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1. OVERVIEW

1.1 The Council’s Business Plan sets out how we will spend the resources we
have at our disposal to achieve our vision and priorities for Cambridgeshire,
and the priority outcomes we want for people.

A good quality of life for
everyone

Keeping vulnerable people safe in a way that
draws on their own strengths and those of their
communities.

Nurturing healthily communities that have access
to resources that enable them to support
themselves, connect with others and become
sustainable.

Improving social and economic equality so that
life expectancy, opportunity and social mobility
are not determined by wealth or background.

Encouraging and supporting people to choose

healthy lifestyles to prevent problems in later life -

focusing our help on those communities most at
risk of poor health outcomes.

Using our public assets wisely and raising money

in a fair and businesslike way to generate social
return for all citizens of Cambridgeshire.

Thriving places for
people to live

Growing financial and social capital place-
by-place by stewarding local resources
including public, private and voluntary
contribution.

Continuing to invest in the environment,
infrastructure and services that are a vital part
of everyday life for everyone in the county
and for a thriving local economy.

Putting more choice and more independence
directly into the hands of individuals and
communities.

Working with District and Parish Councils,
Public Sector Partners and other community
organisations to provide local services which
build supportive, resilient communities and
great places to live.

The best start for
Cambridgeshire's children

Focusing on what happens to children in their
earliest years as the key to influencing positive
outcomes in adult life.

Working with children, their families and carers to
develop positive attitudes to leaming and health and
wellbeing.

Joining services across health, education and social
care to address social inequalities in our most
deprived communities.

Intervening early and effectively to support and
safeguard vulnerable children, young people and
their families.

Increasing stability in placements for children in care.
Providing ongoing support for care leavers to help
achieve positive educational outcomes and access
to quality work opportunities.

1.2 To ensure we deliver our agenda, the focus will continue to be on getting the
maximum possible value for residents from every pound of public money we
spend, and doing things differently to respond to changing needs and new
opportunities. The Business Plan therefore sets out how we aim to provide
good public services and achieve better outcomes for communities, whilst

also responding to the challenge of reducing resources.

1.3 Like many Councils across the country, we are facing a major financial
challenge. Demand is increasing and funding is reducing at a time when the
cost of providing services continues to rise significantly due to inflationary and
demographic pressures. Through our FairDeal4Cambs campaign we are
currently linking with the 36 Shire County areas who make up membership of
the County Councils Network and who are raising the issue of historic
underfunding of Shire Counties with our MPs and through them with
Government. As one of the fastest growing Counties in the country, this
financial challenge is greater in Cambridgeshire than elsewhere. We have
already delivered £178m of savings over the last five years and have a strong
track record of value for money improvements which protect front line services
to the greatest possible extent. However, we know that there will be
diminishing returns from existing improvement schemes and that the
substantial pressure on public finances remains. It is therefore clear that we
need to continue to work alongside local communities to build independence
and co-produce solutions at pace.

1.4  We recognise the scale of change needed and propose a significant
programme of change across our services, with our partners and, crucially,
with our communities. To support this we have a dedicated transformation
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fund as part of the Business Plan, providing the resource needed in the short
term to drive the change we need for the future.

As the scope for traditional efficiencies diminishes, our plan is increasingly
focused on a range of more fundamental changes to the way we work. Some
of the key themes driving our thinking are;

Income and Commercialisation - identifying opportunities to bring in new
sources of income which can fund crucial public services without raising taxes
significantly and to take a more business-like approach to the way we do
things in the council.

Strategic Partnerships — acting as ‘one public service’ with our partner
organisations in the public sector and forming new and deeper partnerships
with communities, the voluntary sector and businesses. The aim being to cut
out duplication and make sure every contact with people in Cambridgeshire
delivers what they need now and might need in the future.

Demand Management — this is fundamentally about supporting people to
remain as healthy and as independent as possible, for as long as possible. It
is about working with people to help them help themselves or the person they
care for e.g. access to advice and information about local support and access
to assistive technology. Where public services are needed, it is about
ensuring support is made available early so that people’s needs don’t
escalate to the point where they need to rely heavily on public sector support
in the long term.

Commissioning — ensuring all services that are commissioned to deliver the
outcomes people want at the best possible price — getting value for money in
every instance.

