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Options Appraisal: Methodology (South Holland)
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This report sets out the 
options appraisal for the 
future opportunity of the 

Integrated Shared 
Management Structure 

and Joint Working 
Arrangements based on an 

agreed external and 
internal assessment 

criteria. 

A Preferred Option is 
recommended for both 

Council’s.

The options appraisal methodology is based on eight assessment criteria (4 x Internal and 4 x External). Each of the assessment criteria is weighted to 

reflect the political priority and strategic political direction for the future opportunity of the Council. This is based on a score weighting range of 1-5, where 5 

indicates the strongest political preference and importance. The score weighting and assessment criteria are outline below. 

External Criteria

Internal Criteria

Places & CommunitiesPartnerships of Place National Policies Capacity to the Democratic 
Leadership

EffectivenessAmbition EfficiencyOpportunity

4 5 4 2

5 3 3 4



Options Appraisal: Methodology (Breckland)
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This report sets out the 
options appraisal for the 
future opportunity of the 

Integrated Shared 
Management Structure 

and Joint Working 
Arrangements based on an 

agreed external and 
internal assessment 

criteria. 

A Preferred Option is 
recommended for both 

Council’s.

The options appraisal methodology is based on eight assessment criteria (4 x Internal and 4 x External). Each of the assessment criteria is weighted to 

reflect the political priority and strategic political direction for the future opportunity of the Council. This is based on a score weighting range of 1-5, where 5 

indicates the strongest political preference and importance. The score weighting and assessment criteria are outline below. 

External Criteria

Internal Criteria

Places & CommunitiesPartnerships of Place National Policies Capacity to the Democratic 
Leadership

EffectivenessAmbition EfficiencyOpportunity

4 4 5 3

4 5 5 4



Rationale
Summary of Options
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AS IS

The four options for the 
future opportunity of the 

Integrated Shared 
Management Structure 

and Joint Working 
Arrangements are set out 

in the table opposite.

The table shows the 
geographical attributes of 

the option and the 
rationale for selecting that 

option.

Geography

As-is, retaining existing 
arrangements for location 
and operation of the shared 
team and structure.

Retaining existing 
arrangements for the 
location and operation of 
the shared team and 
structure.

Stand Alone 
Authority

Improved 
Existing 

Partnership

New Local 
Strategic 

Partnership

AS IS

This option has been 
included to assess the scale 
of opportunity within the 
existing partnership 
arrangements.

This option has been 
included to act as a baseline 
option from which all other 
options can be compared 
and assessed.

Each authority to operate 
within their own county 
region as a single 
organisation with 
relationships to local 
councils within their region.

This option has been 
included to assess the scale 
of opportunity in reverting 
back to a single stand alone 
authority. 

Each authority to share a 
partnership within their 
own county region with 
partnership relationships 
developed with local 
councils within their region.

This option has been 
included to assess the scale 
of opportunity in forging a 
new local strategic 
partnership within a newly 
defined geography. 



The four options
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AS IS

The existing arrangement for the 
Integrated Share Management 
Structure and Joint Working 
Arrangements between the two 
Councils continue.

This option is based on the assumption 
of no change to the current 
arrangements. 

This option has been included to act as 
a baseline option from which all other 
options can be compared and assessed.

This option has been compared to the 
assessment criteria for completeness.

Improving the existing Integrated Share 
Management Structure and Joint 
Working Arrangements between the 
two Councils.

This option is based on the assumption 
that the opportunities to improve the 
existing partnership are implementable 
for the purpose of assessment. 

These assumptions will be set out 
clearly.

Improved 
Existing 

Partnership

A Stand Alone Authority without an 
Integrated Shared Management 
Structure.

This option is based on the assumption 
of a continuation of Joint Working 
Arrangements for services reflected in 
the multiple partnership relationships 
which exist for both Councils and with 
other organisations.

This option is based on the opportunity 
to ‘buy-back’ services from each 
Council. 

