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Purpose of the report:

In March 2017, Plymouth City Council was invited to submit an expression of interest to create a 
partnership arrangement with Torbay Council to jointly deliver its Children’s Services. Torbay 
Council’s Children’s Services have been judged inadequate for several years and in May 2016, the 
Department for Education (DfE) appointed a Commissioner, John Coughlan, Chief Executive of 
Hampshire County Council, to oversee improvement.

The Commissioner’s role also involves ensuring that improved performance can be sustained over 
the longer term by exploring alternative delivery models, including partnering with nearby councils. In 
April 2017, the Commissioner advised that having evaluated expressions of interest from Plymouth 
City Council and Devon County Council, his preferred option as a partner for Torbay Council was 
Plymouth. In June 2017, the DfE Minister endorsed his recommendation. (Appendix 2)

This report seeks an ‘in principle’ agreement to proceed to develop a delivery model and detailed 
partnership agreement with Torbay Council to deliver its Children’s Services. A Prospectus has been 
jointly developed by officers from both councils. This is a high level framework document setting out 
the general terms and principles for the partnership (Appendix 1).

Discussions with Torbay Council regarding Children’s Services are set against the backdrop of 
Torbay exploring longer term options for the future delivery of all their services. They have engaged 
Local Partnerships (a consultancy between the Local Government Association and HM Treasury) to 
develop business cases for several options. This work is due to be reported to Torbay Council in 
mid-September 2017. The options being considered include the potential for joint delivery of all their 
services with one, or a combination of nearby councils.

The Commissioner and the Minister have both been very clear that improvements to Children’s 
Services in Torbay must happen at pace, and therefore unless there is a credible and compelling 
alternative, a partnership with Plymouth City Council will remain the preferred option for delivery of 
that service.
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The Corporate Plan 2016/17 – 2018/19:

One of the central themes of the Corporate Plan is that Plymouth City Council is pioneering; finding 
new ways to deliver services that are innovative and more efficient. A partnership with Torbay 
Council would enable us to explore new and more cost effective service delivery models based on 
greater economies of scale and the sharing of best practice, which will benefit both councils.

The partnership also supports our ambition to be a confident city, demonstrating strong sub-regional 
leadership and enhancing our reputation within the sector and with Government.

The Council has a strong track record of working in partnership which has been recognised 
regionally and nationally. This proposal is a further opportunity to demonstrate that strength.

Implications for Medium Term Financial Plan and Resource Implications:    
Including finance, human, IT and land

The establishment and running of the partnership would be at no cost to Plymouth City Council, and 
there would be no pooling or cross subsidy with Torbay Council budgets. The set-up costs would be 
covered by a one-off payment from the Department for Education. In the longer term, Torbay 
Council would pay Plymouth City Council the extra costs incurred in providing the agreed 
partnership support. Any savings generated from shared working or more efficient delivery 
structures would be apportioned between the two councils in accordance with a pre-agreed ratio.

The partnership would involve a shared role for the Director of Children’s Services across both 
councils. This will necessitate a review of the capacity in the senior management arrangements in 
Plymouth City Council’s People Directorate. The remainder of the staffing structures within 
Children’s Services would remain largely unaffected, although the necessity may arise for a minor 
reapportioning across middle management to take on additional responsibility for supervision and 
guidance, and a greater degree of deputising across senior management to accommodate the shared 
Director role.

There would also be opportunities for secondments and career development across the larger 
workforce of the two councils. The partnership would provide greater critical mass for recruitment 
and retention of social workers, and better opportunities for training and development based on 
economies of scale.

There would be an opportunity to harmonise working practices and IT systems across the joint 
workforce and this could lead to the standardisation of case management software. Any associated 
costs would be factored into the business case for transition funding from the DfE. Torbay Council 
would make a proportionate on going contribution to senior management costs, including any 
additional capacity created to ensure a robust joint DCS function.

There are no direct implications for land or buildings as each council would retain their current 
facilities.

