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Executive Summary

Summary
This case study is a high level analysis for Somerset County Council exploring the importance of scale in proposals for 
local government reorganisation. 

Like most local government areas, the current model and structures that Somerset County Council are working within 
are reaching the limits of what can be achieved. Tackling the Covid 19 pandemic has both increased financial pressure 
on public services but also highlighted the need for a integrated, joined up approach.  Pre-Covid, the county council 
annual net expenditure stood at £370,055,000; but the data returns to central government and the fact that the district 
councils - who were already experiencing an increasing level of financial pressure in terms of the balance between 
investment and revenue portfolios - are now facing new levels of uncertainty about their income stream demonstrates 
the increasing financial challenge.
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Scenario Net benefit after 
implementation 

(£m)

Implementation 
costs (£m)

One Unitary 
Authority

19.4 -20.0

Two Unitary 
Authorities

7.0 -25.0

Three Unitary 
Authorities

-1.1 -30.2

Two Unitary 
Authorities plus 
Children’s Trust

2.1 -28.8

Reorganisation costs and benefits
The table below represents a high level analysis for the 
benefit of reorganising to one unitary authority and how 
disaggregation to two or three unitary authorities in Somerset 
might impact that benefit.

A place-based approach in Somerset could 
enable delivery of better outcomes for residents 
including:

Ensuring communities are 
connected, especially those 

living in rural areas

Delivering the housing that local 
communities and the wider area 

need

Economic growth that boosts 
jobs, skills and prosperity

Protecting the environment and 
addressing the causes and 
effects of climate change
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Introduction

The costs, risks and implications associated with 
disaggregating strategic services establishing 
small unitary authorities to replace a county 
council, and the implications of aggregation when 
considering reorganisation involving a county 
council.

“
The implications of the use of alternative delivery 
vehicles in a reorganisation process.“
The estimated range of financial benefits that 
could be achieved were a unitary model to be 
adopted. “

The anticipated White Paper on devolution and local 
recovery, as well as the conditions we have all been 
operating in over the last few months, has accelerated 
the debate about local government reorganisation in 
England. In recent years that has been a trend of 
favouring proposals for unitary authorities serving 
populations of between 300,000 and 800,000 people, 
the most recent examples of which are Dorset and 
Buckinghamshire. Relatively little attention has been 
paid to the role of scale, and specifically, a detailed 
understanding of the costs, risks and challenges of 
disaggregation during the local government 
reorganisation process and the impact it has on good 
governance and sustainable service delivery. 

The purpose of this work is to examine this issue in 
more quantitative and qualitative detail. In particular to 
evaluate: 

This case study for Somerset County Council is 
intended to explore in more detail the benefits of 
creating one unitary authority for Somerset and how 
disaggregating services to create two or three unitary 
authorities might impact on those benefits. This includes 
a high level financial analysis.
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Transforming Places: a national and local 
imperative

Transforming Places
Few have felt the impact of an ongoing period of austerity more than those in local government. During this time there 
have been reductions in funding for councils despite greater pressure for increased service provision, particularly in care 
services. The evidence that austerity has had a profound impact on local government is clear, no more than at the 
current time when the public sector is at the frontline of managing the consequences of a significant global emergency.

The role of local government is being consistently challenged by accelerating societal change, globalisation, the rise of 
new technologies and the climate crisis. These megatrends are having a significant impact, not just in terms of how local 
authorities operate but also by challenging traditional notions of what local government is for. With a clear focus on 
sustainable and inclusive growth, there is an opportunity for local government to elevate its system and place leadership 
role and build on the foundations that already exist. 
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Place & Communities

In the run-up to the last general 
election there was a growing 
consensus that not all places were as 
fair or prosperous as others.

Sustainability

Whilst delivering efficiencies and 
savings is not the only driver for 
central government, there is a stark 
reality that there is an estimated 
£752m funding shortfall across 
county councils in 2020/21 and 
£1,786bn 2021/22.*

Leadership

One of the key criteria for local 
government reform is to deliver 
stronger, more accountable leadership 
at a local and strategic level

This led to the development of central 
government’s ‘levelling up’ agenda 
which will continue to be a core theme 
in their post Covid recovery planning.

Investment in infrastructure, housing, 
skills and jobs as well as 
improvements to the local environment 
are all expected to take precedent in 
the coming months. 

