






The council’s 
purpose and vision
In considering the future governance models that the council would like to pursue and adopt for public services in 
Chorley, a critical step is to clearly identify and articulate the council’s vision for the borough, and what the purpose 
of Chorley Council is.

The council’s corporate strategy sets out the organisation’s vision:

Vision – our ambition for the future

A proactive community leader, supporting the borough and all its residents to reach their 
full potential through working in partnership to deliver services that achieve the best 

outcomes and protect vulnerable people.

In addition to the council’s vision, in considering potential future governance models, the council needs to 
understand and agree its purpose. That is, what role Chorley Council should play in controlling, delivering and 
shaping public services for the borough. The proposed purpose of the council is:

Purpose - the role of the council in achieving the vision

Chorley Council will provide leadership and services which protect vulnerable people and are 
focussed on preventing the need for a reliance on more expensive service provision. 
The council will:
• deliver high quality services that meet the needs of its residents and communities
• work with its partners to integrate  services regardless of existing organisational boundaries
• focus on preventative services, and services which support communities and individuals 
      to remain independent and self-sufficient
• promote Chorley as a great place to live, work and do business.
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Education and skills

Education in Chorley is strong. Chorley has a well-qualified workforce: 35.9% of the population are qualified to Level 
4 (Higher Education) or above (compared with 31% regionally and 35.2% nationally). Only 6.9% of the population 
has no qualifications (compared with 11% regionally and 9.3% nationally). In 2012/13 66.8% of pupils achieved five 
or more GCSE A*-C (including English and Maths), ahead of the Lancashire average of 60.4%.

Employment and business sectors
Business administration and support services are particularly important in Chorley compared to other areas of the 
North West, employing over 6,000 people in 2013. The health sector is also more prominent in Chorley employing 
more than 7,000 people in 2013. 

The concentration of managers, directors and senior officials in Chorley is notable and this category of occupations 
achieved the strongest growth during the period 2010 to 2014, rising from 3,600 to 6,200 workers. In absolute terms, 
professional occupations accounted for the largest cohort of workers in Chorley in 2014, with more than 7,000 
people.

Earnings
Residency-based earnings are projected to continue to be higher than workplace earnings. Residency based 
earnings are projected to remain the same as the north-west average; while workplace based earnings will continue 
to be below the Lancashire, North West and national averages. 

2015 2025 2040

Workplace based earnings £431.8 £662.1 £1,216.1

Residency based earnings £482.9 £736.5 £1,346.4

Health

The health of Chorley’s population is generally better than the Lancashire average, and similar or slightly worse than 
the national average. There are, however, areas and conditions where Chorley’s health is an outlier. 

Life expectancy
Overall, life expectancy in Chorley is similar to the rest of Lancashire and England. However, life expectancy is 9.6 
years lower for men and 6.7 years lower for women in the most deprived areas of the borough compared to the
least deprived areas.8. 

Chorley Lancashire England

Life expectancy (years)

Males 79.3 78.3 79.4

Females 82.2 82.0 80.0
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Hospital Admissions – Harm and Injury

The rate of hospital stays for self-harm and alcohol related harm in Chorley is significantly higher than All England.
Although emergency admissions for hip fracture aged 65+ are similar to Lancashire and England, the rate of elective 
hospital admissions for hip replacement are significantly higher.
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Impact on the case for change

The demographic, health and economic background set out above provides an important context in terms of the 
future demands for public services. This includes: 
• An ageing population will lead to a change and likely increase in demand for public services. People aged over
       85 are more likely to live with multiple and complex conditions, which require support from services.10

• While Chorley overall is relatively affluent, particularly in relation to the rest of Lancashire, there are pockets of       
       significant deprivation. Changes in the way that public services are delivered, particularly if there are
       restrictions and a greater degree of targeting of resources may mean that Chorley receives significantly less   
       service that it currently does as resources are targeted elsewhere
• Economic links to neighbouring areas, particularly those outside Lancashire, need to be considered to ensure
       that administrative boundaries do not constrain Chorley’s future economic growth by making other areas more
       attractive because of policy differences between areas.

Legislative and policy context

The legislative and policy context in which the council and public services operate is important in considering 
future governance models. Whatever approach is pursued will need to fit with the external policy and legislative 
environment. This section provides an overview of some of the relevant developments.

