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Over the past two years, Tri-borough has improved 
lives and saved almost £10m. 

THe Tri-BorougH sTory

Our original proposals for sharing services were developed in the context of the immense financial 
challenges that faced the country in autumn 2010.  People were worried about whether 
the state could continue to afford to care for the vulnerable and wanted to see value from public service. 

As three leading councils, our councillors and officers shared a common resolve for bold and 
radical action to meet public and staff expectations of great local services.

From White City through Notting Hill to Chelsea and the West End we are responsible for 
world famous places – Chelsea FC, the King’s Road and the mother of Parliaments. But our local 
communities also face big challenges – from high levels of worklessness to crowded housing conditions 
– and we have a shared responsibility to help everyone succeed irrespective of their background.    

In February 2010 we published detailed proposals to share services and in June 2010 each Cabinet 
met separately to formally agree this bold new way of working: shared responsibility for three 
distinct areas, retaining democratic voice and local choice but cutting management in half.

In April 2012 the first shared Tri-borough services – Libraries, Adults Social Care and Children’s 
services started to deliver against our two original objectives.  First, to deliver a better quality 
of life to people through improved combined services. Second, to make the taxpayer’s 
money go further by pooling our expertise.    

Over the past two years we have pressed ahead with delivering our plans. By the end of this financial 
year (2012/13) we will have achieved savings of £9.9m and are on track to achieve our 
overall target of £40m per year from 2015/16. 

We have launched a Troubled Families Programme across the three boroughs which will help 1,720 
families with complex problems improve their lives over the next three years.

We are sharing foster placements across the three boroughs, avoiding the additional cost of 
having to use Independent Fostering Agency placements and helping find looked after children a 
loving home faster. 

We have launched the one library card policy, giving residents, workers and students 
unprecedented access to more than one million library books and a range of specialist collections. 

We have reduced the length of care proceedings from 58 to 26 weeks and shown how 
we can reduce legal costs by approximately £1.9m.

We have published mandates for each shared service, safeguarding the sovereignty of each 
council to shape services to local needs.  These mandates will be renewed in April 2013.    
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We have launched an employee led mutual to provide management and ICT support services 
to schools across the three boroughs.

Through our Whole-place Community Budget pilot we have shown how within five years we can 
create net annual savings of approximately £70m across local public services within the 
Tri-borough area and drive growth, reduce dependency, build homes, create jobs, 
lengthen lives and rehabilitate criminals.  We are now working closely with colleagues in 
Government to implement these plans. 

THe nexT TWo years  
Two years on from the original proposals to share services the first phase of Tri-borough is already 
achieving impressive results and we are ambitious to build on our strong track-record.  

Public Health 

Public Health is returning to the control of local government and we will use this as an opportunity to 
build on some of our earliest achievements in the promotion of health improvements.  In spring 2013 
a shared Public Health function, led by a single Director of Public Health, will start working to drive 
health improvement, improve health protection and push innovation in the design of health services 
across the three boroughs.  

Re-wiring support services around front-line workers   

We are transforming our support services to ensure that HR, IT and Finance better support front-line 
workers. Unlike many other shared service projects, our approach has been driven by what our 
front-line workers need - one simple, clear and robust way of dealing with support services for all 
areas across the three councils. 

In January 2013 we announced an agreement to overhaul our HR and finance systems.  The 
innovative deal with BT will mean a radical redesign of corporate human resources and finance 
services across the three councils, cutting duplication and red tape so front-line workers can worry 
less about paperwork and focus on delivering great local services.  The deal, which will save the three 
councils £6m over the contract period, has also been structured to allow other London authorities to 
join. So far, a further 17 councils have expressed interest.

However, this is just the start and over the next three years we will complete several other ambitious 
projects, including creating a shared IT organisation and a shared Total Facilities Management Service.       

Tri-borough savings to date

Area Amount 

Libraries £0.92m 

Adults £2.85m 

CEX £0.26m 

Corporate Services £0.48m

Environmental Services £0.87m 

Children’s £4.54m

Total £9.92m 

Children’s, £4.54m

Adults, £2.85m

CEX, £0.26m

Corporate Services, £0.48m

Libraries, £0.92m

Environmental Services, £0.87m
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Working in new ways with Government 

As one of only four Whole-Place Community Budget pilots nationwide, we have shown within five 
years we can create gross annual savings of approximately £65-70m across local public services within 
the Tri-borough area and drive growth, reduce dependency, build homes, create jobs, lengthen lives 
and rehabilitate criminals.  