The recovery and renewal phase of 
the strategy to mitigate the impact of 
Covid 19 will require place-based 
leadership and coordinated action in 
order to ensure the actions take and 
outcomes are fair and inclusive.  It is 
expected that local government will 
continue to lead this approach.

This is as a result of rising costs and 
loss of income over the last 4 months.

Responding to the Covid 19 
pandemic has increased costs to 
councils at the same time as they are 
facing a loss of income.

At the same time as managing these 
ongoing pressures, local government 
is also facing continuing uncertainty 
that includes the timing and uncertain 
impact of the spending and fair 
funding reviews as well as the future 
of the business rates retention 
scheme.

In the context of ageing populations 
and wider demands in social care, 
joining up services across the public 
sector is essential.

The response to the Covid 19 global 
pandemic has further emphasised the 
need for the public sector - and 
particularly local government and 
health - to work as a single system 
rather than as separate entities.

Local government - especially at a 
county or place level - is already a 
leader in the public sector system, but 
this has been cemented in the role 
played over the last few months. The 
sector and in particular top tier 
authorities have been responsible for  
joining up the efforts of the different 
agencies; standing up shielding 
arrangements; and putting into place 
coordinated track and trace processes; 
as well as continuing to deliver the 
universal services that all residents 
rely on.

*https://www.countycouncilsnetwork.org.uk/new-analysis-reveals-councils-in-shire-counties-face-unsustainable-coronavirus-deficit/

https://www.countycouncilsnetwork.org.uk/new-analysis-reveals-councils-in-shire-counties-face-unsustainable-coronavirus-deficit/
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Local drivers for change 

Local Context
Notwithstanding the pressures that the whole country is currently experiencing, the Government has made clear their 
intention to pursue changes to local and regional governance arrangements in England with a White Paper now 
anticipated in September. 

Leaders in Somerset have been making the case for change over the last three years. In July 2020 - following a period 
of engagement with key partners and stakeholders and residents - a full business case was published setting out the 
arguments in favour of a single unitary authority for the county.

Economy
£12bn GVA is the overall contribution that Somerset the place makes to the UK economy every year. The county’s 
economic geography is pulled north and south. However, it does have a number of assets and capabilities across the 
county that can be used as a strong foundation, including the nuclear developments and decommissioning at Hinkley 
Point, the Gravity Enterprise Zone and the aerospace cluster centred around Yeovil.

Somerset has a strong position on national transport corridors such as the M5 and A303 and key railway lines to London 
and the midlands. The county however suffers from an over-reliance on private cars. 

Pre-Covid 19, the county recorded low unemployment, although this was balanced by lower than average wages. As a 
result of the pandemic there will inevitably be an increase in unemployment that will need to be tackled.  

Efficiencies
There is a projected budget deficit by 2024/25 of £22.7 million across the county and four district areas. This is a 
pre-Covid assessment of the financial challenge local government is facing in Somerset.

Single waste services are a good way of how addressing the existing two tier system would deliver opportunities to 
reduce layers of governance, streamline systems and services. This would refocus attention and efforts on the whole 
place and given the single point of access, delivering a better customer experience for residents and businesses.

By the end of the current financial year, the county council will have delivered annual savings totalling £46.5m since April 
2018. Covid 19 has created significant new pressures, by suppressing income and increasing costs and demand. 

Place
The population profile of Somerset is set to change significantly over the next twenty years. Projections show that by 
2030, there will be an additional 35,000 residents and that the county is growing faster than national averages. And by 
2043 the county will have a substantial proportion of its population over the age of 65. The challenge of delivering a 
healthy and productive economy with this demographic is extraordinarily demanding. 

A particular challenge is out-of-county migration among the 16-24 age group. The loss of young people, particularly 
those that attend university and do not return to the county unbalances the population and creates a major skills 
challenge for employers. 

9
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Methodology - qualitative analysis

Summary
Using the methodology and approach already set out in this document, this high level tailored analysis uses Council 
specific data and assumptions. This will also be accompanied by qualitative analyses for Somerset,taking into account 
the place specific opportunities and challenges which would arise from reform in the county.

This case study combines the specific findings from this work which relate to Somerset County Council - through a 
combination of our engagement with key stakeholders, desktop research and existing knowledge, and our quantitative 
research. 

Just as throughout the main body of this document, these qualitative and quantitative findings have been grouped into 
five categories based on a summation of these key lines of enquiry:
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Cost

Costs associated 
with establishing 

small unitary 
authorities.