Modernisation — ensuring the organisation is as efficient as possible and as
much of the Council’s budget as possible is spent on front line services and
not back office functions, taking advantage of the latest technologies and
most creative and dynamic ways of working to deliver the most value for the
least cost.

The Council continues to undertake financial planning of its revenue budget
over a five year period which creates links with its longer term financial
modelling and planning for growth. This paper presents an overview of the
proposals being put forward as part of the Council’s draft revenue budget, with
a focus on those which are relevant to this Committee. Increasingly the
emerging proposals reflect joint proposals between different directorate areas
and more creative joined up thinking that recognise children live in families
and families live in communities, so some proposals will go before multiple
Committees to ensure appropriate oversight from all perspectives.

Funding projections have been updated based on the latest available
information to provide a current picture of the total resource available to the
Council. At this stage in the year, however, projections remain fluid and will be
reviewed as more accurate data becomes available.

Equally, as our proposals become more ambitious and innovative, in many
instances they become less certain. Some proposals will deliver more or less
than anticipated, equally some may encounter issues and delays and others
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might be accelerated if early results are promising. We have adapted our
approach to business planning in order to manage these risks, specifically;

Through the development of proposals which exceed the total savings/income
requirement — so that where some schemes fall short they can be mitigated by
others and we can manage the whole programme against a bottom-line
position

By establishing a continual flow of new proposals into the change programme
— moving away from a fixed cycle to a more dynamic view of new thinking
coming in and existing schemes and estimates being refined

Taking a managed approach to risk — with clarity for members about which
proposals have high confidence and certainty and which represent a more
uncertain impact

The Committee is asked to comment on these initial proposals for
consideration as part of the Council’s development of the Business Plan for
the next five years. Draft proposals across all Committees will continue to be
developed over the next few months to ensure a robust plan and to allow as
much mitigation as possible against the impact of these savings. Therefore
these proposals may change as they are developed or alternatives found.

Committees will receive an update to the revenue business planning
proposals in December at which point they will be asked to endorse the
proposals to GPC as part of the consideration for the Council’s overall
Business Plan.

BUILDING THE REVENUE BUDGET

Changes to the previous year’s budget are put forward as individual proposals
for consideration by committees, General Purposes Committee and ultimately
Full Council. Proposals are classified according to their type, as outlined in the
attached Table 3, accounting for the forecasts of inflation, demand pressures
and service pressures, such as new legislative requirements that have
resource implications, as well as savings and investments.

The process of building the budget begins by identifying the cost of providing
a similar level of service to the previous year. The previous year’s budget is
adjusted for the Council’s best forecasts of the cost of inflation, the cost of
changes in the number and level of need of service users (demand) and
proposed investments. Should services have pressures, these are expected
to be managed within that service where possible, if necessary being met
through the achievement of additional savings or income. If this is not
possible, particularly if the pressure is caused by legislative change,
pressures are considered corporately. It should be noted, however, that there
are no additional resources and therefore this results in an increase in the
level of savings that are required to be found across all Council Services. The
total expenditure level is compared to the available funding and, where this is
insufficient to cover expenditure, the difference is the savings or income
requirement to be met through transformational change and/or savings
projects in order to achieve a set of balanced proposals.

The budget proposals being put forward include revised forecasts of the
expected cost of inflation following a detailed review of inflation across all
services at an individual budget line level. Inflation indices have been updated
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using the latest available forecasts and applied to the appropriate budget
lines. Inflation can be broadly split into pay, which accounts for inflationary
costs applied to employee salary budgets, and non-pay, which covers a range
of budgets, such as energy, waste, etc. as well as a standard level of inflation
based on government Consumer Price Index (CPI) forecasts. All inflationary
uplifts require robust justification and as such general inflation is assumed to
be 0%. Key inflation indices applied to budgets are outlined in the following

table:

Inflation Range

Non-pay inflation (average of
multiple rates) where applicable

\ 2020-21‘ 2021-22

3.6%

2.7%

2022-23
2.8%

2023-24
2.7%

2024-25
2.7%

Pay (admin band)

2%

2%

1%

1%

1%

Pay (management band)

2%

2%

1%

1%

1%

Forecast inflation, based on the above indices, is as follows:

Service Block 2020-21 | 2021-22 2022-23  2023-24  2024-25

o 5,665 5,748 4,475 4,171 4,251
People and Communities (P&C)

