Implementation

101 Local government reorganisation represents the most significant change that the councils and
residents of Warwickshire have seen in decades. The work to shape and embed a new unitary
cannot be underestimated, whichever option is chosen. In this context, the two unitary model
allows existing arrangements and shared priorities across North and South Warwickshire,
which are established, evidenced and well understood, to continue to be progressed during
the implementation process, contrasted with a single unitary that would need to juggle these
distinct and competing priorities.

The Importance of Robust
Implementation Planning

10.2 A local government reorganisation of this scale and complexity demands meticulous planning
and adequate resourcing. Ambitious transformation programmes must be grounded in realism,
acknowledging the constraints of available resources and time. Insufficient resourcing and a lack
of necessary capabilities are frequent causes of organisational change failures. Implementing
change effectively, including the iterative process of testing, refining, and reinforcing new
processes, often proves more demanding and time-consuming than initially anticipated.

10.3 Therefore, dedicating sufficient resources, including robust programme management
and transformation capacity, is paramount. Failure to adequately plan and resource the
implementation phase risks compromising the realisation of the full intended benefits. While
the financial assessment includes a dedicated budget for key project manager roles to support
and coordinate implementation, the responsibility for driving this transformative process
extends beyond these individuals. Leadership and management teams within each council
will play a crucial role in facilitating the merger, supporting staff, and fostering the necessary
cultural shift. The effort required to achieve such wholesale cultural change should not be
underestimated.

126 Better services, closer to home



Implementation Timeline

104 Guidance states that new authorities should operate in ‘shadow form’ from May 2027, a year
prior to their official “go-live” date in April 2028, when they assume full statutory powers, assets,
and liabilities. During this shadow phase, while lacking full statutory powers, these authorities
can recruit staff and undertake essential implementation planning. Governance during this
period will fall to councillors elected in 2027, who will subsequently become councillors in the
new unitary authorities upon the go-live date.

10.5 Before the election of shadow unitary authorities, governance arrangements for Local
Government Reorganisation (LGR) are determined by whether the new unitary councils involve
breaking up the existing county council structure. If multiple unitary councils are created
within a county area, a joint committee is typically established to oversee LGR preparations, as
seen in Cumbria and Northamptonshire. Conversely, if a single unitary council is selected for
the county, an implementation executive is often formed, following precedents from North
Yorkshire and Somerset, though a joint committee remains a possibility.

10.6 These committees or executives are responsible for all key local decisions regarding LGR
implementation during the transition period, with their specific governance arrangements
detailed in a Statutory Change Order (SCO). While ministers have discretion over representation,
joint committees usually grant equal representation to all predecessor councils, including
districts, whereas implementation executives have historically given greater representation to
the county council. Equal district council representation should be maintained in all transitional
governance structures>.

10.7 The below diagram illustrates the expected timeline for implementation.

CEHNETLS 28 Nov2025 Early 2026 Early Spring 2026 Late Spring/Summer
Cgigg::{ﬁgugcsli[;gn —} Deadline for submission —’ Feedback —' Govt consults on Govt decision on LCR for
P to Covt from Covt Warwickshire proposals ; .
on LCR Warwickshire
Autumn/Winter May 2027 to 31 March
Early Autumn 2026 2026/7 May 2027 2028 1April 2028
Legislation drafted —} Legislation laid, —} Elections to Shadow —} Shadow Authority —> Co Live - new
g parliamentary Unitary Councils operates alongside authority/ies
approval predecessor councils

10.8 To ensure a smooth transition, a structured approach, combined with dedicated resources
and strong leadership commitment, will be essential for navigating the complexities of this
significant transformation and realising its full potential.

% District Council’'s Network (DCN) - Briefing on Governance during LGR Transition and in new Unitary Councils, September 2025
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Implementation Considerations

109 The upcoming local government restructure presents a unique opportunity for service
transformation and organisational change. It is, therefore, imperative that this programme
of change is adequately planned and resourced. When delivering ambitious programmes
there needs to be an element of realism in terms of what can be achieved with the available
resource and time. A lack of resource and capabilities is one of the most common reasons why
organisational change fails. Implementing change, which is then tested, refined and reinforced,
is often more expensive and takes longer than people realise. It is paramount that sufficient
resource is dedicated, including programme management and transformation capacity, to
ensure effective implementation and full benefits realisation.

