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Foreword

Future Norfolk - People, Place, Progress

The Government's Local Government Reorganisation (LGR)
agenda represents the biggest opportunity to optimise local
service delivery in over 50 years. We are embracing that
opportunity as we want to deliver and achieve the best outcome
for Norfolk’s residents and businesses.

At the heart of our proposal are
three guiding / fundamentall
principles:

» People — Services focused on
people’s needs, with decisions
being made closer to
communities, giving a stronger
voice for residents and
businesses.

* Place — Services shaped by the
distinct identities and priorities of
our rural, coastal, market town
and city communities.

* Progress — A model that is
financially sustainable,
adaptable and accountable,
which looks to the future and
involves wider public service
reform.

Norfolk, as one of the largest
counties in England, covers an area
of more than 2,074 square miles with
a population of more than 930,000
living in city, coast and countryside
communities.

Our proposal sets out our collective
vision for the future of local
government in Norfolk: The Strength
of Three, built around creating three
new unitary councils.

Councils for each of these
communities that are big enough to
deliver, but close enough to
residents and communities to reflect
local needs, priorities, ambitions and
opportunities in the years ahead
and built to deliver sustainable
services for the long term.

We have chosen to meet the
challenge of LGR with ambition and
unity, guided by evidence and
shaped by the views of residents,
businesses and partners across the
county. We have worked
collaboratively—across parties,
borders, and sectors—to build the
strongest possible case.

Our proposal goes beyond
structures. It is about councils that
are resilient, responsive and
accountable. Councils that shift
focus and effort towards prevention,
reduce avoidable demand and
adopt new partnerships where they
add value. Councils which can
develop a strong place-based,
neighbourhood agenda in Norfolk,
and help their places and
communities become engines for
growth as well as positive change.

We have listened, tested options and built a case grounded in
evidence and engagement We will continue to communicate
clearly as we move forward so our residents, businesses, partners
and staff know what will change, when and why.

We do not underestimate the challenges of change, nor the
responsibility to protect vital services. We will manage change
carefully, maintain service continuity and support our workforce. We
are confident that our proposals present the best way forward and
future for Norfolk — through a model that honours the past meets
today’s needs and prepare 6
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Executive Summary

The reorganisation of Local Government is a once in a generation
opportunity to deliver reform, renewal and innovation in how we
serve our communities and create the best path to inclusive growth

and prosperity for people across the whole of Norfolk.

We are responding directly to the
Government’s ambition to reshape
local government around local need
and opportunity, unlocking a
decade of renewal of our public
services, economy and society and
believe that three unitary councils is
the best route to redlise this vision
and fully unleash the potential of our
county.

Three unitary councils serving three
distinct geographies and
communities across our large and
diverse county: a predominantly
rural authority in the West, a
predominantly rural and coastal
authority, with a deep connection to
inland market towns and villages in
the East, and a vibrant city authority
recognising and unlocking the wider
geography, and economic potential
of a Greater Norwich.

We have come together as six
collaborating authorities, under
different political leadership and
with distinct local priorities,
opportunities and challenges
because - together - we are united in
our determination to deliver the best
future for our communities and our
county so that Norfolk can play its
fullest part in supporting the
Government’s Plan for Change and
the future growth and success of our
country.

Our proposal produces:

> Three local authorities which are
of significant size & scale.

> Three authorities which reflect
the distinctive and meaningful
geographies across our county,
from city to coast to countryside.

> Three authorities which are
anchored in our historic city and
towns of Norwich, Great
Yarmouth and Kings Lynn.

> Three authorities which have
economic opportunities which,
partnering with our new
Combined County Authority, can
unlock new homes, new skills and
new jobs for local people.

> Three authorities whose
communities are different, with
distinct needs best served by
locally-tailored public services.

> Three authorities which are
financially sustainable, safe and
legal, with real opportunities to
drive efficiencies, savings and
local benefit.
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City, Coast, Countryside.