Health and Social Care Integration and Reform
The Health and Social Care Act 2012 - introduced a number of key changes to the NHS in England which came into 
effect in 2013. The changes included:
• giving groups of GP practices and other professionals – clinical commissioning groups (CCGs) – ‘real’ budgets
 to buy care on behalf of their local communities;
• shifting many of the responsibilities historically located in the Department of Health to NHS England
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Key workforce challenges across Lancashire relate to skills shortages, recruitment and retention and investment in 
training and education to both create new roles and redistribute the existing workforce across all sectors. 

Finally, the study concluded that the Healthier Lancashire organisations face a collective financial challenge of 
£804.8m over five years, which represents 23% of the forecast funding for health and adult social care in Lancashire 
in 2020.

Better Care Fund (BCF) - The £5.3 billion fund was established “to deliver better outcomes and greater efficiencies 
through more integrated services for older and disabled people.” The BCF aims to create a local single pooled 
budget to incentivise the NHS and local government to work more closely together around people, placing their 
wellbeing as the focus of health and care services, shifting resources into social care and community services for the 
benefit of the people, communities and health and care systems.16 The BCF should form an important part of NHS 
two year operational plans and the five year strategic view alongside local government planning.

Combined authorities
A Combined Authority is a formal legal arrangement which supports and enables collaboration and co-ordination 
between two or more local government areas on transport, regeneration and economic growth.  It supports increased 
democratic accountability and transparency to a major area of local government policy making.

Creation of Local Enterprise Partnerships and combined authorities has changed the focus of strategic economic 
development work. The Devo Manc deal between the Greater Manchester Combined Authority and central 
government and other devolution deals that have followed in other areas provide a potential example of how further 
devolution and freedoms for local areas may take place in the future. 

A combined authority has been proposed for Lancashire, involving the two unitary councils, county council and 
district councils. The proposal for a combined authority will be discussed by each of the Lancashire council at 
meetings in November and December with a view to undertaking a consultation exercise in January 2016, and an 
aim to establish a combined authority by spring 2016.

Impact on the case for change

All of the above policy changes will continue to have a huge impact on the way that public services are delivered, 
and the way in which local government must work in close collaboration with its public sector partners to meet 
future demands. For instance, 
• the NHS five year forward view sets out opportunities and options for change in health care, with new models
       that would change the way in which the NHS works
• the creation of combined authorities also provide opportunities and challenges – with opportunities to better
       influence decisions across the sub-region, and a need to ensure that new structural arrangements recognise
       that Chorley’s economic area spans Lancashire and Greater Manchester.
• The legislation and policies identified, including for example the Care Act, recognise the importance of better
       integrating public services and prioritising overall wellbeing of individuals and communities.

Budgetary pressures

While the population change and policy context should provide impetus for public services in Chorley to change over 
time, a key immediate driver to change are the budgetary challenges that are faced across all of the public service 
organisations serving Chorley. These are caused by two key factors:
• reductions to funding
• increasing demand for services



Public finances have reduced significantly over the past few years and will continue to do so for coming years.  At 
the same time, costs of delivering services and the demand for them continues to increase.

This pressure is expected to increase in future years, with public sector organisations anticipating significant budget 
gaps. The table below sets out the likely budget saving requirements that are faced by organisations. It is based on 
the available information. This is not always consistent as organisations do not publish plans to the same timescales 
or level of detail. It does, however, give a clear indication of the level of challenge and change that will be needed 
over the medium term.

Organisation Budget projection Planned approach

Chorley Council
Needs to make savings of £2.5 million 
by 2017/18, and £3.4 million by 
2018/19

The council’s medium term financial 
strategy identifies a range of options to 
meet the identified budget gap, from 
increasing income generation to making 
staffing savings.

Lancashire County 
Council

The county council’s most recently 
published forecast projects that the 
county council needs to make savings 
of £223 million by 2020/21.

The council has commenced a base 
budget review to identify statutory 
services against a narrow definition. It 
is likely that county council services will 
be scaled-back considerably in the 
coming years.

Health services

The Healthier Lancashire work has 
identified a budget gap of £455.8 
million for NHS providers in the 
health economy across Lancashire by 
2019/20.

