HOUSING COMMITTEE
Tuesday, 19 October 2021
REPORT TITLE:

2021/22 BUDGET MONITORING AND 22/23 BUDGET
PROCESS

REPORT OF:

DIRECTOR OF RESOURCES

REPORT SUMMARY
On 17 March 2021, the Policy & Resources Committee approved the process for monitoring
the 2021/22 budget and for commencing the budget setting process for 2022/23. This
report highlights these processes and includes further supporting information to ensure they
can be followed.
The Committee is aware that the Ministry for Housing, Local Government and Communities
have provided a conditional offer of exceptional financial support (capitalisation directive) for
2021/22 of up to £10.7m. One of the conditions of that offer is that the Council will need to
provide evidence from the assurance review of the authority’s financial position and its ability
to meet any or all of the identified budget gap without any additional borrowing.
Therefore, it is vitally important that the Council has robust processes in place to manage
and monitor the in-year financial position, to ensure it is reporting a forecast balanced position
to the end of the year and that the process for 22/23 budget setting is underway early so that
an agreed budget can be agreed by Full Council in March.
2021/22 Budget Monitoring
The report updates on the position for the 2021/22 budget and the role of the Committees in
monitoring the budget during the year. This enables Committees to take ownership of their
specific budgets and provide robust challenge and scrutiny to Officers on the performance
of those budgets. Supporting information is provided to the Committee in order for this to
happen as part of the appendices. The Committee is accountable for ensuring that the
committee budget remains within the relevant envelope and will take collective
responsibility via the Policy and Resources Committee to ensure that the whole Council
budget remains in balance at all times, by agreeing mitigating actions to bring the budget
back in line, should a deficit be forecast.
To enable committees to manage and monitor budgets effectively in year, a suite of
detailed information will be provided on a quarterly basis:


Full revenue budget monitoring report for the preceding quarter






Full list of budget savings proposals and the progress for their achievement
Full list of reserves allocated to the Committee for future on-off commitments
Full capital budget monitoring report for the preceding quarter
Other specific information relevant to the individual committee

In addition, committees who have requested it, will be provided with an exception report on
a monthly basis, outside of the quarterly monitoring process. This will be a summary report
and will highlight any known significant changes from the previous quarterly forecast that
require the committees attention
2022/23 Budget Process
Members will note that one of the key documents required to enable the Council to receive
approval for exceptional financial support was a balanced five-year medium term financial
plan (MTFP). A summary of this was provided in the budget report to the Committee on 17
March 2021. This document was prepared by Officers and now requires committee
oversight and approval. The Committees will consider whether the proposals included in
the MTFP for the 2022/23 budget, and beyond, are to be taken forward or whether they are
to be replaced by alternative proposals that the committee recommend.
Officers have prepared a suite of documents included within the appendices to support the
Committee in its role of contributing to the budget setting process.
Each committee, supported by the officers, is accountable for identifying, developing and
agreeing savings proposals during the summer to ensure a draft balanced budget can be
considered by the Policy and Resources Committee in October 2021, to enable budget
consultation to start in a timely manner in November 2021.
To enable the officer budget proposals to be scrutinised by the Committee, it is
recommended that a budget working group be established to consider the content of the
MTFP and make recommendations into the committee on the viability of the proposals, the
robustness of the pressures/growth items and to recommend any additional proposals that
the Committee require officers to prepare.
This matter affects all Wards within the Borough and is not a key decision.
RECOMMENDATION/S
That the Housing committee:
1.

Note the content of the report and the current forecast position of savings for
2021/22 and the ongoing work being undertaken to mitigate any under-achievement.

2.

Agree to include the current proposals within this report from the Medium Term
Financial Plan from 2022/23 – 2025/26 and the Director of Regeneration and Place
to develop them into full business cases, where appropriate, for inclusion in the
2022/23 budget proposals to Policy and Resources Committee at its October
meeting for approval.

3.

Convenes a series of budget workshops to identify any alternative
savings/income/reductions in pressures to ensure that a full suite of costed and

deliverable proposals can be recommended to the Policy and Resources Committee
at its October meeting for approval.
4.