Three distinctive places with different challenges,
different demographics, different geographies and

different opportunities.

Three unitary councils of significant
size and scale, each with the ability
to bring something unique and
important both to innovationin
public service reform and to driving
economic and housing growth in
partnership with the new Combined
County Authority (CCA). Each new
authority would be financially
sustainable, each would have a
significant and sizeable tax base,
and each offers the opportunity to
design public services that genuinely
meet the different local conditions
across our large county.

Our proposal is clear that the 1974
boundaries of existing districts and
boroughs in Norfolk do not align to
functional economies and the way
our residents live their lives in 2025 in

West Norfolk

N

a way that would serve as a sensible
basis for new authorities. Therefore,
while our proposal will see five whole
existing districts form the building
blocks of new authorities, we have
also concluded that the only way to
truly engage with the spirit of the
Government's approach to LGRis to
split the districts of Broadland and
South Norfolk.

Our proposed boundaries best
represent local identity, and realise
the full potential of Greater Norwich,
and the distinctly different economies
of East and West Norfolk. Three unitary
authorities create balance for the CCA
and present real opportunities for
Norfolk to be at the forefront of public
service reform, innovation and
renewal.

Greater Norwich

<

East Norfolk

We recognise that the Government
will be presented with alternative
proposals. We believe our proposal
stands apart from these as the best,
most positive and optimistic option
for the county, reflecting issues as
they face our residents, businesses
and communities today with a
hopeful outlook to what we can
accomplish together in the future.

Discounted Options

We believe a single county unitary
with a population close to 1 million
would be too large, as the second
largest unitary in the country after
Birmingham by population, and to
North Yorkshire by area, covering
over 2,000 square miles. It would be
too distant and remote for some
residents and communities being
over an hour from County Hall and
will just deliver more of what our
residents already receive, rather
than offering an agile path to better,
more preventative, locally
responsive public services.
Compared to a ‘three’ model, a
single unitary would reduce
accountability, create a democratic
deficit, and reduce the ability to
service the electorate in an effective
way.

A two unitary model, based on
existing district boundaries has two
key weaknesses. Firstly, to create
two authorities of broadly similar
populations, the boundary of the
suggested Western Authority would
stretch across the north of the
county, to the east of Norwich and
just 11 miles from Great Yarmouth,
with no respect to local identity,

functional economies, or the ability
to provide services in a way that
responds to local distinctiveness
and local conditions. Secondly,
Norwich, one of England'’s Fast
Growth cities, would be subsumed
within a predominantly rural and
coastal unitary, creating a tension
between competing parts of the
new unitary, rather than enabling
each area to focus on its own
strengths and opportunities.

We have considered a three unitary
model based upon existing
boundaries but we do not think this
is a viable option because of
fundamental shortcomings relating
to suitable size, financial resilience
and inability to reflect real world
economic and geographic areas in
Norfolk. We therefore request to
submit a modified proposal for three
unitaries, based on existing district
and borough boundaries.

This process is an opportunity to
design fit for purpose authorities
which can provide the strongest,
most sustainable and purposeful
basis for local governance in Norfolk
in the twenty first century. We do not
believe that tying today’s decision to
an arbitrary set of boundaries from
51 years ago is a logical or
appropriate response to the scale of
the task.

We therefore ask that the
CGovernment recognise that this is a
proposal seeking the support of the
Secretary of State for a three unitary
proposal for Norfolk, that requires
some modest boundary changes,
which our proposal advocates.
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Three Unitaries of
Sufficient Size and
Scale

We are proposing three unitary
councils that are of sufficient
size and scale to stand the test
of time, while also being close
to their residents and
communities, recognised as
genuine places that residents
can connect with, and with the
bandwidth to genuinely
respond to and empower local
neighbourhoods as part of the
Government’s vision for local
decision making. We are all
proud to be part of a historic
county, and our pride is as
much rooted in our diversity
and the differences across this
place, reflecting our long
history from the Hanseatic
League in Kings Lynn, Great
Yarmouth’s Charter of 1208
and England’s historic former
second city in Norwich.

