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1.0 Expected Outcome   

1.1 Further to the decision of Cabinet and Council on 5 November 2020 to submit an 
outline proposal for a Bay area unitary authority, this report brings back the full 
proposal for approval.  

1.2 If approved this will enable the councils to present the full proposal to Government, 
demonstrating how a unitary council will be an effective driver of economic, social 
and environmental benefits for the area’s residents, businesses and visitors, realise 
the strategic potential of the area and enable transformation of public services.   

2.0 Recommendations 

2.1 It is recommended that Cabinet 

 

(1) Approves the full proposal for a unitary council for the Bay area (attached 
at Appendix 1) and recommends it to Council for their consideration and 
approval before submission by the Leader and Chief Executive to the 
Government by 9 December 2020; and 

 

(2) Authorises  the Chief Executive, in consultation with the Leader, to approve 
any minor amendments that may arise following consideration of the 
proposal by Barrow Borough and Lancaster City Councils, prior to 
submission. 

 

It is recommended that Council 

 



(1) Considers and approves the full proposal for a unitary council for the Bay 
area (attached at Appendix 1) recommending it  for submission by the 
Leader and Chief Executive to the government by 9 December 2020; and 

 

(2) Authorises  the Chief Executive, in consultation with the Leader, to approve 
any minor amendments that may arise following consideration of the 
proposal by Barrow Borough and Lancaster City Councils, prior to 
submission. 

 

3.0 Background and Proposals 

3.1 At the meetings on 5 November 2020 Cabinet and  Council authorised the 
submission of an  outline proposals to the Ministry of Housing, Communities and 
Local Government (MHCLG).  The outline proposal was also agreed by Lancaster 
City and Barrow Borough Councils and submitted by the required deadline of 9 
November 2020. 

 
3.2 Since that date, work has been continuing on development of the full proposal to be 

submitted by the deadline of 9 December 2020. 

3.3 The full proposal forms Appendix 1 to this report. The proposal presents the case for 
a new unitary council for the Bay, focussed on the cohesiveness of the area and its 
communities. It indicates the opportunities, strengths and strategic needs of the 
area’s communities and economy and how they may best be addressed through the 
leadership and resources of local government based on the geography of the 
functioning economic area and health services footprint.  

3.4 The proposal sets out the approach which has been followed to develop a clear and 
justified proposal which meets the criteria for local government reorganisation. It 
demonstrates that the Bay is a credible geography and population size, that the 
proposal has strong level of local support, that it will deliver affordable and efficient 
local government and that is is deliverable.  

3.5 The proposal is founded on the principle that ‘form follows function’. The starting 
point is an understanding of what needs to be addressed in the Bay area, ‘the drivers 
of change.’ The proposal identifies the critical importance and opportunity for public 
services transformation so that whole system approaches are adopted to address 
needs. It sets out opportunity for a new relationship between communities, the third 
sector and public services, enabling co production of services and principles of 
subsidiarity. From this assessment of needs and opportunities for service reform 
come the objectives for the Bay Authority and the basis on which success can be 
measured. 

3.6 The proposal provides comparison with alternative proposals against the critieria for 
reorganisation.  It presents a financial assessment, identifying financial cost, benefits 
and sustainability of The Bay. It sets out the cost and approach to managing the 
transition from existing to new arrangements. It emphasises that by adopting the form 
follows function approach, the most significant benefits for the area and the 
affordability of public services are derived from service reform and transformation in 
addition to the savings from organisation structural changes. 

3.7 The proposal provides commentary on an option for the organisation of local 
government in the remainder of Cumbria should the proposal for the Bay be 
implemented. It provides commentary with regard  to Lancashire. It presents the 
opportunity for future discussions to proceeed on combined authorities and 
devolution of powers and resources from Government. 



3.8 Members are asked to consider and agree the full proposal for submission to 
Government on the 9th December 2020. 

 

3.9 Other proposals  

3.10 A proposal was submitted by Cumbria County Council for a single unitary council for 

Cumbria. The remaining 4 districts within Cumbria are considering proposals for two 
unitaries, with Carlisle, and Eden looking at a North South split of Allerdale, Carlisle 
and Eden (North), and Barrow, Copeland and South Lakeland (South). Allerdale and 
Copeland are also considering a proposal on a two unitary basis which considers 
Allerdale, Copeland and Carlisle and Eden, South Lakeland and Barrow. 