We are now working closely with colleagues in Government to implement these plans.    

• We are improving your health and social care services – In July we will start to 
implement plans that will see us work in new ways with local partners to release £38 million per 
year of net savings after reinvestment costs at a local level and deliver better outcomes for our 
local population; particularly the 100,000 who are elderly or have complex needs and are most at 
risk of being admitted to hospital or a care home.

• We are helping offenders get back on track  – In September we will launch a new 
two-year service that will work with the estimated 636 offenders a year across Westminster, 
Hammersmith & Fulham and Kensington and Chelsea. Over five years this new approach will 
reduce re-offending and local spending on re-offending by between £1.2 million and £6.1 million.  

• We are supporting stronger families – We implemented our new Family Coaching 
Service in December 2012 which has already provided support to help 83 troubled families turn 
their lives around.  We are also continuing to work with Government to ensure sustainable funding 
for these programmes after 2015.  

• We are putting children first - We have cut care proceedings in the court system from 58 
to 26 weeks and shown how we can reduce our legal costs by around £1.9 million.

• We are helping school leavers get their first job – We will make employability a key 
part of the school curriculum and prioritise skills funding on achieving job outcomes, giving 3,500 
young people a year a better chance of finding work and saving £1.5-2.5 million annually.  Our new 
Employability Passport will be tested in St Augustine’s School in Westminster from March, before 
being piloted in six school across the three boroughs.  

• We are fighting for a fair deal on housing, making the case to Government to let us 
use the debt potential in the Housing Revenue Account to construct up to 300 new homes and 
support 370 residents into work over five years.

Net Fiscal benefits from Tri-borough Community Budget projects   

However, we know that we can still go further and we will continue to work with colleagues from across 
Government to put local knowledge at the heart of Whitehall policy making, to transform public services 
and tackle those problems that impose the highest cost. In particular, we are ambitious to see:

•  Exemption from national rules when developing new delivery models.  
Existing rules on performance management, data-sharing, workforce and governance stifle 
innovation and promote risk aversion.  To allow innovative ideas to be developed through to  
cost effective and implementable delivery models, a relaxation of, or exemption from, existing 
regulation is required.  Whitehall departments need to send strong and clear messages to their 
agencies that sharing data across the public sector should be the norm not the exception.

•  A joined up approach within Whitehall on cross-cutting issues. The Troubled 
Families Unit is an example of where Whitehall has recognised that for some issues, where 
multiple government departments have an interest but there is no single lead, clear accountability 
and single budgets are the way forward. Re-wiring Whitehall around specific issues that pose the 
highest cost to the public purse, rather than delivery chains and organisations, to create a single 
accountable unit with a cross-cutting budget and focus should be considered.

•  Share in risk and reward. Social problems can only be addressed effectively if both local 
and national partners share in the risk and reward of delivering successful outcomes. As part of 
the next Spending Review process, HM Treasury should assess the potential efficiency savings and 
wider economic benefits of an outcomes based investment fund to support local public sector 
reform. The fund could be made up of proportionate financial contributions from all relevant 
spending departments.

Project
Annual net fiscal savings to public sector when 
projects are fully up and running

Health and social care £38m (2017/18)

Reducing Reoffending
~£4-5m (2014/15)
(depending on scale of future reductions in funding)

Complex Families
£15m (from 2013/14)
(based on notional spend of £5m and fiscal bcr (benefit cost ratio)  
of £3 savings for £1 spent)

Care Proceedings

£2m (estimated actual 2012/13)
(initial estimate of legal costs to Children’s services only; excludes  
CJS and other savings which can be estimated when more data on 
pilot is received later this financial year)

Employability Programme 
£6-10m (2015/16)
(Tri-borough wide following pilot in six schools)

TOTAL £65-70m net savings to public sector per annum
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improving lives –  
Four sTories From  
THe FronT-line  
Helping children find a loving and stable home faster 

Social workers Sarah Hogan, Rebecca Chater and Caroline Borlase have witnessed a significant change 
in children’s care proceedings since starting work on an ambitious pilot scheme in April.

