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BOLD business cases: delivering a lean and agile 

Council 

Executive summary 

The gap between the savings required by 2017/18 and those already identified in the 

Council’s financial planning is £67million. To meet these challenges, significant 

changes are required to transform how the Council provides services and meets its 

strategic priorities. 

The Better Outcomes through Leaner Delivery (BOLD) programme, initially tasked with 

informing the budget proposals for 2015/16, is now focused on developing a number of 

service transformation and aligned savings plans across five priorities for change.  

Each priority is designed to focus on customers, services and delivery of agreed 

Council outcomes whilst ensuring the level of transformation necessary to deliver a 

sustainable future service delivery model and budgets for Edinburgh.  

A programme overview document and outline business cases have been prepared to 

illustrate and support delivery of the Council’s priorities for change.  

This report provides details of business case proposals for channel shift, business and 

customer services, localities and partnership along with setting out proposals for 

revised programme governance to ensure a clear strategic direction and benefits 
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realisation.  Future reports to Committee will detail the business cases for workforce 

strategy and controls (February 2015) and property (Spring 2015). 

The proposals present clear opportunities to realise savings and achieve other benefits 

for the Council and its customers. Successful delivery requires a focussed and co-

ordinated approach, with dedicated staffing resource and strong governance, to drive 

the necessary transformation within challenging timescales. 
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Report 

BOLD business cases: delivering a lean and agile 

Council 

 

Recommendations 

1.1 To note the budget gap and savings required, outlined in paragraph 3.3 of this 

report; 

1.2 To note the rationale and requirement for transformation;  

1.3 To agree the BOLD programme overview – ‘the case for change’ outlined in 

appendix two of this report; 

1.4 To agree the principles outlined in each of the business cases for channel shift, 

business and customer services, localities and partnership together with related 

resource and implementation plans, set out in appendices four to seven of this 

report; 

1.5 To note that the business cases for workforce strategy and controls and property 

will be brought to committee in February and Spring 2015 respectively;  

1.6 To note that consultation with both Trades Unions and employees will take place 

in relation to these proposals, as appropriate;  

1.7 To agree the revised programme governance arrangements set out in 

paragraphs 3.28 to 3.31 and appendix 7 of this report; 

1.8 To update the checkpoint group regularly on implementation of the programme;  

1.9 To instruct the Director of Corporate Governance to provide bi-monthly progress 

reports on implementation of each business case and realisation of savings to 

this Committee and quarterly reports on progress to the Corporate Policy and 

Strategy Committee; and 

1.10 The funding requirement of this report will be considered as part of the Council’s 

budget setting process on 12 February 2015. 

Background 

2.1 On 30 September 2014, the Finance and Resources Committee considered 

details of the Council’s proposed 2015/18 Revenue and Capital Budget 

Framework. The report set out savings proposals totalling £28.5m for 2015/16 

which formed the basis of the Council’s recent budget engagement exercise.    

2.2 In relation to the remaining period the committee agreed to develop a strategic 

approach and financial vision for a further three year period.  This included a 
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focus on strategic service delivery themes for the City of Edinburgh along with 

five defined priorities for transformation.     

2.3 Officers were asked to bring an outline business case for each priority to the 

committee including specified financial due diligence, risk assessment, people 

plan and savings analysis underpinned by management information.  

2.4 This report sets out the business cases to develop a future delivery model for 

Council services, achievement of savings and transformation.  

 

Main report 

The Challenge: a lean and agile Council  

3.1 The Council continues to operate in a challenging environment with increases in 

demand for services within ongoing financial constraints.   

3.2 The recent best value follow up report by the Accounts Commission (December 

2014) identified key areas for improvement where Council progress has been 

slower than anticipated. These areas include: BOLD programmes and 

transformational change approach; effective corporate working; developing 

comprehensive workforce strategy; and achieving future savings.  

3.3 The current budget gap between the savings required by 2017/18 and those 

already identified in the Council’s financial planning stands at £67m to 2017/18, 

broken down as follows (savings gap represented cumulatively): 

3.3.1 £22m in 2015/16;  

3.3.2 £52m in 2016/17; and  

3.3.3 £67m in 2017/18.  

3.4 As well as the need to address this financial position, which has become 

significantly more challenging in the last twelve months, key drivers for change 

(such as the public sector reform agenda; health and social care integration; 

demographic pressures; increased economic, cultural and social 

interdependencies; and growing customer expectations) mean transformation is 

essential to increase productivity and deliver services within budget. Given the 

scale and timing of the challenge, the Council now needs to drive forward a 

transformation programme, ensuring a clear focus on outcomes and service 

delivery. 

3.5 To achieve the necessary level of transformation and savings the following 

strategic themes, vision and priorities for change have been agreed: 
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3.6 The priorities for change have been designed with complementary objectives 

that protect delivery of key Council services while shifting a range of routine 

transactions online.  Leaner integrated support services will ensure that the 

proposed future service delivery model for the Council focuses on locality 

requirements and empowers decision making at the appropriate stage of 

customer engagement.  Services delivered locally will be supported by a 

strategic team of locality client managers tasked with delivering efficient, 

effective and integrated support services.   

 

 

3.7 The business cases have been designed as an overarching transformation 

approach for the Council, taking into account dependencies, phasing and future 

service design to ensure benefits for customers and savings can be achieved: 
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Business case development, overview and diligence 

3.8 Business cases have been developed and built around the Council’s strategic 

themes, vision and priorities for change as follows: 

3.8.1 Channel shift (appendix 3); 

3.8.2 People and culture: 

3.8.2.1 Workforce strategy and controls; and  

3.8.2.2 Business and customer services (appendix 4). 

3.8.3 Localities  (appendix 5); 

3.8.4 Partnerships (appendix 6); and 

3.8.5 Property. 

 

3.9 Each of the business cases has reached a reasonable stage of maturity with the 

following exceptions: 

3.9.1 Workforce strategy and controls: following agreement by Council to 

progress structural changes via the principles highlighted in the Chief 

Executive’s recent ‘organise to deliver’ report to Council, further work is 

being undertaken on the strategy and business case.  It is proposed to 

report the Council’s proposed workforce strategy and business case for 

workforce controls to this Committee in February 2015; and  

3.9.2 Property: additional time is needed to assess legacy issues before 

finalising business case details, including savings and implementation.  It 

is proposed to report the full business case proposal to this Committee in 

Spring 2015. 

3.10 A BOLD programme overview: ‘the case for change’ is set out in appendix two of 

this report.  In addition, a high level summary of each of the individual business 

cases is provided at paragraphs 3.13 to 3.27 of this report. The full business 

cases are provided in appendices three to seven along with an overview of the 

http://www.edinburgh.gov.uk/download/meetings/id/45599/item_81_-_organise_to_deliver_-_next_steps
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full five year savings profile against budget gap, from financial years 2015/16 to 

2019/2020. 

3.11 PricewaterhouseCoopers (PwC) were engaged to undertake a detailed diligence 

exercise for each of the business cases in order to: 

3.11.1 provide a critical review of the business cases; 

3.11.2 undertake a detailed challenge of the content and assumptions within 

each business case; and  

3.11.3 provide support for the development of the Localities business case. 

3.12 The executive summary of PwC’s report on the diligence work undertaken is 

provided in appendix one.  

Channel Shift 

3.13 Significant progress has been made in relation to the Council’s ICT 

transformation programme and these improvements have provided the 

infrastructure to allow the Council to shift 30 transactions to online processing.  

This has already generated significant savings and enhanced customer 

experience.  The Channel Shift project builds and aligns closely with the 

improvements already in place and future plans for ICT developments.  

3.14 The Council currently receives over 3.7million individual contacts from 

customers annually.  These contacts cover most Council services and range 

from, for example, council tax queries, to reporting a pothole in the road or 

registering a pupil for a school trip. Over 88% of these contacts are currently 

dealt with over the phone with the majority of the remainder being face to face.  

A proportionately very low number of customer contacts are currently 

undertaken online (digitally). The Council is not only falling short of the 

expectations of its digitally active customers but it is spending more in these 

areas than necessary.  

3.15 This project aims to reduce the cost of delivery of a wide range of Council 

services by shifting the channel used for customer contact to the most efficient 

and appropriate. All existing channels will remain open to ensure the Council 

continues to be accessible and meet the varying needs of customers. The 

project also aims to decrease the amount of avoidable contact between the 

Council and customers by providing better and more pro-active customer 

engagement. 

3.16 A total net saving of £5.3million over five years has been identified from 

implementation of the business case proposals for channel shift.  In addition, as 

routine and less complex enquiries and transactions are processed and resolved 

first time online, funds can be released for savings and potentially re-assigned to 

more complex, needs-based Council services where face to face contact is 

required. 
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People and Culture: business and customer services  

3.17 The current Council delivery model of business and customer services is 

fragmented and delivered in a number of different service areas. Activities are 

often duplicated and initial scoping has identified potential inconsistencies in 

grading of similar roles. It is recognised that the full range of support services 

can be provided in a leaner, more efficient and cost effective way for the benefit 

of all service users and customers.  

3.18 It is proposed that the Council moves to a new model for business and customer 

services. This will ensure integrated support services focus on the Council’s 

local and city-wide service delivery requirements, led by the strategic team and 

locality client managers.  

 

 

 

3.19 An integrated, consolidated approach to the delivery of support services has the 

potential to save the Council around £11.5m over five years.  In addition to the 

financial savings, this integrated model will deliver a range of financial, customer 

and service benefits through reduced duplication, greater customer focus, 

increased use of technology to support self-service and the provision of 

business insight and intelligence-led, high quality professional support for all 

Council services.  
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Localities  

3.20 The Localities project is designed to develop and enhance the Council’s current 

neighbourhood partnership model.  This approach has consistently shown good 

levels of customer and staff satisfaction, evidenced by the Edinburgh Peoples, 

Council tenants and annual employee surveys. 

3.21 The business case proposes the integration of operational functions to a cross 

cutting model of four localities, each having responsibility to manage and deliver 

services for their area.  Locality management teams will be responsible for the 

delivery of specific outcomes within each area.  Services including early years, 

schools, support for learning, housing and community facilities will be delivered 

locally by default. A number of services will continue to be delivered on a city-

wide basis where it is more economical to do so.  These include planning and 

building standards, housing and roads asset management and trading 

standards. 

3.22 In addition to potential savings of around £15m (£21m if the scope of Health and 

Social Care services are included) over five years identified in the business 

case, there are a range of benefits as a result of the Council and partner 

services working within aligned geographical areas.  These include integrated 

council service delivery teams with empowered decision-making at the 

appropriate stage of a process, assessment or referral thereby reducing failure 

demand; reduced contact points for customers; and positive local contact 

supporting individual and community well being and resilience. 

3.23 The overarching Localities business case is presently at a conceptual stage, 

requiring further work and the development of a number of mini business cases 

in relation to further aspects of the proposed new operating model.  These will 

include detail on the how the future front line services are delivered using 

business insight information to inform the services required in each of the 

localities, taking account of customer requirements.  In addition, there will be 

comprehensive activity analysis and process re-engineering undertaken within 

each of the mini business cases to ensure that wastage is reduced and 

unnecessary cost eliminated. 

Partnership 

3.24 The Council currently invests around £108m, or 11%, of the net revenue budget 

in grants and contracts with third sector organisations who support delivery of a 

diverse range of services across the city. The Council requires to deliver 

consistently on agreed outcomes in the context of financial constraints and to 

challenge partners to be equally innovative in their future approach.  As this 

business case has developed, third sector organisations and the Edinburgh 

Partnership have been engaged on how we can work together to address our 

challenges. 
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3.25 Integrated with the proposed Localities operating model and supported by the 

other business case projects, payments for Third Sector services will be 

strategically focused on customer outcomes into which investment can be more 

effectively channelled.  

3.26 An analysis of all current allocations within the scope of this project will be 

undertaken to identify areas where there could be scope to achieve savings with 

minimal impact on customer services and outcomes. The new model will then 

ensure outcome focused investment aligned to both the Council’s business plan 

and Edinburgh Partnership Community plan, with clear investment routes, an 

increase in collaborative service delivery with enhanced oversight and 

governance. 