Commence the Zero Based Budgeting project within the budget workshops to
contribute to the overall savings target of £170k in 2021/22

SUPPORTING INFORMATION
1.0

REASON/S FOR RECOMMENDATION/S

1.1

The 2021/22 Budget was agreed at Full Council on 1 March 2021. This budget was
made up of savings proposals, pressures/growth items and funding that were based
on either actual known figures or best estimates available at the time. At any point
during the year, these estimated figures could change and need to be monitored
closely to ensure, if adverse, mitigating actions can be taken immediately to ensure a
balanced forecast budget can be reported to the end of the year.

1.2

The 2022/23 budget is required to be agreed by full Council no later than 11 March
each year. Members should be engaged as early as possible in this process to have
time to consider and recommend proposals to be able to present a balanced budget
to full Council and to allow sufficient time for a meaningful public consultation
exercise.

2.0

OTHER OPTIONS CONSIDERED

2.1

The Committee could choose to not engage in the budget monitoring process for
2021/22 which could result in an overspend position for 2021/22 being reported.

2.2

The Committee could choose to not engage in the budget setting process for
2022/23 which could result in the inability to recommend a balanced budget to full
Council in March 2022.

2.3

Both of these options would result in an unbalanced budget which is unlawful. Under
these circumstances, the Section 151 Officer would be required to issue a section
114 notice and report this to all Members of Full Council. The outcome of which
would result in intervention by Government.

2.4

The Committee can decide to establish their own process for monitoring the 2021/22
in-year budget and setting the 2022/23 budget. This would need to be agreed at the
29 June Policy and Resources Committee which reduces the time available to
implement mitigating actions, where an adverse 2021/22 forecast maybe found.

2.5

This also reduces the time available for the identification and agreement of proposals
to be included in the 2022/23 budget. Either of these delays could put the ability to
present a balanced 21/22 and 22/23 budget at risk and increase the risk.

3.0

BACKGROUND INFORMATION

3.1

At its Committee in March, the Policy and Resources Committee agreed the process
for managing and monitoring the 2021/22 budget. This process is as follows:

2021/22 Budget Monitoring
3.2

Committee’s will be accountable for ensuring that the budget remains within the
relevant envelope for each committee and will take collective responsibility via the
Policy and Resources Committee to ensure that the whole Council budget remains in
balance at all times or provides mitigating actions to bring the budget back in line,
should a year end deficit be forecast.

3.3

To enable committees to manage and monitor budgets effectively in year, a suite of
detailed information will be provided on a quarterly basis:







3.4

Full revenue budget monitoring report for the preceding quarter (available at the end
of Quarter 1)
Summary Budget Book (To be included at the budget workshops)
Full list of budget savings proposals and the progress for their achievement
(Appendix 1)
Full list of reserves allocated to the Committee for future on-off commitments
(Appendix 2)
Full capital budget monitoring report for the preceding quarter (available at the end of
Quarter 1)
Other specific information relevant to the individual committee
Committees had previously requested a budget book that detailed the individual
budgets for each committee. The full budget books are extremely detailed and could
contain hundreds of separate lines and would be more conducive to a workshop
where these can be scrutinised and discussed in detail. It is recommended that a
budget working group is established by the Committee, convened immediately, that
would meet throughout the summer to:






Oversee the monitoring of the 2021/22 in-year budget.
Review the detailed budgets for the committee.
Undertake the Zero Based Budgeting exercise (paragraph 3.13)
Identify proposals to be included for the 2022/23 budget (paragraph 3.17)

3.5

Committees have the autonomy to vire (transfer) budgets from one function to
another within their overall committee budget envelope. Virements will be also
agreed by the Section 151 Officer as there are certain conditions where budgets are
not allowed to be vired for the purposes of gaining a specific benefit e.g. where
budgets from supplies budget headings are vired to employees budget headings to
take advantage of an uplift for pay inflation.

3.6

Each committee will be responsible for remaining within its overall budget envelope
and not overspending. Where an adverse variance is forecast, each committee will
be required to take remedial action to bring the budget back in line and ensure that
overspends are mitigated.