1010 In this regard, a specific budget to support and coordinate implementation has been included
in the financial assessment above for key project manager roles. However, it should be noted
that implementation will not fall to these individuals alone. It will be the responsibility of the
leadership and management teams to drive forward the integration process and support their
staff to create a new organisation. The effort required in this kind of wholesale cultural change
should not be underestimated.

1011 To ensure the smooth transition, the Councils should consider the key issues for
implementation and overall approach.
A brief overview of the 1l indicative workstreams which could form the implementation
programme is provided below.

Management

1012 This work stream would establish the management team and structure required under the new
authorities.

Services

1013 This work stream would develop customer service strategies and focus on front line delivery,
ensuring there is seamless transition to the new councils for customers and that ambitions for
performance standards are met. As part of this, the workstream will integrate teams once Heads
of Service have been consolidated across the councils.

1014 To develop and implement combined services, the authorities will need to work on creating
consolidated strategies for service delivery and implement the service efficiency opportunities
identified as a result of combined service offerings.

ICT

1015 This work stream would look at the key assets and enablers that the future councils would
need in order to deliver services effectively. The future technology architecture would need to
be designed to support the transition to a new operating model and there would need to be a
clear understanding of the phasing and pace of technology change required.

1016 Further work is required to review and consolidate systems, software and online portals to
remove duplication and align.
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People

1017 This work stream would identify activities required to support the transition of staff to a new
model of operation as defined by the organisational structures for the new councils and their
working practices. Time will be required for extensive consultation with staff. Staff need to be
kept informed and decisions on their individual futures communicated as soon as possible. The
work stream will also require updates and consolidation of HR procedures and policies, as well
as producing a new training and development programme for all staff.

Procurement

10.18 To leverage the new scale and size of the authorities, this work stream will look to create a
single procurement function. As part of this, the procurement service will also review all existing
contracts, applying transfer and vest where necessary, but also identifying opportunities to
renegotiate contracts where efficiencies and benefits can be delivered because of economies
of scale.

Assets

1019 This work stream would identify options to reduce and consolidate assets to deliver cost
efficiencies. Decisions would also need to be taken about the physical locations that the new
councils would occupy and where customer facing services are delivered. This could involve
investment but is likely to be offset by savings made from surplus elsewhere.

10.20 There will be some complicated issues to tackle as part of this workstream, such as the future
of any council-owned companies. Stakeholder Boards could be set up, with the two unitaries
becoming shareholders in any companies.

Democratic Governance

10.21 Moving towards new councils will require a review of corporate governance arrangements
and the implementation of new committee structures, including assessing delegations from
the Council to committees and officers to establish a clear constitution. This work stream will
support this, as well as the development of a democratic services team, and new governance
structure.

10.22 Time will be needed to map wards into systems to enable elections to take place in May 2027.

10.23 Further work will also focus on combining the electoral services of the authorities and the
reduction in democratic members, which will require assessment of community demand, and
the factors outlined above, with the elections to the new Councils in 2027.

10.24 Finally, this workstream could focus on setting up new Town and Parish Councils in Nuneaton
and Bedworth, if decided upon.
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Culture

10.25 The new councils would need to consider what kind of culture they want to develop, as well as
the initiatives they would put in place to support staff and the pay/salary structures. This will
require a significant communications campaign to engage staff, develop single policies and
procedures, and implement new ways of working.

Finances

10.26 A key task will be to establish the budget requirement, the Council Tax requirement and the
Band D council tax for the year restructuring comes into effect. As outlined above, there will
need to be careful planning and consultation required around the council tax harmonisation.

10.27 This work stream will also complete the consolidation of various financial instruments and
policies, including the Fees and Charges schedule, financial reporting and KPIs, bank accounts,
and VAT numbers.

10.28 This workstream may also need to look at the pension schemes of the Councils and how these
transition to the new local authorities, in particular, what is done around contribution rates.

Strategy

10.29 The creation of new councils will require the development of a single corporate strategy and
business plan in the run up to, and after, the new councils are created. Consolidation of service
strategies, policies and plans will also need to occur, e.g. one Local Plan for each area, and one
housing allocation scheme and one enforcement policy.