Other Implications: e.g. Child Poverty, Community Safety, Health and Safety, Risk 
Management and Equality, Diversity and Community Cohesion:
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The partnership proposal presents a number of risks that would need to be managed, but also a 
range of potential benefits that would need to be exploited, including financial efficiencies, workforce 
stability and the testing of new delivery models.  Some key risk management principles are set out 
below:

1. The safety and wellbeing of Plymouth’s children and young people is paramount. Any 
partnership arrangements must not detract from this. The partnership must also not disrupt 
Plymouth’s own Children’s Services improvement journey.

2. The partnership must not impact on Plymouth’s finances or create issues in terms of staffing. 
All set up costs will be recorded and contained, and funded by the Department for Education.

3. The precise terms of the partnership arrangement would be set out in a detailed agreement 
including the roles and accountabilities of Members and officers in both councils.

4. Torbay Council would retain full political accountability, as well as the statutory 
responsibilities associated with the Director of Children’s Services and the Lead Member for 
Children’s Services. There would need to be absolute clarity to ensure that Plymouth’s City 
Council’s reputation was not harmed as a result of entering into the partnership.

5. Given the long term and binding nature of the partnership it would be crucial to secure a 
strong commitment from Members and senior managers before embarking on the 
partnership. There would be a built-in review point and other termination conditions set out 
in the full partnership agreement.

Recommendations & Reasons for recommended action:

That Council:

1. Endorses Cabinet’s ‘in principle’ decision to progress the development of a partnership with 
Torbay Council to run its Children’s Services, subject to continuing support for a strategic 
partnership following the Torbay Council meeting to be held on the 27 September 2017, 

2. Endorses Cabinet’s ‘in principle’ decision to work with Torbay Council and the Commissioner 
for Children’s Services, and under the auspices of the Department for Education to develop a 
detailed partnership agreement. 

3. Endorses Cabinet’s ‘in principle’ decision to delegate to the Chief Executive in consultation 
with the Leader and the Leader of the Opposition the development of the detailed 
partnership agreement.

4. Requests that,  subject to continuing support for a strategic partnership, the Wellbeing 
Overview and Scrutiny Committee to further examine the partnership arrangements as they 
develop and make recommendations to Cabinet before any final decision.

5. Agrees to receive a further report, following the ‘due diligence’ exercise and seeks further 
endorsement from the Council before any binding decision is made.
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Alternative options considered and reasons for recommended action:

Torbay Council are required to act in accordance with the recommendations of the Commissioner. 
At this point, the Commissioner has identified that a partnership with Plymouth City Council 
provides the best solution for Torbay Council to improve its Children’s Services at pace and Torbay 
Members voted overwhelmingly to support this route in July 2017. Plymouth City Council is under 
no obligation to continue with the partnership at this point.

The options at this point are therefore:-

(i) To agree ‘in principle’ to proceed to develop the partnership, or

(ii) Not to proceed

Option (i)

If the Council decides to proceed to develop the partnership arrangements, officer project teams 
would be set up within both councils to develop the detail required, and to undertake due diligence. 
The project teams would report to a single project board chaired by Plymouth City Council’s Chief 
Executive, which would provide structure and rigour to ensure all aspects are covered. The Board 
would provide regular updates to each council. In addition, the Cross Party Working Group would 
continue to meet and receive updates, as well as opportunities for wider Member involvement. A 
final decision will be required before the partnership can be formally established, and Plymouth City 
Council’s Cabinet would seek further endorsement from the Council.

It is envisaged that the partnership would take approximately six months to establish. Should any 
issues arise during this period which cannot be resolved, or which present ‘red lines’, the Council 
could withdraw.

Whilst there are clearly implications that need to be carefully consdiered, there are also strong 
benefits and opportunities to be gained from the partnership, particularly in terms of Plymouth City 
Council’s positioning for the future in a fast changing public services agenda.

Option (ii)

If the Council decides not to proceed, the Commissioner will have to find an alternative way forward, 
as the responsibility for the delivery of Children’s Services cannot remain with Torbay Council alone.

The Commissioner could decide to explore setting up an independent trust to deliver Children’s 
Services, however this is likely to be more costly, complex and slower.

If the Council decides not to proceed at this stage, it would lose the opportunity to demonstrate 
strong sector-led leadership in this area, and would not be able to explore the more innovative 
delivery models or secure the efficiency savings that the partnership could deliver. In addition there 
are additional risks for Plymouth if either of the above options become a reality, these include: impact 
on our recruitment and retention of social workers in a challenging national and local context; impact 
on our regional influence with a particular risk in relation to placement sufficiency for children in 
care.



