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Executive summary

This report provides the first response to the recommendations of
the Finance Update (including quarter one 2022/23 budget
monitoring) report to Cabinet on 7 September 2022.

Most significantly it includes an update on the Financial Strategy
and proposals to prudently position the council to deliver a
balanced budget for 2023/24.

Recommendations

Itis RECOMMENDED that Cabinet:

1) Acknowledges the progress made towards achieving a
balanced budget for 2023/24 and the improved financial
position for 2022/23 which is now expected to produce a
surplus of £4.2m, excluding transformation costs.

2) Agree that Cabinetis presented with a full report on the
impact of the cost of living to its meeting on the 26 October
2022.

3) In advance of (2) Cabinet supports the proposed approach
to reassessing the fees and charges levied by the Council.

It is RECOMMENDED that Council:

4) Pendingthe presentation of new viable business cases,
remove from the Capital Programme the debt commitments
to the Winter Gardens and Cotlands developments.

5) Release of earmarked reserves as set out in Appendix C.

Reason for
recommendations

Cabinet in considering a Finance Update (including quarter one
2022/23 budget monitoring) report, at their meeting on the 7
September 2022, agreed to place an update on the financial
strategy as a standing item on the Cabinet agenda until suchtime
as there is a balanced budget for 2023/24.

In addition, as part of the same report, Cabinet agreed to bring
forward to the 28 September Cabinet proposals to prudently
position the council to deliver a balanced budget for 2023/24 from




traditional local government financial management processes and
revenue sources.

This report presents the first update on progress towards delivering
a balanced budget for 2023/24.

Portfolio Holder(s): Councillor Drew Mellor, Leader and Portfolio Holder for Finance &
Transformation

Corporate Director Graham Farrant, Chief Executive

Report Author Adam Richens, Chief Finance Officer and S.151 Officer
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Wards Council-wide
Classification For Decision
Background

Through reports to Cabinet in June 2022 and September 2022 the council reflected
on a material change to the risk profile contained within the 2022/23 budget because
of::

¢ Significant additional cost pressures caused by the cost-of-living crisis in both
2022/23 and future years of the Council’'s medium term financial plan (MTFP).
These pressures are current estimated to be around £25m in 22/23 and £30m
for 2023/24. Collectively a £55m impact over the two-year period since the 22/23
budget was set in February 2022. It should be emphasised that these pressures
are wholly consistent with those being reported by other local authorities
nationally.

e Work by Cabinet; to develop and implement a cost-of-living mitigation strategy
via a series of Budget Challenge meetings in April and May with senior officers.

e High levels of current financial planning uncertainty caused by the cost-of-living
crisis and constant changes and variations to the costs of goods, materials and
services required to deliver council operations.

e A change to the risk profile of the council’s current and future years’ budgets
because of changes to the Flexible Use of Capital Receipts (FUCR) statutory
guidance which left the council with a significant shortfall in the funding of its
approved transformation programme.

o A letter from the DLUHC Secretary of State to all Council Leaders on the 1
August 2022 which set out that they will not hesitate to act where the spirit and
intent of law is not fully observed and where they believe councils are engaging
in practices that put local taxpayers at unacceptable risk.

¢ A “minded” to offer of a £20m Capitalisation Direction for 2022/23 as set out in a
letter from Paul Scully MP, the then Minister of State at the Department for
Levelling Up, Housing & Communities (DLUHC) on the 2 September 2022 which
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is reproduced as Appendix A to this report. This capitalisation direction could
help the council mitigate the risk to the funding of the transformation programme
caused by the change to the FUCR statutory guidance by Government.

In addition, the Council needs to continue to reflect on the accumulated and growing
deficit on its Dedicated School's Grant (DSG) which on 31 March 2022 was greater
than the total general fund un-earmarked reserves of the council. This deficit has
been caused by the fact that expenditure in the high needs block which relates to
pupils with special educational needs and disabilities (SEND) is greater than the
government funding being made available. As it stands unless the current “disregard
regulations” that allow the council to ignore the DSG deficit are extended from their
current 31 March 2023 deadline then the council will be in an untenable position on
31 March 2024. It is anticipated that the government will extend these regulations,
but it must be emphasised that is by no means certain and cannot be guaranteed.
The Government continue to work constructively with us on this issue including via
the council’s participation in the Delivering Better Value in SEND workstream.

