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Public Service Transformation in Non- Metropolitan Areas 

Purpose 

To seek Members’ steer on the Board’s work programme for public service transformation, 
and to update Members on early progress and opportunities to ensure that this agenda is 
firmly locally-led. 

Summary

This paper updates Members on the evidence to date in support of a community budget way 
of working and proposes a research project to update the evidence and develop a model for 
public service reform across the local public sector in non-metropolitan areas. This priority is 
also relevant to the Improvement and Innovation Board and complements work being done 
to support councils to innovate and transform services.  This includes, for example, the One 
Public Estate Programme, mapping and supporting shared services, leadership development 
and supporting councils to engage with the Communities and Local Government Public 
Service Transformation Fund. 

Annex A is a summary of the evidence so far in the form of the Executive Summary from the 
2013 Ernst & Young report Whole Place Community Budgets: A Review of the Potential for 
Aggregation.

Annex B is the LGA’s On the Day Briefing from the 2013 Autumn Statement, which 
highlights that five of the Chancellor’s announcements show that the government listened to 
the LGA and recognised the central role that local government has in public service reform 
and economic recovery.

Recommendation

That the board discuss and agree the scope of the Planning and Infrastructure for Growth 
project as outlined.

Action/s

Officers to progress the project as directed by the board. 

Lead Member: Cllr David Hodge

Contact officer: Laura Caton

Position: Senior Adviser

Phone no: 020 7764 3154

Email: Laura.Caton@local.gov.uk 

mailto:Laura.Caton@local.gov.uk


People and Places Board
16 June 2014

Public Service Transformation in Non- Metropolitan Areas 

Background

1. There is widespread agreement and clear evidence that rewiring public services around 
people and places can drive public service transformation and help the local public 
sector adapt to spending cuts. 

2. The robust evidence generated by the four Whole Place Community Budget Pilots 
(Essex, Cheshire West, Tri-Borough and Greater Manchester) – and other councils 
across the country who are also leading public service transformation including Surrey 
and Cambridgeshire – was crucial in securing buy-in across local and central 
government, and beyond, to this way of working.  

3. The LGA’s Ernst & Young study secured policy changes announced in the Autumn 
2013, such as ensuring pooled funding is an enduring part of the framework for the 
health and social care system beyond 2015-16, and the establishment of the 
government’s Public Services Transformation Network to work with places leading 
community budgets.  The Treasury has now set up an independent Service 
Transformation Challenge Panel. The Panel is co-chaired by Pat Ritchie, chief executive 
of Newcastle City Council, and Derek Myers, former joint chief executive of the London 
Borough of Hammersmith & Fulham and the Royal Borough of Kensington & Chelsea, 
and will report back to government in the autumn on a way forward for service 
transformation. 

4. Councils across the country are already working to develop and implement different 
models of transformation. Those already being supported by the LGA include Future 
Councils, One Public Estate, Troubled Families welfare reform and so on.

5. In particular, a community budget style of working can help to reduce demand for 
services and improve outcomes by focusing on prevention, designing services around 
the needs of communities and individuals, aligning resources and sharing risks and 
savings across partners. 

6. Out of this work, clear approaches to the governance of public sector transformation for 
urban areas are emerging in the form of City Deals and Combined Authorities.  The 
People and Places Board has identified a need to develop an evidence-based way 
forward for the transformation of public services that reflects the particular characteristics 
of non-metropolitan areas, in order to influence an incoming government.  The work 
programme in paragraph 17 sets out more detail on the activities and outputs that will 
help to achieve that. 

Policy context

7. Councils are currently halfway through a scheduled 40 per cent cut in funding from 
central government.  Having delivered £10 billion of savings in the three years from 
2011/12, local authorities have to find the same savings again in the next two years, 
firmly keeping up the momentum on public service transformation. 
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8. The LGA has long been a champion of place-based working, which is central to the Re-
wiring Public Services Campaign.  This reflects an ambition in local government to 
strengthen the local democratic accountability for public services, improve outcomes for 
people and communities, and maximise the value for money of public spending.

9. The robust evidence from the four Whole Place Community Budget pilots, and the areas 
involved in the Our Place! neighbourhood approach, makes a compelling case for the 
widespread adoption of this way of working.

10. Independent research into the Whole Place pilot areas by Ernst and Young estimated 
that taking a community budget approach to the integration of health and social care, 
work and skills and troubled families across the whole of England could deliver a 
potential net five year benefit of £9.4 billion to £20.6 billion.  The net one year annual 
benefit was calculated to be £4.2 billion to £7.9 billion of an annual spend of £107.1 
billion.  The pilots showed that their savings accrue roughly 80:20 to central government 
agencies and to councils. There is a shared interest across the public sector in local 
public service transformation.

11. The LGA has supported councils to lead public service transformation through its core 
improvement offer led by the Improvement and Innovation Board, and specific learning 
products such as the Guide to Whole Place Community Budgets, the associated web 
resource and continued support of the Our Place! approach at the neighbourhood level. 

 
The next phase of public service transformation

12. Place-based public service budgeting is now widely accepted as the mechanism, but 
there is frustration about the pace of implementation and central government inertia.  