3.27 The Council has committed to a minimum 10% (£10.8m) reduction in grant and 

contract investment over the period 2015/18 based on the business case 

proposals. This has been agreed by the Finance and Resources and 

Neighbourhoods and Communities Committees, with a two year standstill in 

operation. 

Programme governance  

3.28 In order to begin service re-design and implement the transformation programme 

set out in the business cases, it is proposed to establish a BOLD Programme 

Steering Group.  The membership will include the Director of Corporate 

Governance as chair, the Head of Finance and an experienced, independent 

consultant from outwith the Council.   

3.29 The Steering Group will provide strong leadership and strategic direction to the 

transformation programme, continuously monitoring its implementation and the 

realisation of savings and other benefits. The independent consultant will 

support delivery and ensure effective challenge and scrutiny.  Membership of the 

Steering Group and the key roles required to effectively deliver this programme 

is set out in appendix 7. 

3.30 It is anticipated that key individuals, in particular the Programme Director and 

Senior Responsible Officers, will be appointed by February 2015 by the Director 

of Corporate Governance. The programme will require to utilise the skills of 

experienced staff throughout the Council for a number of supporting roles.  It is 

proposed to offer opportunities for involvement across all service areas on a 

secondment basis.  

3.31 The Director of Corporate Governance, as chair of the Steering Group, will 

report on a bi-monthly basis to the Finance and Resources Committee and 

quarterly to Corporate Policy and Strategy Committee. In addition, independent 

project assurance will be scheduled at key milestones. 
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Key risks and dependencies  

3.32 Each of the business cases set out in the appendices to this report contains a 
risk assessment. In addition, there are a number of key risks and dependencies 
across the transformation programme as set out below: 

3.32.1 Leadership: the plans are transformational and will require strong 
leadership and investment to ensure success. 

 
3.32.2 Timescales: any delay in implementation will materially impair the 

savings achievable within the 2015-18 timeframe. 
 
3.32.3 Governance and resources: strong, focussed governance and a Council-

led, dedicated and fully resourced programme team are key to 

successful implementation. There is a critical need to ensure dedicated 

staffing resource to drive implementation of the programme (including 

access to external expertise, with skills transfer, where required). This 

has significant cost implications. 

 

3.32.4 Workforce strategy and controls: a future Council workforce strategy and 

controls aligned with and to support the business case proposals will be 

key to successful culture shift, implementation and embedding of the 

change.  

3.32.5 Redundancy pledge: in light of the Council’s no compulsory redundancy 
pledge, every effort will be made to achieve the required reduction in 
roles on a voluntary basis where possible. The necessary level of cost 
reduction cannot be achieved solely by redeploying surplus staff 
elsewhere in the organisation. 

3.32.6 Service and financial benefits tracking: tight tracking of financial and 
non-financial benefits will be undertaken throughout implementation.  A 
programme delivery and insight framework is currently being developed 
to ensure service, customer and financial objectives are realised.  This 
will align .with the Council’s performance framework and will form a key 
element of regular programme oversight and monitoring.  

3.32.7  Costs to release staff: significant redundancy costs will be incurred in 
order to achieve the level of workforce reduction required. 

Implementation – next steps 

3.33 Early arrangements are underway to ensure a suitable Council transformation 

team is in place as a priority to begin implementation of the transformation 

programme based on the plans shown in each of the business cases.  Further 

details will be provided in the first bi-monthly report to this Committee in March 

2015.  
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Measures of success 

4.1 The business cases have identified significant financial and non-financial 

benefits associated with the overall transformation programme.  A clear strategy 

and framework will be developed to track and report on key identified benefits of 

the programme and this will form the basis of bi-monthly reporting to Committee.  

Financial impact 

 

5.1 The estimate of the likely case recurring benefits of the programme after 5 years 
are £48.8m. Based on the assumptions underpinning the business cases, it is 
estimated that £34.0m of additional savings will be realised, excluding planned 
savings of £12.8m (primarily related to 2015/16) and estimated savings 
attributable to the Housing Revenue Account of £2m.  

 
5.2 In order to implement the transformation programme, additional project and 

change management resource is required. Details of these individual project 
resource requirements have been included within each business case and are 
summarised within the BOLD Programme Summary at Appendix 2. Estimated 
costs in 2015/16 are £2.9m. 
 

5.3 In order to implement the programme, additional funding is required in 2015/16 
to meet the £2.9m of programme costs and £3m of infrastructure investment 
which will be considered as part of the budget setting process in February 2015.  
 

5.4 Reference is made to the voluntary redundancy costs mentioned in the key risks 
and dependencies section of this report. 
 

 

Risk, policy, compliance and governance impact 

 
6.1 Reference is made to the programme governance and key risks and 

dependencies sections of this report. 
 

6.2 A risk assessment is provided with each business case. 
 
 

Equalities impact 

7.1 The recommendations described within this report are relevant to the Equality 

Act 2010 public sector equality duty. As such, all business cases have been 

subject to an equalities and rights impact assessment. In summary, these 

assessments indicate that the proposed move to a four area locality model will 

provide new opportunities to strengthen partnership activity and public services 

to improve rights related to safety, health, education, standard of living and the 

environment. The ERIA will be ongoing for the duration of the delivery of the 
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projects with appropriate advice from equality and rights advisors. This will 

ensure: 

7.1.1 new locality management arrangements and local community 

engagement arrangements take cognisance of the needs of equalities 

communities of interest in addition to communities of place 

7.1.2   new grant and contract programmes are designed to ensure the 

protection of the most vulnerable  communities, families and individuals to 

maintain equality of opportunity. 

7.1.3   face to face contact and other contact channels are maintained for 

individuals, families and groups  that have difficulties when accessing new 

or IT based channels.  

 

Sustainability impact 

8.1 The recommendations of this report have been assessed in line with the public 

bodies duties described within the Climate Change Scotland Act (2009). In 

summary, a move to enhanced locality working will provide for new opportunities 

to strengthen the Councils work to mitigate against climate change, adapt to 

climate change and act in a more sustainable manner. 

 

Consultation and engagement 

9.1 The BOLD programme has engaged with staff using a number of methods, 
including drop-in sessions, workshops, a dedicated e-mail address, ORB page, 
blog and communications updates.  

9.2 A comprehensive customer and employee engagement plan will be developed 

for each of the workstreams with a dedicated overarching change plan, involving 

staff, elected members, partners and trade unions.   

 

 

Background reading/external references 

None. 

 

Alastair Maclean 

Director of Corporate Governance 

Contact:  

Alan Coyle, Major Projects Manager  

E-mail: alan.coyle@edinburgh.gov.uk | Tel: 0131 529 5211  
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or  

Kirsty-Louise Campbell, Governance Manager 

E-mail: Kirstylouise.campbell@edinburgh.gov.uk | Tel: 0131 529 3654 

 

Links  
 

Coalition pledges P30 - Continue to maintain a sound financial position including 
long term financial position 

Council outcomes CO25 – The Council has efficient and effective services that 
deliver on agreed objectives 

Single Outcome 
Agreement 

SO1 – Edinburgh’s Economy Delivers increased investment jobs 
and opportunities for all 

SO2 – Edinburgh’s citizens experience improved health and 
wellbeing, with reduced inequalities in health 

SO3 – Edinburgh’s children and young people enjoy their 
childhood and fulfil their potential 

SO4 – Edinburgh’s communities are safer and have improved 
physical and social fabric 

-  

Appendices Appendix 1 – PwC Due Diligence Executive Summary 

Appendix 2 – BOLD Programme Summary 

 

 

Business cases:  

Appendix 3 - Channel Shift  

Appendix 4 – Business and customer services 

Appendix 5 – Localities  

Appendix 6 – Partnership  

Appendix 7 – BOLD programme steering group 
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Background

The Better Outcomes through Leaner Delivery (BOLD) programme was established in December 2013 to help
the Council address the increasing financial challenges which will be faced over the coming years. Initially
tasked with informing the budget proposals for 2015/16, the programme is now focused on developing a
number of transformational savings plans across five strategic themes, which will allow an improved focused on
Council outcomes and will support the implementation of a new Council delivery model.

The five themes identified to ensure delivery of the Capital Coalition pledges are:

 Neighbourhoods

 Channel Shift

 People and Culture (Business & Customer Services and Workforce Controls)

 Property

 Partnerships (Payments to the Third Sector)

On 30 September 2014, the Finance and Resources Committee instructed the Chief Executive to bring forward
a business plan for each theme, to include all financial due diligence, the risk register, people plan, and a
savings analysis underpinned by robust management information.

Note that Property and Workforce Controls are out of scope for the current phase of work and are not
considered in this document.

Context

The current budget gap, based on information provided by the Council, stands at £67m to 2017/18. The
Council recognises the current delivery model as unaffordable and unsustainable.

The proposed approach for the BOLD programme is outcome based and focused on citizens and customers to
align the design and delivery of services with the priorities that will make a real difference to those who live and
work in Edinburgh. We note that a key dependency is the Health & Social Care Integration agenda, which is in
progress, but the outcome of which is uncertain at this point in time.

Scope

The PwC scope of work is to provide support services to the Council in relation to the BOLD Transformation
Programme. These support services are defined as:

1.1 Critical review of the following Business Cases:
1.1.1 Third Sector Payments/Partnership
1.1.2 Neighbourhoods
1.1.3 Business and Customer Services
1.1.4 Channel Shift

1.2 Detailed challenge on Business Case format and content.

1.3 Support in the preparation and review of a consolidated Business Case, incorporating
individual Business Cases as listed at 1.1; and

1.4 Support in the preparation and review of a high level communication and stakeholder plan.

1. Background and Scope
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Key risks

The business cases detail key risks at the programme and project level. PwC has identified some additional key
risks, some of which cross-over with the programme risks presented in the business cases:

 Health & Social Care Integration
The Public Bodies (Joint Working) (Scotland) Act, together with a number of related regulations, sets out
the Health & Social Care Integration programme between NHS Boards and Local Authorities. The
integration process is ongoing; integration schemes must be submitted to Scottish Ministers for approval by
1 April 2015 and all integration arrangements must be in place by 1 April 2016.

This is a fundamental dependency for the overall BOLD programme and a key risk to achieving the level of
savings identified, specifically in relation to Neighbourhoods. Given that this is a very complex and
politically important area, and with a surrounding uncertainty over the outcome of the programme, the
impact of Health & Social Care Integration will need to be considered throughout.

 Leadership
These plans are recognised as transformational in Scottish local government and will require strong
leadership and significant investment to ensure success:

o Buy in from the CMT;
o Buy in from political leadership;
o Working strategically with delivery partners; and
o Appropriate authority for decision-making delegated to the Programme Team.

 Team
It is crucial that a team with the correct breadth and depth of skills is put in place to support the
programme:

o 100% focus i.e. full time roles;
o Appropriate skill set for specific roles e.g. change management, programme assurance; and
o Appropriate external support and expertise to supplement core team specialists.

However, this must be a Council programme - led and driven by a core Council team - supplemented by
specialists where required.

 Overall risk management
The appropriate risk management framework must be put in place not only to effectively manage and
mitigate the risks identified as the programme progresses, but also in order to take advantage of the
opportunities certain risks may present. The design, development and implementation of governance
frameworks are essential to the management of risks.

This approach must be across the business and across functions from strategy, finance, operations, and
compliance, throughout the timeline of the programme.

 Benefits tracking
The business cases have identified the significant financial and non - financial benefits associated with the
projects in scope, and these are key drivers of the overall programme for change. However benefits can be
difficult to manage with complexities in identifying and measuring benefits, ensuring benefits are
appropriately reported, and in making connections between benefits and their source. Effective benefits
tracking will help manage these risks and mitigate potential double counting of savings.

