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2. BACKGROUND INFORMATION 

2.1  In June 2015 the government announced changes to the delivery of adoption 
services by proposing that all adoption services should consider adoption services 
being delivered on a “regional” basis by 2020. The rationale for this was to ensure 
improved outcomes for both adopters and children. 

2.2 North Lincolnshire was part of the Department of Education (DfE) pilot to explore 
moving towards the regionalisation of adoption services. Approval was given, ‘in 
principle’, in February 2017 to progressing the exploration of forming a North and 
Humber Regional Adoption Agency (RAA) with York as the single host authority. 
Cabinet Member agreed to consider a further report when the resources and finance 
implications were available for consideration. 

2.3 Following full consideration of the resource and financial implications a further report 
was presented to cabinet with the recommendation that adoption functions continue 
to be carried out locally by North Lincolnshire’s Adoption Service. This was endorsed 
by Cabinet Member.  

2.4 We have continued to work with other Local Authorities to meet the government 
mandate to become a RAA and in line with a model that enables us to continue to 
provide our adoption function, deliver improved outcomes and at best value. North 
Lincolnshire continues to provide an adoption service which makes positive impact, 
as evidenced by our outcomes and performance.  

2.5 In conversation with the DfE they continue to reaffirm their policy intent and for all 
Local Authorities to be part of a Regional Adoption Agency by the end of 2020.  

      CHILDREN, FAMILIES AND CULTURE 

CABINET MEMBER              

 
1. OBJECT AND KEY POINTS IN THIS REPORT 

 
1.1 To seek cabinet member decision to formally support next steps in entering the 

L3R partnership which will enable North Lincolnshire Council’s to work with and 
develop the RAA model.  
 

1.2 Entering the partnership will enable North Lincolnshire to have an equal partnership 
role and enable us to represent children, families and North Lincolnshire in the 
developing agenda and work with colleagues to develop the model. 

 



 

2.6 The Education and Adoption Act 2016 details the legislation, which is now 
enforceable, how direction can be given for one or more authorities to enter into 
arrangements for their functions to be either carried out on behalf of another or other 
Local Authorities or Adoption Agencies. 

2.7 North Lincolnshire have been exploring the possibility of joining the L3R regional 
adoption arrangement with Leicester, Leicestershire, Lincolnshire and Rutland 
Councils. 

 
3. OPTIONS FOR CONSIDERATION 
 
3.1 North Lincolnshire has signalled out intent to formally join the partnership to enable 

us to work with L3R colleagues in the development of the partnership model. The 
L3R regional adoption partnership have confirmed that they are in agreement with 
North Lincolnshire becoming a part of the L3R arrangement. 

 
3.2 The model the L3R regional arrangement is proposing is a Regional Partnership 

Model. 
 
3.3 A Regional partnership model (as opposed to a separate legal entity or delivery 

vehicle) is a collaborative partnership arrangement, which is delivered through a joint 
service delivery model across the local authorities, which make up the RAA. 

 
3.4 The structure of this model is characterised as a hub and spoke model. For those 

services to be provided through the central RAA ‘hub’, a nominated authority will act 
as a host authority. For services provided in a ‘spoke’, staff will continue to be 
employed by the authority they are currently employed with. 

 
3.5 This option minimises the requirement for staff to TUPE into a new arrangement but 

means that the constituent local authorities may need to carry out internal changes to 
contribute to the arrangements. This is likely to have a small resource implication to 
ensure the hub is sufficiently robust. Further work will take place to ensure that the 
finance that underpins the partnership and associated costs will be a fair and 
proportionate financial model and mitigate risk.  

 
3.6 The host authority will manage any pooled budget arrangements on behalf of the 

RAA. Transactions between the authorities will be minimised to avoid bureaucracy. 
 
3.7 RAA’s employing this operating model will fix central contributions for an initial two 

years with a review in year three based on key activity indicators. This is to provide 
some level of certainty for the new arrangements as they are established. 

 
3.8 The L3R partnership model has been submitted to DfE who will consider whether it 

constitutes a RAA.  
 
 
4. ANALYSIS OF OPTIONS 
 
 Option 1 
 
4.1 To formally enter into the L3R arrangement. 
 
4.2 The intended outcomes to be achieved by way of this model are; 
 



 

 One pool of children and adopters will be established. 

 Alignment of practice and joined up delivery structures, systems, processes and 
practice to enable workforce from all the participating Local Authorities to work 
together. 

 Majority of staff remain in the employ of their current local authority. 

 Central hub; matrix management of staff by head of RAA and Local authority line 
manager and coordinating functions from across the partnership. Delivering 
functions, which operate on a regional footprint. 

 Local hubs (most likely in every participating LA, but other configurations are also 
possible; Delivers adoption services that are not centralised in the hub. Operates 
within individual LA’s and form part of their wider children and families system 
 

4.3 The L3R arrangement have identified the following benefits; 
 

 Most likely to meet both the expectations of the Local Authorities & DFE. 

 It is based on a Youth Offending Service model that has been tried and tested over 
the years. 