Stand Alone 
Authority 

A New Local Strategic Partnership with 
another Council.

This option is based on the assumption 
that ‘Local’ means within existing 
county regional geography and the local 
partner council shares a border with the 
Council.

This option is not specific to any 
potential partner opportunity as this 
will be subject to further partnership 
criteria assessment, subject to the 
Preferred Option. 

New Local 
Strategic 

Partnership



Total Score for Option
The Options – Summary Results (South Holland)
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AS IS

This section sets out a 
summary of the options 
appraisal based on the 

agreed assessment criteria 
weighting and the options 

evaluation contained in the 
following section.

The Preferred Option is 
identified by the highest 

total score.

External - Internal 

24

Stand Alone 
Authority

Improved 
Existing 

Partnership

New Local 
Strategic 

Partnership

AS IS

54

42

69

81

18

28 26

39 30

36 45



Total Score for Option
The Options – Summary Results (Breckland)
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AS IS

This section sets out a 
summary of the options 
appraisal based on the 

agreed assessment criteria 
weighting and the options 

evaluation contained in the 
following section.

The Preferred Option is 
identified by the highest 

total score.

External - Internal 

26

Stand Alone 
Authority

Improved 
Existing 

Partnership

New Local 
Strategic 

Partnership

AS IS

63

49

87

93

23

31 32

41 46

39 54



Qualitative analysis
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Approach to our qualitative analysis

As part of the options appraisal, we have considered how each of the options would meet the 
options criteria for the future opportunity of the Integrated Shared Management Structure and 
Joint Working Arrangements. Any future business case must satisfy these criteria to ensure 
consistency with the options appraisal methodology set out in this document. 

Set out below are the eight criteria and the following slides set out the evaluation of the options 
based on this criteria. 

The option appraisal is based on a High/Medium/Low ability to satisfy the identified criteria.

Places & Communities - to best 
respond to the challenges and 

embrace the opportunities for all 
local places and communities with 

effective local resilience

Partnerships of Place - to 
effectively connect to the wider 
public partnerships who support 

outcomes for the places and 
communities

National Policies - to effectively 
respond/and or create a position to 

respond to the future strategic 
national policy agenda e.g. funding 

streams, LGR & Devolution

Capacity to the Democratic 
Leadership - to effectively support 

the democratically elected 
representatives of the local 

communities

Ambition- to achieve the 
strategic ambition and priorities 
reflected in the Corporate Plans 
for your communities and places

and the Council

Efficiency - to enable flexibility 
to achieve future efficiency 

opportunities to deliver value for 
money for taxpayers 

Opportunity - to create the 
opportunity to be an attractive & 
aspirational employer to recruit 

and retain the best talent and skills 
in the public sector

Effectiveness - to remain agile 
and flexible to embrace 

operational service models which 
best support the Council to deliver 

improved services to it’s 
communities



Options Criteria Assessments Definitions

The operating environment for local government has significantly 
changed and evolved since 2010. To achieve improved outcomes 
for local communities and places requires local government to work 
effectively with a range of partners in the public, private and third 
sectors in a complex partnership place based environment. 

Partnerships of Place

Capacity to the 
Democratic Leadership

Local councils are politically and democratically led organisations 
with their mandates supported and endorsed via local elections. 
Ensuring sufficient capacity exists within an organisation to deliver 
the policy pledges and commitments made to the electorate 
underpins the trust relationship and foundations of the democratic 
process.

Places & Communities

COVID-19 has highlighted the critical importance of local government 
to their places and communities and the deep connections of 
understanding and relationship that are required to ensure 
community cohension, resilience and community identity is nurtured, 
developed and supported at a local level. 

National Policies

Local Government exists in a centralised policy environment and thus 
should best position itself to respond to the new policy direction of 
any elected Government for the improved outcomes for its 
communities whilst being able to shape, influence and deliver the 
local policy agenda for the communities it serves. 