A clear strategy should be put in place to track benefits. The benefits of a transformation programme often
focus on cashable savings e.g. reduced costs, however it is important to also track non - cashable savings
such as fewer steps in key processes, quicker turnaround in tasks, increased staff engagement, and
importantly, improved customer feedback. This will require experienced team members with strong
business acumen and change management skills.

2. Key Risks and Dependencies
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Dependencies

The BOLD projects are intrinsically linked in many areas and the success of individual projects will, in most
cases, be dependent upon the success of neighbouring projects. The key inter-dependencies of the new service
delivery model are noted below.

Redundancy Pledge

Realisation of the proposed savings in the business cases is dependent upon the ability of the Council to release
staff, which will require the current pledge of no redundancies to be considered and reviewed.

Outsourcing

Certain elements of the proposals, in particular the Business & Customer Services business case, require
outsourcing of some functions in order to achieve the target savings. This should be taken into account by the
Council in reviewing these proposals.

Service Impact

The business cases focus on maintaining service delivery as a key principle throughout the process. Risks

around the ability to maintain service delivery amidst financial constraints have been identified by the BOLD

team as an important context to their proposals. Savings realisation may also require the Council to make

decisions on stopping or reducing certain aspects of Council services.

Health & Social Care

Refer to Key risks section above.

Business and Customer Services

Delivery of the new operational model will require a solid foundation in the Business and Customer Services
model. The design, operation and delivery of those shared services that genuinely reduce duplication and add
value will need to support strong central strategic direction, set corporate standards and provide effective
support to delivery.

Channel Shift

Operational changes proposed in the Channel Shift business case should be factored into the Neighbourhoods
and Business & Customer Services proposals. Channel Shift is a key enabler and the business case has provided
a detailed financial analysis and summarised available evidence supporting the project and potential for
Channel Shift.

Third Sector Partnerships

The proposed locality structure will enable a local focus on Council priority outcomes supported by a co-
produced delivery plan incorporating private, Third Sector and Council services. Co-production will determine
the optimum mix of provision including transfer of Council delivery to Third Sector (and vice-versa) where
appropriate, motivating Third Sector partners to collaborate and evolve in line with real demand.
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The current Council budget gap, compared to the 2014/15 budget, stands at £67m to 2017/18. This is broken

down as follows:

 £22m in 2015/16;

 £30m in 2016/17; and

 £15m in 2017/18.

The business cases have each provided a low, most likely and high estimate of gross and net savings under this
programme. The most likely net savings scenario, presented in the overarching business case, is summarised
below:

FY15/16 FY16/17 FY17/18 FY18/19 FY19/20

Neighbourhoods (£1.0m) £10.3m £15.9m £19.1m £21.2m

Channel Shift (£2.8m) (£0.8m) £4.3m £4.8m £5.3m

Third Sector Payments £3.5m £7.2m £10.8m £10.8m £10.8m

Business and Customer Services (£0.4m) £4.8m £9.5m £11.0m £11.5m

Total (£0.7m) £21.5m £40.5m £45.7m £48.8m

Note: These savings are cumulative and compared to FY14/15 base.

PwC has reviewed the business cases in scope, including the project assumptions and financial analyses, and
provided comments and observations to the BOLD programme team. Key observations for each of the business
cases are noted in the sections to follow.

We have not assessed or evaluated the underlying data which supports the benefits, however the quanta of
savings detailed in the business cases are reasonable in comparison to the information we have detailed in this
Executive Summary.

3. Financial Analysis and
Business Case Review



Executive Summary

Confidential PwC  5

2.1 Neighbourhoods

The total savings achievable by FY19/20, compared with the FY14/15 base, proposed in the Neighbourhoods
business case are shown below:

Likely case

Excl. H&SC Incl. H&SC

FTE
Reduction Staff Level FTE Red'n Cost Red'n

FTE
Red'n Cost Red'n

30.0% Senior Management 27 £1,889,199 33 £2,372,193

12.5% Management & Specialists 169 £7,509,003 244 £10,759,629

10.0%
Supervisors & Team
Leaders 151 £4,680,190 202 £6,298,191

2.0% Service Delivery & Support 44 £935,225 81 £1,751,857

Total reduction 391 £15,013,617 560 £21,181,870

PwC view:

 The savings projected in the Neighbourhoods business case are based on a number of high level
assumptions which will be further refined by the project team during the project design phase and
throughout implementation.

 The financial benefits proposed in the Neighbourhoods business case are primarily through reduced
management costs from integration of locality teams from across Council services, process reviews to
inform design and resource requirements of new locality teams, and staff reductions based on reduced
failure demand/ prevention estimated from 2017/18 as the proposed structure beds in. This is expected to
reduce FTEs and associated costs.

 The changes to the delivery model are considered to be transformational, with City of Edinburgh Council
amongst the first Scottish Local Authorities to move towards this delivery model. PwC has worked with a
number of Local Authorities across the UK moving towards similar delivery models who have been able to
generate savings through their transformation programme.

 Implementation is complex - strong and dedicated leadership, with an appropriately skilled support team
and the capability and capacity for implementation, is key to success.

 Tried and tested change management support for the duration of the programme is crucial to successful
implementation.
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2.2 Business & Customer Services

The table below summarises the estimated potential savings achievable by FY19/20, compared with the
FY14/15 base, presented in the Business & Customer Services business case:

Function

FY19/20
Saving

£

FY19/20
Saving

%

Business Support 2,915,694 12%

Corporate Assets 2,714,387 12%

Commercial & Procurement Services 268,000 8%

Committee Services 45,000 8%

Edinburgh Building Services 711,632 8%

Digital & IT 240,000 10%

Finance 102,148 2%

Information Management 213,352 16%

Internal Audit/Risk 123,214 8%

Internal Customer Services 1,368,207 8%

Legal Services 582,185 16%

Members Services 117,709 14%

People & Organisation 402,553 8%

Reputation & Communications 176,004 8%

Strategy, Business Intelligence and Performance 1,246,570 20%

Transformation and Business Change 307,356 20%

Total 11,534,011 11%

PwC view:

 The range of savings achievable through this business stream has recently been tested with 3 large English
local authorities who have a similar structure to the Council.

 For the purposes of comparison, in our experience cost reduction benefits of 20 to 40% are typically
realised from shared services in target organisations (cross industry including commercial), provided
certain assumptions are fulfilled.

Information
Systems

Human
Resources

Finance/
Controllers

Procurement
Org.

Facilities and
Services

Legal

25-30%

25-40% 25-40% 30-40% 30-40%

15-20%

Savings %
(Realised and
projected)

Costs before Shared Services

Costs after Shared Services
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 In our recent experience working with the leading Local Authorities in the UK, the process undertaken in
delivering a shared services model can realise significant savings of between 10 - 30%.

Consolidate

Service level
rationalisation

Process
Improvement

• Bring together staff undertaking, common
processes / activities across business

• Focus on duplicate areas
• New functional groups with improved

scale

• Articulate the value of supporting
services

• Standard performance indicators
against these

• Conscious choices for the service level

• Automation and self-service
opportunities

• Flexible processes with clear ownership
• Consistency

10-15%

Savings

15-30%

Savings

10-15%

Savings

 The business case proposes outsourcing in a number of functions e.g. legal. Based on our experience typical
benefits from outsourcing can be as follows:

Area
Savings

Potential

Information systems 25 - 30%

Human resources 25 - 40%

Finance/controllers 25 - 40%

Procurement organisation 30 - 40%

Facilities and services 30 - 40%

Legal 15 - 20%

 Based on typical benefits noted in other similar projects, the range of benefits proposed by the Business &
Customer Services business case is considered to be deliverable.
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2.3 Channel Shift

Projected savings from the Channel Shift business case are:

The key assumptions made by the project team are in the following areas:

 Volume of transactions;

 Unit cost of transactions;

 Likely customer uptake i.e. Channel Shift; and

 Investment costs.

PwC view:

 A number of assumptions on customer uptake/Channel Shift were made by the project team driving the
projected gross savings. These were then categorised under 3 scenarios:

15/16 16/17 17/18 18/19 19/20

High 6% 18% 42% 46% 50%

Likely 4.5% 13.5% 31.5% 34.5% 37.5%

Low 3% 9% 21% 23% 25%

 As part of our critical review of the business case we have checked the mathematical accuracy of the finance
projections at Appendix 2 supporting the projected savings analysis. No errors were noted and the finance
projections were summarised accurately in the financial analysis section of the business case.

 Unit price and volume data was provided by Council staff to the project team and has not been
independently verified by us.

 Investment costs are the project team’s best estimate of anticipated revenue and capital costs over the 5
years presented.

 Although judgemental, the assumptions on customer uptake are not considered to be aggressive in
comparison to The UK Cabinet Office and Government Digital Service ‘Digital Efficiency Report (Nov
2012)’. According to the report “Consumers have embraced online services in recent years, with almost
two-thirds (64%) of people saying they have used online banking services, and 86% of internet users having
shopped online in 2011.”

 The report recognises that 82% uptake is a challenging target for those services which predominantly serve
audiences that are less likely than the general population to be online; however it should be noted that last
year, digital uptake across all 4 main business taxes within HMRC (Self-Assessment, PAYE, Corporation
Tax and VAT) was over 80% - equivalent to tens of millions of transactions.

 The potential for channel shift as quoted by the UK Cabinet Office is supported by an annex of case studies
providing similar information. On this basis, the channel shift proportions assumed in the Channel Shift
business case appear conservative.

2015/16 2016/17 2017/18 2018/19 2019/20 Total

Gross Forecast Savings £768,370 £2,305,110 £5,378,591 £5,890,838 £6,403,084 £20,745,993

Existing Budgeted Savings £120,000 £355,000 £421,000 £488,000 £488,000 £1,872,000

Forecast Savings £648,370 £1,950,110 £4,957,591 £5,402,838 £5,915,084 £18,873,993

Investment costs (£3,450,000) (£2,700,000) (£650,000) (£600,000) (£600,000) (£8,000,000)

Net project savings (£2,801,630) (£749,890) £4,307,591 £4,802,838 £5,315,084 £10,873,993
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 Unit cost assumptions in the business case are as follows:

Assumption Key Figure Commentary

Contact centre calls £3.30 The project team noted the actual contact centre
calls cost as £3.42 per unit according to Contact
Centre data based on 3 years of trading. A
conservative estimate of £3.30 has been used in the
business case.

We have not independently verified the data. No
benchmark data is available.

Non-contact centre calls £4.00 This is management’s best estimate of the unit cost
of non – contact centre calls.

No actual or benchmark data is available.

High Street Hub contacts £6.00 The project team has provided this data as actual
data from 3 years of trading.

We have not independently verified the data. No
benchmark data is available.

Face to face, non-Hub complex
contacts

£20.00 This is management’s best estimate of the unit cost
of non - Hub complex contacts.

No actual or benchmark data is available.

Face to face, non-Hub standard
contacts

£8.00 Published UK Government benchmark is £8.50 per
face to face contact. The £8.00 estimate is therefore
considered by the project team to be within a
reasonable range when compared to the UK
Government benchmark.

On-line £0.17* Based on published UK Government average cost for
online transactions.

* The UK Cabinet Office and Government Digital Service Digital Efficiency Report (Nov 2012) states that “The
City of Copenhagen estimates that digital transactions will cost less than 5% than the equivalent face-to-face
interaction.”

Based on the information provided, and with reference to the UK Government publications noted above, the
assumptions around unit costs and projected channel shift percentages do not appear to be aggressive.
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2.4 Third Sector Payments

 The business case for Payments to Third Sector organisations for the provision of community services
presumes a reduction in overall budget of £10.8m in comparison with the FY14/15 budget. The savings are
built up until 2017/18 at which point no further incremental budget reductions are made, and the £10.8m
saving compared to the FY14/15 budget continues into perpetuity based on the assumptions made in the
business case.