Each of the individual organisations 
involved in the Healthier Lancashire 
programme have individual plans for 
achieving their savings. The Healthier 
Lancashire programme aims to develop 
collective responses across Lancashire 
over the medium term that would see 
services reconfigured and transformed.

Lancashire Fire and 
Rescue

A budget gap of £6.7 million by 2018/19

The Fire Service has financial plans that 
will see changes in the way services (such 
as the prevention and protection teams) 
are delivered.

Lancashire Police
£20 million by 2017/18, and potentially 
a further £87 million by 2020/21.

Lancashire Police have already reduced 
their staffing by 16%. If the budget 
reduces by £87 million by 2020/21, the 
constabulary have stated that the impact 
would include moving to being a reactive 
force dealing with emergency and priority 
call, with no neighbourhood policing or 
public enquiry desks at police stations.



Impact on the case for change

Reductions to budgets across public services, coupled with increasing demand, is a primary driver for examining 
future governance models for services in Chorley. The potential impact cannot be exactly identified, but is likely to 
include: 
• services will be prioritised on the basis of need. As Chorley is relatively affluent, compared to other areas of
       the county, resources may be focussed elsewhere in Lancashire. Chorley’s relative affluence may mean that its
       more deprived areas are ‘hidden’ by the surrounding affluence and may be significantly more adversely
       affected
• as individual organisations take decisions to meet budget pressures, the reductions or changes in some
       services are likely to lead to increased costs elsewhere; cost shunting on to other parts of the system
• services focussed on prevention and early intervention will reduce or disappear. As organisations focus on
       core and statutory services, those which are non-statutory (such as many prevention and early intervention)
       will reduce. This will lead to significant issues over the medium and long term as the lack of those services are
       likely to lead to increased demand for statutory, demand-led services
• services will become more fragmented. As organisations focus on their core purpose, service provision will
       become more fragmented and separated with less common-ground between public services, and more gaps
       in services.















The full report includes a review of the current approach to managing customer-related functions, and tests whether 
the benefits that were anticipated have been achieved. Those benefits included:
• To increase productivity in the front office
• To use information effectively to anticipate and better manage peaks and troughs in workload
• To increase the digital take-up of services
• To reduce demand, and particularly failure demand for services

The review defines the characteristics of customer functions using the definitions developed in the establishment of 
the single front office:

Characteristics

Customer 
Processes

Those customer driven processes which are; 
• capable of being dealt with at first point of contact
• high volume of demand

Transactional Processes

Those processes which are driven by customer demand,
• which cannot be dealt on first point of contact, 
• which can be dealt with in a short period of time and
      limited number of interactions with the customer.

In addition to these functions, there are other functions delivered by the council which are closely associated with 
customer demand and requests, particularly those which are regulatory and asset-based in nature. The following 
broad characteristics have been developed to define the functions:

Characteristics

Regulatory 
Processes

Those processes which may have contact with the customer, but which 
are driven by statutory duties or powers.
• More likely to involve case management
• Interaction with large number of customers or
      stakeholders

Assets and infrastructure 
processes

Processes which are delivered to the benefit of the community, rather 
than a particular customer or customer group. Often related to land or 
assets

These processes are closely linked to customer functions, either because they have high levels of customer contact, 
or because they have the potential to produce high levels of failure demand18 if they are not delivered effectively.

The review of the council’s approach to customer services indicates that levels of customer satisfaction are generally 
higher in services that are delivered through the front office and that productivity has improved in services migrated 
into the single front office.











Five broad governance models that could be pursued to achieve the council’s ambitions for public service reform in 
the borough have been considered through an options-appraisal. The governance models are:

Option title Option summary

1 Status quo

No significant change to governance models. A continuation 
of partnership working through the public service reform 
partnership, with functional responsibilities remaining with 
current organisations.

2 ‘Traditional’ unitary authority

A unitary authority created for Chorley, a local authority that 
has responsibility for all local government functions, with a 
continuation of existing partnership arrangements, but which 
does not integrate working with other public services either in 
commissioning or provision.

3 Integrated district council

Local government functions remain within the existing 
structures. Appropriate district council functions are integrated 
with other public service providers (for example through an 
integrated community wellbeing service).