Communications

10.30 A significant work stream, this will focus on ensuring there is a plan for all stages of the
implementation, appropriate for all audiences, to make sure everyone is well informed at the
same time. This will include engagement with members, staff and the public to discuss the
impacts of integration, timescales and what to expect once the new authorities are established.

1031 There will also need to be a programme of work to create a new corporate identity in the form
of logos, branding, new websites and social media accounts for the new councils.
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11.
Implementation
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Implementation planning

11

The diagram below indicates a potential implementation plan for the preferred option outlined

in this business case.

C ontinue with exicting LGR onmaking proc

Consultationand final decision
Develop detailed change programme

Review existing management structures

Identify opportunities to consolidate and remove
duplication

Removal of duplicate staff posts

Implementation of new 5MI

Initegrale leams below Senior Manage menl Teams

following appointment of individual Joint Heads of Service

Develop single statutory retums

Create single service strategies for service delivery,
including new fees and charges schedule

Services

Communications and branding updates for service users

Agree SLAs and performance metrics

Implement restructured services

Define future IC | infrastructure reguirements

Review cument provision and produce migration plan

Establish single self service portal

IcT

Review and consolidate software packages and systems

Update all websiles ard customer & stall-lacing portals

Develop common ICT policies and procedures

Create new email address and group mailboxes

Consolidate HR and payroll databases and systems

Joint union consultation and staff engagement

Harmonisation of staff terms and conditions

Undertake job selection and recruitment into new
structures

TUPE exerclse

Amalgamate PAYE accounts

Update recruitment procedures and adverts

Rebrand and update e-learning modules

Develop andintagrate single procurement function

Review all contracts and undergo novation

Procurement

Review npporfinities to renegntiate existing contracts

Review estates footprint, Including condition and footfall

Review new asset opportunities

Neview opportunities to reduce onsite working

Develop integration planto co-locate staff and services

Commence property rationalisation
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Develop andagree single constitution

Implement single democratic senvices team structure

Plan & implement new committee structure and
governance

Schedule meetings for new Councils

Publish new Electoral register

Boundary Commission review

Procure new Council sealfor legaluse

Shadow Elections to new Council

Produce and distabute communicatinong ta staff

Develop single policies and procedures

Developand embed new ways of working

Identify staff change champions

Staff engagement and transition support

Introduce new induction programme for new Members and
staff

v Il I
ll ) l

Implement single financial systemand rewrns

Agree Fees & charges, HRA and capital programme

Agree General Fund Budget

Finalise accounts for old authorities

Align peformance reporting and KPls

Finances

Set up new bank accounts and VAI number

Align payment terms

Establish route to Council Tax harmonization

Align policies and procedures

Develop single constitution

Develop combined corporate strategy and business plan

Support services with consolidation of seivice-specific
policies

Develop new branding and logo

Pmduce single earparate puhblicatinns

Consolidate websites and social media accounts

Develop and distribute FAQ sheets and comms for
CUStOMEr Services

Communications

Create and implement communications strategy

Embark on cormms and marketing campaign across district

andindependent HR
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Social Care implementation

112 In practice, when councils negotiate a devolution deal or a structural change order (e.g. moving
to unitary status, or transferring functions to a Combined Authority), the “safe and legal” test
is the gateway: Government won't sign off unless it's clear that adult and children'’s statutory
services remain legally compliant, safe for service users, and financially sustainable during and
after the transition.

1.3 The following conditions must be met:

Statutory Compliance

1.4 The new arrangements must comply fully with all relevant legislation (e.g. Children Act 1989, Care
Act 2014, Children and Families Act 2014, Education Acts, Health and Social Care Act 2012).

1.5 Duties to safeguard and promote welfare of children, and to meet eligible needs of adults, must
remain clear and enforceable.

1.6 The "single accountable body” principle applies: there must be a clear legal entity responsible
for delivering each statutory function (no gaps or duplication).

Safety of Service Delivery

117 Services must continue without interruption through the transition (no gaps in provision for
vulnerable children/adults).

1.8  Safeguarding arrangements must remain robust:

Local Safeguarding Partnerships (for children) and Safeguarding Adults Boards must still
function effectively.