Page 5 of 18 OFFICIAL

The Council would also lose the opportunity to align more closely with other commisisoning and 
governance arrangements such as those emerging in the Health and Care Sustainability and 
Transformation Plans and the changing public sector landscape.

Background papers:  

Appendix 1. Prospectus
Appendix 2. Ministerial letter

Torbay Council’s report on the Children’s Service Alternative Delivery Model, and the minutes 
recording their decision.

Torbay Council 20 July 2017 Children's Services Report
Torbay Council 20 July 2017 Minutes

Sign off:  

Fin AKH1
718.10
3

Leg lt/2794
7/1/14
09

HR lt/2794
7/1/dvs

Corp
Prop

N/A IT N/A Strat 
Proc

N/A

Originating SMT Member Tracey Lee
Have you consulted the Cabinet Member(s) named on the report?  Yes  

http://www.torbay.gov.uk/DemocraticServices/documents/b17390/Childrens%20Services%20Alternative%20Delivery%20Model%20-%20To%20Follow%20Report%20Thursday%2020-Jul-2017%2015.00%20Coun.pdf?T=9
http://www.torbay.gov.uk/DemocraticServices/documents/g7448/Public%20minutes%20Thursday%2020-Jul-2017%2015.00%20Council.pdf?T=11
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1.0 Background

1.1 In May 2016, the Department for Education issued Torbay Council with a Statutory Direction 
and appointed John Coughlan, Chief Executive of Hampshire County Council as the 
Commissioner for Children’s Services, and Hampshire County Council Children’s Services as 
expert advisors to support improvement. This action was the culmination of poor Ofsted 
inspection results over a number of years. An improvement notice was first issued to Torbay 
Council in January 2011 following poor performance in its safeguarding services for children 
and young people. A further improvement notice was issued in April 2012 to revise the 
targets in the first improvement notice. Whilst the service was judged to have shown some 
improvement following an inspection in 2013, the most recent Ofsted inspection published in 
January 2016 found that those improvements had not been sustained and this triggered the 
Statutory Direction.

1.2 The Commissioner’s primary role is to oversee the improvement of Children’s safeguarding 
services in Torbay, reporting progress to the Secretary of State on a regular basis. However, 
as a consequence of repeated failure, Torbay falls into a category of intervention whereby 
there is a Government assumption that the governance of services will be changed and cannot 
be left to Torbay alone. Consequently it is within the Commissioner’s remit to explore 
alternative delivery models for Children’s Services to ensure that improvement can be 
sustained over the longer term.

1.3 Prior to the appointment of the Commissioner, Torbay Council secured funding to help to 
explore transferring Children’s Services into the Integrated Care Organisation (ICO) model, 
with Torbay and South Devon NHS Foundation Trust, following a similar approach to that for 
Adult (Social Care) Services. Soon after the Commissioner took up his role, he identified that 
this work had not progressed sufficiently. An independent company, Mutual Ventures were 
commissioned to complete the review and reported back in December 2016.

1.4 Whilst the model of transferring Children’s Services into the ICO was deemed feasible, the 
Commissioner concluded that it was not appropriate for a number of reasons, including the 
complexity and uniqueness of such an arrangement, and the time it would take to bring into 
effect.

1.5 In early 2017, the Commissioner started to explore the potential for partnering arrangements 
with other councils as an alternative delivery model. Cornwall Council, Plymouth City Council 
and Devon County Council were each approached. Cornwall Council withdrew when their 
Director of Children’s Services was appointed as a Commissioner to another authority. 
Plymouth and Devon were invited to put forward written submissions and this was followed 
up with face to face discussions.

1.6 On 5 April 2017, the Commissioner wrote to the DfE advising them that his preferred option 
as a partner for Torbay Council to deliver Children’s Services was Plymouth City Council. He 
concluded that whilst both councils offered credible proposals, on balance Plymouth City 
Council was a better fit. His rationale included the following points:

 Plymouth evidences a generally stronger performance profile and history than Devon, 
although both are currently judged as ‘requiring improvement’.