Risk/ Resilience

Risks to 
organisation and 
service resilience.

Performance

The impact on 
organisation and 

service 
performance.

Place Implications

The implications of 
disaggregation.

COVID-19

Lessons learnt from Covid 19 crisis and subsequent recovery



PwC & CCN  |  Issues of disaggregation and scale

Methodology - quantitative analysis

Summary
The methodology and assumptions made in order to understand the financial costs, risks and challenges of 
disaggregation during the local government reorganisation process for Somerset County Council are outlined below: 

The diagram below outlines the overarching logic model behind the costs and benefits of reorganisation:
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The financial calculations will consider the costs and benefits of the following scenarios: 

The following costs and benefits will be considered:

1.

2.

A. Transition from a two-tier model to a single unitary
B. Transition from a two-tier model to a two unitary model
C. Transition from a two-tier model to a three unitary model
D. Transition from a two-tier model to a two unitary plus trust 

model

A. Benefits of aggregation: Weightings applied to three types of spend, with percentage 
reductions then applied. Democracy benefits use the number of districts multiplied by an 
average cost.

B. Transition costs: Fixed costs and proportional redundancy costs incurred (excluding 
disaggregation. These are one off costs of reorganisation.

C. Cost of disaggregation: Recurring costs of splitting county-wide services into multiple 
unitaries. This would also include the reduction in benefit from reorganisation to 
multiple unitaries, as opposed to a single unitary option.

Benefits

Transition 
Costs

Costs of 
Disaggregation



5
Qualitative findings for 
Somerset



PwC & CCN  |  Issues of disaggregation and scale

In Somerset County Council’s business case from July 2020 it outlines the vision for a different structure of local 
government in the county. The strategic drivers for this change are varied and some of the key pull factors are outlined 
below. 

In terms of the push factors of change for Somerset the county and district councils feel that the current structure of local 
government is no longer fit for purpose and that a two tier approach encourages duplicated effort. Equally the response 
to Covid 19 showed that in times of crisis it was difficult to coordinate all parties in an efficient way to mobilise a 
response to issues arising in communities. 

Strategic Drivers for change in Somerset
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End confusion over 
which council does 
what for residents

Give local residents 
more say over 
decisions that 
impact them and 
their communities 

Invest in Somerset Cut red tape and 
bureaucracy

Deliver better value 
for money for 
taxpayers

Reduce duplication 
and waste

Create a strategic 
and powerful voice 
to speak up for the 
county

Develop better 
services
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Impact of scale on cost

The cost category relates to the required financial expenditure as a result of 
transitioning. These consider the costs of both aggregation and disaggregation as well 
as the longer-term financial implications of reorganisation.
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COVID-19

● A larger organisation can achieve value across most categories of spend compared 
to multiple smaller authorities that will have decreased power in the market and in 
fact may even be competing with comparably sized organisations in the same 
localities. 

Economies of 
scale. 

Increased number of 
smaller 

organisations equal 
higher cost. 

● Through the process of splitting one authority into two or three there is immediately a 
need to implement multiple management structures. The additional cost in doing this 
stems from the fact that the salaries and sizes of these management structures do 
not typically scale with the decreasing sizes of the new authorities.

● Creating multiple smaller authorities carries a risk to delivering savings, as well as 
being a distraction which increases costs. There would also be the issue of 
disaggregating property costs or shared spaces where they currently shared with 
district councils.

Transition costs. 
What is the cost to 

create multiple 
smaller authorities

● The social care marketplace in Somerset, like many county areas, requires careful 
management in order to maintain service quality. In order to do this the Council 
needs to be able to manage the market at a countywide level, any disaggregation 
into smaller authorities will limit the capacity and potential to do this.

● The county is currently facing real challenges in providing for the needs of an ageing 
population. For example by 2043, without major policy change, the former West 
Somerset district is expected to have 855 persons over retirement age (by then this 
will be 68) for every 1000 of working age, the highest local authority area in the 
country by a significant amount. Somerset overall will stand at 557 over retirement 
age to 1,000 working age, against a 377 national and 445 South West average (third 
oldest population of all county areas)*.

● These population pressures will create increasing demand on social care and health 
services and providers. Having several small authorities competing for these 
providers could cause issues in both capacity and quality.