Like many social workers, Sarah, Rebecca and Caroline have sometimes watched children tread water 
in the care system for years while their court proceedings hit one lengthy delay after another. But 
having now worked on five different cases under the pilot scheme which aims to speed up care 
proceedings in the family courts to reach a six-month target, the three have seen a big improvement: 
“There is not the usual drift and delay for the child – we can focus on making decisions for 
permanence,” Rebecca said.

The new project has placed more emphasis on finding the best timeframe and solution from the 
child’s perspective, keeping in mind that the older a child gets in the care system, the more difficult it 
becomes for them to find permanent care and adjust to life with a new family.

Caroline, who has already seen one of her cases conclude within the target timeframe under the pilot, 
said: “Previously there was a lot of focus on fitting in with the birth parents’ needs rather than 
reflecting the timeframe that best suits the child. But our applications are now far more robust and 
our plan is far clearer when we start out in court. We’re putting the children’s timescales into the plan 
far more than has been the case previously.”

The pilot also aims to retain the same judge throughout any given care proceedings case, which the 
three workers say has helped speed up the process and improve the continuity of decisionmaking.

Continuing to stretch ambition 

Over the past two years we have made local public services better and made taxpayers’ money go 
further.  However, our communities will continue to face immense challenges – from young people 
struggling to find work to making sure that older people can live independent lives in their own home.  

It is up to local leaders to retain residents’ trust in local services and we would not be doing our job if 
we did not continue to respond to the needs and aspirations of those who live and work in our 
communities.  We believe that Tri-borough should provide the foundation on which we do this and it 
is on this basis that we will continue to have an honest and open debate with councillors, officers and 
communities to innovate joint solutions to shared problems.  
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Giving young people a new start 

Fostering changes lives and no one knows that better than 22-year-old Lisa* who was fostered when 
she was in her teens. 

At 14, she and her younger siblings were put into kinship care - where children are fostered by their 
extended family. 

“My older sister, who was 16, and I were persistently truanting and we missed a whole term of school. 
Social services got involved and initially spotted that we were suffering from emotional neglect,” says Lisa.

While they were fostered by their aunties, Lisa and her siblings continued to see each other and their 
parents, and three years later the family was brought together again. Despite the upheaval, Lisa knows 
there were positive changes - she went back to school regularly, focused on getting her qualifications, 
got a university degree and is now a qualified social worker.

Lisa is just one of many young people from Hammersmith & Fulham, Kensington and Westminster and 
Chelsea who have gone on to succeed after being fostered or adopted.

A year on since bringing together the three boroughs’ separate fostering and adoption teams, more 
children are being helped to find a loving and caring home faster and savings of nearly £600,000 a 
year look set to be achieved by 2014/15.

Turning troubled families’ lives around

Sally Bevan has worked on Westminster City Council’s Family Recovery Programme for the past four 
years, more recently becoming part of the programme’s Tri-borough team that now also works across 
Hammersmith & Fulham and the Royal Borough of Kensington and Chelsea.

 “Drug and alcohol addiction are two of the elements I focus on, but they are just part of a much 
wider mix, which can include domestic abuse, debt, criminality, anti-social behaviour and housing 
issues,” she says. “Many of these problems are also interlinked – drug addiction leads to debt, debt 
leads to criminality and looming eviction, and so the snowball effect continues.”

 “Rather than a family being subjected to a constant string of different professionals flowing in and out 
of their home, we designate a single contact person for each family who visits them three or four 
times a week and builds up a relationship of trust,” she explains.

“It’s important we tackle the family’s range of problems in the right order and work on what matters 
to them, as well as the council’s and wider community’s concerns. If a family is struggling with debt and 
facing eviction as a result of an underlying drugs problem, it’s generally more effective to tackle the 
material issues first.

“So we’ll start by helping to sort out their finances and housing issues, developing trust and showing 
the family we are genuinely there to help. As they become more comfortable with us being around, 
we can then start looking at the more difficult issues, like addiction.”