Greater Norwich
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Greater Norwich, anchored on the historic
city of Norwich, has a population of over
278,000, forecast to rise to over 333,000 by
2035. Greater Norwich would be the 23rd
largest of the 54 existing unitary councils in
the country by population and is already
larger than established city unitary councils
like Brighton and Hove, Kingston upon Hull,
Plymouth, Southampton and York.

East Norfolk, anchored in the historic town of
Great Yarmouth, has a population of over
336,000 residents, forecast to rise to over
406,000 by 2035. If it were already a unitary
council then it would be the 16t largest by
population of the 54 unitary councils in
England, larger than city unitaries like
Nottingham or some single county unitaries
like Northumberland & Shropshire.
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West Norfolk, anchored in the historic town
of Kings Lynn has a population of just over
300,000 residents, forecast to rise to over
360,000 by 2035. West Norfolk would be the
19th largest of the 54 existing unitary
councils in the country by population and is
already larger than existing part-county
unitaries like Central Bedfordshire, South
Gloucestershire, Medway or either of the two
new Cumbria unitaries established in 2023.
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Unlocking Growth & Prosperity

Across Norfolk

Our proposal ensures that the
economic and housing growth
opportunities across the county can
be unlocked with a degree of local
focus and that our new Combined
County Authority across Mayoral
Norfolk and Suffolk has constituent
memibers and partners which can
ensure effective delivery of an
ambitious agenda at pace.

Three councils, each with distinctive
opportunities for economic growth,
and already with strong plans for
additional housing and regeneration,
will be able to partner with the
Mayoral Combined County Authority
through Mayoral Development
Corporations, the development of
the Local Growth Plan and the

Spatial Development Strategy. This
will ensure that every part of Norfolk
has a voice and a strong hand in
shaping a more prosperous future for
all our residents, wherever they live.

Greater Norwich

A single county unitary would not
have the ability to represent the
interests of every part of Norfolk
within the MSA. A single council would
inevitably focus on a small number
of “big” projects and initiatives, rather
than having more local connections
and an agility to respond to
opportunity in every community; this
would just be "more of the same"
where some parts of the county have
been overlooked and "left

behind". Similarly, a two unitary
proposal, with Norwich subsumed in
a larger authority will be pulled in
competing directions, between the
needs of agriculture and
manufacturing in more rural areas,
nationally significant clean energy
along the coast and the potential of
a fast-growing, university city. Our
three unitary proposal would allow
communities across Norfolk to have
a voice and play to their greatest
strengths in the strongest of
partnerships.

Greater Norwich has an economy of £9.9bn, supporting 158,000 jobs and over
10,500 businesses. It is the economically dominant urban area within the new
Norfolk and Suffolk Combined County Authority, and across the wider area of
East Anglia. Since 2010 the economy of Greater Norwich has grown by 64%.
However, the city economy far exceeds the constrained 1974 boundaries of the
City of Norwich, with 54% of Greater Norwich’s GVA and 47% of its jobs being in
the neighbouring districts of Broadland and South Norfolk where many
residents live but have no say in the future of the city that they identify with. It
has an international reputation, with institutions such as the Norwich Research
Park and its status as a UNESCO City of Literature

A Greater Norwich unitary, with boundary changes to ensure that the adjoining
suburbs of Broadland and South Norfolk, but without incorporating large areas
of rural Norfolk, will consolidate and unlock further, faster growth in a creative
and scientific powerhouse.