4
Integrated district councils across 
wider geography

Local government functions remain within the existing 
structures. Appropriate district council functions are integrated 
with other public service providers (for example through an 
integrated community wellbeing service), with a network of 
integrated districts across a wider geography to provide greater 
scope for service reform.

5 Integrated public services

Local government functions are brought together through a 
unitary authority, but the establishment of a new organisation is 
based on integrating commissioning and provision of services 
with other public service organisations.

The diagrams at appendix A set out to illustrate how the different models would lead to new organisational 
arrangements and changing responsibility for the management and delivery of functions.



The approach to the appraisal

The options-appraisal is based on a qualitative approach that examines the advantages and disadvantages of each 
model and the likelihood of it enabling the achievement of the following criteria, which have been developed from 
the original vision agreed by the working group and the recommendations from the independent commission on the 
future of public services:
• To make public services less fragmented to customers, residents and service users
• The model is capable of delivering sustainable public services in the short and long term
• The leadership of public services will be strengthened
• Public accountability will be maintained or strengthened
• The model will support public services to meet future needs and demands

Although the options appraisal is primarily a qualitative approach, to aid some differentiation of the models, the 
following scoring matrix has been applied to each against the criteria above:

Score Criteria

4 Option would strongly support achieving the objective

3 Option would support achieving the objective

2 Option would partially support achieving the objective

1 Option would not support achieving the objective

The assessment of each of the governance models is set out in the following tables.
 



Option 1: Status quo
Summary

No significant change to governance models. A continuation of partnership working through 
the public service reform partnership, with functional responsibilities remaining with current 
organisations.

Advantages Disadvantages

• No disruption caused by reorganisation of
      services
• No need to seek permission of central
      government or support of partners
• Organisations work within established and
      recognised boundaries. 

• Disruption is likely to occur anyway with
      financial gaps faced by public services
• Continued fragmentation of local
      government – lacking clear leadership to
      other public services.
• Continued inability of Chorley Council to
      drive and influence decision making at a
      local level because of split decision making
• Chorley is likely to be adversely affected
      by public services ‘rationing’ services and
      prioritising other areas of the county
• Joined up and integrated approaches to
      working is likely to be ad-hoc and
      inconsistent

Objectives and scoring

To make public 
services less 
fragmented 
to customers, 
residents and 
service users

The model 
is capable 
of delivering 
sustainable 
public services 
in the short and 
long term

The leadership 
of public 
services will be 
strengthened

Public 
accountability will 
be maintained or 
strengthened

The model will 
support public 
services to meet 
future needs and 
demands

Unlikely to deliver 
against this objective 
– the existing 
structures would 
continue the existing 
fragmentation. 
Fragmentation likely 
to increase in time as 
service provision is 
reduced or rationed.

Little impact in 
the short term, 
although individual 
organisations 
are increasingly 
having to take 
more fundamental 
decisions to meet 
financial challenges. 

Long term 
sustainability of 
public services not 
supported by this 
option

Refocussed public 
service reform 
partnership may 
provide some 
degree of improved 
leadership, as 
might the combined 
authority.

Public accountability 
for district council 
services will 
be maintained. 
Similarly with county 
council services. 
No promotion of 
accountability in 
other public services

Unlikely to support 
the delivery of this 
objective – current 
plans across public 
service partners 
focus on meeting 
financial challenges, 
not reshaping to 
meet future demands

1 1 2 1 1



Option 2: ‘Traditional’ unitary authority
Summary

A unitary authority created for Chorley, a local authority that has responsibility for local 
government functions, with a continuation of existing partnership arrangements, but which does 
not integrate working with other public services either in commissioning or provision.

Advantages Disadvantages

• Decision making and community
      leadership would be simplified and
      strengthened
• Financial modelling demonstrates that it
      is a viable option and does not significantly
      impact on the viability of the residual
      county area.
• An established model of governance for
      local government, with examples of public
      service reform elsewhere.

• Likely to cause significant disruption to
      public services, particularly local
      government in the short and medium term
• Model does not address the fragmentation
      of public services
• Authority would be sustainable in the short
      to medium term, but may be less
      sustainable in the long term as a small
      authority
• Some services (particularly specialist
      services) would better delivered at a
      scale larger than the borough, although
      the combined authority would provide
      some mechanism for this.

