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Report of William Nunn, Leader of Breckland Council 
 
To:   Council – 9 March 2012 
 
(Author: Terry Huggins, Chief Executive) 
 
Subject: Breckland, Great Yarmouth and South Holland Shared Management 
 
Purpose: To consider a joint management arrangement for the three Councils. 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

1.0  PREFACE 
 
1.0 Breckland and South Holland District Councils have been operating with a shared Chief 

Executive from August 2010 and with shared senior managers from April 2011.  Great 
Yarmouth considered an integrated working model with South Norfolk which included 
shared senior management but decided the total package proposed was not what they 
required.  Nevertheless they remained interested in sharing their Chief Executive and 
senior managers.  

 
1.2 The Leaders at Breckland and South Holland have always believed that their way of 

working could be extended over a larger number of authorities and a discussion 
between the three Leaders led to an interest in investigating whether a shared Chief 
Executive and senior managers could work successfully across the three Councils.  
The Leaders shared their discussions informally with their Council members and asked 
the chief executive for Breckland and South Holland to bring forward a proposal for 
their consideration. 

 
2.0  INTRODUCTION 
 
2.1 This report introduces a proposal for how Breckland, Great Yarmouth and South 

Holland could share a joint management team.  It asks if, based upon the contents of 
this report, all three Councils want to progress this proposal.  

 
2.2 The reasons for considering shared management are many and the importance of 

each will vary between the three Councils: 
 
 

Recommendation(s): 
 

a) To approve the principle of the three authorities working together with a joint 
 Chief Executive and Management Team.  
 
b)  To approve consultation with trade unions and staff on the proposal as 

 described in this document. 
 
c) To indicate which option to take with regards the appointment of a Chief 
 Executive. 
 
d) The Chief Executive and three Leaders to consider all responses to the 

consultation and the final structure, selection process and slotting in and bring 
back to Council the joint proposal for approval.  

 
e)  To appoint Terry Huggins as the joint Chief Executive for the purpose of 

implementing the proposals. (other statutory appointments e.g. Head of Paid 
Service to be dealt with when the Managing Director ends his employment)  



1. Financial Saving.  All three Councils will achieve a financial saving as 
explained later in the report. 

 
2. Improved resilience and breadth of skills.  District Councils’ budgets are 

generally unable to both sustain their levels of senior management and at the 
same time protect the delivery of frontline services.  Most have moved to 
reduce their management costs.  When this is done without sharing it 
inevitably leads to a lack of resilience and breadth of professional skills in the 
management group. 

 
3. New political management arrangements.  All three Councils have adopted 

the “stronger leader” model of governance from those available in the Local 
Government and Public Health Act 2007 which replaced the former Leader 
model under the 2000 Act.  Shared Chief Executive and management creates 
a new relationship between the managerial and political leadership of the 
authority in recognition of the new model. 

 
4. Senior Management is a costly resource and sharing this achieves better 

value for money from this investment. 
 

5. A shared management structure allows further opportunities for savings to be 
more readily identified and implemented. 

 

3.0   UNDERPINNING PRINCIPLES 
 
3.1 The proposal is built upon some key principles: 
 

1. The sharing of management between three authorities relies upon an open 
relationship based upon a common vision and trust.  Effective working requires 
steering as circumstances change based upon core principles.  It is not 
something  that benefits from attempts to codify it in detail.  The relationship is 
cemented through agreement of a memorandum of understanding (Appendix B). 

 
2. Costs of the shared management team are shared equally between the three 

authorities. 
 

3. The staffing structure is based upon the three key functions of local authorities: 
Place (the economic, environmental and social well being of the area),  
Commissioning (the provision of services either in-house or through contracts or 
partnering arrangements with the private sector, voluntary sector or other public 
sector bodies) and Governance (a democratically accountable, well run and 
financially sound organisation). 

 
4. All members of the shared team work for all three authorities and none retain 

any “special” relationships with any of the three authorities.  
 

5. All members of the shared management team have been successfully assessed 
against a set of core competencies (Appendix C). 