Once Sally has established trust and reached a point where, for example, a parent admits they have a 
problem with drugs or alcohol, she will introduce a professional who specialises in that area to work 
with the family.  “I would normally sit in on some of the early appointments with this worker until the 
family is comfortable around them,” she adds.

Sally believes one of the strengths of the Family Recovery Programme is the fact that all its specialist 
services and agencies work together very closely to provide a rapid response to families’ needs.  “If we 
achieve a breakthrough with a drug-using mother who finally admits she has a problem and needs 
help, we can link her up with a drug and alcohol specialist within hours, before she has the chance to 
get cold feet,” Sally adds.

The Family Recovery Programme is expensive and requires a lot of intensive work with each family, 
but Sally says she has witnessed first-hand the remarkable results it achieves in turning families’ lives 
around. The wider benefits of the programme are also obvious.

“By breaking the cycle of addiction, violence, criminality and debt, we are giving the next generation of 
these troubled families a far better outlook and access to greater opportunities,” Sally says.  “The drain 
on welfare, health and criminal justice systems is also reduced, and the surrounding community 
benefits from lower levels of crime and anti-social behaviour on their doorsteps. It’s a lot of hard work, 
but it’s definitely worth it.”

“The consistency of professionals, particularly in terms of the judge and the guardian, has made a huge 
difference,” Rebecca said. “Before you might have six or seven different judges involved in making 
decisions for a child, and each one would have a slightly different idea of how to go about it. The 
continuity really helps, and it means we don’t need to expose children and families to so many 
different professionals, which can be very overwhelming for them.”

The three social workers have also sensed a shift in the attitudes of different professionals involved in 
the pilot, and now believe there is a greater level of respect for social workers’ contribution to the 
care proceedings process.

“The attitudes of the judges have definitely changed,” Sarah added. “We don’t need to fight our corner 
quite so much – when we get into court they have read our evidence and appear to be more 
convinced by what we’ve got to say.”

While some particularly complex cases, particularly those involving drug and alcohol abuse and 
chronic mental illness, are still proving a challenge, the three social workers are optimistic that the pilot 
offers valuable lessons for consideration by other parts of the country.

“If it can work in London, I don’t see why it can’t work equally well in other parts of the country,” 
Sarah said. “Each area has its equivalent family court, and it really just needs a willingness from all the 
professionals involved to embrace the new system and see what results it can bring.”
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Helping older people live independent lives for longer  

As three councils we spend approximately £20m on supporting 3,500 of our most vulnerable 
residents.  For Malcolm Rose from Care Management Services, this makes it all the more important 
that his team focuses on helping people to continue to live in their own homes for as long as possible, 
reducing the need for costly stays in hospital or care homes. 

Malcolm explains: “We’ve built our improving care at home project on listening to, and learning from, 
the people who use our services and whose lives are directly affected by the quality of the support. In 
particular, the Local Involvement Networks, advocacy organisations and user led groups across the 
three boroughs have played a critical role in collecting information and helping people to tell us how 
we can do better.”

“We have also received a thank you”, Malcolm adds, “from a relative who was supported through a 
complex and challenging safeguarding process. He felt that the process was well explained and did not 
feel overwhelmed. Another good piece of feedback came from a gentleman who we supported to 
enter residential care after his son struggled to cope.  This can be a very difficult time for families and 
the fact that our support was recognised, with a specific thank you to the council officer, shows the 
real difference we are making.”

With a project team of people from all three boroughs and a range of professional backgrounds, the 
service has also been able to learn from the best of each council.  

“From Westminster we learned the value of a joint approach with provider organisations to delivering 
dignity and compassion in home care services.  From Kensington and Chelsea, we were able to adopt 
the experience of developing an electronic home care monitoring system to ensure people receive a 
timely service and we only pay for the actual hours of care delivered.  From Hammersmith & Fulham, 
we drew on the development of an integrated approach with health that enables people to be 
supported around a range of health and social care needs,” Malcolm adds

All this has meant that the service is able to provide practical help to people in their own homes that 
avoids costly and time consuming bureaucracy.  For Malcolm, the stories of those who have benefited 
from this new approach speak for themselves. 