Clear escalation and accountability for risk and protection.

Workforce, data, and systems must remain aligned so statutory timescales and thresholds are
met (e.g. assessments, reviews, casework).

The DfE and DHSC require formal assurance before approving restructuring/devolution orders.

Governance and Accountability

119  Local authorities must be able to show that political and professional leadership is clear, e.g.
a Director of Children’s Services (DCS) and a Director of Adult Social Services (DASS) are still
appointed and legally responsible (as required in statutory guidance Children Act 2004, s18 and
Local Authority Social Services Act 1970).

110 Decision-making and financial accountability must not be blurred when services are split or
shared.
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Financial Sustainability

10

that statutory duties can be met.

112

Combined Authority or joint commissioning models).

Regulation

1113 Ofsted and the Care Quality Commission (CQC) expect councils to demonstrate “safe and legal”

operation when disaggregating/reaggregating services.

Budgets for adult and children’s social care must be ring-fenced or transparently allocated so

Risk-sharing mechanisms must be in place if pooled or delegated budgets are used (e.g. in

1114 The DfE and DHSC require formal assurance before approving restructuring/devolution orders.

115

In this context, an implementation plan has been developed to provide:

Continuity of care: Statutory assurance that vulnerable people remain protected.

Financial case: Robust evidence of achievable savings and cost avoidance.

Localism benefits: Smaller, more responsive unitaries aligned to NHS and communities.

Inspection readiness: Clear focus on improvement and assurance frameworks.

Key considerations are shown in the table below.

Key Enablers

Risks

Governance & Oversight

Governance: Clear accountability
(seperate DCS/DASS per UA), risk-
share for joint services.

SEND DSG deficit (£151m) - risk
of escalated DfE intervention if
recovery not credible.

Programme Board: Chairs of
Shadow Authorities + DCS/DASS.

Workforce: Local pipelines with FE
collages; digital upskilling; practise
academies.

Provider fragility in rural South
- early market development
essential.

Locality Boards: co-chaired by
schools & NHS partners.

ICT/Digital: Residentc care
assessments, predictive analytics,
dual running until stable.

Agency social worker reliance (esp.
children’s) - risk to improvement
momentum.

Regional Hub: high-cost
placements, workforce academy,
brokerage.

Commissioning: Local mirco-
commissioning for volume; regional
hub for high-cost/low volume.

ICT migration delays - dual running
costs/risks

Inspection Readiness Group:
aligned to ILACS, Area SEND, CQC
frameworks.

Partnerships: Co-location with
PCNs, schools, VCS; formal locality
boards.

Inspection windows - likely
Ofstead/CQC visits within
12-18months of Vesting Day.

Inspection Readiness: Single
improvement plans; routine
dry-runs against Ofstead/CQC
frameworks.
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Conclusion

1116 The creation of a North Warwickshire Unitary and a South Warwickshire Unitary is an ambitious,
transformative and practical plan for local government reorganisation. It reflects the real
geography, economy and identity of Warwickshire. It will deliver simpler, stronger and more
efficient local government while keeping councils close to the people they serve. It will avoid
hidden or inadvertent diseconomies of scale and inefficiencies that can be caused if councils
do not reflect real communities or are involved in devolution arrangements that bear no
resemblance to the real economies in places.

1117 Two councils will enable service transformation, harness digital opportunities, reduce
duplication and release savings. They will strengthen local leadership and accountability and
allow each new council to focus on the priorities of its communities. They will work together
where issues are shared but remain free to pursue the distinct strategies that their areas need.

118 This is the right model for Warwickshire. Two new councils, rooted in the strengths and
challenges of the north and the south, will deliver better services, stronger governance and a
sustainable future for local government in the county.
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it works better with you

5) The Opportunity




Opportunity to Better Manage Demand, Cost and
Improve Outcomes - Targeted Prevention & Intervention

Peopletoo

it works better with you
What do the two new unitaries need to do differently to deliver £63.5m annual savings and £74.8m cost

avoidance year one, ensuring financial sustainability along with improved outcome for citizens in Warwickshire.