Objectives and scoring

To make public 
services less 
fragmented 
to customers, 
residents and 
service users

The model 
is capable 
of delivering 
sustainable 
public services 
in the short and 
long term

The leadership 
of public 
services will be 
strengthened

Public 
accountability will 
be maintained or 
strengthened

The model will 
support public 
services to meet 
future needs and 
demands

Addresses 
fragmentation of 
local government, 
however the model 
on its own would 
not address the 
fragmentation of 
public services (for 
example, across 
health and social 
care)

This model is likely 
to be able to provide 
an opportunity 
for sustainable 
local government 
(through a redesign 
of services, and 
based on financial 
modelling). 
However, does not 
address long term 
sustainability of wider 
public services and 
in small in absolute 
terms

The unification of 
local government 
would provide 
an opportunity 
to strengthen 
local government 
leadership. However, 
it does not address 
system-wide 
leadership

Public accountability 
for local government 
would potentially 
be increased with 
more straightforward 
structures. However, 
it does not address 
other parts of public 
services

The model may 
support the 
development 
different local 
government services, 
but not addressing 
the need for 
integration of health 
and social care and 
other public services 
would make it more 
difficult to meet 
future needs.

2 2 3 3 2



Option 3: Integrated district council
Summary

Local government functions remain within the existing structures. Appropriate district council 
functions are integrated with other public service providers (for example through an integrated 
community wellbeing service).

Advantages Disadvantages

• No need to seek permission of central
      government
• Addresses long term issues in managing
      demand for services through demographic
      change.
• Addresses some of the issues of
      fragmentation in public services
• Builds on current partnership working
      through the public service reform
      partnership

• Continued fragmentation of local
      government – lacking clear leadership to
      other public services.
• Risk of commissioning and service
      provision decisions undermining public
      service reform.
• Proposals would be limited to on certain
      parts of the public service system, and
      changes to services or systems would not
      include all relevant services.

Objectives and scoring

To make public 
services less 
fragmented 
to customers, 
residents and 
service users

The model 
is capable 
of delivering 
sustainable 
public services 
in the short and 
long term

The leadership 
of public 
services will be 
strengthened

Public 
accountability will 
be maintained or 
strengthened

The model will 
support public 
services to meet 
future needs and 
demands

Addresses some 
fragmentation 
issues, but not local 
government or health 
and social care.

Would promote 
Chorley Council’s 
sustainability in the 
medium term by 
increasing remit, and 
would support longer 
term sustainability of 
public services. 

Unclear on the short 
term how it would 
support short term 
sustainability

Will provide some 
strengthened 
leadership through 
creation of integrated 
services and 
combined authority, 
but does not address 
the fragmentation 
of local government 
or health and social 
care commissioning 

Public accountability 
is likely to be more 
complex as services 
are integrated across 
different sectors 
without addressing 
the fragmentation of 
key elements of the 
system 

The approach will 
support a reshaping 
of services to meet 
future needs in 
terms of an ageing 
population with 
increasing complex 
and multiple 
needs through 
prevention and early 
intervention. It will 
not address issues 
in the management 
of health and social 
care

3 3 3 3 3



Option 4: Integrated district councils across a wider geography
Summary

Local government functions remain within the existing structures. Appropriate district council 
functions are integrated with other public service providers (for example through an community 
wellbeing service), with a network of integrated districts across a wider geography to provide 
opportunities for wider service reform.

Advantages Disadvantages

• No need to seek permission of central
      government
• Addresses long term issues in managing
      demand for services through demographic
      change.
• Addresses some of the issues of
      fragmentation in public services
• Builds on current partnership working
      through the public service reform
      partnership
• Network of integrated districts could
      enable greater change and sustainability,
      and provide a scale to deliver a wider
      range of integrated services across a larger
      population

• Continued fragmentation of local 
      overnment – lacking clear leadership to
      other public services.
• Risk of commissioning and service
      provision decisions undermining public
      service reform.
• Proposals would be limited to on certain
      parts of the public service system, and
      changes to services or systems would not
      include all relevant services.