Role of the market. 
What is impact of 

scale on market 
sustainability?

*https://onesomerset.org.uk/
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Impact of scale on risk and 
resilience

The risk and resilience category relates to the potential risks to service delivery as a 
result of disaggregation as well as the impact of taking different structural approaches 
to delivery.
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COVID-19

● Somerset has a strategic aim to have a single voice and a clear relationship with 
government however, disaggregation means that this voice and aspirations may 
differ between authorities and government support may not align to all of them.This 
may also impact on the funding and investment that Somerset is able to attract from 
government and other sources.

● Somerset has already identified that it has a better chance of success in bids for 
funding, attraction of inward investment  and joint working with government agencies 
through operating at a countywide scale, disaggregating into smaller authorities will 
complicate the landscape and offer a less attractive proposition for funding and 
investment.

Funding and 
income streams. 
What is the risk to 

current funding 
streams and service 

resilience?

● Disaggregation by its very nature causes the splitting up of services, however for 
smaller functions this can cause an issue that the scale at which they operate from 
means that it is not economical to split, the options for Somerset with these 
services (e.g. Registration) would be either to duplicate the service across the new 
authorities, creating additional cost or implementing a shared service. 
Implementing a shared service would introduce complexities in itself both from an 
operational and budgetary perspective. 

Fragmentation. 
Impact in smaller 

organisations.

● Sustainability of service relates to the relationship between scale and the resilience 
of an authority to absorb financial shocks and maintain service delivery. In Somerset 
it can be seen that the county has shown that it has the financial resilience to absorb 
unexpected financial shocks and pressure. If the county was to experience 
disaggregation into smaller authorities facing these costs would be a much larger 
proportion of their budget making it a much bigger risk to the sustainability of service 
delivery. 

Sustainability of 
service.

How resilient are 
smaller authorities 

to financial shocks?
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Impact of scale on 
performance

The performance category relates to the potential impact on council and service 
performance as a result of disaggregation as well as the impact of taking different 
structural approaches to delivery.
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COVID-19

● Like many county areas, the success of services often relies, at least in part, to being 
able to operate at scale. In adult social care the county has adopted an innovative 
approach to service delivery at a community level, using data and insight from Public 
Health to focus on various social, environmental and economic factors that influence 
health and wellbeing. There is extensive partnership working with health partners, 
which is deepening in the run up to the launch of the Integrated Care System . 
Fragmenting this service further would put it at risk and it would be challenging to 
continue to deliver the same quality and consistency.

Splitting up of high 
performing 

services. 
What would the 

impact be?

● Issues with services operating across two tier services already exist. As stated earlier 
in this report, waste services in Somerset operate across the place which is a good 
example of how this approach can drive benefits. 

● Another area  that could be addressed in the same way is the current need for each 
of the district areas to have individual local plans and and planning services.

● A key area of potential would be in joining up housing and social care, for example 
supporting care leavers and being able to support them further through initiatives 
such as reduced council tax.

Two tier and single 
tier. 

What are the issues 
relating to 

functionality / 
performance?

● For Somerset a single, larger organisation offers greater simplicity in the operations 
of the organisation, and fewer single points of failure.

● There are increasing demographic challenges in the county which are unevenly 
distributed. For example the West of the county has 2.5 times the levels of 
deprivation than the East, so if the county is broken down there will be heavier 
burdens on certain areas, with less capacity and capability to deal with them, leading 
to worse outcomes for residents.

Impact of scale on 
performance. 

Do smaller 
organisations 

perform worse?

● It is already challenging to attract and retain leadership talent which leads to 
problems of capacity and performance, increasing risk to the organisation. This is 
particularly acute in certain areas such as social care. This is likely to be even more 
challenging if demand for a high calibre workforce in strategic services were to be 
disaggregated across two or more organisations.

Workforce & 
leadership. 

What are the 
implications of 

scale?
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Impact of scale on place

The place category relates to the potential impact on the wider county / area as a result 
of disaggregation as well as the impact of taking different structural approaches to 
delivery.
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COVID-19

● All councils and public partners in Somerset have developed a number of successful 
local partnerships around important themes, in line with both national and local 
drivers. These strategic partnership arrangements are firmly embedded on a 
pan-Somerset geography and demonstrate the value of collaboration. However, it 
does required a significant time investment by all those concerned to engage with the 
different stakeholders.