In April 2022 nine authorities, on top of a previous five, were told as part of a “Safety
Valve” mechanism to make structural reforms to the SEND services with a
negotiated contribution from government towards their accumulated deficits. Dorset
Council (DC) was one of them. BCP Council has not been invited to be part of the
Safety Value mechanism because at the time our deficit compared to our dedicated
schools grant was not one of the highest. The reality is this has been an issue
nationally since the 2014 reforms and alongside probably numerous authorities
nationally the council looks to resolve that matter as our deficit continues to
accumulate.

Local Government Minister Paul Scully, in his letter of the 2 September 2022 to the
Councillor Leader, established that his minded to offer of up to £20m in the form of a
capitalisation direction for the financial year 2022/23 was subject to the following
conditions.

e The Council produces a full plan for addressing its budget gap in 2023/24 and
beyond and share that with DLUHC by the end of September 2022. This plan
should utilise all the resources available to the Council to close the budget gap,
be fully within the spirit and intent of all local government guidance and aim to
eliminate any exceptional financial support required going forward.

e An external assurance review of the Council’s finances and governance
arrangements in the Autumn of 2022.

The letter went onto suggest that the Council should now be making the necessary
plans and arrangements to secure its short- and medium-term future.

In considering this context Cabinet as part of the financial update (including quarter
one 2022/23 budget monitoring) report to its meeting on the 7 September 2022
agreed the following salient recommendations, Cabinet.

¢ Brings forward to the 28 September Cabinet meeting proposals to prudently
position the council to deliver a balanced budget for 2023/24 from traditional
local government financial management processes and revenue sources.

¢ Requests the Corporate Directors and Portfolio Holders for Children’s Services,
Transformation, and Operations to bring forward papers outlining:

a) in-year service pressures and the mitigation strategy that will be put in place to
manage them.



b) the timeline for the increase in costs for the transformation programme and
provide an update on the delivery of 2022/23 budgeted and future years savings.

e Agrees to place an update on the Financial Strategy as a standing Cabinet
agenda item until such time as there is a balanced budget delivered for 2023/24.

e Agrees that no new financial commitments will be made until such time as there
is a balanced budget for 2023/24 other than with the specific agreement of the
Chief Finance Officer in consultation with the Portfolio Holder for Finance.

Updated Financial Strategy

Through meetings on the 7, 8, 15 and 22 September 2022 Cabinet meet with Senior
Officers and developed the following revised financial strategy for 2023/24 which
focuses on traditional local government financial management processes and
revenue sources. In addition, several smaller working discussions have been held
between senior managers and individual portfolio holders to discuss specific service-
related budget options.

Financial Outturn 2022/23

. Acknowledging that the current cost of living crisis creates huge uncertainty, which
in turn has the potential to cause significant variability in our financial forecasting,
Cabinet agreed to take all possible steps to improve the forecast outturn for
2022/23. This in turn should release resources to support the 2023/24 budget of the
council and other budget pressures. Activity which should support this approach
includes.

e The approved decision of Cabinet not to undertake any new financial
commitments until such time as there is a balanced budget for 2023/24.

e Robust review of the financial variances presented as part of the first quarter’s
budget monitoring report. As a reminder the Corporate Directors and Portfolio
Holders for Children’s Services, Transformation, and Operations are required to
bring forward papers outlining their in-year service pressures and the mitigation
strategy that will be put in place to manage them. It is suggested that these
reports are included in the October Financial Strategy report to Cabinet.

¢ A commitmentthrough this report to bring forward a full separate report on the
impact of the cost-of-living on the Council, and our communities to the 26
October Cabinet meeting. As part of this finance strategy, we are looking at:

income via fees and charges; potential new areas for income; benchmarking
against other councils; a consistent understanding of full cost recovery;
maximising returns to the council by way of market recovery; ensuring costs
cover both current and anticipated inflation; and consider charging for
discretionary services.

Transformation Programme

. Fundamental review of proposed expenditure to ensure it is absolutely necessary
with a focus on delivering the key essential elements of the programme. In
undertaking this review the expectation will be that any costs associated with service
enhancements will be avoided and all processes possible will be adopted to avoid or
reduce redundancy costs.



10.

11.

12.

13.