1,961 2,053 2,222 2,259 2,361

Place and Economy (P&E)
Commercial and Investments 238 147 138 141 143
(C&l)
Public Health 51 51 24 24 24
Corporate and Managed -275% 174 103 104 104
Services
LGSS Operational 277 277 139 139 139

7,917

*Includes reduction of additional pension contribution in relation to vacancies to be

apportioned between Service Blocks

8,450

A review of demand pressures facing the Council has been undertaken. The
term demand is used to describe all anticipated demand changes arising from

increased numbers (e.g. as a result of an ageing population, or due to

increased road kilometres) and increased complexity (e.g. more intensive
packages of care as clients age). The demand pressures calculated are:

Service Block

People and Communities (P&C)

2020-21
£000

2021-22
£000

2022-23
£000

2023-24
£000

2024-25
£000

Place & Economy (P&E)

10,970 |

11,477

12,990

13,487

The Council is facing some cost pressures that cannot be absorbed within the
base funding of services. Some of the pressures relate to costs that are
associated with the introduction of new legislation and others as a direct result
of contractual commitments. These costs are included within the revenue
tables considered by service committees alongside other savings proposals

and priorities:
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Service Block /

Description

2020-21 2021-22 2022-23
£000 £000 £000
New Pressures Arising in 20-21

2023-24
£000

2024-25
£000

P&C: Increase in
Older People’s
placement costs

4,458

P&C: Home to
School Transport -
Special

800

P&C: SEND
Specialist Services —
loss of grant

300

P&C: SEND
Specialist Service —
underlying pressures

201

Cé&l: East Barnwell
Community Centre

100

Existing Pressures Brought Forward

P&C: Impact of
National Living Wage
on Contracts

3,367 3,091 3,015

3,015

3,015

P&C: Dedicated
Schools Grant
Contribution to
Combined Budgets

1,579 1,500

P&C: Libraries to
serve new
developments

49

P&C: Supervised
contact (numbers of
children)

P&C: Independent
reviewing officers
(numbers of children)

-85

P&E: Minerals and
Waste Local Plan

-54 -54

P&E: Guided Busway
Defects

-1,300

C&l: Renewable
energy — Soham

C&l: LGSS Law
dividend expectation

-96

Impact of Local
Government Pay
offer on CCC
Employee Costs
combined

174 174

4,684 3,055

3,015

3,015 |

SUMMARY OF THE DRAFT REVENUE BUDGET

In order to balance the budget in light of the cost increases set out in the
previous section and reduced Government funding, savings or additional
income of £24.6m are required for 2020-21, and a total of £74m across the full
five years of the Business Plan. The following table shows the total level of
savings necessary for each of the next five years, the amount of savings
attributed from identified savings and the residual gap for which saving or
income has still to be found:
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2020-21 2021-22 2022-23 2023-24 2024-25
£000 £000 £000 £000 £000

Service Block

Total Saving Requirement 24,561 | 14,916 | 12,280 | 12,697 9,050
Identified Savings -10,711 -2,256 920 206 558
Identified additional Income -1,285 -2,225 -3,542 -365 133
Generation

Residual Savings to be identified \ 12,565

As the table above shows, there is still a significant level of savings or income
to be found in order to produce a balanced budget for 2020-21. While actions
are being taken to close the funding gap, as detailed below, it must be
acknowledged that the proposals already identified are those with the lower
risk and impact profiles and the further options being considered are those
considered less certain, or with greater impact.

The actions currently being undertaken to close the gap are:

Reviewing all the existing proposals to identify any which could be pushed
further — in particular where additional investment could unlock additional
savings

Identifying whether any longer-term savings can be brought forward

Reviewing the full list of in-year and 2020-21 pressures — developing
mitigation plans wherever possible to reduce the impact of pressures on the
savings requirement

Bringing more ideas into the Transformation Pipeline — this work will continue
to be led across service areas with support from the Transformation team —
recognising that it is the responsibility of all areas of the Council to keep
generating new proposals which help meet this challenge.

