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Background 

At the 17 June 2010 meeting, the EDDC/SSDC Joint Integration Committee (JIC) approved the 

development of business plans for service integration for the following 8 work-streams: 

 Finance 

 Human Resources 

 ICT 

 Legal & Democratic Services 

 Revenues and Benefits 

 Public Spaces 

 Licensing 

 Environmental Health 

The business plans will set out the approach, implementation options, implementation costs, 

timescales, risks and overall cost savings for the move from the separate provision of services by 

SSDC and EDDC to the joint management, operations and delivery of the selected work-streams.  

The business plans will build on the work that delivered the Project Definition Documents (PDDs). 

Completed business plans should be returned by 23rd August.  The business plans will be reviewed at 

the JIC meeting on 9th September. 

 

1. Objectives of the project 

A project will be set up to manage the integration of services for each of the 8 work-streams 

selected.  The key objectives of each project will be to: 

 Implement a shared management structure for the current services provided by SSDC and 

EDDC.  The new structure to be effective from 1st April 2011. 

 Implement the shared operation and delivery of services – with an initial target date of 1st 

April 2012. 

 

2. Project scope 

Detail the services that will be included in the project and any elements that are to be excluded.  

Define the boundaries of the project. 

Services covered by this project are audit, governance and risk management: financial services of 

accountancy, insurance, cashiering, debtors and creditors: and procurement, 

3. Approach 

The project to deliver shared services between SSDC and EDDC will be delivered in 2 phases: 
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 Shared management structure – subject to approval, recruitment to the new structure will 

be complete by 31st January 2011 and the structure operational by 1st April 2011.  

 Shared operation and service delivery – timescales for the development of the structures, 

processes and systems required to enable the shared delivery of services will vary between 

services.  The initial target for the start of shared delivery is 1st April 2012.  Timescales for 

each service will be agreed following the development of the detailed business case and the 

appointment of Directors and Heads of Service. 

 

4. Implementation of shared management 

A proposed management structure for tier 2 (Directors) and tier 3 (Heads of Service) will be 

presented to the JIC in October.  Human Resources are dealing with all issues relating to recruitment 

to this structure, consultation and redundancy. 

For the purposes of this business plan it should be assumed that the new structure will be approved 

and recruitment completed by the end of January 2011. 

Detail any issues or actions required to implement the new management structure – excluding those 

being progressed by Human Resources. 

 

5. Implementation of shared operation and service delivery 

There are 3 keys elements of this phase of the project: 

 Development of business processes to deliver services on a shared basis. 

 Implementation of a staff structure to deliver the revised processes. 

 Consolidation/convergence of business and IT systems to support shared delivery. 

 
5.1. Business processes - In this section identify: 

 The options for shared service delivery 

 The benefits of each option 

 Risks associated with each option 

 The preferred option 

 Key activities required to implement the preferred option 
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Introduction 

The most senior finance officer (referred to as the S151 officer) occupies a critical position in the 

organisation, leading and directing financial strategy and ensuring that resources are used effectively 

to secure the Council’s objectives. The S151 officer should be a key member of the senior 

management team and be in a position to provide advice to members of the Council charged with 

decision making. 

The S151 officer will lead and direct a ‘fit for purpose’ finance service. Traditionally within a district 

councils finance staff would be located in a centralised team with only the largest service areas able 

to justify a devolved resource. In these rapidly changing times it is now not unusual for councils to 

outsource functions, or look to share services. 

The financial service team will undertake a range of activities from the routines of paying and 

receiving money, through the processes of estimating, monitoring and reporting on financial 

performance through to the strategic leadership role. 

A number of these activities will be undertaken by small teams with perhaps only 1-2 officers 

considering a particular function to be their primary responsibility. They will often work with 

corporate financial ICT systems, linked to both feeder systems and the main financial ledger. 

Accordingly what could be viewed as relatively routine stand alone activities, operated by lower tier 

managers and administrative staff, could prove difficult and expensive to break down into 

constituent parts and to rebuild as envisaged by the shared services agenda.  

The range of activities covered by financial services is: 

 Audit 

 Governance 

 Financial services 

 Accountancy 

 Payment of invoices 

 Collection of sums due (not including housing rents, council tax and business rates) 

 Cashiering 

 Procurement 

 Insurance 

Present Structures 

The 2 councils employ 32.75 staff (eddc 13.6: ssdc 19.15) to undertake the financial services referred 

to above (see attached establishment charts). The East Devon team is managed by the Head of 

Finance , reporting to a Corporate Director (S151 officer) with the South Somerset team under the 

management of an Assistant Director, also the S151 officer, reporting directly to the Chief Executive.  
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Both officers are responsible for other activities not covered by this business case. In fact a number 

of those including ICT services, Revenues and Benefits together with other support functions are the 

subject of separate business cases. 

The 2010-11 budgets for these establishments are: 

    £  

  EDDC  £417,310 

  SSDC  £625,590 

S151 Officer 

With a shared Chief Executive in place and in view of the intention of both councils to progress 

consideration of a shared senior management team it is assumed that structure will contain the 

position(s) of senior finance officer. To do otherwise would be to demote the importance of the role 

of the S151 officer below that placed on it by statute. 