Non-Strategic Assets disposals

Establish a schedule of non-strategic assets disposals which can be used, via the
Flexible Use of Capital Receipts (FUCR) statutory guidance, to fund, as a minimum,
the £17.9m 2023/24 and £8.9m 2024/25 of Council approved revenue
transformation expenditure (net of the current approved capital receipts). In addition,
the ambition; will be to fund an additional £10m of investment in both 2023/24 and
2024/25 in the Children’s and Adults’ specific transformation programmes subject to
the presentation of robust business cases which demonstrate both budget savings
and adherence to the statutory guidance. Elements of the Children’s and Adults
specific transformation programme may appear as sperate agenda items on the
October Cabinet. This gives a target receipt of a minimum of £26.8m and a
maximum requirement of £46.8m.

These receipts should also include consideration of any properties which will
potentially be released as part of Phase 2 of the Estates and Accommodation
Strategy or via work being undertaken by BCP FuturePlaces Ltd on key strategic
assets/sites.

Accommodation Strategy

Fundamental review of buildings occupied by BCP Council with a view to further
consolidating the staff in the Civic Centre and considering future options for owned
buildings or passing back leasehold properties as soon as practical. As an example,
vacating Beech House on expiry of the lease in June 2025, or earlier through
negotiation.

Commercial Opportunities

In line with the approved recommendation of Cabinet on 7 September 2022, explore
options across the council to deliver revenue through further commercialisation. As
an example, review options around Beach Huts and Community Events.

Staff Cost Basis

Consideration of several proposals designed to reduce the employee cost basis of
the authority either temporary or permanently. These include:

¢ Recognising that an element of the improvement in the 2021/22 financial outturn
was lower than anticipated staffing costs caused by turnover, increase the
percentage of the employee establishment not budgeted for 2023/24 from 2% to
4% as a minimum

e Areview of all vacancy posts to determine those which can be held or
permanently removed.

¢ Other than in support of statutory services and the delivery of the transformation
programme, N0 hew agency costs to be incurred.

¢ No agency costs to be incurred, regardless of the service, in respect of business
support posts from the end of December 2022.

¢ Bring forward at pace a council wide apprenticeship programme.

Care will need to be taken with any proposals put forward as part of this updated
financial strategy as any savings in staff or third party should, in the first instance, be
considered as part of the programmed transformation savings.
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An Enabling Council — Strength based approach.

Consider the extent to which the community would be better placed to manage
council assets and the services delivered within them through volunteers and other
sources of funding.

Investto Save Proposals

Consider robust self-financing business cases that utilise the council’s ability to
borrow to invest in capital infrastructure which additionally will drive down
operational costs or avoid demand pressures. Examples would be investment in
street lighting to reduce the use of energy, investment in street parking meters, or
renewable energy investment.

Harmonisation of services

The Council has ambitions to harmonise all services across the conurbation
following on from Local Government Reorganisation. Good progress has been made
in most areas, but some have been delayed due to the impact of Covid 19 or the
need for further government guidance on policy changes. The proposal now is to
review all outstanding areas of harmonisation with an intent to eliminate as many
areas of difference as possible, within the budget parameters

Integrated Care System

Advance ongoing discussions with the representatives of the new Integrated Care
System (who represent the delivery of National Health Services across Dorset) with
a view to determining how the two organisations can more effectively work together
with a view to driving down the overall costs of the system.

Review of Earmarked Reserves and Company/Third Party Balances

Annual review of earmarked reserves to ensure funds are not being tied up
unnecessarily and were appropriate being released to support the proposed budgets
of the council. The mitigation, in support of the 2022/23 cost of living crisis, already
makes provision for the significant release of earmarked reserves in 2022/23 and
2023/24.

Associated with this is a review of the reserves and balances held by Council owned
companies and joint arrangements with a view to determining if such resources can
be released back to the council.

Capitalisation — Recharges

Further review of any costs currently charged to revenue which in line with the Local
Authority Accounting Code of Practice can be legitimately charged to capital.
Similarly, consideration should be undertaken to ensure robust arrangements are in
place regarding costs apportioned/charged against government grants and the
housing revenue account.

Review of the Council’s Collection Funds

A fundamental and detailed review of the collection funds, both Council Tax and
Business Rates, as the position starts to stabilise in a post pandemic environment.

Influence and Lobbying

The focus of this workstream will be twofold.



¢ Requesting government support the council in managing the financial
consequences of the cost-of living crisis.

¢ Requesting government to change appropriate legislation or allow local
authorities to increase appropriate statutorily setfees (such as penalty charge
notices for car park enforcement), or where the fee does not cover the cost of the
service provided, and charges in reflection of previous and future forecast rates
of inflation.