3.11 Our full proposal provides a comparison of the Bay proposal against these other 
proposals and concludes that the Bay proposal will deliver the strongest outcomes 
and benefits for the Bay area whilst enabling a sustainable unitary council to be 
established in Cumbria to the north. 

3.12 On the 13th October, receipt of the outline proposal was formally acknowledged by 
the MHCLG. In that letter they asked that if the Council wishes the May 2021 local 
elections in its area to be postponed on account of the proposed unitary reform, then 
we should include a request in writing when submitting the full proposal. This matter 
is addressed through a separate report on this agenda. 

 

4.0 Consultation 

4.1 A communications and engagement plan has sought to inform residents, businesses, 
stakeholder organisations, Councillors and employees about the development of a 
proposal and engage their views in the proposal’s development. Communications 
were coordinated across the three councils. 

4.2 A series of stakeholder meetings have been undertaken, including Health, Police, 
Fire and Rescue, economy and business, Parish and Town Councils and the third 
sector. On line  surveys have been made available by each Council and an 
independent opinion poll carried out. Councillor and employee briefings have taken 
place.  

4.3 A summary of the engagement activity and findings is provided in Appendix 3.   

4.4 The main outcomes are: 

 The Opinion Poll demonstrates a broad and strong level of support for the 
Bay proposals amongst residents across the area.   

 Engagement with strategic bodies indicates: 

o that there are benefits to be derived through collaborative work to 
align and transform services to achieve better outcomes for residents 
and improve the sustainability of services 

o Collaboration will improve the strategic voice and influence of the Bay 
area.  

o That there are no insurmountable issues which would stand in the way 
of a Bay Unitary Authority proposal being implemented 

 The survey demonstrates a very high degree of public support for organising 
local government on the scale and geography of the Bay 



4.5 The engagement activity has also indicated issues and opportunities which will need 
to be further addressed and, in the event Government approve its implementation, 
when considering the design and implementation of the proposed Bay Authority.   

5.0 Alternative Options 

5.1 There is an option not to submit a proposal. This would mean that the opportunity 
and benefits of a unitary council, based on the footprint of the three councils, would 
not be considered by Government alongside other proposals submitted.  The full 
proposal indicates the benefits and opportunities which could be realised for 
residents and businesses. These would be foregone if a proposal were not 
submitted. By not submitting a proposal, the Council would significantly reduce its 
influence in the reorganisation of local government. This option is not recommended. 

 

6.0 Contribution to Council Plan Priorities  

6.1 Exploring the case for devolution will consider the benefits a change to local 
government could deliver. Supporting our economy to thrive and benefit all our 
residents. It supports the outcome that our Borough will have a strategic role within 
Cumbria and as part of the Lancaster and South Cumbria City Region. A unitary 
authority will support improving all outcomes for the Borough. 

7.0 Implications 

Financial, Resources and Procurement 

7.1.1   There are many potential financial implications of changing the structure of local 
government: these were last experienced in this area in 1974 when the current 
District was created.  It is expected that any reorganisation would result in additional 
one-off costs to implement the changes and then recurring variations in costs and 
income following the change.  How these changes will balance out will depend on the 
individual circumstances of each local authority and the options adopted. Whilst initial 
estimates of the one-off costs have been made within the financial model, those will 
need to be further refined for each area.  

7.1.2 Particular issues to be considered include existing base budgets, the relative income 
base of each authority, existing levels of council tax and government grants, capital 
expenditure and major projects which can be multi-year commitments, assets owned, 
levels of borrowing and investments, pensions, potential redundancy costs, relative 
salary and staffing levels and the transition to a single pay and grading system,, 
potential costs of aligning IT systems and the speed and ability to realign service 
delivery to realise efficiency savings while providing strong strategic and local 
leadership.   

7.1.3   It will be necessary to set a single level of Council Tax for any new authority: the 
levels will be determined by existing Council Tax levels.   

7.1.4 Some more complex financial matters that will need to be resolved are the novation 
of commitments and their financial costs or agreed use of accumulated reserves – 
reserves would be amalgamated into a single Balance Sheet; the continued 
collection of Council Tax and Business Rates from previous years, payable to 
different preceptors; merging Housing Revenue Accounts; contractual commitments 
and at what point to implement short-term extensions or co-terminated end points; 
long term contracts will require greater attention. 

7.1.5    Each authority has submitted details of expenditure, income, staffing, balance sheet 
assets and liabilities, key funding streams, five year financial plans and expected 
demographic and non-demographic growth.  This detail has been used to prepare 
the potential changes in funding and costs identified within the full proposal. 