3.7

Where a committee has taken all possible steps for remedial action and is unable to
mitigate an overspend, this must be reported to the P&R Committee who will take an
organisational view of how this adverse variance will be managed. There must be

immediate action agreed to ensure a forecast balanced budget can be reported, and
this will be monitored by the P&R Committee.
3.8

Whilst each committee is required to remain within its annual budget envelope, there
maybe reasons for committees to report a favourable variance in-year. Committees
wishing to use any forecast underspend must have approval from the P&R
Committee to do this. The council cannot be in a situation where one committee is
forecasting an overspend that it is unable to mitigate, and another committee is
forecasting an underspend and utilises this for its own purposes.

3.9

The P&R Committee has overall responsibility for taking any necessary steps
required to ensure a whole Council budget can report a balanced budget throughout
the year.

2021/22 Interim Budget Forecast
3.10

As at June 2021, the saving for the Committee is forecast to be made. Members will
note that this was originally a £0.5m savings but was agreed t be split over two years
to enable the saving to be fully achieved.

Zero Based Budgeting
3.11

As part of the 2021/22 budget, a savings proposal of £170k to carry out a zero based
budgeting exercise was agreed. Zero basing is a method of budgeting in which all
expenditure must be justified before it is agreed. The process starts from a ‘zero
base’ i.e. a zero budget and every function within the area is analysed for its needs
and costs. Budgets are then built around what is needed for the following period,
regardless of whether each budget is higher or lower than the previous one.

3.12

The process can be time-consuming and is usually undertaken in advance of the
following years budget setting. The proposal for £170k saving recognises that this is
a part year saving and should provide an indication of further savings that could be
achieved in 2022/23.

3.13

In order for this saving to be achieved in-year, it is recommended that Members of
the budget workshops, supported by Officers, start the zero basing in July. Officers
will shortly be undertaking a ‘spring-clean’ of budgets to ensure that the current
activity is correctly reflected in the budgets in order for the zero-basing to be
undertaken effectively.

2022/23 Budget Setting
3.14

The process for setting the 2022/23 will commence immediately. Officers, to satisfy
the requirement of MHCLG for exceptional financial support, have compiled a fiveyear medium term financial plan (MTFP). Committees will consider whether the
proposals included in the MTFP for the 2022/23 budget, and beyond, are to be taken
forward or whether they are to be replaced by alternative proposals that the
committees recommend.

3.15

The budget gap for the Council for 2022/23 currently stand at £19.5m. At the Policy
and Resources Committee on 17 March, a full list of proposals were included in the

budget report that balanced this gap. Since then, as Officers have been reviewing
these proposals, some of these values are currently at risk and there now remains a
forecast unmitigated budget gap, of around £5m.
3.16




3.17

In readiness for the first committees of the new municipal year, Officers have
prepared a suite of documents for the committees. These are:
List of future years savings included within the MTFP (Appendix 3)
Summary business cases for each of the savings’ proposals in the MTFP for
2022/23 and whether any specific consultation is required for each one (To be
included as part of the budget workshops)
Oversight of all savings proposals and growth/pressures over the medium term for
Members to ensure no duplication or contradiction across Committees (To be
included as part of the budget workshops)
Included within the MTFP for 2022/23 are the following proposals:
3.17.1

A saving in Housing over two years of £0.5m each year. The 2019/20
Benchmarking data identifies that the Council is above the Metropolitan
average per head for Housing Strategy, Advice and Enabling. This data
is currently being analysed further as this does not correlate with the
views of the service and needs a more detailed review. Benchmarking
data can sometimes be subjective and open to error, depending on
how the return have been compiled. However as it is assumed that
MHCLG will refer to this date as part of their external assurance
review, it is important to alert the Committee to the current findings.
The outcome of the review will be brought to the budget workshop for
Members to consider whether any savings are available within the
Committee.

3.18

Each committee, via the budget working groups, will be accountable for identifying,
developing and agreeing savings proposals during the summer to meet the 2022/23
budget gap and ensure a draft balanced budget can be considered by the P&R
Committee in October 2021, to enable budget consultation to start in a timely
manner in November 2021.

3.19

It is recommended that the budget workshops not only identify additional savings
proposals to meet the gap but to scrutinise and challenge the pressures and growth
items included in the MTFP for 2022/23 to see if these can be reduced.

Exceptional Financial Support
3.20

Members will be aware that in March, MHCLG provided a conditional offer of
Exceptional Financial Support (EFS) to the Council of up to £10.7m to support the
indirect pressures forecast as an ongoing impact of Covid-19 in the 2022/23 budget.
One of the conditions of that offer was that an external assurance review would be
commissioned by MHCLG.