The Chartered institute of Public Finance and Accountancy (CIPFA) in their publication ‘The role of 

the Chief Finance Officer’ advocate the S151 officer being a member of the Leadership team with a 

status at least equal to other members. Whilst it is open to each council to look to maintain 

independent finance officers it is difficult to see how a strategic group would operate with 2 such 

positions. 

For the purpose of this paper it is assumed a decision on the S151 role will be taken when the report 

on a proposed management structure is considered by the Joint Integration Committee, and 

subsequently by each Council. The business case will therefore reflect on other possible 

opportunities to reduce costs through shared arrangements. 

Audit 

EDDC have recently resolved to apply to join the South West Audit Partnership (SWAP). A successful 

application will result in a member of staff being the subject of a TUPE agreement with the current 

post Internal Audit and Governance Manager being declared surplus to requirements. 

With SSDC already a member of the partnership there will be opportunities to reduce the cost of this 

activity in future years. The speed and degree of that saving will largely be dependent upon the 

appetite to merge the support and front line services of both councils. As an illustration of what 

might be achieved councils take the housing benefits function for which both councils are currently 

responsible. The audit days required by each would be in the region of 12 days. At a daily rate of 

£240 each authority will incur a cost of £2,880, a combined total of £5,760 (24 days). Undertaking a 

single audit of a merged housing benefit service, whilst not halving the cost, could see that 

requirement reduced to say 16 days. That is a saving of 8 days, equivalent to £1,920, or £960 each. 

Governance  

As separate entities each council will need to ensure it has in place appropriate arrangements to 

undertake, monitor and evaluate their governance activities. With the 3 statutory officers (Chief 
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Executive, Monitoring Officer and S151 Officer) all serving both councils there is a danger this 

responsibility will become less focussed. 

The S151 officer will act as the link between SWAP and the Authority, similar to the relationship that 

would exist with a head of internal audit, were the activity undertaken in-house. With a shared S151 

post greater emphasis should be placed on the direct reporting link between the internal audit 

function and the Audit Committee. 

Other than the shared positions referred further cost saving are not anticipated from governance 

activities. 

Financial Services 

Within the current establishment there are 3 senior finance posts at 2nd and 3rd tier. The new 

shared management structure could see these reduced to one. Although the roles and 

responsibilities of the existing posts will not necessarily be reflected in the new position largely 

removing this tier will create a gap in the structure between the head of service and the various 

teams managed by this level In East Devon’s case, where the Finance Managers post has been 

frozen, there will be no position between Senior Accountant or Senior Income & Payments Officer 

and the shared S151. This will need to be addressed – the Finance Manager post at South Somerset 

could be shared enabling both authorities to share savings of around £25,000 per annum each. 

There are 2 major factors which will limit the opportunity to make savings through a shared financial 

service. 

1) Statutory identities of the EDDC and SSDC.  

Each will retain their constitutions, executive arrangements, priorities, aims and ambitions. 

Each will be required to set a council tax, prepare estimates, monitor and report on financial 

performance and maintain independents records and accounts. Each will be subject to 

scrutiny by external audit and other performance monitoring bodies. 

2) Corporate financial systems 

Whilst supplied by the same software company the councils operate a different suite of 

corporate financial systems for accountancy, payments and income collection in addition to 

further software for cashiering, internet and telephone banking. Each of these systems will 

be linked to a number of other systems with data passing between them in a stable and 

controlled environment. This complex web of interconnected systems will not be easy and 

cheap to disentangle. It is further considered unlikely councils would want to undertake such 

an exercise on a piece meal basis. Moving to a shared suite of applications in a ‘big bang’ 

approach would be cheaper and potentially less disruptive than replacement on a piecemeal 

basis. 

In a classic chicken and egg dilemma do integrated services follow integration of the finance function 

or could the latter only be justified once the largest, most important services are joined.  

The cost of the ICT infrastructure and in recognition of the separate identities of each council there 

is a strong argument in support of the latter.  
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The ICT business case will cover this issue in significantly more depth with an assessment of both the 

time frames and costs of moving to a shared platform. At this stage therefore it is assumed each 

council will need to maintain a team of officers dedicated to meeting their specific requirements. 

Further until the infrastructure is in place those teams should ideally remain located in Sidmouth 

and Yeovil, in close proximity to the service managers they support. 

Despite that opportunities to work more closely, to share timetables, methodologies, best practise, 

common report templates etc should be pursued in the interests of members, the CX and senior 

management team. It is imperative that those charged with leadership are provided with 

information a consistent manner across both councils.  

Whilst finance teams will work on different sets of books, perhaps remaining in their existing 

locations, it will be important that the teams work towards a standardised product. In time this 

should allow staff to move comfortably between locations with the teams developing and sharing 

specialist in say vat administration, capital accounting, investment management etc. 

