacy measures—underpins monitoring, with daily/weekly “critical
live” indicators for Day 1 and a balanced KPI set thereafter.

e  Value is only booked on evidence: a benefits ledger reconciled to the MTFS, gateway evidence packs, and independent
spot-checks prevent paper savings.

e PIRs are learning engines: structured reviews, after-action learning and updated playbooks make each subsequent
change safer and faster.

e  Measures respect partnership realities: pooled arrangements and statutory differences are designed into KPIs and
reviews to protect accountability and comparability.
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10. Service Transition Case Studies

This section illustrates how the implementation approach will be applied in practice. Each case study examines a
high-impact service area where reorganisation typically exposes risk and opportunity in equal measure.

The examples demonstrate how evidence, sequencing and strong programme discipline can deliver safe continuity, early
improvements and sustainable benefits. They also translate lessons into a North Staffordshire context, showing how the
five change typologies—Preserve & Scale; Integrate & Optimise; Join-up & Align; Tailor & Enable; Standardise & Localise—
guide real-world decisions. The intent is not to replicate another authority’s choices wholesale, but to adopt principles and
methods that have proven effective under comparable constraints of finance, workforce capacity, digital complexity and

public scrutiny.
Across all three case studies, three themes recur.

i First, sequencing and assurance matter more than speed: safe Day 1 and disciplined stabilisation create the
foundation for transformation and benefits.

ii. Second, people and culture are the multiplier: workforce stability, clear standards and visible leadership sustain

performance during uncertainty.

iii. Third, data and digital should enable—not dictate—change: standardisation and migration succeed when the
target operating model is clear, data quality is actively managed, and go/no-go criteria are applied without

exception pressure.
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Case Study 1: Children’s Social Care
BCP Council: Futureproofing through LGR
Context and challenge

Bournemouth, Christchurch and Poole (BCP) Council brought together three legacy organisations into a single unitary
council. Children’s services faced the combined pressures of rising demand, workforce churn, and uneven legacy practice,
with heightened external scrutiny following critical inspection findings. Reorganisation created both risk—because
safeguarding must not be disrupted—and opportunity—because a single leadership model, clearer accountability and
consistent practice can accelerate improvement.

What they did

BCP adopted an approach that prioritised stabilisation before structural consolidation. A single leadership team was
recruited to set the vision, codify practice standards and create clarity on thresholds, supervision and quality assurance.
Workforce stabilisation was treated as a pre-condition for everything else: permanent recruitment to critical roles was
accelerated; agency dependency was reduced in a planned way; and induction, coaching and reflective practice were
strengthened to create a consistent professional culture. Quality assurance matured from compliance-driven audits to
inclusive, monthly practice reviews that brought practitioners into the improvement loop. Digital changes were sequenced
cautiously: case management remained stable during the most sensitive phases, with improvements focused on data
quality, reporting and workflow hygiene rather than wholesale platform change.

What changed as a result

Over time, the service achieved a more permanent workforce profile, improving relational continuity for children and
families. Supervision and management oversight became more consistent, with clearer escalation routes and better grip on
risk. Inspection feedback recognised strengthened leadership focus, a more stable workforce and improving practice
standards. The improvement programme also helped reset organisational language and morale —from deficit framing to a
credible narrative of progress—without losing sight of the work still to do.

Lessons for North Staffordshire

North Staffordshire will be aggregating children’s social care delivery currently provided by Stoke-on-Trent City Council and
localities disaggregated from Staffordshire County Council. This integration is a complex process however has some similar
foundations to work from as:

e In both authorities social workers are employed by the council and placements are delivered through spot
purchasing or through joint commissioning arrangements across the West Midlands for placements.

e  Both authorities are implementing Families First Partnership increasing practice synergy.

e Liquidlogic and ContrOCC are shared social care case management systems, with Staffordshire planning to go live
in April 2027.

The core lesson is sequencing: in safeguarding-critical services, stabilise people and practice first; integrate and optimise
structures and systems only when the evidence shows readiness. Improvement requires relentless attention to culture —
language, expectations and visible leadership—alongside robust practice standards and quality assurance. Finally, digital
migration should not drive practice; rather, data and systems should be shaped to support the agreed operating model and
to produce reliable management information.

A North Staffordshire transition would start with clear leadership appointments to statutory roles, a single improvement
plan aligned to inspection frameworks, and minimum Day 1 operating instructions that preserve thresholds, pathways and
escalation. Workforce risk would be actively managed through targeted retention, permanent recruitment and
strengthened supervision. Data integrity and reporting would be improved early to support management grip. Although
authorities will be on the same case management platform they will have bespoke configurations and therefore
implications of system divergence will be carefully worked through, as well as data cleansing before Day 1. Co-production
with families, schools, health partners and the voluntary sector would inform pathway redesign, ensuring that early help,
safeguarding and SEND support remain accessible and responsive during change. Throughout, the programme would
evidence progress through a small set of leading indicators—timeliness, workforce stability, re-referral rates and
management oversight—reported consistently to members and partners.
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Case Study 2: Waste Collection
North Yorkshire Council: Harmonising Recycling Services
Context and challenge

North Yorkshire’s transition to a single unitary brought together multiple collection regimes, policies and operational
practices across a large and diverse geography. Residents were accustomed to different materials, containers and
frequencies, and back-office systems and depot infrastructure reflected local choices spanning many years. At the same
time, national policy reform sought greater consistency and higher performance, requiring the new authority to harmonise
in a way that was both operationally feasible and publicly acceptable.