Ambition

Efficiency

Opportunity

Effectiveness

The scale and appetite of ambition is set by the political leadership of the 
Council and is reflected in the priorities of the Corporate Plan. The scale of 
ambition determines both the strategic capacity and strategic structure of 
the organisation ensuring the organisation is in tune with and can deliver 
the ambition of its politicians.  

The Local Government Sector is full of talented and skilled politicians and 
officers alike. To be an attractive employer in a competitive market requires 
an organisation to be focussed on the opportunity it can offer to and 
provide its workforce. Excellent councils are where officers and members 
work together with mutual trust and confidence.   

To remain agile and responsive to the modern day demands of local 
government requires organisations to innovate and transform at ever 
increasing pace and scale. This requires both a pragmatic and long term 
focus on the design, development and implementation of the organisation’s 
target operating model (TOM).

Value for money remains a key determinant of resident satisfaction and 
therefore the relationship between the local taxpayer who pays and the 
Council who provides the services they receive remains as important today 
as it always has. 

9



The Options – Total Results
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AS IS

This section sets out the 
total results of the options 

appraisal based on the 
agreed assessment criteria 
weighting and the options 

evaluation contained in the 
following section.

The Preferred Option is 
identified by the highest 

total score.

Assessment 
Criteria

Stand Alone 
Authority

Improved 
Existing 

Partnership

New Local 
Strategic 

Partnership
AS IS

L

Places & Communities

Partnerships of Place

National Policies

Capacity to the 
Democratic Leadership

Effectiveness

Ambition

Efficiency

Opportunity

M

L

H

L

M

L

L

L

M

M

H

M

M

M

L

M

H

H

M

M

L/H

H

M

H

M

M

H

H

H

H

H



Qualitative analysis
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Places & 

Communities

Partnerships of 

Place

National Policies

Capacity to the 

Democratic 

Leadership

AS IS

Set out opposite is the 
option appraisal for the AS-
IS option assessed against 
the External assessment 

criteria

Advantages

Relationships have been built with partners in two regions over a number of years. 

Disadvantages

Current resource is under capacity to represent both councils consistently with all partnerships, this potentially 
impacts on the level of influence, multiple relationships to develop and maintain. Experience of COVID-19.

L

Advantages

Good working relationships between Members and Officers is evident in both councils. Long and trusted 
relationships have been in place which have supported the successes of both councils.

Disadvantages

Capacity is stretched across a wide geography, senior team operate with two separate leaders, cabinets and wider 
member groups. The place-based working arrangements have improved the local response and focus.

M

Advantages

Place-based working has highlighted the opportunities and the potential short-comings of the current model. 

Disadvantages

Potential disconnect between local politicians, the places they serve and the wider responsibilities of the officer 
team across two distinctive areas in different county regions.

L

Advantages

Current arrangements have benefited joint working and collective insight across a larger region. Demonstrated 
through funding stream opportunities and wider political influences over recent years, collective learning. 

Disadvantages

Potential national policy such as LGR could threaten the longer term future of this model.

H



Qualitative analysis
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Effectiveness

Ambition

Efficiency

Opportunity

AS IS

Set out opposite is the 
option appraisal for the AS-
IS option assessed against 
the Internal assessment 

criteria

Advantages

Both councils are and remain ambitious for their local communities and places. 

Disadvantages

Strategic capacity needs to be prioritised between the two councils, priorities between two councils needs to be 
aligned, well planned and co-ordinated. Ambition is limited by capacity not fully enabled from capacity.

L

Advantages

The current arrangements have demonstrated the ability to recruit and retain talented officers, this has worked 
well, both councils are committed to the support and development of their workforce.

Disadvantages

The current distance between the two councils is a potential impact on the workforce. 

M

Advantages

Both councils have good examples of joint working arrangements and shared partnerships. A number of these 
good examples exist outside of the shared arrangements between the two councils. 

Disadvantages

Significant opportunities have been developed, however different target operating models exist between each 
council which potential limits the future opportunities between the councils.

L

Advantages

Both councils have been able to release significant savings from the shared arrangements between the two 
councils.