Reduce demand for CSC and
ASC, through targeted

prevention and early \
intervention

Work with the provider market
to improve quality of provision
and outcomes for vulnerable
people

Work with the market to develop more extra care
provision across the County to support Older People
within their communities

Work with the market to develop more of the right
provision for working age adults, keeping people
within the County and out of residential care

and build confidence in mainstream offer for
children with SEN

Review SEND support services to meet demand and
need within the local area.

Work with the market and partners to develop the
right support to keep children in care (where
applicable) closer to their communities

Develop the micro provider
market to build capacity and

support self funders and /
prevent/ delay admission to

residential care

—
<
Work closely with Schools and Parents to improve
——
:
S

Develop the online offer for Children's and Adult
Services, ensuring better information and

signposting pre and at contact with the new unitary

authority




The Business Case for Two Unitaries deobletoo

. In line with the primary objectives of the devolution paper —the 5UA
business case needs to build on local identity and agility to deliver change
at pace — achieving financial stability through transformation - reducing
the demand and cost for People services in parallel to improving
outcomes.

it works Better with you

* Astrong emphasis on reducing demand through localised targeting of
prevention and early intervention, working closely with the voluntary
and community sector

*  The benefit of building closer relationships with schools and developing
the local offer to ensure inclusion in mainstream schools, reducing the
expenditure on independent schools and the costs of transitions, ensuring
young people remain in their communities through to adulthood

*  Ability to develop the local market and build micro providers, ensuring
the right capacity at the right price and the right quality

. Bringing together key services such as Housing, Public Health, Leisure,
Green Spaces and Social Care to ensure maximisation of community
assets and a place-based approach to prevention and early
intervention

. Using rich data sources from across revenues, benefits, social care and
health, to develop predictive analytics, targeting intervention activity to
prevent escalation across social care and health

*  Reducing Demand/ Cost and Improving Outcomes for citizens
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1. Overview




Overview: Purpose and Implementation Phases Peopletoo
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Purpose
This summary outlines how Warwickshire can safely and legally transition Adult Social Care (ASC), Children’s Services, and SEND into two new

unitary councils. It demonstrates continuity of statutory services, financial sustainability, and stronger local accountability for MHCLG, DfE,
and DHSC.

Why Change?

*  High ASC costs: Reliance on residential care well above comparators.

*  Children’s Services: 44% of LAC placed out-of-county.

*  SEND pressures: £151m DSG deficit risk; delays and weak parental trust.

*  Opportunity: Two unitaries (313k North, 283k South) aligned to NHS “place” footprints enable local, responsive services.

Target Operating Model (TOM)

« Adults: Local front doors, targeted prevention, stronger reablement, assistive tech, micro-commissioning for rural areas.
*  Children’s: Family Help hubs, kinship-first placements, in-house fostering, joint commissioning of high-cost cases.

* SEND: More local specialist places, mainstream inclusion, transparent Local Offer, co-production with parents.

Implementation Phases

. Design (Late 2026) — Mobilisation (Shadow Go Live (2028) - N
Eoeizgz?izltls f/llisallrolz 2026) frameworks, Year, 2027) — workforce, pathways, locality 82“253222;2?;?3?) -
governance, mapp,ing * constitution, transition * training, systems, * model, safeguard_ing, * refi’nement cc’Jntracts’
—nd engage;nent plan, officers, alignment, leadership, teams, placements, services nd preven:tion
' co-design and commes. contracts and pilots. and continuity. '
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2. Target Operating Model




Target Operating Model (TOM) — Warwickshire Adult Social

Care, Children’s Services & SEND

Principles (specific to Warwickshire context)

too

it works better with you

Locality-based delivery: Two new unitaries (North 313k / South 283k) aligning with NHS “place” footprints and PCNs.

Safe & legal transition: No disruption to safeguarding, statutory assessments or placements during disaggregation.

Closer to community: Local commissioning and family hubs, micro-provider market development, reducing out-of-county placements.

Financial sustainability: Align long-term care costs to benchmark for 250-350k population unitaries (potential £40m ASC + £34m WAA savings).
SEND transformation: Address Written Statement of Action weaknesses (parental trust, ASD wait times, placement appropriateness, mainstream

inclusion).

Inspection readiness: Continuous Ofsted/CQC compliance, single improvement plans.

Adult Social Care TOM Core Features

Front Door: Multi-disciplinary triage with ICB

partners, digital “care account” for residents.