3.21

In preparedness for this review, the Council has been working with the Chartered
Institute of Public Finance and Accountancy (CIPFA) to carry out an interim

assessment of MTFP and a high level review of the cost of the services the Council
provides. Further information regarding EFS can be found at Appendix 4.
4.0

FINANCIAL IMPLICATIONS

4.1

This report describes the process for 2021/22 budget monitoring and 2022/23 budget
setting. Included within it are the current financial forecasts for both years.
Therefore, al the financial implications are included within the body of the report.

5.0

LEGAL IMPLICATIONS

5.1

The role of the Policy and Resources Committee, in consultation with the respective
Policy and Service Committees, has been charged by Council to formulate a draft
Medium Term Financial Plan (MTFP) and budget to recommend to the Council.

5.2

The Council must set the budget in accordance with the provisions of the Local
Government Finance Act 1992 and approval of a balanced budget each year is a
statutory responsibility of the Council. Sections 25 to 29 of the Local Government Act
2003 impose duties on the Council in relation to how it sets and monitors its budget.
These provisions require the Council to make prudent allowance for the risk and
uncertainties in its budget and regularly monitor its finances during the year. The
legislation leaves discretion to the Council about the allowances to be made and
action to be taken.

5.3

Section 30(6) of the Local Government Finance Act 1992 provides that the Council
has to set its budget before 11th March in the financial year preceding the one in
respect of which the budget is set.

5.4

The provisions of section 25, Local Government Act 2003 require that, when the
Council is making the calculation of its budget requirement, it must have regard to
the report of the chief finance (s.151) officer as to the robustness of the estimates
made for the purposes of the calculations and the adequacy of the proposed
financial reserves.

5.5

Consultation must take place in accordance with the Council’s duties under section
65 of the Local Government Finance Act 1992. The detailed summary of responses
provided are attached in the appendix to this report. It must be borne in mind that
this is consultation on the budget proposals, not on the decision to take whatever
decision is implied by the adoption of that budget. The consultation process,
including the Council’s consideration of the responses, is required to comply with the
following overarching obligations (unless detailed statutory rules supplant these):
(a)
(b)
(c)
(d)

Consultation must be at a time when proposals are at a formative stage.
The proposer must give sufficient reasons for its proposals to allow consultees
to understand them and respond to them properly.
Consulters must give sufficient time for responses to be made and considered.
Responses must be conscientiously taken into account in finalising the
decision. This is the same whether or not a public body was required to consult
or chooses to do so. This is because all of those rules are aspects of an
overriding requirement for ‘fairness’. The process must be substantively fair and

have the appearance of fairness. The setting of the budget and council tax by
Members involves their consideration of choices.
5.6

When considering options, Members must bear in mind their fiduciary duty to the
council taxpayers of Wirral. Members must have adequate evidence on which to
base their decisions on the level of quality at which services should be provided.

5.7

Where a service is provided pursuant to a statutory duty, it would not be lawful to fail
to discharge it properly or abandon it, and where there is discretion as to how it is to
be discharged, that discretion should be exercised reasonably.

5.8

The report sets out the relevant considerations for Members to consider during their
deliberations and Members are reminded of the need to ignore irrelevant
considerations. Members have a duty to seek to ensure that the Council acts
lawfully. Members must not come to a decision which no reasonable authority could
come to; balancing the nature, quality and level of services which they consider
should be provided, against the costs of providing such services.

5.9

There is a particular requirement to take into consideration the Council’s fiduciary
duty and the public sector equality duty in coming to its decision.

5.10

The public sector equality duty is that a public authority must, in the exercise of its
functions, have due regard to the need to: (1) eliminate discrimination, harassment,
victimisation and any other conduct that is prohibited by or under the Equality Act
2010; (2) advance equality of opportunity between persons who share a relevant
protected characteristic and persons who do not share it; and (3) foster good
relations between persons who share a relevant protected characteristic and persons
who do not share it

5.11

Any decision made in the exercise of any function is potentially open to challenge if
the duty has been disregarded. The duty applies both to Full Council when setting
the budget and to the Policy and Services Committees when considering decisions.