 Analysis of the data shows a stronger synergy between Plymouth and Torbay as 
coastal and largely urban locations.

 Plymouth has had long term stability in its senior management team.
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1.7 In response to the Commissioner’s recommendation, the Chief Executive of Torbay Council 
wrote to the Chief Executive of Plymouth City Council on 25 April 2017 setting out his initial 
thoughts on the key features of a partnership arrangement. This formed the basis of the 
Prospectus document, developed by officers from both councils, as the overarching 
framework on which to progress the work. (Appendix 1)

1.8 In the early summer of 2017, Torbay Council commissioned Local Partnerships to conduct an 
in-depth options review of potential future arrangements for the delivery of all of Torbay 
Council’s services. This followed ongoing discussions within the council regarding its long 
term viability as a unitary council, emanating from an LGA Peer Review which reported in 
January 2016. The review explores forming delivery partnerships with other local councils. 
Torbay Council is due to consider the findings at its meeting on 27 September 2017, at which 
point it could decide which option(s) to pursue.

1.9 Devon County Council has stated its willingness to deliver all of Torbay’s upper tier services, 
but not if Children’s Services is excluded as they consider it would not make operational or 
economic sense to have separate arrangements for that service.

1.10 The Commissioner and the Minister have both reiterated their strong support for Plymouth 
City Council as the preferred partner for Torbay Council’s Children’s Services, but have 
acknowledged that the outcome of this review could have a direct and material impact on that 
decision which could force them to reconsider.

2.0 Rationale

2.1 The Commissioner judged that Plymouth City Council was a good fit to support Torbay 
Council. Plymouth is also moving through an improvement process after services for children 
in need of help and protection, looked after children, and care leavers were judged as 
requiring improvement in 2015. Good progress has been made to address the areas 
highlighted by the inspection, including changes to operational practice that have seen 
caseloads reduced, front line staff better supported, higher retention rates for social workers 
and improved partnership working through programmes like Families with a Future.

2.2 There is also strong leadership and a clear corporate commitment to improving the outcomes 
and aspirations for children and young people, and for safeguarding the most vulnerable. This 
is demonstrated by an effective systems leadership culture, and integrated commissioning 
underpinned by a good understanding of demand, flow, performance and costs.

2.3 A recurring theme in Torbay Council inspection assessments has been a lack of strong 
leadership, and poor management and governance. The latest judgement, published in January 
2016, and the Statutory Direction issued in response highlighted this failing, as well as the 
poor quality of services for children who need help and protection. Torbay Council Ofsted 
Inspection January 2016

2.4 These are areas that Plymouth City Council can help Torbay to address; in a practical sense in 
terms of implementing better working practices and introducing cultural change, as well as 
providing strong and consistent leadership and management support.

2.5 Hampshire County Council set up an improvement partnership with the Isle of Wight Council 
in 2013. This was one of the first partnerships of its kind, however it is increasingly the 
Government’s preferred option, being less complex and more cost effective than setting up an 

https://reports.ofsted.gov.uk/sites/default/files/documents/local_authority_reports/torbay/053_Single%20inspection%20of%20LA%20children%27s%20services%20and%20review%20of%20the%20LSCB%20as%20pdf.pdf
https://reports.ofsted.gov.uk/sites/default/files/documents/local_authority_reports/torbay/053_Single%20inspection%20of%20LA%20children%27s%20services%20and%20review%20of%20the%20LSCB%20as%20pdf.pdf
https://reports.ofsted.gov.uk/sites/default/files/documents/local_authority_reports/torbay/053_Single%20inspection%20of%20LA%20children%27s%20services%20and%20review%20of%20the%20LSCB%20as%20pdf.pdf
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independent trust. It is a model that supports sector-led, peer to peer improvement which is 
more embedded and sustainable. A partnership with Torbay Council would be a good 
example of one unitary council providing sector-led improvement to a similar, nearby unitary 
council.

3.0 Risks and Benefits

Risks
3.1 The partnership would be expected to follow a similar format to that set up between 

Hampshire County Council and Isle of Wight Council which is designed to run for 5 years. 
Given this duration, which would span several local election cycles, it would be critical that 
the arrangement has political consensus and strong corporate commitment.