“Mrs. R, a full time carer for her husband had sudden boiler problems that meant the floor needed to 
be ripped out to get it fixed.  To make sure that this could be done as quickly as possible and with 
minimum disruption, we organised a short break for Mr. R  within three days.  This allowed the work 
to take place and the carer to have a break, after which we received a call from Mrs R thanking us for 
the quick and practical help she had received”.    

The service is now supporting more people to use their personal budget to plan their own short breaks. 

“After introducing an older resident to day services, home care and supporting them to attend 
hospital appointments, we received a post card from her daughter full of praise for the difference we 
had made: ‘I would wish to place on record the good hearted help of your staff with my mum, Mrs IC. 
My mum’s life is now so much better, she’s a completely different person. Great team work’.

Sharing foster placements and recruiting more carers across the three boroughs means that the 
councils are avoiding the additional cost of having to use independent fostering agencies. 

The fostering service has also received enquiries from more than 200 people about becoming new 
carers since pooling resources and many of those are in the process of becoming or have already 
become foster carers. People like Linda Graham, who has fostered more than 50 children over the last 
13 years and adopted two sons, are helping to shine a light on the amazing work foster carers and 
adoptive parents do.

Linda, 62, from Shepherds Bush, was shortlisted for a Women of the Year award in October 2012. 
While she did not win, she did appear on television show Lorraine to talk about her experiences, 
along with her daughter Rachel, 42, who nominated her. 

Linda said: “I was not star-struck at the awards and my highlight was meeting Steven Lawrence’s mum, 
Doreen - what a lady! I just hope that my nomination helped highlight the importance of fostering  
and adoption.”

The former crèche worker is a single mum of five – she has three birth children, Rachel, Justin, 41, and 
Jack, 23, and two adopted sons Asair, five, who has severe cerebral palsy and Ryan, 13. Linda became a 
foster carer for Hammersmith & Fulham Council in 1999 and has cared for 53 children from diverse 
cultural, social and medical backgrounds in that time.
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ConClusion:  
Tri-BorougH Has  
made loCal puBliC 
serviCes WorK BeTTer  
We would highlight five major lessons from the first two years since we first published our 
proposals to share services:   

•  Strong leadership at political and officer level – Ultimately, Tri-borough has been a 
test of political leadership – whether you are prepared to advocate, sell and motivate to deliver 
massive changes in traditionally conservative and risk-averse organisations. However, policy can only 
be delivered with strong managerial arrangements. We have learnt the importance of having a 
single executive director in place to lead from the top at the earliest opportunity.

•  Good decision making and flexible programme management – Managers are 
confused by different decision making processes across boroughs and service areas. This creates 
inefficiencies and frustration, particularly when they do not evolve to match the changing shape 
of services. Over the past two years we have adapted how we make decisions to make sure that 
governance responds to the need of services. For example, after the first shared services were 
launched in April we setup a joint senior management board to reflect the new shape of front-
line services. Similarly, we have been quick to disband programme boards once they no longer 
serve a useful purpose.

•  Getting support services to work for front-line workers – Combining support 
services is complex and we have learnt important lessons from our experience. Sometimes it 
was felt that HR, Finance, ICT and Property were not engaged quickly enough to support the 
design and delivery of combining services. Some corporate systems, processes and ways of 
working were also not integrated across the three councils fast enough, creating inefficiencies 
and frustration. 

•  Strong communication and engagement – We have learnt that communication cannot 
be a one-off, it must be credible and has to be understandable. We have focused on tangible 
progress – such as savings identified, summer activities for children, libraries, and new appointments 
to shared posts, to give life and meaning to what could be seen as a dull process. Our approach 
has been informed by regular shared polling of staff and residents, underpinned by a strong focus 
on explaining how we are addressing the issues that people say are most important. 

•  Honest and fair comparison of services - Honest comparison and fair challenge have 
created benefits we would not otherwise have realised. For example, by jointly re-tendering our 
insurance arrangements we will now save £347,000 per year on our insurance bill. In Adult Social 
Care, we have improved our home care service by drawing on the best all three boroughs have 
to offer. In Bi-borough Environment and Leisure Services, through comparing our approaches to 
commercial waste collection across Hammersmith & Fulham and Kensington and Chelsea, we 
have identified new efficiencies. 
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