Community & Prevention: Stronger
reablement, assistive tech, carer support
networks.

Market & Commissioning: Shift from
residential to extra care/domiciliary; micro-
provider growth in rural Warwickshire.
Integration: Section 75 agreements with ICB
for discharge and intermediate care.

Children’s Services TOM Core Features

Early Help: Family hubs and kinship-first
models to reduce LAC entries (target: closer
to statistical neighbour (SN) average of
55/10k vs Warwickshire’s 64).

Safeguarding: Local Multi-Agency Child
Protection Teams (MACPTSs).

Placements: Joint regional commissioning for
high-cost residential; expand in-house
fostering.

Improvement: Single plan addressing Ofsted
ILACS recommendations.

SEND TOM Core Features

Financial discipline: Stabilise £151m DSG
deficit risk through local sufficiency.
Inclusion: Graduated approach; mainstream
inclusion expectations embedded.

Capacity: Specialist school investment,
reduced reliance on INMSS (Independent
Non-Maintained Special Schools), Home-to-
School transport re-modelling incl.
alternative provision.

Co-production: Rebuild parental trust via
transparent local offer, clear commes, active
parent forums.



Building Blocks for the Operating Model

Governance & Accountability

Service Integration

Workforce & Skills

Finance & Commissioning

Data, Systems & Business
Insights

Appointment of DCS/DASS and statutory officers
Safeguarding Boards operational

“Single accountable body” principle for statutory duties
Locality boards co-chaired with schools/health

Alignment with NHS “place” footprints and PCNs

Section 75 agreements for discharge and reablement
Family Help hubs and MACPTs co-located with partners
Regional commissioning for high-cost placements & SEND

Local recruitment pipelines & Workforce Academy
Standardised practice model (trauma-informed/strength-based)
Digital tools (Al-assisted triage, automation)

Budgets disaggregated by need not just population
Regional frameworks for high-cost placements
Micro-commissioning for rural & hyper-local services
Outcome-based contracts driving prevention

Dual ICT running & safe case data migration
Resident care accounts & digital Local Offer
Predictive analytics for early intervention
Common Bl dashboards across localities
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Blurred accountability during disaggregation
Inspection readiness gaps (Ofsted/CQC)
Fractured local governance undermining trust

Fragmentation between North/South unitaries
Delays in joint commissioning with ICB

Rural access gaps if neighbourhood delivery not
in place

Heavy reliance on agency staff

Training gaps in mainstream schools for SEND
inclusion

Workforce instability during TUPE transition

£151m DSG deficit risk (SEND)

ASC residential reliance driving high costs
Contract novation delays; fragile rural provider
market

Data loss or handling failures at transition
Fragmented data-sharing across agencies
Limited analytics capacity in early years



Day 1 Priority: To Be Safe and Legal

III

What “safe and lega

Statutory compliance (legal

test)

The new arrangements must
comply fully with all relevant
legislation (e.g. Children Act
1989, Care Act 2014,
Children and Families Act
2014, Education Acts,
Health and Social Care Act
2012).

Duties to safeguard and
promote welfare of children,
and to meet eligible needs
of adults, must remain clear
and enforceable.

The “single accountable
body” principle applies:
there must be a clear legal
entity responsible for
delivering each statutory
function (no gaps or
duplication).

means in this context:

Safety of service delivery (safe

test)

Services must continue without
interruption through the transition
(no gaps in provision for vulnerable
children/adults).

Safeguarding arrangements must
remain robust:

Local Safeguarding Partnerships
(for children) and Safeguarding
Adults Boards must still function
effectively.

Clear escalation and
accountability for risk and
protection.

Workforce, data, and systems must
remain aligned so statutory
timescales and thresholds are met
(e.g. assessments, reviews,
casework).

The DfE and DHSC require formal
assurance before approving
restructuring/devolution orders.

Governance and

accountability

Local authorities must be
able to show that political
and professional leadership
is clear — e.g. a Director of
Children’s Services (DCS)
and a Director of Adult
Social Services (DASS) are
still appointed and legally
responsible (as required in
statutory guidance Children
Act 2004, s18 and Local
Authority Social Services Act
1970).

Decision-making and
financial accountability must
not be blurred when
services are split or shared.