7.1.6   It should be noted that, if the Bay unitary proposal is supported by Government, 
further very detailed work will continue via a shadow authority and into the early 
years of the new unitary.  Transition costs have been included as part of the 
proposal. 

7.1.7   Overall, the full proposal carries a financial business case as well as achieving value 
for money and improved service outcomes, compared with the current two-tier 
government structures.  Transitional costs will be required to develop and implement 
all arrangements, and this will be a shared issue for all three councils.  However, 
over a ten-year period the cost of local government reduces, becoming considerably 
more sustainable in the long term.  It is worth noting that the approach taken in 
developing the proposal has not prioritised savings over and above reform and the 
achievement of improved outcomes for residents. 

7.1.8 If the proposal is approved by government, developing arrangements will need to be 
supported by ongoing consideration of financial implications at every stage. 

Human Resources 

7.2 The Chief Executive has hosted employee briefings on the proposal and timetable, 
with opportunity for employees to raise questions on the implications of change to a 
unitary authority. Further updates will continue to be provided. If the proposal, or 
another proposed by others, proceeds,  it is expected that the implementation of the 
proposal would lead to a TUPE transfer of employees from the various respective 
councils to the successor unitary authority. The transitional planning arrangements 
will develop the detail of the new authority’s service delivery and workforce. 

Legal 

7.3.1 Proposals for a unitary authority are being submitted under Part I of the Local 

Government and Public Involvement in Health Act 2007.  

7.3.2 By letter of 9 October the Secretary of State for Housing, Communities and Local 
Government, in exercise of his powers under Part 1 of the Local Government and 
Public Involvement in Health Act 2007 invited the principal authorities in Cumbria to 
make a proposal in accordance with the attached letter (Appendix 2). In essence the 
Council had approximately 4 weeks to submit an Outline proposal and a further 4 
weeks to submit a Full Proposal. With dates for submitting reports and proposals to 
the respective meetings the timescales were even shorter 

7.3.3 Section 3(5) of the 2007 Act requires authorities to have regard to guidance issued 
by the Secretary of State as to: “what a proposal should seek to achieve”; and 
“matters that should be taken into account in formulating a proposal”.  Guidance for 
this invitation has been attached to the invitiation to submit a proposal and is 
attached as Appendix 2. 

7.3.4 Whilst there is no statutory consultation process the letter from the Secretary of State 
made it clear that any proposals should include a good deal of local support as 
assessed in the round overall across the whole area of the proposal. The Council has 
carried out engagement on the proposal and the results of this are attached at 
Appendix 3. Concerned at the timing of the invitation, the Council requested the 
process be put on hold  and the request was declined. Officers have within the time 
constraints carried out an engagement exercise at a formative stage.   

7.3.5 Once the Secretary of State has received a proposal in response to an invitation, he 
may seek advice from the Local Government Boundary Commission for England, 
which may recommend that:  



(a) he implements the proposal;  

(b) he does not implement it; or  

(c) it may make an alternative proposal. 

7.3.6   Before making any Order the Secretary of State ( s,7 of the 2007) will consult every 
authority affected by the proposal ( except the authority or authorities who made the 
proposal) and such other persons as he considers appropriate.  

7.3.7  If the proposal is agreed by the Secretary of State, it is then implemented by a 
Structural Changes Order which is laid before Parliament. The Order is likely to 
create new shadow authorities, provide for elections, a shadow executive to take 
decisions, appoint staff, transfer assets and secure implementation and then dissolve 
the old authorities and effect the transfer of functions to the new authorities on 1st 
April probably 2 years hence in 2023.  

7.3.8 The Secretary of State has invited proposals which include a Type C proposal.  At 
present Cumbria Fire Authority is part of the County Council, whereas in Lancashire 
there is a Combined Fire Authority covering the area of the County Council along 
with the two unitary authorities of Blackpool and Blackburn with Darwen represented 
on a separate statutory corporation. Part 1 of the Policing and Crime Act 2017 places 
a duty on police, fire and ambulance services to work together and enables Police 
and Crime Commissioners to take on responsibility for fire and rescue services 
where a local case is made under the 2017 Act.   

7.3.9 The legislation for the organisation and reorganisation of police areas and police and 
crime commissioner’s does not constrain our ability to form a new unitary council 
which crosses exiting county boundaries. If our Type C proposal is accepted the 
Secretary of State will consider what incidental or consequential provisions he may 
(should he wish to) make under Part I of the 2007 Act. There are also powers under 
s32 of the Police Act 1996 to bring the police areas and Police and Crime 
Commissioner boundaries in line with the new structure of the local authority. Similar 
transitional provisions with regard to Fire will apply.  