● The impact of breaking up of such place-based partnerships such as unpicking the  
existing health integrated care system and mental health trust arrangement would 
undoubtedly be very difficult and may only serve as a distraction rather than 
focussing on improving service delivery and outcomes.

Integration & 
Partnership 

working. 
What is the best 

structure to enable 
this?

● Single, larger authorities typically can have more clarity of focus for an area to help 
drive the development of infrastructure to enable homes, transport and connectivity 
as well as attracting inward investment and working with other agencies including 
growth boards and Local Enterprise Partnerships.

● Local authorities have been given the responsibility of leading on the reset and 
recovery phase of dealing with the Covid 19 pandemic. For this to be effective, they 
need to be able to bring partners and all the various service areas together in order 
to make sure the strategic and operational response is coordinated. Councils 
operating at a functional geographical level require a mandate to lead and take 
decisions in order to support the delivery of a fair recovery period.

Leadership and 
Place. 

Capacity within the 
sector.

● In order to invite inward investment Somerset not only needs to be an attractive 
proposition but it also needs to be coordinated in its approach to attracting 
investment. This coordination can help the county get into the position of being seen 
as an equal player with large investors/organisations. Through operating at scale 
Somerset would be in a better position to attract larger multinational corporations to 
invest as they would have more to offer in proposals. 

● The relationship between scale and investment is also impacted through complexity 
of interaction. It is easier for businesses to deal with larger units of local government. 
If Somerset were to be fragmented into smaller areas this could cause confusion and 
complexity for businesses, developers and residents regarding who to engage with, 
especially across a broader geography. Equally, the lack of a larger, strategic 
authority would mean that businesses could suffer from parochial decision making on 
important strategic issues. 

Attracting 
Investment. 

What is the impact 
of scale on inward 

investment?
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Lessons learnt from Covid 19

This category relates to the lessons learnt from Covid 19 and how these could inform 
the decision-making process for local government reorganisation.
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COVID-19

● The response to Covid 19 coordinated through the local resilience forum (LRF) and 
other arrangements has reinforced the leadership role of county council authorities 

● The situation has also exposed financial weaknesses of district councils quite quickly 
due to their limited size and resilience to financial shocks. 

● The county council role in community leadership has been amplified as they have 
coordinated with other local authorities, health and the VCSE in particularly to stand 
up emergency arrangements such as support to shielded households.

● Despite the councils coming together to tackle Covid 19 and doing great work with 
communities there was still initial confusion and delay in mobilising, and challenges 
in delivering a joined up approach to recovery.

Delivering in crisis. 
What impact does 
structure have on 
ability to deal with 

crisis?

● Strategic services are still able to be close to the community. For example, adult 
social care and domiciliary care services are hyper-local and closest to people but 
still managed strategically, the county council currently has more staff working in 
district areas than district councils.

● A hyper local approach is needed to ensure that there is the right level of 
engagement with the community. A one-size fits all approach will not be sufficient.

● The use of new and existing technologies has proved - especially in recent months- 
to provide some of the answer to how best to engage locally. For example Facebook 
communities set up by volunteer groups which are able to quickly mobilise and 
support their neighbours. 

Community. 
Does it follow that 

smaller 
organisations are 

closer to the 
community? 

● Across Somerset there is an intricate network of partners and stakeholders to 
maintain the sustainable delivery of key services and outcomes. In recent years a 
substantial amount of thought and effort has gone into developing this network to 
ensure effective and efficient collaboration. 

● Disaggregation risks complicating this network. By increasing the number of 
organisations working within the county, not only is there the disruption of the 
transition itself but there is also increased transaction cost through more parties 
operating, less consistency in boundaries and duplicated governance and 
engagement which each stakeholder. 

Clarity of 
interactions. 
What are the 

challenges for 
partners to interact 

with multiple 
parties?
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Scenario 1: Single Unitary Authority

This section outlines the expected benefits and costs for Somerset moving to 
a single unitary council, the financial analysis shows this could equate to an 
annual net benefit of over £19.4 m after implementation.
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Single Unitary Model Implementation costs (£)