2015/16 2016/17 2017/18 2018/19 2019/20

Budget including approved savings £106.3m £105.2m £105.2m £105.2m £105.2m

Bold savings (3.33%) £3.596m £3.596m £3.596m - -

TOTAL NET SAVING £3.596m £3.596m £3.596m - -

Cumulative £3.596m £7.192m £10.788m £10.788m £10.788m

PwC view

 Although the qualitative impact of the reduction is judgemental, if taken as a decrease in the overall budget
provided, there would be an expected flow through saving. Benefits tracking will be important in ensuring
that savings are not negated through future investments decisions elsewhere.
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PwC view

The proposals outlined in the business cases that we have reviewed, aim to simplify, standardise and share the
delivery of Council services. This is a transformational programme which will have significant implications
across all aspects of the Council and will require strong leadership, a motivated and engaged programme team
and project teams, as well as support to implement and deliver.

PwC are working with a number of the Councils leading transformational change in the UK, which has informed
our view on the projects being undertaken and the drive to remove complexity.

The principles of ‘simplify, standardise and share’ will help you to identify opportunities for
improvement and show how customer interactions can be improved to increase customer loyalty and grow
revenue:

Simplify: Identify complex processes and systems by challenging how they’re delivered and comparing
them to leading practice.

Standardise: Identify what processes and systems can be standardised to deliver the most benefits.

Share: Make sure new models of working are shared to improve performance across the organisation.

We believe organisations must move beyond tactically cutting costs. To stop costs creeping back in, you have to
start by changing ingrained management practices. Once management is on board you can focus on what to do
to bring the most savings. Then through the right structural changes across your organisational and operating
model, you will be on course to deliver longer-lasting savings.

So how do you do it?

We believe that the right leadership, the right team, and the right people are key to successfully
achieving such transformational change.

Organisations often underestimate just how complex their operations are. New ways of working can deliver a
greater return on investment - often over 10:1 - but this requires strong leadership and cultural change across
the organisation.

Removing complexity will improve the performance of your operations, reduce your costs and give the citizens
of Edinburgh a better experience, but your people must underpin the organisation.

4. Business Implications

54% of UK CEOs say
increasing operational

effectiveness is one of their
top three investment

priorities

PwC 16th annual CEO Survey
(2013)

Removing complexity creates an organisation that’s agile and can respond
effectively and efficiently to customer and citizen service requests. These
organisations also have a clear view of how the skills and capabilities of their
people deliver the most value to customers and the Council.

In practical terms, that means the Council’s corporate structure, customer
channels, processes, systems, organisation and data are simplified,
standardised and aligned in an operating model better designed to deliver the
Council’s strategy and customer priorities.
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People

The right people and the right culture are essential to the success of the programme. The ‘Key risks’ section
explores the challenges around ensuring the right leadership and teams are put in place to deliver this
transformation programme. The cultural change in the organisation will also be a key challenge. Your people
must be:

 Flexible, mobile and multi-skilled (IT, Customer Service and Culture Change);

 Professional, responsive customer-focused within the Council and with external partners;

 Assume anything is possible - can do, will do approach;

 Engage more with customers, partners and the voluntary sector; and

 Empowered to take responsibility to resolve service requests at the first point of contact.

An analysis of grade structure in similar organisations is a useful comparison for the Council’s current
structure:

 The analysis above, in comparison to comparable organisations (other UK Local Authorities) which
have carried out similar transformation projects, shows that the Council currently has proportionately
more staff in management grades than those organisations, suggesting that the business case objectives
to become more citizen and customer-centric, flattening management layers and reducing FTEs
through effectiveness and efficiency should be achievable for the Council.

 Grade structure is different from organisation to organisation; however ‘Senior Leadership’ in the
Council is considered to be a similar grade to ‘Senior Leadership’ and ‘Heads of Service’ in comparable
organisations. Note that this excludes Chief Officers in the programme scope.

 ‘Management & Specialists’ and ‘Supervisors & Team leaders’ are considered to be comparable to ‘Team
Managers’.

 The comparison would suggest that the current grade structure in the Council is significantly heavier at
management level than comparable organisations which are driving transformation.

 The illustration above comprises general groupings of managerial and operational roles and is therefore
based on some assumptions that will need to be refined during the design phase of implementation.
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City of Edinburgh Council is embarking upon a transformational programme that will put customers at the
centre of service delivery, supported by enabling business and customer services.

The financial constraint the Council is experiencing lends this programme further importance. The current
budget gap, based on information provided by the Council, stands at £67m to 2017/18. The Council recognises
the current delivery model as unaffordable and unsustainable.

Transformational change which aims to put customers first, as well as address the financial constraints that will
impact service delivery, is essential. The BOLD programme team has prepared business cases which outline a
sensible approach to the challenges the Council faces, including negotiating the short timescales to deliver the
required savings.

The team need to develop their approach further and put in place a more robust design and implementation
plan, however this is a current focus of the programme team and we are aware that they have mobilised in order
to refine and develop their approach.

We have not assessed or evaluated the underlying data which supports the benefits, however the quanta of
savings detailed in the business cases are reasonable in comparison to the information we have detailed in this
Executive Summary. In the Business & Customer Services and Channel Shift business cases, these estimated
savings are conservative.

5. Conclusion
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Business case reviewed Version

Neighbourhoods FBC (Final Business Case)

Business & Customer Services FBC (Final Business Case)

Digital/Channel Shift FBC (Final Business Case)

Third Sector Payments FBC (Final Business Case)

Appendix 1. Business Case
references



In the event that, pursuant to a request which City of Edinburgh Council has received under the Freedom of Information Act
2000 or the Environmental Information Regulations 2004 (as the same may be amended or re-enacted from time to time)
or any subordinate legislation made thereunder (collectively, the “Legislation”), City of Edinburgh Council is required to
disclose any information contained in this document, it will notify PwC promptly and will consult with PwC prior to
disclosing such document. City of Edinburgh Council agrees to pay due regard to any representations which PwC may make
in connection with such disclosure and to apply any relevant exemptions which may exist under the Legislation to such
report. If, following consultation with PwC, City of Edinburgh Council discloses this document or any part thereof, it shall
ensure that any disclaimer which PwC has included or may subsequently wish to include in the information is reproduced in
full in any copies disclosed.

This document has been prepared only for City of Edinburgh Council and solely for the purpose and on the terms agreed
with City of Edinburgh Council in our agreements dated 14 November 2014 and 4 December 2014. We accept no liability
(including for negligence) to anyone else in connection with this document, and it may not be provided to anyone else.

© 2013 PricewaterhouseCoopers LLP. All rights reserved. In this document, "PwC" refers to PricewaterhouseCoopers LLP
(a limited liability partnership in the United Kingdom), which is a member firm of PricewaterhouseCoopers International
Limited, each member firm of which is a separate legal entity.

This Executive Summary has been prepared for the Council CMT for general guidance on matters of interest
only, and does not constitute professional advice. You should not act upon the information contained in this
publication without obtaining specific professional advice. No representation or warranty (express or implied)
is given as to the accuracy or completeness of the information contained in this publication, and, to the extent
permitted by law, PricewaterhouseCoopers LLP, its members, employees and agents do not accept or assume
any liability, responsibility or duty of care for any consequences of you or anyone else acting, or refraining to
act, in reliance on the information contained in this publication or for any decision based on it.
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BOLD Programme – Case for Change 

Business Case Overview  

  

Description of Proposal  

The Council operates in a challenging environment where demand for key front line services continues to 
increase amidst financial constraints.  To continue meeting these financial challenges, the Council needs to 
drive forward a programme of transformational change, ensuring alignment of strategic focus, the proposed 
delivery model and business and customer support.   
 
This overview has been prepared to outline the overarching rationale, benefits (financial and non - financial), 
research and evidence to support this transformation programme. 
 
The business cases in scope under the programme are: 
 

 Neighbourhoods; 

 Channel Shift; 

 Payments to the Third Sector for the Provision of Community Services; and 

 Business & Customer Services. 
 

Note that Property is out of scope for the current phase of work on business cases and is not considered in this 
document. 

 
Together these areas provide the opportunity to transform the quality of our business, focus on customer 
outcomes and generate annual savings of £48.8m by FY19/20 (including Health & Social Care in the scope of 
the Neighbourhoods Project).  Full business cases for each of these areas are included as appendices. 
 

 

  

Our vision is to deliver: 

A lean and agile Council 

 A council built around a culture of excellent customer experience and effective, efficient  service delivery 

Focused on customers 

 A council focused on understanding our customers in order to deliver the outcomes that matter to them 

Engaged and empowered people 

 A Council driven by a motivated workforce of high performing flexible people 
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Value for Money  

Each business case is built around the principles of effectiveness, efficiency and economy to drive value for 
money for both the customer and the Council. 

 

Effectiveness The proposed delivery and support models will allow Council services to work more 
effectively through co-location, elimination of unnecessary processes, and empowering 
staff to be proactive and intervene earlier.  

Efficiency Our aim is simpler, more efficient, customer focussed processes and business support.  The 
efficiencies will reduce the need for onerous management layers and provide capacity for 
services people value most; those which have the greatest impact on the lives of our 
residents and visitors to the city. 

Economy The reduction in costs will deliver a projected annual saving of £48.8m by FY19/20 
(including health & Social Care in the Neighbourhoods business case scope) compared with 
the FY14/15 budget.  The majority of savings will be realised in 2016/17 and 2017/18. 

Additional savings should accrue over a longer period of time from increased proactive 
prevention and reduced failure demand for costly support services. 

 
Our best estimate of the likely case benefit of the programme after 5 years, based on our assumptions as 

detailed in each of the business cases, is presented below: 

 

 
Note: The target line represents the original BOLD target savings anticipated for FY16/17 and FY17/18. 
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A summary of the annual anticipated net benefits under this phase of the programme is presented below.  A 
summary of the annual anticipated net benefits under this phase of the programme is presented below. The 
estimate of the likely recurring benefits of the Programme after 5 years is £48.8m Based on the model and 
assumptions underpinning the model it is estimated that £34.0m of additional savings will be realised excluding 
existing planned savings of £12.8m and estimated savings attributable to the Housing Revenue Account of £2m. 
Anticipated investment costs of implementing the Programme are £11m comprising Programme resource costs 
of £6m and Capital investment costs of £5m.   
 

  FY15/16 FY16/17 FY17/18 FY18/19 FY19/20 

Neighbourhoods (£1.0m) £10.3m £15.9m £19.1m £21.2m 

Channel Shift (£2.8m) (£0.8m) £4.3m £4.8m £5.3m 

Third Sector Payments £3.5m £7.2m £10.8m £10.8m £10.8m 

Business and Customer Services (£0.4m) £4.8m £9.5m £11.0m £11.5m 

Total (£0.7m) £21.5m £40.5m £45.7m £48.8m 
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Programme Objectives 

The Better Outcomes through Leaner Delivery (BOLD) programme was established in December 2013 to help 
the Council address the increasing financial challenges over the coming years.  Initially tasked with informing 
the budget proposals for 2015/16, the portfolio is now focused on developing a number of transformational 
savings plans across five strategic themes to allow improved focused on Council outcomes and to support the 
implementation of a new Council delivery model: 
 

 Neighbourhoods  

 Channel Shift  

 People and Culture  

 Property  

 Payments to the Third Sector/Partnerships 

 
As noted in the introduction, property is out of scope for the current phase of business cases and is not 
considered in this document. 

 
The People and Culture theme will be progressed through the Neighbourhoods and Business & Customer 
Service projects.  They will shape the delivery model, creating a skilled and agile workforce as well as change 
the culture through teams working closer together and focussed on outcomes rather than current silos.  
 
The Finance and Resources Committee instructed the Chief Executive  to bring forward a business plan for each 
theme, to include all financial due diligence including: risk register, people plan, and a savings analysis 
underpinned by robust management information.  
 
The programme aims to deliver a step change in service delivery, transform business and customer services to 
an effective and efficient enabling function, and deliver significant cost savings against the FY14/15 budget over 
the next 5 years. 
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Scope 

BOLD Phase 2- Transformation Workstreams  

The scope for BOLD phase 2 includes the following projects: 
 

 
 
The business cases at Appendix 2 present their respective detailed objectives, scope (i.e. services, functions and 
FTEs), and underlying assumptions. 
 