There are also a number of additional risks and assumptions with potential
impacts on the numbers above and accompanying tables. These will be
monitored closely and updated as the Business Plan is developed to ensure
that any financial impacts are accurately reflected in Council budgets:

The Business Plan includes a 2% inflationary uplift for administrative and
management band staff pay. The National Joint Council pay scales have not
been confirmed for 2020-21 onwards and it is possible than an uplift of greater
than 2% will be agreed. A number of other groups of public sector workers
including teachers, armed forces and police officers are expected to receive
pay increases in excess of 2% in 2020-21.

The result of schools funding reforms, in particular the control of the
Dedicated Schools Grant shifting further toward individual schools, potential
additional funding to be announced by government, and the local situation
with a deficit held within the high needs block is still under discussion and the
significant current pressure will be updated as the outcome of this discussion
becomes clear.

Movement in current year pressures — Work is ongoing to manage our in-year
pressures downwards however any change to the out-turn position of the
Council will impact the savings requirement in 2020-21. This is particularly
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relevant to demand led budgets such as children in care or adult social care
provision.

The inflationary cost increases set out in section 2.4 assume that inflation on
the cost of bed-based care within Adults & Older People’s Services will
continue to be higher than general inflation in 2020-21. Additionally, the
pressures within Older People’s services included in section 2.6 assume that
the local NHS continues to contribute funding to joint health and social care
initiatives at current levels in 2020-21.

The Government has confirmed that the introduction of 75% business rates
retention and the review of relative needs and resources (fair funding review)
will be delayed until 2021 to coincide with the next multi-year spending review.
There is therefore a significant level of uncertainty around the accuracy of our
funding assumptions from 2021/22 onwards.

The Council has worked closely with local MPs in campaigning for a fairer
funding deal for Cambridgeshire. The Chancellor announced the
Government’s spending plans for 2020-21 on 4th September, which included
an additional £1bn of grant funding for social care. The financial implications
for the Council are still as yet unclear as individual local authority allocations
are yet to be announced. Notwithstanding any additional funding the Council
may receive, it is expected that significant savings are required to balance the
budget for 2020-21 and services continue to develop plans at pace.

The Government has confirmed that The Winter Pressures and Social Care
Support Grants, announced for the first time in 2019-20, will continue in 2020-
21. These grants now support £4.4m of permanent spending across Adults
and Children’s Services as well as contributing £1.9m to the 2020-21 budget
gap. We have assumed, in line with other Shire Counties, that these grants
continue at their current levels throughout the period of the current Medium
Term Financial Strategy (2020-21 — 2024-25). However, the Council will
continue to develop options for further savings which will allow the authority to
operate on a sustainable basis should this funding not be forthcoming in
future years.

In some cases, services have planned to increase income to prevent a
reduction in service delivery. For the purpose of balancing the budget these
two approaches have the same effect and are treated in the same way.

This report forms part of the process set out in the Medium Term Financial
Strategy whereby the Council updates, alters and refines its revenue and
capital proposals in line with new savings targets. New proposals are
developed across Council to meet any additional savings requirement and all
existing schemes are reviewed and updated before being presented to
service committees for further review during December.

The level of savings required is based on a 2% increase in the Adults Social

Care (ASC) precept and a 0% increase in Council tax. The Government has

confirmed that Local Authorities will be granted the continued flexibility to levy
the ASC precept in 2020-21, however the Government has not yet announced
the Council tax referendum limit for 2020-21. Local Authorities were permitted
to increase general Council tax by a maximum of 2.99% in 2018-19 and 2019-
20 without the requirement for approval from residents through a positive vote
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in a local referendum. It is likely, although not confirmed, that the Council will

be presented with the option to increase Council tax by up to a further 2.99%

in 2020-21. It is estimated that the cost of holding a referendum for increases
deemed to be excessive would be around £100Kk, rising to as much as £500k

should the public reject the proposed tax increase (as new bills would need to
be issued).

Following October and December service committees, GPC will review the
overall programme in December, before recommending the programme in
January as part of the overarching Business Plan for Full Council to consider
in February.

BUSINESS PLANNING CONTEXT FOR CHILDREN AND YOUNG PEOPLE
COMMITTEE

We continue to experience high levels of demand with the number of children
in care remaining at a higher level than Cambridgeshire has had previously
and a rising prevalence of special educational need and disability. At the
same time our grant funding continues to diminish, creating further pressure
on the budget model.

Transformation of the way we do things has been the main focus in
developing new savings proposals for the new financial year. There are also a
series of savings proposals that are identified in the business plan and are
due to be made in 2020/21.