5.12

Once a budget is in place, Council has delegated responsibility to the Policy and
Services Committees to implement it. The Committees may not act contrary to the
Budget without consent of Council other than in accordance with the Procedure
Rules set out at Part 4(3) of the Constitution.

5.13

It is essential, as a matter of prudence that the financial position continues to be
closely monitored. In particular, Members must satisfy themselves that sufficient
mechanisms are in place to ensure both that savings are delivered and that new
expenditure is contained within the available resources. Accordingly, any proposals
put forward must identify the realistic measures and mechanisms to produce those
savings.

5.14

Members are also individually reminded that Section 106 of the Local Government
Finance Act 1992 applies to this meeting. Members who are two months or more in
arrears with their Council Tax must declare this to the meeting and must not vote on
budget recommendations, as to do otherwise can be a criminal offence.

6.0

RESOURCE IMPLICATIONS: STAFFING, ICT AND ASSETS

6.1

At this time, there are no additional resource implications as these have already
been identified for the proposals agreed and submitted. However, where the budget
is unbalanced and further proposals are required, then there will be resource
implications, and these will be addressed within the relevant business cases
presented to the Committee.

7.0

RELEVANT RISKS

7.1

The Council’s ability to maintain a balanced budget for 2021/22 is dependent on a
static financial position. This is an impossible scenario due to estimated figures
being provided in the calculation for the 2021/22 budget, albeit the best estimates
that were available at the time, plus any amount of internal and external factors that
could impact on the budget position in year. Examples of which are new legislation,
increased demand, loss of income, increased funding, decreased funding, inability to
recruit to posts, ongoing impact of the pandemic etc

7.2

A robust monitoring and management process for the 2021/22 budget must be
agreed and in place as soon as possible. If at any time during the year an adverse
position is forecast, remedial action must be agreed and implemented immediately to
ensure the budget can be brought back to balanced position.

7.3

The risk of this not being able to be achieved could mean that the Council does not
have enough funding to offset its expenditure commitments for the year and
therefore not be able report a balanced budget at the end of the year. This could
result in the Section 151 Officer issuing a Section 114 notice.

7.4

The budget agreed by full Council on 1 March 2021 for 2021/22 was underpinned by
an offer of a maximum of £10.7m exceptional financial support provided by MHCLG.
This offer was conditional and is described in paragraph 3.21. If the Council does not
accept recommendations made from the external assurance review, this may put the
offer of the exceptional financial support at risk. If the Council is not able to report a
balanced budget without some or all of the exceptional financial support, this may
also result in the Section 151 Officer issuing a Section 114 notice in year.

7.5

A key risk to the Council’s financial plans is that funding and demand assumptions in
particular can change as more information becomes available. As such, the MTFP is
regularly reviewed and updated as part of routine financial management.

7.6

Under the system of retained Business Rates, Authorities benefit from a share of any
increased revenues but are liable for at least a share of any falls in income (subject
to safety net triggers) and any non-collection. This includes reductions arising from
appeals relating to past years which partially fall on the Authority. These risks are
mitigated through a combination of the operation of the Collection Fund, General
Fund Balances and a Business Rates Equalisation Reserve.

7.7

The MTFP currently presents a balanced budget over a five-year period. If the
committees are not minded to accept the proposals included by officers in the MTFP,
especially for the 2022/23 budget, alternative proposals need to identified and
agreed as soon as possible. A delay in agreeing these may put the timetable for

setting the 2022/23 at risk and may result in a balanced budget not being identified in
time for the deadline of 11 March 2022.
7.8

The five-year MTFP is based on current estimated information available. A four-year
comprehensive spending review (CSR) is anticipated from Government from
2022/23. Assumptions have been made in the current MTFP for income and funding
from business rates and council tax and social care grants as the main sources of
funding. If there is an adverse change to these assumptions as a result of the CSR,
additional savings proposals or reduced expenditure would need to be identified as
soon as possible to ensure a balanced five-year MTFP can be achieved.
Committees will be kept updated with any announcements regarding the CSR
through the year.

8.0

ENGAGEMENT/CONSULTATION

8.1

Consultation has been carried out with the Senior Leadership Team (SLT) in arriving
at the governance process for the 2021/22 budget monitoring process and the
2022/23 budget setting process. SLT have compiled the MTFP.