Objectives and scoring

To make public 
services less 
fragmented 
to customers, 
residents and 
service users

The model 
is capable 
of delivering 
sustainable 
public services 
in the short and 
long term

The leadership 
of public 
services will be 
strengthened

Public 
accountability will 
be maintained or 
strengthened

The model will 
support public 
services to meet 
future needs and 
demands

Addresses some 
fragmentation 
issues, but not local 
government or health 
and social care.

Would promote 
involved district 
councils’ 
sustainability in the 
medium term by 
increasing remit, and 
would support longer 
term sustainability of 
public services. 

Will provide some 
strengthened 
leadership through 
creation of integrated 
services and 
combined authority, 
but does not address 
the fragmentation 
of local government 
or health and social 
care commissioning 

Public accountability 
is likely to be more 
complex as services 
are integrated across 
different sectors 
without addressing 
the fragmentation of 
key elements of the 
system 

The approach will 
support a reshaping 
of services to meet 
future needs in 
terms of an ageing 
population with 
increasing complex 
and multiple 
needs through 
prevention and early 
intervention. It will 
not address issues 
in the management 
of health and social 
care

3 3.5 3.5 3 3



Option 5: Integrated public services
Summary

Local government functions are brought together through a unitary authority, but the 
establishment of a new organisation is based on integrating commissioning and provision of 
services with other public service organisations.

Advantages Disadvantages

• Decision making and community
      leadership would be simplified and
      strengthened.
• Could potentially work across a wider
      geographic area
• Would make public services more
      sustainable by building an integrated
      model public services instead of adding
      them on to existing organisational
      structures
• Would provide an opportunity to better
      manage the disruption in public services
      that is already being caused by budget
      gaps.

• Would take time to develop and deliver
• Would cause disruption within public
      services and need permission from others
      (such as central government)

Objectives and scoring

To make public 
services less 
fragmented 
to customers, 
residents and 
service users

The model 
is capable 
of delivering 
sustainable 
public services 
in the short and 
long term

The leadership 
of public 
services will be 
strengthened

Public 
accountability will 
be maintained or 
strengthened

The model will 
support public 
services to meet 
future needs and 
demands

Should promote 
integrated public 
services – from 
commissioning to 
provision, and enable 
redesign of service 
provision around the 
needs of individuals 
and communities

Model is capable of 
delivering sustainable 
services in the long 
term, by better 
managing demand 
across the system 
and over time, and 
by tailoring services 
to needs.

Public services 
should be promoted 
through the 
integration of local 
government, and the 
creation of integrated 
approaches to 
commissioning and 
service provision

Public accountability 
should be maintained 
or strengthened in 
the development 
of new services, 
but it is likely to be 
different and more 
complex as services 
are integrated across 
different sectors

The model would 
support public 
services in meeting 
future needs and 
demands by shifting 
emphasis on 
prevention and early 
intervention, and on 
the management of 
demand across the 
system rather than 
within organisations

4 4 4 3 4



Summary of the scoring

A summary of the scoring applied in the options-appraisal is set out in the table below. This provides some level of 
indication about the potential for each of the models to reach the objectives and vision that the council has set out to 
achieve.

Objective Status 
quo

Traditional 
unitary

Integrated 
district 
council

Integrated 
district 
councils 
on wider 
area

Integrated 
public 
services 

To make public 
services less 
fragmented 
to customers, 
residents and 
service users

1 2 3 3 4

The model 
is capable 
of delivering 
sustainable public 
services in the 
short and long term

1 2 3 3.5 4

The leadership of 
public services will 
be strengthened

2 3 3 3.5 4

Public 
accountability will 
be maintained or 
strengthened

1 3 3 3 3

The model will 
support public 
services to meet 
future needs and 
demands

1 2 3 3 4

Total 6 13 15 16 19 

The options appraisal indicates that the integrated public services model is the most likely governance model to 
achieve the objectives and vision of the work. The model which is least likely to achieve the council’s aims is to 
remain with the status quo.

Deliverability of the models

The options-appraisal examines each of the models against the identified objectives. However, a separate issue is 
how possible it is to deliver the governance models when external factors, such as other organisations’ decision 
making is taken into account. In this section, consideration is given to how deliverable each of the models are.