13. In order to ensure that the future momentum of public service transformation is locally- 
and democratically-led, we need to refresh the evidence in support of a community 
budget way of working and robustly demonstrate its applicability to even more places.  
This means not only developing further the Ernst & Young cost analysis, and showing 
how better outcomes can be achieved through public service integration, but also 
identifying the national and local blockers, and developing financial and systemic 
incentives which reinforce cooperative behaviours, especially between government 
departments. For example, a move away from multiple funding pots and towards a more 
coordinated and cross-Government approach to service transformation. 

14. Of course there is already a very strong track record of public service transformation in 
many non-metropolitan places who have enthusiastically embraced community budgets.  
This work stream is an opportunity to test in more places our central proposition that the 
principles of a community budget way of working can save the public sector money, 
drive growth and improve outcomes for people and communities:

14.1 Working in partnerships and integrating public spend - Local partners 
working together, backed-up by shared investment agreements and service 
redesign around the needs of communities and the people who use services.

14.2 A focus on prevention and early intervention - This approach starts from the 
premise that working in a way that is financially and socially sustainable means 
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tackling failure before it happens and so driving down demand for services before 
it is created.

14.3 Moving money across the system to where it can be most effective - A more 
collaborative and integrated way of working means that it is easier to overcome 
common difficulties with funding agreements and be much more flexible so that 
public spending is directed to where it is most needed.

15. Whilst these core principles hold true for all places, the characteristics of non-
metropolitan places create specific challenges and opportunities for wider public service 
transformation in the Board’s geographies.  For example, the patterns of governance, 
the mix of businesses and skilled workers that are attracted to non-metropolitan places, 
and the service challenges presented by areas of less dense population and an ageing 
population, may point to learning that is particular to leading service transformation in 
those geographies. 

16. Public service integration needs to happen at a geographic level that enables 
efficiencies to be released, that people can trust and that relates to other functional 
geographic arrangements. We are in discussions with senior civil servants and the Local 
Enterprise Partnership (LEP) Network on the future of LEPs to explore how to build on 
the recognition of the sub-region as the primary body of delivery whilst addressing key 
issues such as freeing the business voice from bureaucracy and embedding public 
accountability. 

17. Lead Members have suggested that we invite Surrey, Cambridgeshire, Cornwall, 
Cheshire West, Essex and Devon to participate in this research project.  Subject to 
those places wanting to get involved with this project, it is essential that it builds upon 
and complements existing work the councils are already leading and support from the 
LGA. It is also an opportunity to further join up working between the Public Service 
Transformation Network, the LGA and the councils involved in the network.

Work Programme

Objectives:

18. It is suggested that the public service transformation strand of the Board’s work 
programme has two objectives:

18.1 To set out a way forward for the transformation of public services in the 
geographies represented on the Board (the findings will of course be relevant 
to other places); and 

18.2 To ensure that the future momentum of service transformation is locally 
and democratically led.

Activities

19. It is suggested that those objectives are achieved by commissioning independent 
research that: 
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19.1 Provide a compelling new suite of place-based evidence sets in support of a 
community budget approach, and that tests progress towards achieving the 
aggregated net benefits set out in the Ernst & Young report.  For each of the 
places, and the policy themes that we agree with those places, we want to:

 Tell that place’s story so far on public service transformation through the 
savings and improved outcomes that it has achieved, including lessons 
learnt.

 Project the financial savings and improved outcomes that will be achieved 
in the future through a community budget way of working.

 Capture the resident perspective, possibly through attitudinal evidence.  
 This will complement and draw upon evidence which places have already 

collected, including through involvement with the Public Service 
Transformation Network. 

19.2 Use the evidence base from places to work with them to develop a model 
for what a public service reform deal might look like in non-metropolitan 
areas that other places can learn from and adapt to suit their own needs.
  
 This should build upon the learning from the whole place community budget 

areas, and other examples of service transformation, and include 
identifying the local and national factors for success. 

19.3 Test with places the LGA’s emerging proposition on the national and local 
barriers that need to be removed in order to fully realise the benefits from a 
community budget approach, and recommend refinement accordingly to 
reflect the situation in non-metropolitan areas.

 This should include the new accountabilities that will be needed. 

19.4 It will draw on “lead places” for transformation on each of the Board’s other work 
streams in order to widen the evidence base for the benefits of joined-up local 
working, and will help to illustrate more specifically what barriers need to be 
removed to tackle key public service challenges. 

20. It is critical that this work relates closely to work the LGA will be doing over the next few 
months to support the Treasury’s Public Service Transformation Panel and its review, 
and the Independent Commission on Non-Metropolitan England, and should avoid 
multiplying the evidence base.

Outputs

21. This project will deliver the following outputs:
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21.1 An interim report ready for publication by 15 September 2014 that enables us to 
demonstrate progress to Ministers and leading MPs at party conferences.  

21.2 A final report ready for publication by January 2015 setting out the full business 
case in support of a community budget way of working, policy recommendations 
setting out a model for public service transformation in non-metropolitan places 
and the blockers that need to be removed.  This report will be central to the LGA’s 
advocacy of a new government ahead of its Spending Review and will set the 
narrative for what we say on public service transformation. 

22. Evidence from the research will also feed into key influencing opportunities, such as the 
Public Service Transformation Challenge Panel.

Next Steps

23. The key next step is to commission the independent research and finalise the places we 
will work with so that work commences at the end of June. 

24. Cllr Hodge is chairing the “Deeper Devolution” session at annual conference next month.  
This is an early opportunity to update councils on the next phase of public service 
transformation for non-metropolitan areas. 