7.3.10 It may be the case that the Structural changes order will make incidental, 

consequential, transitional or supplementary provision to fire with Local Authority and 

Police boundaries.  

7.3.11 In terms of elections, Members are advised that the current electoral arrangements 

remain in place unless and until the Secretary of States provides decree otherwise. A 

view has been sought as to whether the local election scheduled for May 2021 

should be postponed. A separate report deals with the question of elections. The 

decision on this is for the Secretary of State. However, it is anticipated that at the 

same time any Orders are made to create new authorities (if this is what is directed) 

then parallel orders will be made with regards to the timing of any elections.  

7.3.12 It was felt to be important that all councillors had a chance to review, amend and 

approve the submission. This being in light of emerging information from 

Government, and other authorities, since October, we believe councillors must be 

given the opportunity to express an updated opinion on the proposal.  Hence why we 

have brought the matter back to the Council meeting rather than seek delegated 

powers. 

7.3.13 As a matter of law the Council is entitled to a fair process and a fair crack of the whip 

in putting forward a proposal. At this stage of the exercise we have had neither. 



 

 

Health, Social, Economic and Environmental 

7.4 Have you completed an Health, Social, Economic and Environmental Impact 
Assessment? Yes      

7.5 A key requirement of the proposal is that it demonstrates improvement to local 
government and service delivery, and provide stronger strategic and local leadership 
across the area of the proposal.  The full proposal indicates the benefits it seeks to 
realise for the health, social, economic and environmental wellbeing of the area.  The 
assessment is attached as appendix 4. 

 

Equality and Diversity 

7.6 Have you completed an Equality Impact Analysis? No  

7.6.1 If you have not completed an Impact Assessment, please explain your reasons: 

The proposal demonstrates how the organisation of unitary local government on the 
geography of the Bay can deliver improvement to local government and public 
service delivery. The proposal has identified the drivers of change and resulting 
critical success factors for the functioning of the proposed new council so that the 
wellbeing of the Bay’s communities are improved. Intrinsic to this is that the proposed 
new council will continue to promote equality and diversity and ensure that there are 
no negative differential impacts resulting for equalities groups from change to how 
services are designed and delivered.  

The detail required of the proposal does not include specifics on how individual 
services will be provided by the proposed new council.  The specifics of service 
delivery are addressed through transition planning in the event the proposal be 
approved by Government and implementation proceeds.  This future phase will 
address the detail of how services will be provided by the new council and how the 
transition from the existing to new service arrangements will be managed so as not to 
disadvantage service users.   

With the level of detail required by the full proposal we conclude at this stage that the 
proposal will have neutral impact with prospect that outcomes for equalities groups 
will strengthen as the design proceeds for the new Council’s services delivery.  

 

Risk 

Risk Consequence Controls required 

Proposal does not meet the 
criteria set by Government for 
LGR proposals 

The proposal could be 
dismissed by Government 
or challenged by other 
bodies  

Ensure compliance with 
criteria and where there 
may be doubt, present 
compelling case for 
consideration as exception 

Proposal does not gain support 
of local bodies and other public 
sector organisations 

The proposal could be 
dismissed by Government 

Position the proposal with 
local communities, bodies 
and organisations and 
gather expressed support 

Undertake 
communications works 



Risk Consequence Controls required 

which demonstrate the 
benefits of the proposal 

LGR proves a distraction of 
effort 

Effort may be redirected 
from other priority work, 
and in the context of 
COVID 19 recovery 

Ensure LGR work is 
effectively prioritised 
alongside other priority 
work.   

Time constraints of the invitation 
restricted the period for 
engagement  

The proposal could be 
dismissed by Government 

The consultants and the 
Councils have carried out 
consultation and assessed 
the feedback at key stages 
and updating the proposal  
to reflect feed back and 
the evidence of strong 
support  

Contact Officers 

 

Lawrence Conway – Chief Executive 

David Sykes Director Strategy Innovation and Resources 

Appendices Attached to this Report 

 

Appendix No. Name of Appendix 

1 Full Proposal for a Bay Unitary Authority (to follow) 

2 Invitation and guidance from Secretary of State dated 9 October 2020 

3 Summary of consultation and engagement activity (to follow) 

4 Health Social Economic and Environmental impact assessment 
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5.11.20 
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