3.2 Inspections at Torbay have highlighted failings in leadership and management. In addition, the 
Mayoral governance model in Torbay presents different dynamics to the Leader and Cabinet 
model in Plymouth. These challenges present a potential risk to Plymouth City Council in 
being able to establish the partnership, and support Torbay to achieve vital service 
improvements.

3.3 Torbay Council is considering a range of options for the long term delivery of all their 
services. The outcome of that review may persuade councillors to opt for a different delivery 
partner for other key services, in which case Plymouth City Council would be likely to 
withdraw, and the Commissioner would be required to review his recommendation and find 
an alternative solution for the delivery of Torbay Council’s Children’s Services.

3.4 There must be no distraction for Plymouth City Council on its improvement journey as a 
result of entering into the partnership. It is crucial that the hard-won progress that the 
Council and its partners have achieved is not compromised in any way. This includes ensuring 
that the Council has sufficient capacity and capability at all levels, and is not overstretched, 
particularly in the event of a major safeguarding incident in either council area, or by an 
inspection.

3.5 There must be no extra costs incurred by Plymouth City Council as a result of entering into 
the partnership. The DfE has agreed to cover transition costs for both councils and it will be 
essential to ensure that sufficient funding is requested, and that the ongoing additional costs 
for shared senior management support after the partnership goes live are met by Torbay 
Council.

3.6 There must be absolute clarity regarding lines of accountability to ensure that Plymouth City 
Council’s reputation is not harmed as a result of the partnership.

3.7 Plymouth City Council must have sufficient oversight to be confident that Torbay Council has 
allocated adequate funding to run Children’s Services.

Benefits
3.8 Plymouth City Council already enjoys a high profile and strong influence in regional and sub-

regional work; including Health and Care Sustainability and Transformation Plans; successful 
recruitment and retention of social workers; effective regional commissioning; and in other 
spheres of influence such as the Plymouth-Exeter-Torbay Growth Corridor bid which has 
gained early Government interest. The Council’s status would be enhanced through a 
successful strategic partnership arrangement with Torbay to deliver Children’s Services as it 
would add critical mass in terms of workforce numbers and the scale of delivery.
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3.9 The partnership could strengthen the Council’s own improvements and current partnership 
initiatives and innovations. For example, the work with the NSPCC could be scaled up and 
have greater impact in Plymouth, as well as delivering benefits for Torbay.

3.10 There are potential areas for financial efficiencies and economies of scale, and for staff 
development in both councils.

3.11 The partnership provides an opportunity to learn from Hampshire County Council which has 
considerable experience in this area, having established an improvement partnership with the 
Isle of Wight in 2013. This means that the Council could benefit from working alongside them 
and use their model for developing the partnership, but also learn from their strong 
leadership and good practice. There would also be opportunities to learn from areas of 
strength within Torbay Council Children’s Services. Torbay has strong performance in their 
schools and education services.

3.12 The partnership would strengthen the Council’s relationship with the DfE, including drawing 
down dedicated funding to set up the partnership to create a firm foundation for it to flourish.

3.13 Setting up a partnership to deliver a complex area like Children’s Services would open up the 
potential for further strategic partnering opportunities to jointly deliver other services in the 
future, where it makes sense to do so.

4.0 Timeline and Next Steps

4.1 Based on Hampshire County Council’s experience with the Isle of Wight, the detailed work 
to develop the partnership is likely to take 6-9 months. On this basis, the target date for the 
partnership to be established would be 1 April 2018.

4.2 Should the Council decide to proceed, a programme structure would be set up with teams 
across both councils, with a single Board reporting to each council.

4.3 Member cross party groups and separate briefings and updates for members would be 
programmed in throughout the development period.

4.4 A business case would be submitted to the DfE at the earliest opportunity to secure funding 
to cover the transition costs.

4.5 A further report would be brought back to the Council, in order to secure final agreement to 
establish the partnership.

4.6 The DfE would issue a Statutory Direction setting out the terms of the partnership, as defined 
in the partnership agreement.