The business case for Property will be presented to a future meeting of the Finance & Resources Committee 
and is outwith the scope of this document.  

Neighbourhoods model 

The scope of the Neighbourhoods project is based on the principle aim of improving customer outcomes by 

focusing on service delivery, reducing management layers and “middle office” roles, boosting staff job-

satisfaction and fulfilment, and eliminating unnecessary process.  This will create capacity for improved face to 

face contact for complex needs and facilitate better use of digital channels.  

There are clear dependencies with Health & Social Care Integration and the process that must be taken forward 

by the Council and the Health Board.  The Neighbourhoods project will focus on driving efficiencies, increasing 

prevention and addressing a growing demand for services. 

The new operating model will determine the split between ‘local by default’ and ‘city wide’ neighbourhood 

services: 

Local by default 

 

Notes: 

1. Community Protection includes Youth Justice, Community Safety (case work), Housing Options, 

Housing Support, Temporary Accommodation and Employability. 

2. Teaching staff are currently governed by nationally agreed pupil/teacher ratios.  These are out of scope 

of the Neighbourhoods project but there is an opportunity to include in future service design. 
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City-wide services 

A number of services will be delivered on a City-wide basis where it is more economical to do so. These include: 

 

*Waste, Fleet, Environmental Health & Trading Standards, Licensing, Bereavement Services, Parks, Analytical and Scientific Services 

Business & Customer Services - functions 

The Council currently delivers business and customer services through a mix of corporate support functions 

and locally managed staff within Directorates.  The employee costs for these services are around £104m per 

year.  The staff employed to deliver these services equates to 3,498 full time equivalents (FTE) covering a broad 

range of corporate functions including: 

 

 

 

 

 

 

 

These functions are in-scope for the Business & Customer Services project. 

  

 Business Support 

 Commercial and Procurement Services 

 Committee Services 

 Corporate Assets (including Facilities Management) 

 Edinburgh Building Services 

 Digital and IT 

 Finance 

 Information Management 

 Internal Audit and Risk  

 Internal Customer Services 

 Legal Services 

 Member Services 

 People and Organisation 

 Reputation and Communications 

 Strategy, Business Intelligence and Performance 

 Transformation and Business Change 
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FTEs 

The FTE numbers and associated costs which are in scope under this revised operating and service delivery 

model are based on the Council payroll as at September 2014.  The FTE impact is considered within the scope 

of the Business & Customer Services and Neighbourhoods projects.  An allowance of 27% has been included for 

Employer’s National Insurance and Pension contributions.  

 Current FTE  Cost 

Total 15,718 £529,621,597  

Business & Customer Services 3,498 £104,316,842 

Neighbourhoods 8,131 £244,559,106 

Economy & Culture  197 £7,260,677 

Chief Officers* 22 £2,598,634 

Excluded** 387 £12,271,329 

Teachers  3,483 £158,615,009 

*Chief Officers: The organisational structure, including Chief Officers, will be addressed as part of the ‘Organise 

to Delivery’ structural change.   

**Excluded: The BOLD project is seeking savings in General Fund revenue expenditure.  A number of staff 

groups including pensions staff and supernumerary staff have therefore been excluded from scope as reducing 

expenditure in these staffing groups will not achieve General Fund revenue savings for the Council.  Early years 

staffing is also excluded as staffing is governed by nationally agreed ratios.   

Other staff groups not included in the scope of the business cases are:  

 Economy & Culture: changes to these services these will be delivered as part of the Council’s revised 

operating model; 

 Teachers: Teaching staff are currently governed by nationally agreed pupil/teacher ratios.  These are 

out of scope of the programme but there is an opportunity to include in future service design; 

 Agency staff: the use of agency staff is being managed through the BOLD workforce management 

project; and 

 Edinburgh Council: Currently, the scope of the business and customer services is limited to supporting 

the Council.  Over time, there may be scope to establish service level agreements and arrangements for 

sharing services with Council-owned companies and other delivery partners. 
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Channel Shift 

All transactions and contacts that the City of Edinburgh Council has with the following groups, regardless of 

where in the organisation they currently take place, will be in scope: 

 Citizens; 

 Businesses; 

 Parents and pupils; 

 Visitors; and 

 Commuters. 

The scope will apply to all channels including: 

 

Interactions with or by the following groups will be excluded from the scope of the project: 

 Staff   (included in the scope of Business & Customer Services) 

 Elected Members  

 ALEOs    

The Channel Shift programme will measure but not be responsible for: 

 The release of staffing in line with each business case (responsibility of Contact Centre and Locality 

Offices); nor 

 The reduction in the unit costs of each channel (responsibility of ICT, Contact Centre, and Locality 

Offices). 

Third Sector Payments 

The scope of this Business Case comprises £108m of Third Sector grant and contract payments invested in 

external organisations. The range of community services across the city delivered by third parties include: 

 social care and support; 

 community learning and development; 

 employability; 

 cultural and sporting development; 

 health-improvement;  and 

 infrastructure support for the third sector.   

In-scope payments can relate to services delivered in a range of different ways and it is recognised that some, 

for example Self Directed Support and nationally agreed contracts, present particular issues.  All services will 

need to be considered individually, however the total expenditure of £108m in relation to such services is 

considered to be in scope under the proposal. 
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Health and Social Care 

A number of Council Health & Social Care services will be delivered on a locality basis under the proposed 

Health & Social Care Integration scheme.  The scheme suggests 4 sectors which will be mirrored by the 

boundaries proposed in the Council’s locality model under the Neighbourhoods proposal.   

Front office services are covered in the Neighbourhoods business case and back office functions in the Business 

& Customer Services business case.  The Public Bodies (Joint Working) (Scotland) Act, together with a number 

of related regulations, sets out the Health & Social Care Integration programme between NHS Boards and Local 

Authorities. The integration process is ongoing; integration schemes must be submitted to Scottish Ministers 

for approval by 1 April 2015 and all integration arrangements must be in place by 1 April 2016. Providing locally 

delivered services across the Council and NHS is a long term goal. 
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Context and Drivers for Change 

Financial Challenge 

The current budget gap stands at £67m to 2017/18 and key drivers for change such as the public sector reform 
agenda, health and social care integration and community empowerment legislation are all taken into account 
in proposing revised delivery models. 
 
The proposed approach for this transformation  programme is outcome based and is focused on citizens and 
customers to ensure the design and delivery of services align with the priorities that will make a real difference 
to those who live and work in Edinburgh. 

Organise to Deliver 

On 11 December 2014, the Council approved a report outlining the phased implementation and approach to 
the 'Organise to Deliver' report which was initially presented on the 23 October 2014.  The Chief Executive’s 
report outlined the drivers and principles for change in relation to the Council’s delivery model. The principles 
for change will form part of the Council’s response to the continuing increase in demand for services at the 
very time the Council is becoming more resource constrained.  
 
The report of 23 October 2014 outlined the Council’s commitment to transformational change through the 
BOLD initiative, the elements of which will underpin the Council’s new delivery model.  The proposed delivery 
model creates a fundamental change from the current delivery model by empowering front line staff in the 
localities to ensure devolved decision making and improved outcomes for citizens and provide new 
opportunities for enhanced partnership working across the City. In addition, the model will deliver significant 
efficiencies to drive out savings to address the financial challenges the Council faces. 
 
The ‘Organise to Deliver: nest steps’ report, as agreed on the 11 December 2014, sets out the case for delivery 
of front line services through the locality model as well as the case for a proposed Business and Customer 
services model that will drive effectiveness and efficiency.  
 
These business cases provide the rationale and process to be followed that will allow the new principles and 
delivery model to be implemented.  

Audit Scotland 

On 4 December 2014 Audit Scotland posted a summary of the challenges facing City of Edinburgh Council 
noting that “In May 2013 the Accounts Commission highlighted difficulties the council faced in making 
additional savings of £17 million to balance its budget in 2017/18.  That figure has now risen to £67 million.” 
 
Douglas Sinclair, chair of the Accounts Commission, said: "The City of Edinburgh Council has made some 
progress and that is encouraging. But it still has a long way to go, amid increasing demands and rising levels of 
required savings, and the continued lack of a workforce strategy is a significant omission." 

The Council has responded to the findings of the audit report with an action plan to address the 
implementation of required savings and workforce strategy.   

Drivers for change 

In the context of the constraints the Council has to address, the current arrangements are recognised as 
unaffordable and unsustainable.  This Programme proposes a step change in delivery and business and 
customer support to address these constraints.  
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Proposed Solution and Future State 

Removing complexity 

The current centralised delivery model can be complex and difficult to negotiate for customers and staff. 

Service offerings and outputs are at the centre of the model with significant time spent form filling at the local 

level, and assessing needs at local and central levels. 

The support model of business and customer services is fragmented and delivered across the organisation in a 

number of different service areas. Activities are duplicated and there are inconsistencies in the grades of staff 

undertaking similar roles, across the organisation.  

The City of Edinburgh Council is looking to identify opportunities to deliver front line services in a leaner and 

more efficient manner and business and customer services needs to reflect these changes within the 

associated teams.   

Neighbourhoods illustration 

Time is invested in determining whether customer needs meet criteria and thresholds for services offered, 

rather than determining whether the customer can be helped and how.  This results in numerous entries, re-

entries and touch points to the system which are costly, time consuming and frustrating for the customer. 

The current state of the provision of neighbourhood service provision is illustrated below. This is delivered 

across a number of different teams reporting into separate service areas.  Integrated working takes place in 

spite of this, but can clearly be strengthened. 

Current State of Neighbourhood Service Provision  

 

 

 



Overarching case  Page 12 of 23 

Future State  

 

 

The proposed Neighbourhoods model puts the customer and customer outcomes at the centre of the 

operating model and facilitates local decision-making by those closest to the customer with the experience and 

expertise to achieve a positive outcome.  In the new operating model there is a significant increase in the 

capacity of corporate operations who can focus on strategic direction, enabling and supporting decision-

making in front line services, providing quality assurance, monitoring and enhancing consistency of service and 

ultimately ensuring delivery of local outcomes 
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Operational Structure 

The revised structures proposed in each of the business cases, particularly Neighbourhoods and Business & 
Customer Services, will drive efficiencies and cost reductions will be realised through: 

 flattening the structure; 

 reducing the current level of centrally based managers; 

 removing the requirement for some service specific management layers at local level; and 

 minimising management costs and maximising resources to support front-line service delivery and 

priority outcomes. 

The following model has been prepared to illustrate how this will impact the structure and staffing numbers 
across the business: 

 

 
Note: Model excludes Chief Officers 

The 1,234 reduction in FTE proposed by the programme comprises a reduction of 560 from the proposals in the 
Neighbourhoods business case, 453 from Business & Customer Services and 221 from Channel Shift.    

The model aims to protect front line essential service delivery through greater effectiveness, and efficiencies in 
the operating model.  Reductions in the Service Delivery and Support Staff category will be possible as the 
service delivery model becomes more efficient.  The majority of the 539 FTE reduction in this category is from 
the Business & Customer Services and Channel Shift proposals (Business & Customer Services - 237; Channel 
Shift – 221; Neighbourhoods - 81). 

 
The illustration above comprises general groupings of managerial and operational roles and is therefore based 
on some assumptions that will need to be refined during the design phase of implementation.    
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Financial Analysis and Sensitivities 

The revised operating model will lead to more effective and outcomes focussed service delivery for customers. 
The efficiencies generated from the transition to the new operating model will generate savings forecast at 
£48.8m in FY19/20 (including benefits from the inclusion of Health & Social Care FTEs).  The majority of the 
savings will accumulate over a two year period in FY16/17 and FY17/18. 

An analysis of likely case savings including Health & Social Care is presented below: 

 
 

The annual saving of £48.8m v FY14/15 budget by business case comprises: 

 

The Business & Customer Services and Neighbourhoods projects are clearly critical to achieving the level of 

savings projected by the programme.  It is therefore essential that the appropriate leadership and resource is 

allocated to these teams for the duration of the programme. 