 



Option 
title Issues for delivery

1 Status quo

No real issues in potential to deliver this model, as the existing arrangements 
continue. The only new arrangement is the development of a combined authority 
for Lancashire. Although this will pose some issues for the Lancashire local 
authorities, it should be relatively straightforward to develop and deliver and 
similar models are in place in other areas of the country.

2
‘Traditional’ 
unitary 
authority

The government would need to agree to the reorganisation of local government 
arrangements for Chorley to create a single tier authority. At present, the 
government’s stated approach is that they will consider this when there is a 
unanimous agreement among local partners. For Chorley, this would mean that 
the agreement of Lancashire County Council would need to be secured. At this 
point, this would seem unlikely. An alternative approach would be to secure a 
mandate from local residents to further lobby the government and county council.

3
Integrated 
district 
council

This option would require formal transfers of the management of functions to 
new organisations, but the relevant decisions could be made by the council and 
its partners and would not require legislation or permission from government or 
others. In addition, the extent of the integrated working, for example through the 
integrated community wellbeing service, could take a narrow or wide approach 
depending upon the level of engagement from partners. Similar approaches (albeit 
generally not with district councils) are developing across the country to better 
integrate health and social care.

4

Integrated 
district 
councils 
across wider 
geography

This option would have similar challenges in terms of deliverability to option 3, but 
would need to develop agreement across multiple areas, including governance 
arrangements although it would still not require legislation or permission from 
others.

5
Integrated 
public 
services

The delivery of this option would be challenging. One approach to delivering this 
would be to secure local government reorganisation to start the process. This 
would encounter the same issues that are identified for option 2 above. 

In addition, the opportunity would need to be taken to deliver different governance 
models across local government and the health sector – meaning that multiple 
partners would need to engaged and actively involved. This would be easier 
to undertake during the reorganisation of local government, but would still be 
challenging. 

An alternative approach would be to develop some of the foundations to this 
approach through before reorganisation, by developing the model described in 
option 3 before reorganising local government as described in option 5. 

The most deliverable options are either continuing with the status quo, or to develop the integrated district council 
model.

Conclusion
The future governance model that is most likely to support the council and public services to achieve the vision and 
objectives is the integrated public services model; utilising the opportunity of reorganisation of local government to 
drive change through the system of public services and create new and sustainable models.

However, there would be significant challenges in implementing that model, so it would take time to deliver. 

The integrated district model provides an opportunity to achieve much of the vision for public service reform, and is 
achievable. In a similar way, working to extend the model across multiple districts may present further opportunities. 
However, as identified in the options appraisal, the model carries risks in terms of long term sustainability as 
commissioning functions would not be included within integrated governance structures.







Function Characteristics

Strategic 
Those processes which are central to the decision making of the organisation; 
• closely linked to the decision making core; 
• involved in long term organisational planning.

Resourcing 
Those processes which provide support to the running of the organisation through 
support services.

Customer

Those customer driven processes which are; 
• capable of being dealt with at first point of contact
• high volume of demand
       or
• cannot be dealt with at first point of contact, but can be dealt with in a short
       period of time and limited number of interactions with the customer

Regulatory

Those processes which may have contact with the customer, but which are driven 
by statutory duties or powers.
• More likely to involve case management
• Interaction with large number of customers or stakeholders

Early intervention 
and well-being

These processes may provide universal services that promote better living and 
community involvement. They may also be targeted at vulnerable people who are at 
risk of becoming more dependent if there is no intervention.

Economic development

Processes which:
• drive economic growth
• related to business growth 
• related to long-term spatial planning

Community assets 
and infrastructure

Processes which are delivered to the benefit of the community, rather than a 
particular customer or customer group. Often related to land or assets

The table below shows the business models that will be associated with each of the functional groupings. It is 
important to note that these demonstrate the key business model approaches for each, but they will need to 
continue to develop and respond to the external and internal context

Function Business model

Strategic 

Delivered by the organisation, with some scope for shared services if an opportunity 
arises. Provides strategic direction to the organisation, and forms the policy making 
and democratic core. Also development of collective capacity with partners for 
reform work.

Resourcing 
Consider shared services, use of technology and potentially outsourcing to reduce 
costs.

Customer
Consolidation of functions into the front office. Delivery of digital strategy should 
provide scope to refocus services and reduce costs.

Regulatory
Linked closely to customer services function. Consider shared services and 
outsourcing on a business case basis. 