East Norfolk

The Norfolk coast is at the forefront of not only an established and vibrant
tourist and visitor economy underpinned by strengths in arts and culture,
but also an internationally significant clean energy cluster. Our geography
spans nationally significant assets in offshore wind, carbon capture, pan
European energy transmission, and the potential for significant hydrogen
infrastructure, anchored by Great Yarmouth's Energy Coast and the Bacton
Energy Hub. The success of East Norfolk is critical to the UK's energy
transition and energy security. Inland, our area supports strong supply
chains in manufacturing and engineering, including at the Hethel
Engineering Centre. It is also characterised by protected landscapes
including the Norfolk Broads National Park and North Norfolk coastline,
alongside thriving market towns, and significant centres for agricultural
production.

Yet these opportunities stand alongside pockets of profound deprivation
and exclusion from opportunity and frontline challenges such as coastal
erosion which could be overlooked within a much larger, more
aggregated authority where East Norfolk is merged with Norwich within a
single county unitary. We believe a more locally focused authority, with
significant scale, can best address underlying structural challenges, unlock
the potential for further growth of national importance to the climate
transition and energy security agendas and help to foster more inclusive,
prosperous futures for our residents.

West Norfolk

As a rural area, West Norfolk’'s economy is fundamentally different from the
city of Norwich or the coast in the East. There is a strong industrial base in
manufacturing and engineering around King’'s Lynn and Thetford, a
concentration of Armed Forces activity, and some of England’s most
productive agricultural areas, enhanced by a growing Agri Tech sector. From
the Brecks and Fens to Sandringham and the coast at Hunstanton, with
ancient and historic market towns, there is a strong and growing visitor
economy. These economic strengths are balanced by challenges in low pay
and low skills in parts of our economy. These are distinct local challenges,
which necessitate boundary changes to better reflect the area’s geography
and economic characteristics, which in delivery will require a local response in
partnership with our new Mayor and Combined County Authority.

West Norfolk is the gateway from the rest of Norfolk into Cambridgeshire, the
Midlands and Lincolnshire, looking outwards into the country, whilst also
connecting back to the rest of the county. This strategic connectivity and the
strength of its local economic output risks being overlooked if subsumed into
either a single county unitary, or a larger unitary in a two council model,
which would stretch from Thetford and Downham Market round the north of
the county to the fringes of Great Yarmouth.
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Innovation, Reform &
Prevention in Public

Services

Norfolk is a large county with a
population just shy of a million people.
It takes over two hours to travel by
train from Great Yarmouth or Cromer
to King’s Lynn (via Cambridgeshire)
and almost two hours from King's Lynn
to Norwich via public transport. It
should come as no surprise that the
lives led by those in coastal
communities facing the North Sea are
different from those lived by people in
the fast-growing city of Norwich orin
market towns in the countryside like
Downham Market. A one size fits all
approach for almost a million people
over more than 2000 square miles will
always struggle to innovate and
operate with agility.

Our proposal recognises the distinct
demographic profiles of each areaq,
and that each has different
challenges, different opportunities and
different local partnerships. Our
proposal recognises, given the size of
Norfolk, that many other public
services and partnerships are already
aligned around a place-based
approach which could map well onto
three new unitaries. We have three
acute hospitals and Further
Educational Colleges, distributed
across our three proposed unitaries
and the police are looking to work
across three operational areas. We
strongly believe that we can secure
better integration and partnership
through a model of three unitary
councils than through any other
configuration.

Others are proposing a simplistic
consolidation of services - a “lift and
shift”, with more of the same, as
proposed for a single council or two
unitary councils in Norfolk. However,
we reject this approach. Instead, we
are proposing a more radical response
to public service reform across Norfolk
based on three distinct areas: a fast-
growing city - Greater Norwich, coastal
and rural communities of East Norfolk,
and in the gateway to Norfolk of a
Western authority based around the
deep countryside of The Brecks and
Fens.

Our vision is one that breaks down
siloed ways of working and makes the
most of this moment - to shape
entirely new organisations around the
distinct needs of their residents,
businesses and communities with
Early Intervention and Prevention as a
guiding principle, rather than
gatekeeping until crises hit. Our
detailed approach to design principles
for our three proposed authorities has
meant that our savings and financial
resilience proposals are anchored in a
detailed analysis of place, of
benchmarking, data analytics and of
how we can change the local system
to deliver much better outcomes for
our residents.