 

 

 

 

 

£21.2m 

£11.5m 

£5.3m 

£10.8m 

Business Case 

Neighbourhoods 

Business & Customer 
Services 

Digital/Channel Shift 

Third Sector Payments 
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FY17/18 savings against target 
 
The current budget gap stands at £67m to 2017/18.  The target savings identified at the outset of second phase 
of the BOLD programme by FY17/18 shown above have been reviewed against the current business case 
proposals below: 

 
The analysis shows the potential to exceed the original target; however this is dependent on effective 
implementation with leadership and a skilled and agile workforce embracing the change in culture being key to 
the change required. 

 

Non-Financial Benefits 
 
Workstream Key non-financial benefits 

Neighbourhoods  Increased community capacity 

 Fewer, earlier and more effective interventions 

 Co-produced services that more effectively meet customer needs 

 Improved social, educational and health outcomes for customers 

 Increased staff and customer engagement 

Channel Shift  Greater consistency of service 

 More proactive engagement 

 Improvement in single view of the customer 

 Increased digital literacy across late adopter citizen groups 

Third Sector 

Payments  

 More strategically aligned investment 

 Co-production with third sector and user interests 

 Improved performed on related programme KPIs e.g. Improved leverage on Council 

investments, volunteering volumes and user satisfaction percentages 

 Aligned services to reflect customer needs and outcomes 

 Avoid overlap and duplication of funding costs 

Business & 

Customer Services 

 Simplification of systems and processes 

 Standardisation and consistency across support functions, improving quality 

 Potential for greater career progression for staff across functions 

 Provision of greater management information to assist with decision making 

 Potential future opportunities to share services outwith CEC 
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Key dependencies 

The BOLD programmes are intrinsically linked in many areas and the individual projects will, in most cases, be 

dependent upon the success of neighbouring projects for their own success.  The key inter-dependencies of the 

programme are noted below. 

Health & Social Care 
The Public Bodies (Joint Working) (Scotland) Act, together with a number of related regulations, sets out the 

Health & Social Care Integration programme between NHS Boards and Local Authorities. The integration 

process is ongoing; integration schemes must be submitted to Scottish Ministers for approval by 1 April 2015 

and all integration arrangements must be in place by 1 April 2016.  This is a fundamental dependency for the 

overall BOLD programme.  Given that this is a very complex and politically important area, and with a 

surrounding uncertainty over the outcome of the programme, the impact of Health & Social Care Integration 

will need to be considered throughout. 

 

Third Sector Partnerships 
The proposed locality structure will enable a local focus on Council priority outcomes supported by a co-

produced delivery plan incorporating private, Third Sector and Council services.  Co-production will determine 

the optimum mix of provision including transfer of Council delivery to Third Sector (and vice-versa) where 

appropriate, motivating Third Sector partners to collaborate and evolve in line with real demand. 

 

Business and Customer Services 

Delivery of the new operational model will require a solid foundation in the Business and Customer Services 

model.  The design, operation and delivery of those shared services that genuinely reduce duplication and add 

value will need to support strong central strategic direction, set corporate standards and provide effective 

support to delivery.  The Business and Customer Services model will also be required to provide strong 

professional assurance and standards – as well as establishing the ability to handle the variety of demand that 

will occur effectively and efficiently. 

Channel Shift 
Operational changes proposed in the Channel Shift business case should be factored into the locality proposals. 
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Risk Assessment 

 Risk description L I Controls/Mitigating Factors 

1. 

Leadership and Governance 

Insufficient Leadership and Governance 

structure charged with, and capable of, 

making key decisions, driving 

transformation and cultural change. 

4 5 

Appointment of Leadership with the capability and 

capacity to drive the project. 

Open conversations to agree and establish ownership 

of purpose and responsibilities. 

2. 

Capacity 

Insufficient capacity within the 

organisation to deliver the required 

change. 

4 5 

Appropriately skilled resource and individuals 

appointed to the programme and change management 

roles with the skill set and capacity to deliver. 

3. 

Funding 

Management and funding resources are 

diverted away from the delivery of the 

BOLD programme resulting in failure to 

deliver the transformational change 

required. 

3 5 

Agreement of resourcing requirements for duration of 

the programme and ring fencing of budget required to 

implement.  

4. 

Dependencies 

Health & Social Care Integration will not 

run fully in parallel to the current BOLD 

Programme.  As such a key risk will be 

realisation of cashable savings in the 

wider context of a Health service which is 

under significant pressure and could be a 

diversion for savings made.  This is a 

contentious and highly political area. 

5 5 

Leadership commitment 

Clear CMT and political leadership commitment around 

savings identified under this programme. 

Benefits tracking 

Ensure that benefits tracking is in place with ownership 

assigned for each of the actions required to make 

savings. This will clearly demonstrate where the savings 

are coming from and will address any issues of double 

count against legacy. 

5. 

Cashable savings 

Programme savings are diluted due to 

the challenges around maintaining the 

redundancy pledge, and/or cash savings 

diverted to address legacy issues and 

other financial pressures. 

4 4 

 Redundancy pledge 

Options around recruitment freezes, robust 

performance management and a good 

retraining/redeployment process will be investigated 

and actioned.  Adjusting agency staffing levels and 

reviewing the current voluntary redundancy package 

are further options. 

Benefits tracking. 

As above. 
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Approach and Roadmap 

A high level Roadmap has been prepared to consider key phases of the programme over 5 years.  A detailed plan will be prepared as part of the design phase of 

each business case. 
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Appendix 1 - Programme Governance & Resourcing 

BOLD Programme Governance 

 
 

1. BOLD will report to Finance and Resources Committee on a quarterly basis on progress of 
implementation. 

2. Corporate Management Team will act as the Portfolio Board.  BOLD will report to CMT on progress on a 
quarterly basis in advance of reporting to Finance and Resources Committee. 

3. SRO Forum will be held on a weekly basis chaired by the Portfolio SRO (Alastair Maclean) or the 
Portfolio Manager (Alan Coyle) 

4. The Forum will; 

a. provide progress reports on implementation; 

b. manage information flow and dependencies; and  

c. act as a challenge/support mechanism across the portfolio. 

5. CMT will delegate responsibility (within the scope of each project) to the project board as detailed in 
each business case to make decisions by majority. 

6. CMT will act as an escalation form to deal with behavioural issues that cannot be resolved at project 
board level. 
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Programme Resource and Investment Costs 

The total estimated annual programme costs for Neighbourhoods and Business & Customer Services for 

2015/16 are presented below: 

Role 
Additional 

Cost 
Cost 

Programme management Yes £286,234 

Communications No - 

Finance Yes £122,696 

Organisational Development & Employee Relations Yes £361,214 

Change Management Yes £211,015 

Process Review Yes £238,540 

Benefits Realisation Yes £84,286 

Training Yes £174,311 

Subtotal  £1,478,296 

Marketing /Engagement Materials External £135,000 

Programme/Project Assurance External £150,000 

External Programme Support External £675,000 

Total  £2,438,296 

Resource cost estimates are based on annual payroll costs including on-costs of 27%.   

Total annual programme costs by business case for the 5 year programme plan are summarised below: 

 FY15/16 

£ 

FY16/17 

£ 

FY17/18 

£ 

FY18/19 

£ 

FY19/20 

£ 

Total 

£ 

Neighbourhoods* 1,462,978 365,745 - - - 1,828,723 

Business & Customer Services** 975,318 243,830 - - - 1,219,148 

Channel Shift^ 450,000 700,000 650,000 600,000 600,000 3,000,000 

Channel Shift^ - Capital 3,000,000 2,000,000    5,000,000 

Third Sector Payments - - - - - - 

Total 5,888,296 3,309,575 650,000 600,000 600,000 11,047,871 

Costs will be incurred in full until March 2016 and then begin to taper to the end of the calendar year as less 

resource is required.   Channel Shift costs will be incurred until FY19/20. 

The implementation team will be responsible for implementing the structural change including the recruitment 

and matching process in accordance with Council policy and in partnership with the appropriate lead 

managers.  It is assumed that the recruitment and matching process will be led by Organisational Development.  

 

 

Notes: 
^Channel Shift average revenue costs over 5 years have been presented above.  The project will also incur an estimated 
£5m of capital costs (£8m in total including revenue and capital costs). 
*60% of annualised programme level costs are allocated to Neighbourhoods based on underlying assumptions around 
project complexity and support costs required. 
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**40% of annualised programme level costs are allocated to Business & Customer Services based on underlying 
assumptions around project complexity and support costs required. 
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Appendix 2 – Project Business Cases 
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Appendix 3 – Peer Reviews 

 

This project has been reviewed and approved through the following Peer Reviews: 

 

Peer review Print Name/Signature 
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BOLD Programme 

Business Case: Channel Shift 

 

Description of Proposal  

This business case has been prepared to outline the rationale for Channel Shift, the resulting financial and non- 

financial benefits, and the evidence and corroboration that support the project. 

 

The Council currently receives over 3.7 million individual contacts from citizens every year. These contacts 

cover almost all services the Council provides and range from Council Tax, to reporting a pothole in the road, to 

registering a pupil for a school trip. Over 88% of these contacts are over the phone with the majority of the 

remainder being face to face, and almost no contacts undertaken online (digitally). The Council is not only 

falling short of the expectations of its digitally active customers but it is spending more in these areas than is 

required. 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

 
This project aims to reduce the cost of delivery of a wide range of 

Council services by shifting the channel used for customer contact to 

the most efficient and appropriate. All existing channels will remain 

open to ensure the Council continues to meet the varying needs of 

customers. The project also aims to decrease the amount of 

avoidable contact between the Council and customers by providing 

better and more pro-active customer engagement. 

This results in cost savings whilst also improving capacity for face to 

face contact allowing the most complex interactions to be handled 

more effectively. 

The BOLD vision is to deliver: 

A lean and agile Council 

 A Council built around a culture of excellent customer 

experience and efficient, effective service delivery 

Focused on customers 

 A Council focused on understanding our customers in order to 

deliver the outcomes that matter to them 

Engaged and empowered people 

 A Council driven by a motivated workforce of high performing 

flexible people 
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Value for Money  

Effectiveness Channel shift will drive business performance improvements through proactive service 

delivery. Services across the Council (once mapped and quantified) will be assessed and 

shifted to the most effective channel, using digital as the main building block. This will 

improve customer service by increasing access to these services and allowing the Council 

to pro-actively engage with its customers in real-time, 24/7.  Information and contact will 

be relevant and delivered in the most appropriate channel to the customer. 

Efficiency Using on-line (digital) as the main building block for the way the Council interacts with 

customers will reduce unnecessary contact by providing ‘at your fingertips’ information 

and guidance, allow proactive interactions informed by a single view of the customer, and 

may increase the speed at which transactions are completed. 

Economy The increased efficiencies achieved by centralising contact and reducing the unit cost of 

transactions will lead to staffing reductions. The programme will deliver a projected net 

cashable saving of  £10.9 m over 5 years (£18.9m gross saving less £8m investment costs ) 

from the management of customer contacts; with a significant additional potential saving 

from service areas through the knock-on effect of the efficiencies and effectiveness of the 

programme. 

 

Based on the model and assumptions underpinning the model £18.9m of savings will be realised over the next 

five years, excluding existing budgeted savings of £1.9m.  Anticipated investment costs of implementing the 

project are £8m.   

 

For further detail refer to the ‘Financial Analysis and Sensitivities’ section. 

Gross benefits, costs incurred and net benefits are presented below: 
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Scope 

All transactions and contacts that The City of Edinburgh Council has with the following groups, regardless of 

where in the organisation they currently take place, will be in scope:  

 

 
 

The scope will apply to all channels including: 

 

Interactions with or by the following groups will be excluded from the scope of the project: 

 Staff   (included in the scope of the BOLD Business & Customer Services programme) 

 Elected Members 

 Partners  

 ALEOs (Arms Length External Organisation)    

The Channel Shift programme will measure but not be responsible for: 

 The release of staffing in line with each business case (responsibility of Contact Centre and Locality 

Offices); nor 

 The reduction in the unit costs of each channel (responsibility of ICT, Contact Centre, and Locality 

Offices). 