Early intervention 
and well-being

Full integration with public service providers –through an integrated community 
wellbeing organisation. Delivered with coproduction and volunteering at its heart, 
encouraging community involvement.

Economic development
Close / joint working with sub-regional partners. Potential outsourcing of some work 
with those partners.

Community assets 
and infrastructure

Close links with customer services. Work with volunteers / community groups / 
parish council to encourage coproduction and community action.



These business models should be used in developing a reshaped organisation and in developing a transformation 
strategy. The business models identified in the table above fit with the service principles identified in the earlier 
section. In addition, they fit and support the governance models identified around an integrated district council and 
integrated public services. For example, the model for early intervention and well-being is supported by an integrated 
community wellbeing service, the model for economic development links with a combined authority and customer, 
regulatory and community assets are supported by the background evidence for customer principles, coproduction 
and community action. 

A note on geographies

The focus of this report is on creating sustainable public services for Chorley and the potential role of Chorley 
Council.  However, the principles outlined in the previous section, as well as the proposal for an integrated 
community wellbeing service would be suitable to fit within a system of transformed public services across a wider 
geographic area.

The report from the commission argued that there is no single right spatial level to deliver all public services, that 
some are best suited to large populations and spatial areas, whereas others are suited to smaller areas. An example 
used in the commission report is that the integration of health and social care works best at populations of 20,000 to 
70,000.

Set out below is a broad illustration for how different public services could be suited to different population sizes and 
geographic areas

Impact on the case for change

Regional – 5 million +
• Specialised services
• Strategic transport and infrastructure planning

Pan Lancashire – 1 million

• Tertiary services
• Strategic economic growth planning
• Transport planning and infrastructure
• Serious and organised crime
• Regional trauma centres
• Regional specialised services
• Support for education

Clustered district – 200,000 to 300,000

• Type One and Type Two urgent care services
• Emergency service response
• Health and social care commissioning
• Planned healthcare

District level and smaller – 100,000 and smaller

• Design and provision of community services –
       including prevention and early intervention
• Community health and primary care services
• Community and asset-based services

A key issue in identifying future governance models for public services is to ensure that local accountability is 
maintain and strengthened, so that residents can clearly influence the management and delivery of services, and hold 
their representatives to account. It is likely that this is best achieved by maintaining links to community identify and 
links to the delivery of frontline services. Within the proposals outlined above, this would appear to be best served 
through democratic arrangements at a district level, with a population of around 100,000.  
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Acute
hospital

trust

Police

Fire and
Rescue

County
Council

Combined
Authority

Community
and mental
health trust

Borough
Council

Integrated district council

Integrated community
wellbeing service

Integrated community 
wellbeing services are legal 
entities shared by partners 
with responsibility for 
delivery of:

• District council functions
 - Housing advice and
  homelessness
 - Environmental health
 - Community development
 - Sports and physical activity
 - Leisure centres
 - Neighbourhood officers

• LCFT functions
 - Community and mental
  health teams (including
  integrated neighbourhood
  teams, IAPT, CMHTs)

• Other partners’ prevention
 and early intervention
 services

District council business models

• Shared back office services
• Customer functions migrated to
 the front office
• Coproduction and community
 action integrated service delivery

Combined authority takes 
responsibility for decisions/
functions relating to:

• Economic growth
• Transport
• Skills and education

Schools 
and 

education



Schools 
and 

education

Combined
Authority

Acute
hospital

trust

Police

Fire and
Rescue

Community
and mental
health trust

Integrated public services

Integrated community
wellbeing service

Joint
commisisoning

service

Unitary
borough
council

Business models

• Shared back office services
• Customer functions migrated to the front office
• Coproduction and community action integrated service delivery

The ambition is to create a model of integrated public services, which are illustrated in the diagram below.

Integrated community 
wellbeing services are legal 
entities shared by partners 
with responsibility for 
delivery of:

• Local government functions
 - District functions
 - Public health
 - Social Care
 - Health functions
 - Community and mental health
 - Emergency services
 - Prevention and protection
  services

Joint commissioning service with 
responsibility for commissiong of 
health and social care.

Combined authority takes 
responsibility for decisions/
functions relating to:

• Economic growth
• Transport
• Skills and education






