Peopletoo
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Financial sustainability

Budgets for adult and
children’s social care must
be ring-fenced or
transparently allocated so
that statutory duties can be
met.

Risk-sharing mechanisms
must be in place if pooled or
delegated budgets are used
(e.g. in Combined Authority
or joint commissioning
models).

Inspection and regulation

Ofsted and the Care Quality
Commission (CQC) expect
councils to demonstrate “safe
and legal” operation when
disaggregating/reaggregating
services.

The DfE and DHSC require
formal assurance before
approving
restructuring/devolution
orders.
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2a. Adult Social Care TOM




Overview of Adults for Warwickshire too
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Top Priorities
Shift from residential to community-based support: Warwickshire has significantly higher reliance on residential/nursing placements vs. comparators.
Expand domiciliary and extra care capacity to reduce demand for residential placements.
Strengthen prevention & reablement —embed “Home First” pathways, better triage, community networks.
Develop micro-provider markets in rural areas to address capacity/access gaps.
Digital-first services: resident care accounts, online assessments, Al-enabled triage.
Carer support — respite, training, carer navigators.
Workforce sustainability — reduce agency reliance, build local recruitment pipelines, embed strength-based practice.

Integration with NHS — Section 75 agreements for hospital discharge, reablement, intermediate care.

Key Lines of Enquiry for the TOM Specific Warwickshire Considerations
Why is Warwickshire’s residential reliance so high, and how quickly Financial gap: without transformation, ASC will face a £77.4m budget
can community alternatives be scaled? gap by 2030.
Can micro-commissioning realistically meet rural Warwickshire’s Deprivation & health inequality: particularly acute in Nuneaton, Rugby
needs at pace? and North Warwickshire.
Is the workforce pipeline (recruitment, retention, training) sufficient Provider market fragility: shortages in domiciliary care (Stratford, North
to deliver new prevention and reablement models? Warks) and lack of extra care provision.
Are digital solutions accessible to all residents, particularly older Inspection readiness: CQC assurance requires strong governance, safe
adults and those in deprived areas? transitions, and consistent quality oversight.

How to balance local commissioning with regional commissioning
for specialist/high-cost needs?



Core Features of the ASC Operating Model
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Year Health Plan.

Neighbourhood /
Integrated Teams

Aligned to PCN/ICS
footprints, co-locating
social workers, OTs, NHS
staff, and voluntary sector
partners. Designed around
the strengths and needs of
each local population.

Digital-First
Solutions

Including resident care
accounts, online self-
assessment, Al-enabled
triage, and assistive
technologies to support
independence.

Multi-Disciplinary
Triage

At the front door, ensuring
people are directed to
universal or short-term

solutions before long-term

care is considered.

Workforce
Transformation

Embedding strength-based
practice, standardising
ways of working, building
local recruitment
pipelines, and improving
retention.

Home First

Embedded as the default
pathway, supported by
expanded reablement

services, assistive
technology, and Disabled
Facilities Grants (DFG) now
devolved to the new
unitary.

Prevention

Working with partners,
VCS, and community
assets to deliver targeted
prevention and early
intervention tailored to
neighbourhood needs.

Strategic
Commissioning &

Market Management
At a unitary or locality
scale, with outcome-based
contracts, micro-care
ecosystems, strong joint
commissioning with
NHS/public health and
local resilient markets.

Carer Support & Co-
Production

Structured engagement
with unpaid carers and
service users, with
expanded access to
respite, training, and peer
networks.




Key Features of the ASC Warwickshire Model

Community &
Partnership Working

Strengthens the ability to build place-
based partnerships:

Natural alignment with ICB
footprints and NHS neighbourhood
models.

Expanded collaboration with
housing, welfare, and voluntary
sectors to deliver holistic support.
Each unitary will organise ASC
delivery around recognised localities
(PCNs or community clusters),
ensuring services are relatable and
accessible.

Smaller footprint strengthens
democratic accountability, enabling
elected members to engage directly
with communities.

Brings decision / strategy making
closer to communities.

Strategic Commissioning
& Market Management

Allows two authorities to build upon
strengths where they exist, whilst
retaining local responsiveness.
Opportunities include:

* Embedding prevention and
enabling outcomes in contracts.