Disadvantages

Significant savings have been achieved within the current model, potentially limited opportunity to drive further 
savings without closer alignment and integration. 

L



Qualitative analysis
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Places & 

Communities

Partnerships of 

Place

National Policies

Capacity to the 

Democratic 

Leadership

Improved 
Existing 

Partnership

Set out opposite is the 
option appraisal for the 

Improved Existing 
Partnership option 

assessed against the 
External assessment 

criteria

Advantages

Relationships have been built with partners in two different county regions over a number of years.

Disadvantages

Current resource is under capacity to represent both councils consistently with all partnerships, this potentially 
impacts on the level of influence, multiple relationships to develop and maintain. Experience of COVID-19.

L

Advantages

Good working relationships between Members and Officers is evident in both councils. Long and trusted 
relationships have been in place which have supported the successes of both councils.  

Disadvantages

Capacity is stretched across a wide geography, senior team operate with two separate leaders, cabinets and wider 
member groups. The place-based working arrangements have improved the local response and focus, this could 
be a focus for the future.

M

Advantages

Place-based working has highlighted the opportunities and the potential short-comings of the current model. A 
future opportunity exists to build capacity  

Disadvantages

Potential disconnect between local politicians, the places they serve and the wider responsibilities of the officer 
team across two distinctive areas. Opportunity exists for a deeper connection and alignment for each council.

M

Advantages

Current arrangements have benefitted from joint working and collective insight across a larger region. 
Demonstrated through funding stream opportunities and wider political influences and early adopters. 

Disadvantages

Potential national policy such as LGR could threaten the longer term future of this model.

H



Qualitative analysis
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Effectiveness

Ambition

Efficiency

Opportunity

Improved 
Existing 

Partnership

Set out opposite is the 
option appraisal for the 

Improved Existing 
Partnership option 

assessed against the 
External assessment 

criteria

Advantages

Potential opportunity to realign the capacity to support the political ambition of each council.

Disadvantages

Strategic capacity needs to be prioritised between the two councils, priorities between two councils needs to be 
aligned, well planned and co-ordinated. 

M

Advantages

The current arrangements have demonstrated the ability to recruit and retain talented officers, this has worked 
well, both councils are committed to the support and development of their workforce.

Disadvantages

Limited opportunity to improve the current arrangements above the As-is model. 

M

Advantages

Greater alignment between target operating models across both councils could yield additional effectiveness. 

Disadvantages

Potential challenges in moving away from existing partnerships and contractual commitments for both councils. 
These partnerships are not currently shared or joint between the councils, good examples of joint working beyond 
the partnership.

M

Advantages

Both councils have been able to release significant savings from the shared arrangements between the two 
councils.

Disadvantages

Significant savings have been achieved within the current model, potentially limited opportunity to drive further 
savings without closer alignment and integration between both councils. 

L
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Places & 

Communities

Partnerships of 

Place

National Policies

Capacity to the 

Democratic 

Leadership

Stand Alone 
Authority

Set out opposite is the 
option appraisal for the 
Stand Alone Authority 

option assessed against the 
External assessment 

criteria

Advantages

Improved local identity, potential for greater influence through a local focus on key partnerships within a local 
region. Relationships already in place can be built upon and developed further.  

Disadvantages

This option may limit the impact a single authority can have in the wider system without significant partnership 
investment beyond the boundaries of the authority. 

M

Advantages

Focus on a single relationship between a single member and officer team in a single council. Local leadership for a 
single local community and place.  Opportunity to develop together as a single leadership team.

Disadvantages

Important to operate within the wider local government system so the authority does not become isolated to the 
wider community challenges which will exist across the local region.

H

Advantages

Enables a deeper connection between the local authority and local communities. Place-based working has 
demonstrated the effectiveness of operating as a single council in partnership with local members.   

Disadvantages

Potentially reduces capacity and resilience but new local partnerships could be forged as a single council within 
the local region to support. 