 
6. Working with a shared management team requires officers and members to be 

flexible in developing new ways of working.  Use of video conferencing and other 
communications methods will be used to avoid unnecessary travelling. 

 
 
4.0 THE PROPOSAL 
 
4.1 Governance 
 
 Each Council remains a distinct separate and accountable body.  There is no 

merging of authorities.  The decision making process as described in their individual 



constitutions remain unaltered by this arrangement.  Governance of the joint working 
arrangement is by a Joint Executive.  This has no delegated powers and is non 
decision making.  For strategic decisions outside of the executive powers of the 
Leader it makes recommendations to the three Councils.  Membership of the Joint 
Executive comprises three members from each authority, total nine.  An observer 
from the scrutiny function of each Council is also invited to each meeting.  It is for 
each Council to appoint to the joint executive as it sees fit.  

 
4.2 Structure 
 
 Appendix A shows the proposed structure of the new joint management team, 

subject to consultation and final agreement by the Councils.  This is built upon the 
existing and proven structure used by Breckland and South Holland but with some 
additional capacity added where it’s believed that it will be needed.  The designation 
of joint service managers will be changed to Joint Head of Service to avoid confusion 
with Great Yarmouth Service Unit Managers. 

 
4.3 Salary Grades 
 
 Again subject to consultation and Council approval the grading for jobs as proposed 
 and used for calculating costs are: 
 
 Chief Executive  Grade 1  £100,879-£124,004 
 Deputy Chief Executive Grade 2  £82,064-£100,879 
 and Directors 
 Assistant Directors  Grade 3b  £54,311-£66,763 
 Heads of Service  Grade 4  £46,115-£54,311 
      

These grades are based upon the Breckland/South Holland joint management 
grading scheme.  All existing staff of South Holland and Great Yarmouth appointed to 
the joint management team will remain as employees of their existing authority.  
Their service conditions remain as those of their employing authority.  Their 
appointed salary is to a spot point from within the relevant grade. 
 
If any individual is slotted in to a post the grade of which is lower than their existing 
grade the pay protection policy will apply. 
 

4.4 Implementation 
 

The three authorities will each have different selection and redundancy procedures 
and through consultation senior managers will be asked to agree a common 
approach for the purpose of this exercise.  Following consultation it is proposed that 
staff affected by the proposal will be considered for slotting in to the new structure.  
This includes the joint managers at Breckland and South Holland and the Deputy 
Managing Director and Heads of Service at Great Yarmouth.  Staff will be considered 
for slotting in by a panel comprising the Chief Executive and the three Leaders. 

 
Slotting in will be based upon: 

 
o The core Competencies 
o Professional qualifications and experience 
o The range, size and scope of accountabilities 
o The match between the old and new jobs 
o Employment record. 

 
Any person not offered a position based upon slotting in will be at risk of redundancy 
and subject to the redundancy policies of the employing Council. 
 
 
 



 
4.5 Appointment of Chief Executive and Head of Paid Service.   
 
 This post could be treated in a similar fashion to the other posts i.e. with the 

agreement of the three Leaders to slot in the incumbent of the post for Breckland and 
South Holland or else make him redundant.  However, it is possible that because of 
the importance of this role to the success of the management team and relationships 
with elected members that members would wish to submit this post to open 
competition.  In this case agreement could be reached with the existing Chief 
Executive to continue with the implementation until such time as the successor is 
appointed. 

 
4.6 Great Yarmouth Implementation 
 

Although this report deals only with issues as they relate to senior management I am 
recommending that separately Great Yarmouth consider investing some of the 
saving into a dedicated manager for “Forward Great Yarmouth”.  This in recognition 
of their unique position and the opportunities that exist and which must be taken 
through the Enterprise Zone and other related projects.  If this is agreed then I would 
recommend this person reports directly into the Director of Place.   
 
The arrangement has no direct and immediate impact on the employment of Service 
Unit Managers (SUMs).  There will be the opportunity for SUMs to be considered for 
vacant posts in the structure once slotting in has been completed.  