Service Rationalisation

23. Consideration of services that the local authority is not required to provide and
consideration of any expenditure on services that it is required to provide whichis
above the statutory minimum.

Updated Medium Term Financial Plan

24. The 7 September Cabinet report set out the forecast MTFP position assuming the
council meets the conditions for the 2022/23 £20m capitalisation direction further to
the minded to offer from DLUHC.

Figure 1 Cabinet 7 September forecast MTFP position

23/24 24/25 25/26 26/27
£m £m £m £m

Annual - Net Funding Gap 36.4 (7.1) (2.2) 14
Cumulative MTFP - Net Funding Gap 36.4 29.4 21.2 28.6

25. It was also acknowledged that this position would materially alter if any of the key
financial planning assumptions, currently being adopted to underpin the financial
planning framework, where to change. These key assumptions were listed as.

a) Council Tax
An increase of 2.99% annually has been assumed (1.99% basic plus 1% Adult
Social Care Precept).

b) Council Tax — Tax base
Tax base increases of 1.27% and then 1.05% in 2023/24 and 2024/25 to reflect
the anticipated recovery post the global pandemic followed by increases of circa
0.5% per annum whichis more in line with the norm.

c) Second Homes and Empty Homes
In line with the July decision of Council the assumption of £5.3m extra income
from 2024/25 due to the implementation of a 100% premium on second homes
and commencing the empty homes premium after 1 not 2 years. This decision is
clearly subject to confirmation via the Levelling Up and Regeneration Bill.

d) Pay Award
£1,925 on every grade in 2022/23, 3% for 2023/24, and 2% annually thereafter.

e) Income
Further recovery of car parking income from economic recovery after covid19
phased across 2023/23 and 2024/25 and increases in fees and charges.

f) Transformation Savings
Assumed profile of £8.7m 2022/23, £18.7m 2023/24, £43.9m 2024/25, and
£51.1m 2025/26



g) 2.99% growth restriction in Adults and Children’s Services Budgets
Savings target across the four years of the MTFP from 1 April 2022 to 31 March
2027.

26. Following the work done by Cabinet the MTFP position can be updated as follows
Figure 2: Latest MTFP position 28 September 2022

204 A5 B 2600
£m £m £m £m

Annual - Net Funding Gap 164 20 Q0 (LY
Cumulative MTFP - Net Funding Gap 164 185 15 14

27. The key changes between the two reports can be listed as.

a) Improvement in the forecast outturn for 2022/23 further to the Quarter One
Budget Monitoring report presented to Cabinet as part of the Financial Update
report to Cabinet on the 7 September. Analysis of these further variances, which
amount to a £6.3m improvement, is presented as Appendix B to this report.

b) Interim review of earmarked reserves as set out in Appendix C.

¢) Review of the assumptions underpinning the MTFP. For example, bringing
forward the phased recovery of income based on the positive outturn for 2022/23
and latest forecast for 2022/23. Another example would be the inclusion of
additional government funding in support of social care recognising the year-on-
year provision of additional resources since 2015/16. An item for further work will
the adequacy of the 3% pay award for 2023/24.

&} Increases in fees and charges to match inflation in both 2022/23 and 2023/24.

e) Increase the percentage of the employee establishment not budgeted for 2023/24
to 4% in recognition of the 2021/22 financial outturn and 5% to challenge
services into the future.

f) Beach Hut commercialisation proposals.

g) Pending the presentation of new viable business cases, the removal from the
approved capital programme the debt commitments to Winter Gardens (£52.1m)
and Cotlands (£10.6m) developments

h) Revision to the principles around the £50m Futures Fund and £20m Green
Futures Fund. Decisions will now be made as proposals are brought forward with
nothing to be brought forward which is not self-financing until such time as the
council has a balanced budget for 2023/24 and the budget headroom to afford
schemes which are not self-financing.

i) Additional Treasury Management income to reflect the higher rate of interest
being achieved on the council’s cash balances further to the increase in the base
rate, to 2.25%, by the Bank of England on the 22 September 2022.

) The fiscal event on the 23 September 2022 which included confirmation of the
proposal to reverse a previous 1.25% national insurance / health & social care
levy increase.

k) Other service efficiencies and changes.
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The next stages of the workstream will particularly be focused on progressing the
conversation around the integrated care system, determining the schedule of non-
strategic assets to be put forward for disposal, the review of vacant posts and
agency costs, and the review of fees and charges. This work is expected to be
completed in time to report to the October Cabinet meeting and Cabinet now have
confidence in our ability to close this gap in its entirety in time for the October report.
DLUHC continue to be kept up to date with the Councils progress, the approach and
the timeline in relation to presenting a balanced 23/24 position in the October report.