Net annual benefit after 
implementation (£) 19,366,688

One off transition costs (£) -20,022,618

Recurring annual impact of 
disaggregation (£) 0

Payback period (years) 1.3

Cost/benefit Somerset

Annual Front Office FTE Savings (£) 2,926,767

Annual Service Delivery FTE Savings (£) 279,956

Annual Back Office FTE Savings (£) 1,663,636

Annual Senior Management FTE Savings (£) 6,142,999

Annual Third Party Spend Savings (£) 5,631,447

Annual Property Savings (£) 1,201,375

Annual Democratic Savings (£) 1,520,507

Rebranding & implementation (£) -300,000

External support costs (£) -3,500,000

Internal programme management (£) -1,560,000

Creating the new council (£) -500,000

Contingency (£) -3,753,000

Organisation closedown (£) -250,000

Public consultation (£) -225,000

ICT costs (£) -1,750,000

Shadow Chief Exec / member costs (£) -255,000

Redundancy Costs (£) -7,929,618
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Scenario 2: Two Unitary Authorities

This section outlines the expected benefits and costs for Somerset moving to 
a two unitary council model, the financial analysis shows this could equate to 
an annual net benefit of over £7.1m after implementation.
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Two Unitary Model Implementation costs (£)

Net annual benefit after 
implementation (£) 7,067,090

One off transition costs (£) -25,055,402

Recurring annual impact of 
disaggregation (£) -12,299,598

Payback period (years) 4.1

Cost/benefit Somerset

Annual Front Office FTE Savings (£) 2,341,414

Annual Service Delivery FTE Savings (£) -5,266,639

Annual Back Office FTE Savings (£) 1,247,727

Annual Senior Management FTE Savings (£) 3,209,067

Annual Third Party Spend Savings (£) 3,378,868

Annual Property Savings (£) 1,001,146

Annual Democratic Savings (£) 1,155,507

Rebranding & implementation (£) -450,000

External support costs (£) -5,250,000

Internal programme management (£) -2,340,000

Creating the new council (£) -1,000,000

Contingency (£) -5,574,375

Organisation closedown (£) -500,000

Public consultation (£) -337,500

ICT costs (£) -2,000,000

Shadow Chief Exec / member costs (£) -510,000

Redundancy Costs (£) -7,093,527
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Scenario 3: Three Unitary Authorities

This section outlines the expected benefits and costs for Somerset moving to 
a three unitary council model, the financial analysis shows this could equate 
to an annual net loss of £1.1m after implementation.
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Three Unitary Model Implementation costs (£)

Net annual benefit after 
implementation (£) -1,108,090

One off transition costs (£) -30,174,573

Recurring annual impact of 
disaggregation (£) -20,474,778

Payback period (years) 10+

Cost/benefit Somerset

Annual Front Office FTE Savings (£) 1,756,060

Annual Service Delivery FTE Savings (£) -7,815,105

Annual Back Office FTE Savings (£) 831,818

Annual Senior Management FTE Savings (£) 275,135

Annual Third Party Spend Savings (£) 2,252,579

Annual Property Savings (£) 800,917

Annual Democratic Savings (£) 790,507

Rebranding & implementation (£) -600,000

External support costs (£) -7,000,000

Internal programme management (£) -3,120,000

Creating the new council (£) -1,500,000

Contingency (£) -7,395,750

Organisation closedown (£) -750,000

Public consultation (£) -450,000

ICT costs (£) -2,250,000

Shadow Chief Exec / member costs (£) -765,000

Redundancy Costs (£) -6,343,823



PwC & CCN  |  Issues of disaggregation and scale

Scenario 4: Two Unitary Authorities and    
………………..                   a Children’s Trust

This section outlines the expected benefits and costs for Somerset moving to 
a two unitary council model with a children’s trust  the financial analysis 
shows this could equate to an annual net benefit of over £2.1m after 
implementation.
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Two Unitary Model plus Children’s 
Trust Implementation costs (£)

Net annual benefit after 
implementation (£) 2,094,853

One off transition costs (£) -28,789,181

Recurring annual impact of 
disaggregation (£) (includes additional 
cost of trust)