We have been fortunate to have been awarded funding from central
government to establish the Family Safeguarding model of practice within
children’s social care services.

This model of practice is based on the inclusion of adult practitioners
experienced in working with domestic abuse, substance and alcohol misuse
and emotional and mental health. The majority of children subject to child
protection plans live in families where adults are struggling with these issues.

Developing this approach within Cambridgeshire will enable us to improve
outcomes for our most vulnerable children because this approach has been
shown to be more effective in helping adults with complex difficulties to make
sustained changes in their lives, enabling them to provide secure homes for
their children and reducing the number of children who come into care. This is
good for children and families, as well as reducing demand on Council
budgets.

This funding will help us to deliver the planned savings associated with
reducing the numbers in care in the County to closer to the average of our
statistical neighbours as it is implemented be the beginning of 2020/21.

At the same time, we are reviewing the way that our early help services
operate so that they target those at greatest risk of developing more
significant difficulties and so most likely to need the support of specialist
children’s services in the most efficient way possible.
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As in previous years, we are focused on developing innovations in the way in
which we work, and are seeking to avoid reductions in front-line service
delivery wherever possible.

Education

The pressure on the Dedicated Schools Grant is significant. The number of
pupils who have an education health and care plan have increased by over
30% since 2015 and to meet need the high needs element of the grant has
overspent by £7m. There are a number of drivers behind this change which
include:

An accountability framework for schools which does not encourage inclusive
practice and can lead to children being placed in specialist provision when it is
not required.

A shortage of special school places which may lead to great need to place in
the independent sector at greater cost.

The reforms in SEND which gave greater access to EHCPs for 0 to 5 year
olds and extended access to education from up to 19 to 25.

Greater complexity of needs have emerged including higher levels of
identification of conditions e.g. autism and the emergence of needs around
mental health.

Demographic increases in our population — the number of children overall
have increased by 4% since 2011 without additional resources.

Parental choice has seen a number of tribunals for placements lost at a
significantly higher cost especially around specialist therapeutic provision.

A series of measures to reduce the over-spend have been considered and will
be consulted upon in the autumn. We have also discussed the concerns
around the level of funding for SEND in Cambridgeshire with all our MPs who
have agreed to raise the challenges more formally with Ministers.

Section 5 of this paper describes the transformation proposals we have
developed for 2020/21 to deliver these commitments — addressing the
financial challenge without cutting services unnecessarily.

Given the level of savings required by the Council as a whole for 2020/21, all
current and new proposals that are considered achievable are included in
Appendix 1. Members are asked to consider and comment on that list.
Members should bear in mind that any savings removed will increase the
pressure on the Council as a whole. Therefore, thought should also be given
to what could replace removed savings.

OVERVIEW OF CHILDREN’S COMMITTEE’S DRAFT REVENUE
PROGRAMME

The list below includes the draft 2020/21 business planning proposals within
the remit of the Children’s Committee. In each case the reference to the
business planning table is included along with the anticipated level of financial
saving or additional income. It is important for the Committee to note that the
proposals and figures are draft at this stage and that work on the business
cases is ongoing. Updated proposals will be presented to Committee again in
December, at which point business cases and the associated impact
assessments will be final for the Committee to endorse.
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A/R.6.255 LAC (Looked After Children) Placement composition &
reduction in numbers (-3,134k)
A/R.6.266 LAC Demand Management (-1,500k)
A/R.6.267 Children’s Disability 0-25 Service (-50k)
A/R.6.257 Early Help offer within Children’s Services (-750k)
A/R.6.269 Review of Education Support Functions (-171k)
A/R.6.202 Youth Justice / Youth Support (-30k)
LONGER TERM TRANSFORMATION TO CREATE A SUSTAINABLE
SERVICE MODEL
This programme of work includes innovative approaches that will improve
outcomes whilst continuing to deliver a further level of efficiency and significant
savings.
A Transformation resource was established in 2016 to enable investment in
longer term initiatives, identifying opportunities where better outcomes can be
delivered at reduced cost and demand for services can be reduced. To date,
savings of £23.8m have been released as a result of services using this
resource.

NEXT STEPS

The high level timeline for business planning is shown in the table below.