Across Norfolk we are excited,
ambitious and committed to take
forward a bold reform agenda which
embeds a test, learn and grow
approach to public services in the
design of our three new authorities.

Greater Norwich

Greater Norwich is distinctly different.
The population is younger, more
diverse and housed more densely
than the rest of the county. A sizeable
graduate population co-exists with
over a third of children in the city living
in poverty and a 15-year life
expectancy gap across the proposed
authority.

As a unitary, Greater Norwich will be
able to take a single, coordinated
approach to addressing these
inequalities - integrating public health,
housing and wider resident support
into one system of delivery. Decisions
can be made with a deep
understanding of local communities,
whether in urban estates and
neighbourhoods facing entrenched
deprivation or in expanding suburbs
where hidden need may be shaped by
limited transport connections.

East Norfolk

While East Norfolk is an area that
encompasses prosperous market
towns within the countryside, it is an
area that also includes coastal
communities facing significant
deprivation and exclusion. 36.4% of our
households are deprived in at least
one dimension and in Great Yarmouth,
23% of residents report living with long-
term iliness or disability.

Our ageing population, rural isolation,
low skills base and persistent
deprivation require a model that is
flexible, preventative and rooted in
place. LGR gives us the opportunity to
design services that meet these needs
through innovation in delivery, digital
transformation and data-informed
decision-making. This will mean
planning flexibly for an ageing society,
tackling health inequalities, expanding
training and digital access, and
aligning housing growth with
employment opportunities. This is our
growth mission: to unlock productivity,
empower communities and deliver
better outcomes for residents across
East Norfolk.

West Norfolk

West Norfolk has an older population
than the English average and overall
has poorer health outcomes than the
national average and higher levels of
isolation and frailty. These challenges
require a bespoke and locally focused
response, rather than sharing an
approach with areas with very
different issues.

Given West Norfolk’s pressures from an
ageing population, poor health
outcomes and distance from acute
health support, there is a need to
develop an Early Intervention and
Prevention offer that places ageing
well at its heart. Support will be
relational and strengths-based,
recognising the whole picture of
housing, health, work and family life.
Multidisciplinary teams will coordinate
responses, so residents only tell their
story once, with case leadership
shifting seamlessly as needs change.
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Financially Sustainable
Authorities

Our proposal will deliver three
financially sustainable, safe and
legal authorities from day one, each
with sufficiently strong tax bases,
with a focus on maximising the
opportunity for sustainable, inclusive
growth in each of the three unitaries
in Norfolk.

We have taken a robust, evidence-
led approach to reviewing financial
sustainability, working across the
county to review all available
financial data and to seek to ensure
a fair and equitable analysis. Our
baseline ‘scenario zero’ of what
would happen if all three unitary
councils had come into being on 1st
April 2025, through simple
consolidation of existing budgets,
without any benefits of
rationalisation or public service
reform, clearly identifies that all
three would be sustainable, with
budget surpluses or deficits within
reasonable parameters.

However, once we apply the
consequences of our blueprints for
new operating models for the new
councils and key services we are
able to generate cumulative net
benefits to the balance sheets of the
new councils of £220m over eight
years with all transition costs fully
repaid early in the fourth year of the
new authorities and thereafter

Future?

recurring net benefits of over £49ma N f I k
year. This is all before Fair Funding o r o

and Business Rate Revaluation is PEOPLE PLACE PROGRESS
taken into account.

Three unitaries in Norfolk will unlock

our economy, enable more agile

and preventative public services

and generate greater financial

savings and efficiencies for the

public purse while keeping local

governance and democracy close R
to communities and empowered K}ng"é Lynn &
neighbourhoods. Together we are West Norfolk
excited for what the future holds for

our county and stand ready to

deliver a better future for alll.
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