What they did

The council grounded decisions in comprehensive scenario modelling, comparing operational cost, carbon impact, fleet and
depot implications, and achievable resident participation across variants ranging from fully comingled to multi-stream
approaches. Engagement with residents and frontline crews informed the assumptions and tested the acceptability of
options. The chosen model phased implementation to protect continuity: policy alignment and communications preceded
operational changes; back-office routing and customer contact processes were standardised early; and physical roll-out of
containers and fleet changes followed a tested schedule by area. Collaboration with neighbouring disposal authorities
improved whole-system optimisation and mitigated interface risk between collection and treatment.

What changed as a result

Harmonisation reduced duplication and simplified communications, enabling clearer resident guidance and more consistent
service standards. Operational planning improved through common routing, performance dashboards and more
predictable demand. Phasing allowed for lessons learned between tranches, reducing service disruption and improving
crew productivity. The authority created a platform for future efficiency gains—maintenance regimes, spare fleet strategies
and procurement leverage—while aligning with national recycling policy.

Lessons for North Staffordshire

The key lesson is to put data, modelling and public engagement at the centre of decision-making, and to sequence physical
change behind policy, process and communications readiness. Harmonisation works best when back-office processes—
contact handling, complaints, CRM updates and missed collection workflows—are standardised early, so that residents and
crews experience consistency from the first point of contact. Depot readiness and fleet lead-times must be planned months
in advance; rushing logistics increases service risk.

Application in North Staffordshire

Across the three legacy organisations there are differing delivery models and policies in relation to waste management. For
example, Stoke-on-Trent Council deliver waste management (collection and disposal) in house with fortnightly collection,
Newcastle-under-Lyme Council’s waste collection is also fortnightly and delivered in house, and they charge for garden
waste collection. Whereas Staffordshire Moorlands waste collection is delivered by their environmental services LATCO.

Due to this variation, a key priority for the Council will be harmonisation of policies and delivery models. However, an initial
discovery of current collection regimes, cost and performance baselines, asset condition and contract positions will be
required to support decision making on the most competent platform. A business case would compare harmonisation
options, setting out total cost of ownership, operational feasibility and carbon implications. Early standardisation would
focus on customer contact scripts, missed-bin protocols, assisted collections and contamination policies, alongside unified
communications and branding. Physical roll-out—containers, rounds, depots and fleet—would be staged by geography with
defined hypercare windows after each tranche. Commercial strategy would anticipate container and fleet procurement
lead-times, and interface agreements would be confirmed with disposal partners to avoid downstream bottlenecks.
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Case Study 3: Revenues and Benefits
Case Study 3: Revenues and Benefits — Buckinghamshire Council: A Digital Transformation
Context and challenge

Revenues and Benefits is a classic reorganisation pressure point: it is high volume, highly regulated and resident-facing, with
material financial implications for the authority’s cashflow and for households. Buckinghamshire inherited multiple systems
configured differently, varied local policies and non-uniform processes. Covid-era working added complexity to
collaboration and training. The risk was that back-office fragmentation would hinder performance; the opportunity was to
create a single, modernised service with consistent standards and resilience.

What they did

The council set out a clear target operating model. First, policy alignment, workflow design, control points and reporting;
then selected a single cloud platform to support it. Harmonisation of key policies, notably the council tax reduction scheme,
reduced confusion and administrative effort. Implementation used disciplined programme methods: configuration based on
standard processes; data mapping and cleansing with formal reconciliation at cutover; user training and floor-walking
support; and regular benefit-realisation reports. Enabling functions—customer services, ICT, finance—were engaged from
the outset to ensure that telephony, payment arrangements and debt pathways aligned with the new model.

What changed as a result

The service achieved greater resilience through the ability to share workloads across a single case management
environment, improving timeliness and consistency. Operating costs reduced through licence consolidation, process
simplification and standardised controls. Performance in collection and processing improved, while customer contact
became more predictable and easier to manage through standard messaging and joined-up back-office workflows. The
single platform also enabled better management information, supporting targeted interventions and earlier identification
of risk.

Lessons for North Staffordshire

The essential lesson is to design the service, then the system, not the other way round. Policy harmonisation is the
foundation; without it, process standardisation stalls and system configuration becomes an expensive compromise. Data
quality deserves realistic time and resources: mapping, cleansing and reconciliation must be planned and evidenced to
maintain confidence with members, auditors and the public. Finally, implementation should be phased, with pilot areas or
cohorts used to test configuration and training before full roll-out.

Application in North Staffordshire

A North Staffordshire consolidation would start by defining a single policy framework for council tax reduction,
discretionary housing payments, discretionary reliefs and recovery approaches, supported by equality impact assessments.
A key priority during transition will be council tax harmonisation with a phased approach to equalisation.

Revenues and benefits are currently delivered in-house by all three legacy organisations however, Staffordshire Moorlands
is delivered through the Strategic Alliance. While individuals are formally contracted to one of the partner authorities—and
overall numbers are relatively evenly distributed—this balance does not necessarily hold true at the service level. As a
result, some services may transfer to the new authority without sufficient staff to deliver them effectively. In the case of
revenues and benefits, this risk must be identified and assessed early in the preparation phase to ensure continuity and
mitigate potential service disruption.

The target operating model would set out end-to-end workflows, control points and management information
requirements. As each council uses differing CRMs, platform selection would follow, prioritising cloud delivery,
interoperability with finance and customer platforms, and proven capability at comparable scale. Migration would be
staged, with robust data controls, cutover rehearsals and post-go-live hypercare. Communications will prepare residents for
any changes in forms, contact channels or recovery processes, while training and coaching equip staff to work confidently in
the new environment.
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