December | Updated business cases and any additional business cases to
be considered by committee

January General Purposes Committee will review the whole draft
Business Plan for recommendation to Full Council

February Full Council will consider the draft Business Plan

ALIGNMENT WITH CORPORATE PRIORITIES

A good quality of life for everyone
There are no significant implications for this priority.

Thriving places for people to live
The impact of these proposals is summarised in the equality impact
assessments, included within Appendix 1.

The best start for Cambridgeshire’s children
The impact of these proposals is summarised in the equality impact
assessments, included within Appendix 1.
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SIGNIFICANT IMPLICATIONS

Resource Implications

The proposals set out the response to the financial context described in
section 4 and the need to change our service offer and model to maintain a
sustainable budget. The full detail of the financial proposals and impact on
budget is described in the financial tables of the business plan, attached to
this paper in Appendix 2. The proposals seek to ensure that we make the
most effective use of available resources across the health and social care
system and are delivering the best possible services given the reduced
funding. This set of business planning proposals is subject to financial risk. In
particular, the proposals for reduced spending on statutory care budgets
represent ambitious targets for budgets which are ‘demand-led’ and therefore
not fully controllable. We will always need to meet statutory needs and so we
are reliant on our early help and preventative activity being successful in
reducing demand. If this is not successful then further savings will have to be
found elsewhere.

Procurement/Contractual/Council Contract Procedure Rules
Implications

Where there are any implications in relation to contractual procedures or
rules, these will be included within the business cases in Appendix 1.

Statutory, Legal and Risk implications

The proposals set out in this report respond to the statutory duty on the Local
Authority to deliver a balanced budget. Children’s Services will continue to
meet the range of statutory duties for supporting older people, people with
disabilities and people with mental health needs and other vulnerable groups,
but as stated within the impact sections of this paper the model of help
provided to people with statutory needs will change.

Equality and Diversity Implications

The Equality Impact Assessments describe the impact of each proposal, in
particular any disproportionate impact on vulnerable, minority and protected
groups.

Engagement and Consultation Implications

Our Business Planning proposals are informed by the CCC public
consultation on the Business Plan and will be discussed with a wide range of
partners throughout the process (some of which has begun already). The
feedback from consultation will continue to inform the refinement of proposals.
Where this leads to significant amendments to the recommendations a report
would be provided to the Children’s Committee.

Draft Equality Impact Assessments (EIAs) for the savings proposals are
included within each business case (Appendix 1) for consideration by the
Committee, and where applicable these will be developed based on
consultation with service users and stakeholders.

Localism and Local Member Involvement

As the proposals develop, we will have detailed conversations with Members
about the impact of the proposals on their localities. We are working with
members on materials which will help them have conversations with Parish
Councils, local residents, the voluntary sector and other groups about where
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they can make an impact and support us to mitigate the impact of budget

reductions.

Public Health Implications

We are working closely with Public Health colleagues as part of the operating
model to ensure our emerging Business Planning proposals are aligned. In
particular the work being led within Public Health around falls prevention will
be important to our objective to reduce the need for care for older people and
the public health focus on preventative mental health support will be part of
the model to reduce the reliance on social care for people with mental health

needs.

Implications

Officer Clearance

Have the resource implications been
cleared by Finance?

Yes
Emma Jones

Have the procurement/contractual/
Council Contract Procedure Rules
implications been cleared by the
LGSS Head of Procurement?

Yes
Jeandre Hunter
Strategic Procurement Manager

Has the impact on Statutory, Legal
and Risk implications been cleared
by LGSS Law?

Yes
Monitoring Officer:
Fiona McMillan, LGSS Law

Are there any Equality and Diversity
implications?

Covered in business case equality
impact assessments

Julia Turner
Have any engagement and Yes
communication implications been Jo Dickson
cleared by Communications?
Have any localism and Local Member | Yes
involvement issues been cleared by | Julia Turner
your Service Contact?
Have any Public Health implications | Yes

been cleared by Public Health

Raj Lakshman

Source Documents

Location

Strategic Framework

https://ccc-
live.storage.googleapis.com/upload/w
ww.cambridgeshire.gov.uk/council/fin
ance-and-budget/Section%201%20-
%20Strategic%20Framework%20-
%2019-20.pdf?inline=true
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Appendix 1: Draft Business Cases for business planning proposals within the remit
of Children and Young People’s Committee

Appendix 2: Financial summary — table 3