-17,271,835

Payback period (years) 10+

Cost/benefit Somerset

Annual Front Office FTE Savings (£) 1,783,083

Annual Service Delivery FTE Savings (£) -5,119,639

Annual Back Office FTE Savings (£) 950,195

Annual Senior Management FTE Savings (£) 3,209,067

Annual Third Party Spend Savings (£) 2,815,723

Annual Property Savings (£) 800,917

Annual Democratic Savings (£) 1,155,507

Annual cost of a trust (£) -3,500,000

Rebranding & implementation (£) -450,000

External support costs (£) -5,250,000

Internal programme management (£) -2,340,000

Creating the new council (£) -1,000,000

Contingency (£) -6,924,375

Organisation closedown (£) -500,000

Public consultation (£) -337,500

ICT costs (£) -2,000,000

Shadow Chief Exec / member costs (£) -510,000

Redundancy Costs (£) -6,477,306

Cost to implement a trust (£) 3,000,000
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Impact of disaggregation
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1UA 2UA 3UA 2UA + Trust

Annual Duplicated leadership cost (£m) 0 -2.9 -5.9 -2.9

Annual Duplicated service delivery cost (£m) 0 -5.4 -7.9 -5.2

Annual Duplicated democratic structure cost (£m) 0 -0.4 -0.7 -0.4

Annual Cost of running a trust (£m) 0 0 0 -3.5

Total Disaggregation Cost (£m) (Recurring) 0 -8.7 -14.5 -12.0

Increase in transition costs (£m) (One-off) 0 -5.0 -10.2 -8.8
Decrease in recurring annual benefits (£m)
 (Opportunity Cost) 0 -3.6 -6.0 -5.2

Five-year impact of disaggregation (£m) 0 -65.6 -111.0 -93.8

Summary
The table below outlines the financial impact of the three disaggregation scenarios compared to scenario 1:

This table outlines the detailed breakdown of the costs and impact of disaggregation for each of the scenarios:

2UA 3UA 2UA + Trust

Single unitary (1UA) benefit (£m) 19.4 19.4 19.4

Less increased costs due to disaggregation (£m) -8.7 -14.5 -12.0

Less reduction in achievable annual saving (£m) -3.6 -6.0 -5.2

Recurrent annual saving (£m) 7.1 -1.1 2.1

Reduction in savings compared to scenario 1 (£m) 12.3 20.5 17.3
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Council Tax Harmonisation
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A. Harmonising to a net zero position after five years
The table below outlines the implications of a scenario where council tax is harmonised from day one, and the required 
initial rate to ensure the net position is as close zero for income forgone after five years.This exercise assumes a base 
increase of 1.99% and projected population increases.

As shown in the table, an initial rate of £1,487 means that after five years Somerset would see nearly the same level of 
council tax income had it not reorganised. This not only means that residents see a minimal impact on their council tax 
rates but it limits the risk of the council losing council tax income. 

District Overall rate of increase Initial district rate
 in 2021/22

Total over five year period 
(£)

Mendip 1.99% 1,487 326,396,936

Sedgemoor 1.99% 1,487 328,560,598

South Somerset 1.99% 1,487 476,799,460

Somerset West and Taunton 1.99% 1,487 454,048,715

Total 1,585,805,709

Annual Income Foregone -147
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Summary



PwC & CCN  |  Issues of disaggregation and scale

Somerset County Council has already taken the decision to pursue change for the place and have published a full 
business case that will now be considered by central government. This decision has been preceded by similar debates 
and the current view is that the two-tier system in Somerset has reached the limits of not only the ability to deliver 
successfully for residents now, but to be able to do so into the future.

This report has shown that for Somerset, of all four scenarios investigated the move to a single unitary model would 
realise the greatest benefits at a annual benefit of £19.4m after implementation. A number of options have been 
considered in the county’s full business case and there are a number of reasons as to why they have chosen to pursue 
one unitary authority as the preferred option.

This report has considered some of the benefits of operating at scale and issues that may arise as a result of 
disaggregation, which are summarised below.

Summary
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Benefits of operating at scale ● Establishing a clear voice for the county.

● Being an equitable partner with other stakeholders, particularly in 
terms of accelerated growth or attracting inward investment.

● In larger organisation is is easier to deal with issues of capacity as 
well as attract and retain leadership talent.

● A larger organisation is likely to be more resilient in responding to 
issues of performance and risk.

Issues for disaggregation ● There are risks in breaking up with wider public sector system - 
particularly in relation to social care and health. The social care 
system and market is particularly fragile and further disaggregation 
would not support recovery.

● It would be challenging to find the right level and number of leaders if 
there were multiple unitary authorities established. There are 
particular areas that are already difficult to recruit to including in social 
care services.

● There would be an inevitable impact if existing partnerships that are 
currently coterminous across a place has to be re-established with 
multiple new organisations.
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