4.7 The Commissioner and Hampshire County Council would remain in place to shadow the new 
arrangements to ensure a smooth transition.
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Appendix 1

Prospectus (Heads of Terms) for a Strategic Partnership between Plymouth City 
Council and Torbay Council: Children’s Services 

Context

Children’s Services in Torbay have had a history of underperformance and an inability to sustain 
improvements in outcomes for children.  In 2010, Torbay’s Children’s Services were judged 
inadequate and a Statutory Direction issued by the Department for Education (DfE) in 2011.  
Although child protection services were judged ‘adequate’ in 2013, the latest Ofsted report in January 
2016 judged services ‘inadequate’, identifying significant weaknesses in leadership and management.  It 
should be noted that Torbay’s Education services have been performing well, with outcomes for 
children and young people generally at or above comparators.

As a result of the inspection judgement, Torbay Council was subject to a Statutory Direction in May 
2016 and the Chief Executive of Hampshire County Council appointed as the DfE Commissioner.  
The role of the Commissioner has been to oversee the improvement journey and consider what 
alternative delivery models might best secure sustainably improved Children’s Services in Torbay.  
Hampshire County Council Children’s Services were also appointed as the improvement partner to 
Torbay Council and a multi-agency Children’s Improvement Board (CIB), chaired by the 
Commissioner, established to oversee the improvement journey.  These governance arrangements 
will remain in place until such time as they are amended, revoked or replaced by a further Ministerial 
direction.

Since his appointment, the Commissioner has been working with Torbay Council and partner 
agencies, across the South West, to explore the potential for an alternative delivery model.  This 
reflected a growing consensus in Torbay that it could no longer deliver Children’s Services on a 
unilateral basis.  An increasingly detailed series of discussions were commenced by the Commissioner 
to explore the optimum delivery model and, within that context, a capable partner agency or 
agencies.  The work was supported by Mutual Ventures, a consultant with considerable experience of 
the development of alternative delivery models for Children’s Services.  This culminated in a 
recommendation by the Commissioner, in April 2017, that sustained improvement in Children’s 
Services in Torbay would be achieved via a partnership with Plymouth City Council.  This document 
has been prepared in advance of the Ministerial response to the Commissioner’s recommendation to 
enable work to progress at pace thereafter.

Both Plymouth City Council and Torbay Council believe the partnership model will contribute to 
improved service delivery, better outcomes for children and young people and the opportunity to 
realise efficiencies through shared or merged service elements.  The larger practitioner resource 
within the partnership model will better support workforce development, recruitment and retention 
and provide greater opportunity for service innovation.  The statutory direction underpinning the 
partnership will also establish an ongoing dialogue with the DfE around service improvement and a 
stronger voice for Plymouth and Torbay within the sector led improvement agenda.

https://www.bing.com/images/search?view=detailV2&ccid=8ttsvrTh&id=1F6F72CCA6D63F8958E67F39171B9805FDA0A07C&thid=OIP.8ttsvrThkZhE-fz2CKa97wEsB7&q=torbay+council+logo&simid=608027848587608282&selectedIndex=0&qpvt=torbay+council+logo
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Purpose

The purpose of this document is to set out the guiding principles, operating arrangements, 
governance and timeframe for the development and implementation of a partnership between 
Plymouth City Council and Torbay Children’s Services.  It is intended to provide the baseline for the 
more detailed work required for the development of a comprehensive partnership agreement and 
delivery model.

Guiding Principles

1. The safety and wellbeing of children and young people within the administrative areas of 
Torbay Council and Plymouth City Council will be paramount at all times throughout the 
development and operation of the partnership. 

2. The primary objective will be the sustained improvement of Children’s Services in Torbay and 
Plymouth.

3. There will be a commitment to openness and transparency at all stages and by all parties. 

4. Lines of accountability for politicians and officers will be clearly articulated and agreed at each 
stage to avoid ambiguity.  

5. Any issues will be resolved as quickly as possible by working together in the spirit of 
cooperation, equality and mutual respect. 

6. The development and operation of the partnership will be cost neutral to Plymouth City 
Council, with all costs recorded and recovered in accordance with an agreed cost recovery 
model. 

7. All communications relating to the partnership arrangement will be agreed by both councils 
before being issued, including the content and timing of messages, and the channels and 
audiences.