8.2

Since the budget was agreed at Full Council on 1 March, some proposals may have
been the subject of further consultation with Members, Customer and Residents.
The details of these are included within the individual business cases or are the
subject of separate reports to the Committee.

9.0

EQUALITY IMPLICATIONS

9.1

Wirral Council has a legal requirement to make sure its policies, and the way it
carries out its work, do not discriminate against anyone. An Equality Impact
Assessment is a tool to help council services identify steps they can take to ensure
equality for anyone who might be affected by a particular policy, decision or activity.

9.2

At this time, there are no further equality implications as these have already been
identified for the proposals agreed and submitted. However, where the budget is
unbalanced and further proposals are required, then there may be equality
implications associated with these, and these will be addressed within the relevant
business cases presented to the Committee.

10.0

ENVIRONMENT AND CLIMATE IMPLICATIONS

10.1

At this time, there are no additional environmental and climate implications as these
have already been identified for the proposals agreed and submitted. However,
where the budget is unbalanced and further proposals are required, then there may
be environment and climate implications associated with these that will be addressed
within the relevant business cases presented to the Committee.

REPORT AUTHOR:

Shaer Halewood
(Shaer Halewood, Director of Resources (S151 Officer))
telephone: Tel: 0151 691 8688
email: shaerhalewood@wirral.gov.uk
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APPENDIX 1
Progress on the achievement of approved 2021/22 Budget Savings
Saving Title

Agreed
Value

Forecast
Value

RAG
Rating

Comments

Cease Support for
£0.2m
Community Alarms (two
year saving with £0.3m in
22/23)

£0.2m

Green

On target to be achieved

TOTAL

£0.2M

£0.2M

APPENDIX 2
List of Reserves as at 1 April 2021
£
Selective Licensing
Challenge Fund Properties
HMO Licence Fees
Housing Total:

-537,647
-22,095
-131,212
-690.954

APPENDIX 3
Future years budget proposals and Pressures/Growth Items
Savings Proposals
Review High cost of service
Total

2022/23
£m
0.5
0.5

2023/24
£m
0.5
0.5

2024/25
£m

2025/26
£m

APPENDIX 4
Exceptional Financial Support
In March, the Ministry for Housing, Communities and Local Government (MHCLG) made an
offer of £10.7m to the Council for exceptional financial support, sometimes called a
capitalisation direction of capitalisation directive. This means that MHCLG approved the
Council, in principle, to borrow £10.7m of funds to help ensure a balanced budget could be
agreed by Full Council on 1 March. Borrowing to fund revenue (day to day) expenditure is
not normally allowed under law, but on this occasion, a special case was put to HM
Treasury and approved.
The Council had not been able to identify sufficient savings to balance the budget, due to
additional financial pressures present as a result the outcome of Covid-19. Such pressures
include Adults and Children’s Social Care increases, SEN transport increases and
Homelessness increases. Ordinarily, a Council would use its reserves and balances to
help balance its budget in times of crisis and would not have to apply for exceptional
financial support, however the Council does not have the level of reserves and balances to
be able to do this.
The borrowing has to be paid back over a 20 year timeframe and costs the Council an
additional 1% in interest over and above what it would it normally expect to pay, so it is
prudent for the Council to identify any further proposals to reduce the level of exceptional
financial support that it requires, so that the interest payments can also reduce.
The offer of exceptional finance support from MHCLG came with conditions which included
an external assurance review that would review the authority’s financial position and its
ability to meet any or all of the identified budget gap without any additional borrowing.
Therefore, as part of the external assurance review, MHCLG will be looking for areas that
the Council can reduce it’s expenditure so that it may not have to provide all or any of the
exceptional financial support offered.
This means that a further £10.7m proposals could be recommended to be implemented in
year. If the Council fails to comply with MHCLG recommendations, the exceptional
financial support may not be provided and a balanced budget could not be forecast to the
end of the year.
In this circumstance, the Section 151 Officer would have to issue a Section 114 notice
which states that the Councils’ expenditure exceeds its funding and this would be reported
to Full Council. The outcome of this would result in Government intervention and
Commissioners appointed to manage the financial affairs of the Council. During the period
of issuing a Section 114 notice, only statutory and contracted expenditure is allowed to take
place, all other expenditure must stop.