The Channel Shift project will drive the automation of processes where appropriate, which will result in 

additional savings in the back office/service areas. Responsibility for delivering the savings will remain with the 

BOLD Business & Customer Services and Neighbourhoods projects, and the Channel Shift project will not 

separately measure the actual savings achieved. 
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Context and Drivers for Change 

Digital landscape 

Across the world customer expectation is now geared towards transacting digitally, 

using a multitude of different devices, 24 hours a day. People expect real-time updates 

on everything from breaking world news and posts from friends through social media, 

to the progress of a parcel delivery from Amazon. 

The UK Cabinet Office and Government Digital Service Digital 

Efficiency Report (Nov 2012) states that 82% of the UK adult 

population are online and able to use straightforward and 

convenient digital services. This will only increase over the next 

few years as those who were born into a culture of digital 

technology (‘Digital Natives’) become the most dominant 

demographic.  Our customer contact model must evolve to 

meet this changing demographic. 

In response to this changing culture, in September 2012 the Scottish Government jointly with CoSLA published 

its strategy for delivering public services within Scotland’s Digital Future entitled Scotland’s Digital Future: 

Delivery of Public Services. The strategy intends to enable, “Transforming public services to ensure they can be 

provided online whenever possible and are shaped around peoples’ needs.”  Our business case is aligned to this 

strategy. 

Current state 

Customer contact across the Council is currently fragmented. The Channel Shift business case describes the 

potential to increase engagement and empowerment of Edinburgh citizens by shifting public demand for 

Council services from traditional points of contact to an online self-service channel. 

The graphic below demonstrates the potential saving available through channel shift based on our underlying 

assumptions. 

 

https://www.gov.uk/government/publications/digital-efficiency-report/digital-efficiency-report#what-are-the-savings-from-digitising-transactional-services
https://www.gov.uk/government/publications/digital-efficiency-report/digital-efficiency-report#what-are-the-savings-from-digitising-transactional-services
http://www.scotland.gov.uk/topics/economy/digital
http://www.scotland.gov.uk/Topics/Economy/digital/digitalservices
http://www.scotland.gov.uk/Topics/Economy/digital/digitalservices
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The Council published its ICT Strategy in October 2013 and as part of that strategy engaged with customers to 

ensure that priorities were driven by their needs, which includes “Principle 4: Multi-Channel Customer Service - 

Citizens will be able to access services through their choice of channel and have a consistent user experience 

across all channels.”  

Since the launch of its ICT strategy, the Council has delivered: 

 a responsive website, co-designed with Edinburgh citizens, 

available on all devices including mobile phones and SMART TV; 

 over 30 different types of digital transactions e.g. reporting missed 

bins, reporting a problem with a street light; 

 a single CRM (Customer Relationship Management) tool, which will 

be available online, in the Contact Centre and across the 

Neighbourhood offices by early 2015; 

 validated customer sign-in through the Myaccount, a national 

solution intended to link all public services used by a citizen 

through one account.  The City of Edinburgh Council is the first 

local authority to launch this service; and 

 a main Contact Centre which already handles 50% of all contacts. 

The Council is therefore in a strong position to drive channel shift and take the opportunity to engage with an 

increasingly online customer base more efficiently and effectively. 

  

http://www.edinburgh.gov.uk/downloads/file/2016/ict_strategy
http://www.edinburgh.gov.uk/downloads/file/2016/ict_strategy
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Proposed Solution and Future State  

It is proposed that the Channel Shift project works in conjunction with all front line services in the Council and 

with customers to ensure that Council services are available on the channels that customers want and make 

economic sense. This will allow the Council to understand and act on changing trends in customer behaviours 

and facilitate effective transition of customers from traditional channels to a more customer centric and cost-

effective digital platform.  

Where a service needs to be redesigned to fit to a new 

channel choice the project will look to redesign and 

automate the associated processes to improve efficiency 

and the customer experience. Existing channels will not be 

shut down allowing for the varying needs of customers. 

The customer experience will be at the centre of the 

redesign. For example, reporting a missed bin required 

several human interactions using the old, non-digital 

process, and could take nine days to complete. The 

customer was not notified when the transaction had been 

completed leading to additional contacts being generated 

from customers wanting to receive progress updates.  

The new process is now fully automated and notifies the 

customer of receipt of the enquiry and completion 

(collection of the bin). The only human interactions are 

the customer informing the Council and the refuse 

collector completing the task. The missed bin is now 

collected in under two days. 

Where a process is being redesigned the project will 

focus on proactive communication with the customer 

keeping them well informed of progress and reducing 

the need for them to make a further contact on the 

same issue i.e. removing avoidable contacts. 

The project will also work with the Council’s marketing 

team to ensure that customers are made aware of the 

services that are available and that they are encouraged 

to use the channels that provide the best service to the 

customer and are most cost effective. 

 

 

 

Where digital is the preferred channel, contacts can take place at any time (24/7) using a number of devices. 

Face to face contact is preferred in situations where people have limited access to digital services, is the most 

efficient channel, as an initial point of contact for complicated queries, and a precursor to self-serving digitally. 
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Described below are examples of good practice to be implemented as part of the project: 

What good looks like 

Digital Self-Service • The majority of interactions to be digitally enabled 

• Digital services are designed by/with the citizens that will use them 

• Council advertising proactively promotes digital as the primary 
channel 

• Citizens are supported to interact with the Council using the digital 
channel 

Customer Reach • All citizen interactions regardless of the channel should be integrated 
to ensure a smooth customer journey 

• Provisions are in place for citizens who cannot access digital 

• The Council should be proactive in interacting with all its citizens 

Knowledge Sharing • Best practice and information should be shared across the different 
services within the Council 

• Back office systems should interact with each other to allow data to 
be widely shared and used 

• Digital knowledge shared internally to support digital culture 
development 

• Digital knowledge should be shared with partners to enhance citizens’ 
digital opportunities 

Effectiveness  and Efficiency  • Channel Shift should be progressed throughout the Council, with all 
services digitising their offerings where possible 

• The Council should leverage its existing systems, rolling them out 
across the organisation to promote consistent usage across different 
services 

Decision-making • There should be clear understanding about what data is being 
collected and it should be shared across the organisation 

• The data collected should be used to understand citizens’ 
needs/expectations and feed that into the decision-making process 
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Approach and Roadmap 

The Channel Shift project will use the following 4 stage approach 

 

The project will also drive the recovery and cleansing of the data currently managed in key Council systems. 

The requirements for the data cleansing will be set within each mini-business case. 
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Project Principles 

The following principles, agreed by the CMT on 29 September 2014, will be used to ensure consistency of 

approach and best value is achieved: 

 Project principles 

1. The Council will adopt a multi-channel approach working from a single view of the customer; 

2. The Council will ensure our digital services can be accessed via any device type, now and in the future; 

3. The Council will focus our channels on delivering the needs of our customers; 

4. The Council will authenticate all users via the Myaccount service; 

5. 

The Council will deliver a consistent user experience across the channels. The experience will be owned 
by: 
o Contact Centre – telephony contact 
o ICT – digital contact 
o Neighbourhoods/Localities offices – face to face in Neighbourhood offices 
o Customer Services – face to face in High Street Hub; 

6. We will aim for a first time fix (“one and done”) on over 90% of contacts; 

7. 
The Council will “Close the loop” by pro-actively digitally notifying the customer when transactions reach 
major milestones; 

8. 
The Council will focus promotion to emphasise the channel that is most appropriate for the target 
audience; 

9. The Communications team will co-ordinate all communications and marketing; 

10. 
The Council will move towards having one contact centre that will handle all phone and digital contacts 
from customers; 

11. The Council will have a single named owner for each process, with authority to make decisions; 

12. We will create automated processes, built around digital but available through other channels; 

13. All new services will only be deployed on digital channels; 

14. 
The Council will ensure all customer data will be seen as a Council asset and must comply with the 
required standard/quality; 

15. 
When an existing face to face or phone based service is transferred into the corporate facility all the 
existing budget and staff will also transfer, at the current levels, to either the Contact Centre or 
Neighbourhoods/Localities; and 

16. 
The Contact Centre or Locality will be accountable for delivery of the savings profile associated with 
Channel Shift. 
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Do Nothing Analysis 

In the Scottish Government report, Scotland’s Digital Future: Delivery of Public Services 2012, the Government 

states: “Our ambition is for citizens and businesses to access public information and services in the same 

seamless and effortless way that they access services from the highest rated online commercial offerings.” If the 

project does not go forward the Council will continue to fall short of the expectations of the Scottish 

Government and its digitally active customers and will fail to “future proof” services. 

 

In failing to transform the way the Council interacts and transacts the Council’s costs will continue to rise as the 

organisation will not be using the most effective, efficient channels for its interactions with citizens and 

partners.  The Channel Shift project will assist in the modernisation of the organisation, keeping pace with 

private sector services. 

 

  

http://www.scotland.gov.uk/Resource/0040/00407741.pdf
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Financial Analysis and Sensitivities  

The improvement in customer engagement and empowerment through using the most effective and 

appropriate channels to deliver services will drive efficiencies and cost savings. 

The Channel Shift project forecasts a gross saving of £18.9m (excluding existing budgeted savings of £1.9m) 

over five years, with a recurring £5.3m saving thereafter from the baseline of the 2014/15 budget. 

The project will also incur investment costs of £8m for infrastructure, implementation and associated costs 

across the period. The required initial capital investment of £2m will be allocated from the “technology 

innovation fund” and repaid to the fund as the benefits are secured within a 2 year period. The remaining £3m 

capital investment will be drawn down on a case by case basis when mini-business cases are approved. 

 

See Appendix 1 for detailed financial projections. 

 

Channel shift is expected to happen in the following profiles.  

  

This business case is based on the ‘likely’ scenario above. 
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Sensitivities and Non-financial benefits 

The chart below illustrates the high, likely and low net project savings forecasts: 

 
 

 

Non-financial benefits 

Greater consistency of service 

Increase in capacity for front line staff to focus on complex needs through face to face contacts  

More proactive engagement with customers 

Improvement in single view of the customer 

Engaging with the customer using their preferred channel 

Improved productivity by utilising capacity in existing technology 

Improved Council reputation through more efficient and proactive service delivery 
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Appendix 1: Assumptions 

Assumption Key figure Commentary 

Baseline volumes (p.a.) 

Customer service phone 

calls 

3,342,231 Volumes are as reported by service departments, with the exception of the 

figures for Services for Communities which have been scaled back by 20% to 

avoid potential double counting in contact volumes. 

Face to face contact 397,217 Volumes provided by the Locality offices are based on actual data. Some of 

the recording processes are thought to be limited in their ability to capture 

every contact e.g. multiple contacts on the same issue, therefore this 

number is potentially understated. 

Baseline costs (per unit) 

Contact centre calls £3.30 £3.42 per unit according to Contact Centre data based on 3 years of trading. 

A conservative estimate of £3.30 has been used. 

Non-contact centre calls £4.00 Conservative estimate based on lower volumes and estimated utilisations – 

considered to be c20% less efficient than contacts in the Contact Centre. 

High Street Hub 

contacts 

£6.00 Based on actual data from 3 years of trading. 

Face to face, non-Hub 

complex contacts 

£20.00 Examples of transactions include citizens with multiple housing and benefits 

issues, complex care needs assessment and homelessness. No actual or 

benchmark data is available. Sample data shows that these transactions can 

take up to 2.5 hrs. Given the nature of these contacts an estimate of 250% of 

a standard face to face, non-Hub contact has been used. 

Face to face, non-Hub 

standard contacts 

£8.00 UK Government benchmark is £8.50 per face to face contact. SOCITM 

benchmark is £8.62.  

Online contacts £0.17 Based on government average cost for online transactions. 