Outline Partnership Arrangements

1. Plymouth City Council’s Director of Children’s Services shall take full operational 
responsibility for Torbay Children’s Services including its education and social care functions 
and those corporate support functions that directly support Children’s Services.  The role of 
Director of Children’s Services will be as defined within Children Act 2004 and Statutory 
Guidance (2013).

2. Torbay Council will retain political and financial authority and statutory accountability. 
Plymouth City Council will take no direct political accountability but both parties will readily 
explore political partnership opportunities over time, such as joint scrutiny arrangements. The 
Executive Member for Torbay will play a key role in on-going political responsibility. 

3. Executive line management and operational responsibility will rest entirely with Plymouth City 
Council, but with a joint Director of Children’s Services reporting to both Councils and Chief 
Executives regarding their respective statutory duties.  The role of Director of Children’s 
Services will be as defined within Children Act 2004 and Statutory Guidance (2013).
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4. The joint Director of Children’s Services will be a full member of the Senior Leadership Team 
in Torbay and engage in place setting and wider strategy development where this involves 
activity related to Children’s Services.  This includes engagement with Torbay’s corporate 
support and governance services as appropriate. There may also be a requirement for a 
nominated senior officer from Torbay Children’s Services to engage with the senior 
leadership teams of both councils when deputising for the Director. 

5. Torbay Council will retain financial accountability and provide an appropriate budget for the 
delivery of Children’s Services, as informed by its Medium Term Financial Strategy (MTFS) 
which will be subject to regular review and close monitoring and reporting by both partners.  
The Children’s Services’ budgets for Torbay and Plymouth will not be pooled or subject to 
cross subsidy as part of this agreement.  The respective Section 151 Officers will continue in 
their statutory roles providing budgetary oversight and working together to ensure that 
Torbay Council is making sufficient budgetary provision for its Children’s Services.

6. The joint Director of Children’s Services shall ensure that there is sufficient leadership 
visibility in Torbay.

7. Hampshire’s role as improvement partner to Torbay Council shall continue until removed or 
revoked by ministerial direction, whilst also engaging with Plymouth in order to secure the 
progress made to date and ensure there is a shared and agreed pathway to improvement. This 
acknowledges a desire on Torbay’s part to have continuity of leadership and improvement 
focus during the transitional period.

8. PCC DCS will join the Children’s Improvement Board (CIB) and Torbay’s Safeguarding 
Children’s Board (TSCB) at the earliest opportunity to further support a smooth transition.

9. It is anticipated that Torbay Council will be subject to statutory direction and therefore 
appropriate and proportionate financial assistance will be provided by the DfE, to fully fund 
the logistics and infrastructure necessary to place the partnership arrangements on a secure 
and sustainable footing. As an example, this could include the cost of harmonisation of case 
management systems across both councils. Any development funding provided by the DfE 
would be held by Plymouth City Council on behalf of the partnership, in consultation with 
Torbay Council and the DfE Commissioner.  This will also contribute towards the 
arrangements being at no additional cost to Plymouth City Council in both the development 
and delivery phases.

10. Plymouth City Council will lead on the appointment and development of managers and staff 
including redesign where appropriate, in consultation with Torbay. Similarly the redeployment 
of Plymouth City Council managers or staff to Torbay Council posts and vice versa will be a 
joint decision.  Both Councils’ view this as an opportunity to second and develop talented 
staff. 

11. A particular consideration for both Councils and their elected members will be to maintain 
the strong, existing local relationships and high visibility with local partners, communities and 
schools within any partnership arrangement.

12. This partnership is an opportunity for both parties to explore the development of shared 
functions and merged teams. Whilst both Councils remain open to all options, it is vital that 
any such changes contribute to improvements and services for children and do not destabilise 
services, including the loss of staff or lower morale.  No significant organisational changes shall 
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be made affecting Children’s Services without the express endorsement of Plymouth City 
Council, as supported by the statutory direction.

13. Clear legal arrangements to be put in place to ensure there is no confusion about the right of 
direction by Plymouth City Council managers to those Torbay employees working within the 
partnership agreement.