 
4.7 A consultation document based upon this proposal is appended at ‘D’. 
 
5.0  CARBON FOOTPRINT IMPLICATIONS 
 
 New technologies will be used to minimise travelling requirements 
 
6.0  CONSTITUTION IMPLICATIONS 
 
 Each authority will need to renew its constitution and delegations based upon the 

final agreed proposal.  Statutory posts will need to be appointed at all 3 councils. 
 
7.0  EQUALITY AND DIVERSITY IMPLICATIONS 
 
 The proposal is being subject to an equalities impact assessment. 
 
8.0  FINANCIAL IMPLICATIONS 
 

The costs of implementation will be shared equally by the three authorities.  There 
will be the cost of redundancies.  The Managing Director at Great Yarmouth has 
indicated a willingness to accept voluntary redundancy.  Additional redundancies are 
likely to be one or two.  For budget purposes an assumption of redundancy costs at 
£240,000 (£80,000 each) would be reasonable.  If the Chief Executive at Breckland-
South Holland is to be made redundant there will be an additional cost in the order of 
£76,000. 

 
The costs (salary, NI and Super) of the new management structure is estimated at 
£1,451,936.  Divided three ways the cost to each authority will be £483,978. 
 
The existing cost of senior management at Breckland and South Holland (including 
vacant posts) is £1,155,542 which they split 50:50 paying £577,771 each and so 
each will realise a saving of £93,793 per annum. 
 
The existing cost of senior management at Great Yarmouth (including vacant posts) 
is £629,610 and so they will achieve a saving of £145,632.  
 



 
9.0 LEGAL IMPLICATIONS 
 
 The memorandum of understanding has been reviewed by LPA Law for Great 

Yarmouth and Breckland Legal Officer. 
 
10.0 RISK MANAGEMENT IMPLICATIONS 
 
 Risks have been considered as part of the overall management of the project by the 

Project Team.  They have been identified, assessed and managed through a joint 
risk register 

 
11.0 TIMETABLE 
 

1. Informal Consultation through political groups, as required. 
 
2. Consideration by each authority’s preliminary mechanisms e.g. JCC and General 

Purposes at Breckland, Cabinet at South Holland, Cabinet at Great Yarmouth: 
 

JCC Breckland   26th January 
General Purposes   Breckland 8th February 
Cabinet South Holland  28th February 
Cabinet Great Yarmouth   8th February 
Cabinet Breckland   14th February 

 
3. A common report presented to all three Councils for agreement. 
 
 Council South Holland   7th March (evening) 
 Council Great Yarmouth   8th March (evening) (Special meeting) 
 Council Breckland  9th March (morning) (Special meeting) 
 
4. Council meeting to agree final proposal following consultation 24th May 2012. 

 
 
12.0 BEYOND JOINT MANAGEMENT 

 
The three Councils are agreeing to share their senior management team.  They are 
not agreeing that other services will be shared.  Each manager will have a mixture of 
service delivery mechanisms to manage with some services being outsourced and 
others delivered in-house or through partnerships.  Shared services will be 
considered from time to time when joint procurement or joint working will achieve a 
benefit to the parties.  This may be all three or just two of the parties.  There is no 
presumption that other services must be shared.  Additionally there is agreement to 
consider joint bureaucratic processes where this eases ways of joint working. 

 
13.0  ALIGNMENT TO COUNCIL PRIORITIES 
 
  To be an entrepreneurial Council 
 
14.0  WARDS/COMMUNITIES AFFECTED 
 
_____________________________________________________________________________________
 
Lead Contact Officer 
Name/Post: Terry Huggins, Chief Executive 
Telephone Number: 01362 656286 
Email: chief.executive@breckland-sholland.gov.uk 
 
Key Decision 
Yes 



 
Appendices attached to this report: 
 
Appendix A Draft Structure Chart 
Appendix B Memorandum of Understanding  
Appendix C Core Competencies for Shared Managers 
Appendix D Consultation Document  