H

Advantages

Enables a local response and engagement focussed on single local authority operating within a single wider 
geographic region. 

Disadvantages

Potentially loss of collective experience and shared learning. May be more vulnerable to significant policy changes 
e.g. LGR and funding changes. 

M
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Effectiveness

Ambition

Efficiency

Opportunity

Stand Alone 
Authority

Set out opposite is the 
option appraisal for the 
Stand Alone Authority 

option assessed against the 
External assessment 

criteria

Advantages

Alignment of all organisational capacity to the local priorities and opportunities. A single management team 
focussed on the local priorities for a single authority set of corporate priority outcomes.  

Disadvantages

To enable the ambition to be achieved could require joint working beyond the boundaries of the single authority.

M

Advantages

Target recruitment to the sector as a single council which represents the majority of experience for the local 
government workforce.

Disadvantages

Could potentially impact on the ability to recruit and retain officers looking for the next move or a greater 
challenge, local issues of recruitment and local competition with neighbouring authorities more likely to be 
relevant. 

L/H

Advantages

Ability to build on existing relationships and joint working arrangements, able to respond locally and quickly to 
opportunities with multiple partnerships across the local government sector. 

Disadvantages

Less opportunity to deliver transformative service change as a single organisation.

H

Advantages

Flexibility to engage with multiple joint working opportunities with existing and new partnership opportunities. 

Disadvantages

Models for delivering efficiencies could become complex and might hinder delivery and scale. 

M

Opportunity – South Holland L, Breckland H. 
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Places & 

Communities

Partnerships of 

Place

National Policies

Capacity to the 

Democratic 

Leadership

New Local 
Strategic 

Partnership

Set out opposite is the 
option appraisal for the 

New Local Strategic 
Partnership option 

assessed against the 
External assessment 

criteria

Advantages

Operate in a local region with a single set of key local partnerships, new partnership creates additional influence in 
the local wider region, better connection for local opportunities, partnership forge in regional identity. 

Disadvantages
H

Advantages

Connect political influence and officers to priorities and opportunities for a wider local region to tackle and deliver 
outcomes more effectively to local communities. 

Disadvantages

An early investment in ensuring alignment of priorities across the collective political and officer resources to 
support increased influence, this possible might not happen from day one of the partnership. 

M

Advantages

Greater opportunity to make a strategic difference to a wider local geography, creates capacity and resilience 
across a more local based partnership,   

Disadvantages

Potential disconnect between local politicians, the places they serve and the wider responsibilities of the officer 
team across two distinctive areas. 

M

Advantages

Opportunity to build a regional identity for the future policy influences, better connected organisation to inform 
and influence local priorities and agendas at a national level.  

Disadvantages
H
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Effectiveness

Ambition

Efficiency

Opportunity

New Local 
Strategic 

Partnership

Set out opposite is the 
option appraisal for the 

New Local Strategic 
Partnership option 

assessed against the 
External assessment 

criteria

Advantages

Ambitious plans can be delivered at scale and pace where there is an alignment of political and organisation 
direction. Potential for significant outcomes in a wider local region.

Disadvantages

The risk appetite and level of ambition need to be closely aligned. 

H

Advantages

Builds on the experience of the current arrangements that have demonstrated the ability to recruit and retain 
talented officers, this has worked well, both councils are committed to the support and development of their 
workforce.

Disadvantages

The new partnership will require the recruitment or development of new talent however the existing partnership 
experiences of officers and members provide the opportunity to help shape the new partnership arrangements.

H

Advantages

Collective opportunity to agree the preferred operating model for the new partnership to improve effectiveness of 
services and to benefit from new sharing and learning.  

Disadvantages

Where target operating models are different between councils this will need to be addressed to release the future 
opportunities between the councils.

H

Advantages

Potential for opportunity for additional savings through the formation of a new partnership and the acceleration 
of a wider transformation programme across the new partnership. A new shared team will keep costs lower than 
other models.

Disadvantages

H