 Maintains the independence of each local authority whilst operating on a regional 
footprint. 

 As there is no need for staff transfer (TUPE or secondment), easier to accept by 
staff. 

 Limited technical implementation challenges (e.g pensions, procurement) and 
therefore reduced implementation time and cost. 

 Model is less risk for the host LA (in this model one LA hosts a central hub, not the 
whole service) 

 The model is quicker to establish than other options. 
 
4.4 The L3R arrangement will be reviewed after two years of operation to assess its 

effectiveness. Whilst this review will occur after 2 years of operation throughout those 
first two years, the RAA board will continuously monitor performance as part of its 
oversight duties. 

4.5 The L3R partners have identified the following risks with the model; 

 As an ‘unorthodox’ model, there could be more scrutiny from the DFE. 

 It could be viewed as less sustainable, exposed to political changes within LA’s 

 Interagency fees are included within the RAA. This is a financial risk to certain LA’s. If 
other LA’s have challenges with certain cohorts of children, and rely on placements 
out of their area, and likely to be outside the RAA. This would be acceptable if the 
budget added into the RAA is sufficient, but if growth were to take place other Las 
would be required to pick up its share of overall costs this arrangement would seem 
unfair.   -  The partnership are currently working to agree a model where each Local 
Authority is responsible for their input and output to minimise any risk to a partner. 

Option 2 
  
4.6 The other option we have is to decide not to explore the L3R arrangement any 

further. 
 
4.7 If we do not form or become part of an existing RAA by the end of 2020 we will be at 

risk of the DfE taking over this decision and setting out which RAA we should join 
along with and how our adoption functions will be carried out. 

 



 

 

4.8 However, as it stands there is no indication in any guidance or legislation which 
clarifies exactly how the above will be done post 2020 as the legislation does not 
have any further provisions which relate to non-compliance and it states “may give 
direction” not that they will or must. 

5. FINANCIAL AND OTHER RESOURCE IMPLICATIONS (e.g. LEGAL, HR, 
PROPERTY, IT, COMMUNICATIONS etc.) 

  
5.1 There will be financial implications in progressing. Those costs / benefits are not fully 

known yet, but upon entering into formal discussions, this will be part of the work and 
analysis undertaken. 

 
5.2 Partners will be expected to contribute a small amount to fund central costs for the 

first two years after this period the ambition is that the arrangements become cost 
neutral. 

5.3 In any proposed delivery model the DfE have a clear expectation that this will include 
a Head of Service, this post will need to be established. The Head of the RAA will be 
a completely new post, which will require additional funding to be made available. 
The expected cost of this role including on costs will be approximately 100k per 
annum. Should we join the partnership then will be an annual contribution from each 
local authority partner of around £25,000 as part of their funding commitment to the 
RAA.  

5.4 The area of greatest financial uncertainty lies in the cost of inter-agency placements. 
The local authorities’ budget for interagency placements shows significant variations 
on year on year spend. The key factors here are; 

 Variations in the numbers of children requiring adoptive placements 

 Variations in the numbers of children with high needs requiring placements 

 Variations in numbers of placements sold to external adoption agencies 

5.5  A key target for the RAA will be to deliver more placements from within the L3R pool 
of adopters with the aim of delivering 85% of placements in house by 2021-22 and to 
maintain levels of adoption placements sold to external adoption agencies. 

6. OTHER RELEVANT IMPLICATIONS (e.g. CRIME AND DISORDER, EQUALITIES, 
COUNCIL PLAN, ENVIRONMENTAL, RISK etc.)      

 
6.1 In making the decision requested, there is not thought to be any implications on crime 

and disorder pursuant to section 17 of the Crime and Disorder Act 1998. 
 
6.2 Equalities issues under the Equalities Act 2010 have been considered and no 

presenting issues have been identified. 
 
6.3 We need to provide a response to the DfE about the planned action of North 

Lincolnshire in response to the Education and Adoption Act 2016 and the steps being 
taken in respect to being part of a regional adoption agency. This report outlines the 
options explored and recommendation being made. 

 
 
 



 

7. OUTCOMES OF INTEGRATED IMPACT ASSESSMENT (IF APPLICABLE) 
 
7.1 An IIA has not yet been undertaken. The request that is being made is for permission 

to explore Option 1, more formally.  
 
7.2 Following formal exploration, a further report will be presented to seek final decision, 

at this point that a final IIA will be completed. 
  

  
8. OUTCOMES OF CONSULTATION AND CONFLICTS OF INTERESTS DECLARED 
 
8.1 As part of our exploration we will consult with key stakeholders and this includes our 

children and families. 
 
 
9. RECOMMENDATIONS 
 

9.1 It is the recommendation that permission be granted to continue to proceed with 
exploring North Lincolnshire joining the L3R arrangement and the now agreed 
Partnership (YOS) Model. 

9.2 Upon agreement being received we will then be in a position to enter into formal 
discussions and to fully understand the agreements and expectations. Upon this 
work being completed, we will then seek a final decision as to formalising becoming 
part of that arrangement or not.  
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