An opportunity that should be pursued at an early stage is closer working between our procurement 

officers with obvious merit in pooling resources on joint initiatives, in addition to working closely 

with other local and regional partnerships. This partnership could be achieved on a ‘virtual’ basis and 

not necessarily locating officers to one site. 

5.2. Revised staff structure – a revised staff structure will be required to support the preferred 

option identified in 6.1 above.  This section should:   

 Identify the existing staff structure that currently delivers the services for SSDC and EDDC – 

include a structure chart as an appendix. 

 Present the proposed structure (to tier 4 as a minimum) that will support the preferred 

option for service delivery.  Provide an approximate cost for the new structure.  Include a 

structure chart as an appendix. 

 Identify key activities required to implement the new structure – e.g. training.  Note – 

exclude activities that will be performed by Human Resource such as recruitment and 

consultation with unions. 

 A structure will be put forward once the senior management structure has been agreed. If  a joint 

S151 officer is appointed there is a strong argument for aligning processes within councils to bring a 

degree of standardisation, based on best practise, into play. If this is agreed it would also make 

sense to have a joint Finance Manager. At present this post is frozen at East Devon but there would 

be a need to have a manager between the S151 and the senior accountants. South Somerset 

currently have a postholder that could be shared enabling savings to be shared between the two 

authorities. . 

Should members decide to operate with a S151for each authority then East Devon could continue to 

save it’s Finance Manager post.  

5.3. Systems – it is likely that the systems currently supporting the delivery of services will need to 

be reviewed to enable services to be delivered on a shared basis.  In this section:  
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 Identify the systems currently used to support service delivery, their purpose and the costs 

of running these systems. 

 Identify systems that will need to be changed, upgraded or merged to support the 

implementation of the preferred option identified in 6.1 above.  Provide estimated costs for 

the system changes required. 

 Identify the expected costs of running systems once changes/upgrades etc are complete. 

 Identify any keys risks that arise from planned changes to systems. 

 Identify the key activities required to implement the system changes. 

As discussed above the investment and reliance on corporate financial ICT systems by the two 

Councils will also have a bearing on any decision to merge teams. Here benefits that might be 

achieved from merging relatively small officer teams would need to be balanced against the cost and 

operational impact of moving to a common shared computer suite of applications.  

Both authorities use Cedar but have different versions. Either can be adapted to manage both 

authorities’ finances. Work has not been undertaken to determine which of the applications would 

be the preferred choice, if either. 

It is argued elsewhere that the timing of any decision to move to a common suite would be 

dependent upon the timetable for service integration. As more services are shared, common 

methods of working adopted, the stronger the argument for sharing key financial systems. The 

current position is set out below: 

 SSDC EDDC 

Accounting Cedar E5 Cedar e-financials v3.4 

Debtors Cedar E5 Cedar e-financials v3.4 

Creditors Cedar E5 Cedar e-financials v3.4 

Cash 

Receipting 

In-house  Capita 

Asset 

management 

In-house IPF 

 

The cost of integrating a finance system is in the range between £55,000 and £75,000. The revenue 

savings would be £20,500 shared per annum. 

6. Timescales 
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The timescale for the implementing shared service delivery will be dependant on a number of 

factors including the complexity of the changes required to business processes, the extent of the 

staffing structures proposed and the number of systems changes required. 

Provide a high level plan for the implementation of shared service operations and list the factors 

that determine the timescales required for the change. 

It is assumed a joint S151 officer will be appointed, financial services teams and systems will be 

integrated once key services (i.e. critical mass achieved) are brought together and in the interim a 

standardised financial service will be developed. 

Stage 1 – Appointment of shared S151 officer    Jan 2011 

Stage 2 – Review of structures and capacity of both finance teams  April – May 2011 

Stage 3 – Agreement on and adoption of standard report templates, annual timetables, methods of 

working etc        April–September 2011 

Stage 4 – Agree protocol for joint working on procurement initiatives across all service areas and 

also consider options specific to the finance function including such activities as insurances (covering 

both the policy cover purchase and claims administration), banking arrangements and cash handling, 

and other transaction costs      by March 2012 

Stage 5 – consider options for sharing specialist staff   by June 2012 

Stage 6 – timetable to integrate ICT would then be dependent upon the speed and extent of service 

mergers. No indication at this time. 

Stage 7 – Finance teams fully merged. 

7. Costs 

Populate the table below with the costs of providing the service currently and under the preferred 

shared option. 

Cost of Service Delivery (£k) SSDC EDDC Total Shared 

Staff Costs 625,590 417,310 1,042,900  

Non-Staff Costs 108,780 80,100 188,880  

Total Costs 734,370 497,410 1,231,780  

Note does not include cost of insurance policies. 

Detail the costs of implementing the preferred option.  Note – exclude any potential redundancy 

costs; these will be managed by Human Resources. 

Item / Description Cost (£k) 

Migrating on to one financial system  
£55,000 to 
£75,000 
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8. Dependencies 

Some of the activities within the implementation plan may be dependant on work done within other 

services.  There may also be reliance on work that is not within the direct control of either SSDC or 

EDDC.  Identify these in this section. 

 