* Prioritising local and VCSE
providers to strengthen
community resilience.

* Developing micro-commissioning
approaches to grow hyper-local
and personalised services,
particularly in rural areas or where
capacity gaps exist.

* Joint commissioning with NHS to
reduce duplication and support
shared outcomes.
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Digital Innovation

Unitaries will implement a service
innovation agenda including:

Resident care accounts (“one stop”
portals).

Online assessment and review tools.
Assistive technology and predictive
analytics for early intervention.
Al-driven triage and chatbots at the
front door.

Automated workflows to improve
workforce efficiency.



ASC Governance Example PeOpletOO
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Place Based

Regional — Sub
regional

Unitary Local Authority

Partnerships

Locality Hub / Team/
Localised Strategy &
Commissioning

Locality Hub / Team/

Localised Strategy &
Commissioning

A A A A
Communities / Communities / Communities / Communities /
Neighbourhood Neighbourhood Neighbourhood Neighbourhood
delivery units delivery units delivery units delivery units

Safe & Legal (Day 1) Stabilisation (Year 1) Transformation (Year 2-3)

Workforce ICT Prevention Regionalisation
Demand Management Innovation

Continuity Governance
Statutory Duties
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2b. Children’s Services TOM




Police’&"Crime
Commissioner
Warwickshire

27 October 2025

CEX David Buckland
Stratford on Avon District Council

Delivered by Email: David.Buckland@stratford-dc-gov.uk

Dear David,

Subject: Local Government Reorganisation

Thank you for your letter regarding the ongoing discussions around local government reorganisation
in Warwickshire. | welcome the opportunity to contribute to this important process and appreciate
the commitment shown by all parties to ensuring that residents remain at the heart of future
arrangements.

As Police and Crime Commissioner, my focus remains on ensuring that any changes to local
government structures continue to support strong partnership working, community safety, and the
delivery of policing services that reflect local priorities. | note the rationale behind the proposal from
North Warwickshire, Nuneaton and Bedworth, Stratford-on-Avon, and Warwick to create two new
unitary councils—one serving the north and one the south of the county.

From a policing perspective, it is essential that any future arrangements continue to enable effective,
joined-up working across the county. Warwickshire Police, operating as a single force, has a strong
local identity and a proven track record of delivering responsive, community-focused policing. Its
current structure supports:

o Localised decision-making that reflects the priorities of Warwickshire’s towns, villages and
rural areas.

o Direct democratic accountability through the elected PCC.

o Strong partnership working with local authorities, health services and voluntary
organisations.

o Operational agility that allows the force to respond quickly and effectively to emerging
issues.

These features are critical to maintaining public confidence and ensuring that policing remains
rooted in the communities it serves. Any reorganisation must safeguard the ability of Warwickshire
Police to operate independently and in close alighment with local needs. It is also important to
consider how to maintain the close working arrangements in place between Warwickshire Police and
Warwickshire Fire and Rescue Service - any overall changes to the local authority landscape will
necessarily have an impact on these emergency services, and consideration should be givento a
single, local governance arrangement for both.

Should any future councils seek full constituent membership of the West Midlands Combined
Authority (WMCA), this could open the door to changes in police oversight—particularly if
Government were to grant the West Midlands Mayor responsibility for policing. Such a shift could

Item 3 / Page 125



WARWICKSHIRE North /South



	Executive
Summary
	Criteria 1: 
Unitary Local Government Must be the Right Size to Achieve Efficiencies, Improve Capacity and Withstand Financial Shocks.
	Criteria 2: 
Unitary Local Government Must be the Right Size to Achieve Efficiencies, Improve Capacity and Withstand Financial Shocks.
	Criteria 3: 
Unitary Structures Must Prioritise the Delivery of High Quality and Sustainable Public Services to Citizens.
	Criteria 4: 
Proposals Should Show How Councils in the Area Have Sought to Work Together in Coming to A View That Meets Local Needs and is Informed By Local Views.
	Criteria 5: 
New Unitary Structures Must Support Devolution Arrangements.
	Criteria 6: 
New Unitary Structures Should Enable Stronger Community Engagement and Deliver Genuine Opportunity for Neighbourhood Empowerment.
	Implementation