14. Torbay’s operational support arrangements, policies and procedures shall remain in place, 
particularly where these have developed through the work with Hampshire or are deemed to 
be important to Torbay’s wider financial position, but with Plymouth City Council having 
discretion to amend or develop in consultation with Torbay and Hampshire.

15. The same principle would apply to ‘back office’ functions and services, which should remain in 
situ but may be subject to review. 

16. The arrangements for any termination of the partnership from either party will be fully set out 
in the partnership agreement so as to minimise disruption and risk, and to maintain the safety 
and wellbeing of children and young people in both localities.   

Governance

Torbay Council is currently subject to a Statutory Direction issued in May 2016 requiring it to co-
operate with the DfE Commissioner, in order to improve Children’s Services and explore the most 
effective way of securing and sustaining these improvements over the longer term.  The governance 
arrangements put in place by the direction will remain in place during the implementation phase.

The development phase for the partnership, which the Commissioner has indicated will take between 
6-9 months from the point of a decision by the Minister, will require interim governance 
arrangements to be established to oversee project delivery.  The arrangements will necessarily link 
into the DfE Commissioner and Children’s Improvement Board (CIB) put in place by the statutory 
direction issued in May 2016. The outline model below sets out how governance will work during the 
development phase for the partnership.
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The Alternative Delivery Model (ADM) Project Board will comprise of appropriate senior 
representatives from both Plymouth and Torbay Councils, with input from the DfE Commissioner 
(or their representative) as appropriate.  The ADM Project Board would continue to meet on a 
regular basis until the partnership is operating on a secure and sustainable basis.

At the point that the partnership is able to go ‘live’ it will link in with the existing political and 
managerial accountabilities in place within Torbay Council and Plymouth City Councils, 
acknowledging the longer term opportunities to develop shared arrangements for the children 
safeguarding boards and other aspects of assurance and scrutiny.   The diagram below sets out how 
the partnership will integrate with the existing governance arrangements for Plymouth City Council 
and Torbay Council.



Page 15 of 18 OFFICIAL

Workstreams

Working within the above governance framework the joint or separate project teams working to the 
project board will need to progress a wide range of work streams to enable the partnership to go 
live.  

The table below sets out an illustrative set of workstreams to enable work to progress from a Heads 
of Terms to a detailed partnership agreement.

Number Workstream Description

1. Service delivery and 
improvement

 Scope of Children’s Services within the 
agreement.

 Operating model.
 Organisational structure. 
 Quality standards and performance.

2. New model governance 

 Development of delivery model 
governance. 

 Ofsted registration. 
 Budget, finance and 

management/reporting arrangements.

3. Legal and contracts

 Partnership Agreement between Torbay 
Council and Plymouth City Council.

 Governance model.
 Services contract. 
 Third party contracts/commissioned 

services. 

4. Finance
 Budget(s).
 Restructuring the budget
 Re-coding the budget?

5.

Staff transfer (if the 
new delivery model 
involves any transfers of 
staff)

 TUPE / HR advisory.
 Pension advisory.
 Staff consultation.
 Payroll disaggregation if required. 
 Terms and conditions contracts review.

6. Communication 

 Joint Communications strategy.
 Day-to-day communications management. 
 Press management.
 Customer information. 
 Website.

7.
Stakeholder 
management and 
regulation 

 Engagement with key Government 
departments. 

 Engagement with the requisite regulators. 

8. Property and assets 

 Building and capital assets disaggregation 
(if required). 

 Valuation of transferred assets (if 
required).

 Accommodation arrangements.

9. Data and ICT 

 Review of databases and case 
management platforms.

 Archiving. 
 Disaggregation/Integration of ICT systems 
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(if required). 
 Ongoing access to information and data 

sharing (if required). 

Support services

 Finance. 
 Payroll.
 Legal services.
 HR support. 
 Facilities management.
 Utilities.
 Telephony. 
 Security.
 Communications.
 ICT support. 
 Printing and office materials. 
 Admin and PA support.

Timeframe

A Ministerial decision in response to the Commissioner’s recommendation is anticipated in July.  The 
Commissioner had identified a timeframe of 6 – 9 months from the point of a decision for the 
partnership arrangement to go live.  The timeframe below sets out how this will progress including 
the stages at which key decisions will be required.
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Appendix 2
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