Options appraisal

This paper builds on the previous recognition of a material changes to the risk profile
of the 2022/23 budget and MTFP. This includes significant costs pressures
associated with the cost of living, changes to the FUCR statutory guidance,
messages from the Secretary of State around ensuring authorities also adhere to
the spirit and intent of legislation, and the government being minded-to offer the
council a £20m capitalisation direction for 2022/23.

The “minded to” offer of a £20m Capitalisation Direction for 2022/23 could provide
an opportunity for the council to avoid bringing forward further capital receipts or
resources currently earmarked in support of the 2023/24 budget to fund the cost of
its transformation programme. This offer is contingent upon the Council meeting the
conditions of the offer letter and further conversations with DHLUC. The Council will
keep alternatives to a capitalisation direction, such as additional capital receipts,
under constant review alongside the need to consider whether this route best suits
its financial strategy.

Conclusion

Cabinet has made good progress towards prudently positioning the council to deliver
a balanced budget for 2023/24 with the forecast funding gap reduced from £36.4m
to £16.4m. That said, the council remains in the position where it has not yet got a
full plan for addressing its budget gap for 2023/24 and beyond. Cabinet remains
committed to this work with the intent to report the end of September position to
Cabinet as part of the now monthly Finance Update reports to its meeting on the 26
October 2022. In support of this workstream Cabinet are meeting with the Corporate
Management Board weekly.

Summary of legal implications

The council has a fiduciary duty to its taxpayers to be prudent in the administration
of the funds it holds on their behalf and an equal duty to consider the interests of
their community which benefit from the services it provides.

It is the responsibility of councillors to ensure the council sets a balanced budget for
the forthcoming year. In setting; such a budget councillors and officers of the council
have a legal requirement to ensure it is balanced in a manner which reflects the
needs of both current and future taxpayers in discharging these responsibilities. In
essence, this is a direct reference to ensure that Council sets a financially
sustainable budget which is mindful of the long-term consequences of any short-
term decisions.

As a billing authority, failure to seta legal budget by 11 March each year may lead to
intervention from the Secretary of State under section 15 of the Local Government
Act 1999. It should however be noted that the deadline is, in reality, the 1 March
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each year to allow sufficient time for the council tax direct debit process to be
adhered to.
Summary of human resources implications

There are no direct human resource implications of this report. However, the MTFP
and budget will have a direct impact on the level of services delivered by the council,
the mechanisms by which those services are delivered and the associated staffing
establishment.

This report acknowledges that the transformation programme and the actions
necessary to manage future years funding gaps are likely to have an impacton
future staffing levels.

Summary of sustainability impact

There are no direct sustainability implications of this report

Summary of public health implications

There are no direct public health implications of this report.

Summary of equality implications
A full equalities impact assessment will be undertaken as part of the final February
2023 report to members as part of the annual budget process.

Summary of risk assessment

The risks inherent in the 2022/23 budget were clearly set out in the February 2022
Council budget report for 2022/23. This and the previous June and September
finance reports to Cabinet recognised a change in the risk profile and recommends
appropriate mitigation to maintain a balanced budget for 2022/23 and make a
material impact on the potential funding gap for 2023/24.

Background papers
February 2022 Budget report to Council
Appendix 3 s25 Reserves Report CFO

https://democracy.bcpcouncil.gov.uk/ieListDocuments.aspx?Cld=284&MIid=4812&V
er=4

June 2022 MTFP Update report to Cabinet

https://democracy.bcpcouncil.gov.uk/ieListDocuments.aspx?Cld=285&MId=5011&V
er=4

Finance Update (including Quarter One 2022/13 Budget Monitoring) report to 7
September Cabinet

https://democracy.bcpcouncil.gov.uk/ieListDocuments.aspx?Cld=285&MId=5013&V
er=4

Addendum to the 7 September Finance Update (including quarter one budget
monitoring) report Cabinet

https://democracy.bcpcouncil.gov.uk/ieListDocuments.aspx?Cld=285&MIid=5013&V
er=4
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Appendices

A Letter from Paul Scully to Drew Mellor dated 2 September 2022
B 2022/23 Additional Variance Analysis

C Interim Review of Earmarked Reserves