Forecast volumes 

Avoided contacts 20% by year 

3 

With improved processes and proactive customer communication contacts 

can be reduced and, where appropriate, avoided. 
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Channel Shift 

Year 1 6% Conservative estimates of year 1 channel shift potential – based on UK 

government report on potential for channel shift (Digital Efficiency Report 

(November 2012)) 

Year 2 18% The UK Cabinet Office and Digital Service Digital Efficiency Report 

(November 2012) assumes a base case for channel shift potential of 82% 

(based on the % of the UK population that are online and able to use 

straightforward and convenient digital services). This case uses a 

conservative estimate based on this potential. 

Year3 42% 

Year 4 46% 

Year 5 50% 

Investment 

Infrastructure £2,000,000 Includes document management and contact telephony. 

Implementation £3,000,000 To be confirmed in mini-business cases. 

Marketing £900,000 From FY17/18 onwards. 

Digital Customer 

Experience 

£750,000 Ongoing costs as they will form part of customer teams. 

Project Team £450,000 For the first 3 years – best estimate. 

Ongoing ICT costs £900,000 Best estimate. 

FTE reductions 

 The FTE calculations use a figure (salary + associated costs) derived from the cost of a Customer Service 

Agent (Grade 4). The staff associated with a shifted transaction (therefore transferring into the Contact 

Centre or Locality) will be of varying grades but none are believed to be lower than Grade 4. 

 Headcount reductions are not being counted in any other BOLD business cases or committed/proposed 

budget savings. 

 We have assumed that the organisation will release staff to realise the savings in-line with each mini 

business case, and that the channels will manage service quality to the remaining available resources. 

Scope 

 The business case includes the existing budget savings commitment to save £1.872m over 5 years 

through efficiencies in the Contact Centre.  The Channel Shift project will take responsibility for delivery 

of these savings but assumes that no other channel shift related savings currently exist in the budget. 

 This business case does not include process efficiency/back office savings that should be achieved in 

the service areas, as these will be delivered by those service areas.  Based on publically available 

information for similar projects in UK Councils, this could be three times the savings achieved in the 

channel. 

 All costs relating to resolution of data quality issues will be borne by the service area that is currently 

responsible for that data; therefore no related costs are included in this business case. 

https://www.gov.uk/government/publications/digital-efficiency-report/digital-efficiency-report
https://www.gov.uk/government/publications/digital-efficiency-report/digital-efficiency-report
https://www.gov.uk/government/publications/digital-efficiency-report/digital-efficiency-report
https://www.gov.uk/government/publications/digital-efficiency-report/digital-efficiency-report
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Appendix 2: Finance Projections 
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Appendix 3: Governance and Resourcing 

Strong and effective governance supported by a project team with the correct levels of knowledge and 

experience will be key to the success of this project and the associated benefits and savings. 

The objective of the governance structure is to create: 

 Alignment – through monitoring so that programs and projects stay aligned with overarching BOLD 

strategy and that inter-dependencies are managed 

 Visibility - through the consistent execution aligned to clear standards and effective communications 

 Predictability – through the application of leading practice based planning, estimating and tracking 

 Accountability – through tiered accountabilities, empowerment and performance measurement and 

proactive benefits planning, management and realisation 

Programme Governance 
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Resourcing and costs (5 years) 

Costs Analysis 

Staff costs £’000 

SRO 50 

Project Manager/Implementation lead 150 

Customer Experience Specialist 750 

Project Support 130 

Business Analysts 120 

ICT Support 900 

Sub-total 2,100 

Marketing – Specialist Support 900 

Total revenue costs 3,000 

Capital costs  

ICT Infrastructure 2,000 

Process change implementation 3,000 

Sub-total 5,000 

Total 8,000 

 
These costs have not been included in the overall project level resourcing costs and are therefore specific to 
the Channel Shift project. 

 
Costs Analysis (beyond year 5) 

Ongoing revenue costs £’000 

Marketing 250 

ICT Support 350 

Total 600 
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Appendix 4: Dependencies 

Theme/Initiative Nature of Dependency 

ICT Transformation 
programme  

Ensure current programme continues at the same pace as agreed timescales 
and continues to deliver using the agreed technical standard. 

Contact Centre 
improvements and 
efficiencies  

Contact Centre must continue to drive efficiencies in business processes to 
drive down the unit cost of transactions. Contact Centre must be ready to 
implement new services to agreed timescales. 

BOLD Neighbourhoods 
Programme  

Change in business processes required within Locality offices in order to 
complete a larger range of transactions, to assist in changing customer 
behaviour and encourage channel shift. 

Marketing and 
Communications Plan  

Marketing of specific transactions and the effective promotion of channel shift 
is essential to changing customer behaviour. 

BOLD Business  & Customer 
Services Programme 

Business Services will drive the process change across the organisation that 
channel shift will enable. 

Organisational Leadership Cultural change across the organisation needs to be driven and supported by 
the CMT to continue to ensure adherence to key project principles in a timely 
manner. 

Service area savings  Channel shift will deliver savings detailed within the business case but savings 
within service areas will be dependent on Neighbourhoods and Business & 
Customer Services. 
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Appendix 5: Risk Assessment 

  

 

 

Risk 

Likelih
o

o
d

 

Im
p

act 

Controls/Mitigation Factors 

1. Agreed key Channel Shift 
principles and/or Board 
decisions are not adhered 
to by the organisation in 
the required timescale. 

4 5 Channel Shift Board has been fully empowered to make 
Channel Shift project related decisions on behalf of the entire 
organisation.  All Directors and CEO have agreed to address any 
non-compliance that is escalated as a high priority.  Formation 
of Channel Shift Working Group which will include service area 
representatives to ensure consistency of approach and 
message across the organisation. 
 

2. Staff are not released in 
the required timescales. 

2 4 A combination of release of temporary staff, reduction of 
overtime and the use of natural attrition will mitigate this risk. 
Only after these options have been fully exhausted will the 
programme seek to release Council employees.   The 
redundancy pledge will also require to be considered. 
 

3. Data quality issues are not 
addressed (this issue 
needs to be addressed 
regardless of the Channel 
Shift project). 

4 4 Data quality improvement plan in development.  CMT have 
agreed that the system/data owner will take ownership and 
provide resource to drive the required improvements in data of 
each key Council system. 
 

4. Customers do not change 
their behaviour. 

2 4 Marketing budget is included within the programme budget 
and marketing plan in place, the effectiveness of which will be 
tested at regular intervals and plan amended accordingly. The 
marketing team will recruit external specialist organisations to 
support these marketing campaigns. The plan includes 
provision of Customer Experience specialists to ensure ease of 
use for the citizen. 
 

5. Lack of sign off of the 
project prevents the 
gathering of baseline data 
to begin mini-business 
case production. 

4 3 Target Committee sign off in January. Governance structures to 
be set up pre-approval. Marketing procurement underway 
(contract signature once approval granted). If approval is not 
granted in January, timescales detailed in this plan will slip and 
key project resources will be lost. This will create a time lag on 
eventual approval. 
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Appendix 6: Current transactions pipeline 

No Transaction 

1 Report It - Litter 

2 Report It – Road defect 

3 Report It – Blocked or choked gully 

4 Report It – Dark street light 

5 Report It – Graffiti 

6 Report It – Dog fouling 

7 Report It – Grit bin requires cleaning 

8 Report It – Gritting required 

9 Report It – Grit bin requires filling 

10 Report It – Overhanging foliage 

11 Report It – Damaged road signs 

12 Report It – Missed bin 

13 Report It – New grit bin 

14 Find out bin collection day  

15 View Council Tax and NDR account  

16 View rent account  

17 View last payment 

18 View benefits 

19 Report potholes  

20 View Me – Last transaction (performance via responsive web using CRM info) 

21 View Me – What details do you hold (such as name, address, dob etc.) 

22 View Me – Latest bill (Council tax, Rent and benefits) 

23 Make a  - Complaint (relating to Council Services or products) 

24 Make a - Suggestion – (relating to Council Services or products) 

25 Make a – General Enquiry (relating to Council Services or products) 

26 Make a  - Compliment (relating to a member of staff, service or product) 

27 Change of name - will notify departments and MyAccount of the change 

28 Change of address - will notify departments and MyAccount of the change 

29 Change of email address - will notify departments and MyAccount of the change 

30 Create a citizen 

31 Replacement of recycling bin 

32 Replacement of recycling bag 

33 Online directory search of care and support services – responsive web directory 

34 Revenues and Benefits – Close existing Council Tax account and moving out of Edinburgh 

35 Revenues and Benefits - Setting up a Direct debit 

36 Revenues and Benefits – Change of circumstances on existing Council Tax account 

37 Revenues and Benefits - Apply for Council Tax Single Person discount 

38 Revenues and Benefits – Apply for Empty and Unfurnished discount 

39 Revenues and Benefits - Refund 
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40 Revenues and Benefits – Credit transfer 

41 Revenues and Benefits – Apply for Student Council Tax discount 

42 Revenues and Benefits – Set up and moving NDR account 

43 Revenues and Benefits - Setting up a Direct debit (NDR) 

44 Revenues and Benefits – Refunds (NDR) 

45 Revenues and Benefits – Setting up a new claim 

46 Revenues and Benefits – Evidence gathering 

47 Apply for residents parking permit – including priority permit 

48 Renew a residents parking permit 

49 Housing – Display rent arrears and other financials 

50 Request Social Care assessment or advice (i-chat) 

51 Fostering Emergency – Fast and efficient contact 

52 Early intervention  - vulnerable children at risk 

53 Road permit application – space on public road or pavement e.g. tables outside a restaurant 

54 Pay a roadwork’s penalty notice 

55 Revenues and Benefits – Pay Council Tax by credit/debit card 

56 Pay for pay and display parking by mobile 

57 Schools – Request non-catchment area place P1/S1 

58 Digital rents – text messages for arrears and online payments 

59 Pay collection of bulky waste 

60 Recycling bank – full or missed 

61 Replacement recycling bin/box – New service 

62 Request 360 residual/recycling bin – larger households 

63 Request special uplift  - exception to normal bin rounds 

64 Request larger bin 

65 Request additional garden bin 

66 Request Assisted collection – customer unable to leave bin out for collection  

67 Request a recycling information pack 

68 Conduct of crew – comment on behaviour of waste crews 
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Appendix 7 – Peer Reviews 

 

This project has been reviewed and approved through the following Peer Reviews: 

 

Peer review Print Name/Signature 
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BOLD Programme 

Business Case: Business and Customer Services  

Description of Proposal 

As the Council looks to address significant financial pressures whilst maintaining quality services, there is a 

need to consider all functions across the Council. Business and customer services are key enablers for front line 

services and will be essential in supporting future change and transformation. This business case has been 

prepared to outline the rationale for implementing a business and customer services model for enabling 

functions across the Council and will present the resulting financial and non - financial benefits, as well as 

research and evidence supporting the project. 

The current Council delivery model of business and customer services is fragmented and delivered across the 

organisation in a number of different service areas. Activities are duplicated and there are inconsistencies in 

the grades of staff undertaking similar roles. The Council is looking to identify opportunities to deliver front line 

services in a leaner and more efficient manner, and business and customer services needs to reflect these 

changes within the associated teams. 

The project will review all enabling functions across the Council with the objective of improving the 

effectiveness and efficiency of these functions, creating a strong back office to help drive the delivery of 

outcomes through enhanced direct support to front line services. 

It is proposed that the Council moves to a new model for business and customer services. This will be a 

corporately managed support service with local focus as required through local client managers. This 

integrated model will deliver benefits through reduced duplication, greater customer focus, increased use of 

technology to support self-service and the provision of intelligence-led, quality professional support for front 

line services.  

It is estimated that the adoption of a business and customer services model will deliver annual savings of 

£11.5m by FY19/20 and £37.4m over 5 years, based upon the ‘most likely outcome’ figures. 
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Value for Money 

This proposal aims to deliver value for money to the Council to support the delivery of front line services. 

Effectiveness 

The project will be focused on providing appropriate support services for 

front line services.  These will be delivered though a range of channels, 

aligned to users’ needs.  The development of common, customer-focussed 

processes and systems will improve service delivery and service decisions 

will be supported through the availability of high quality management 

information. 

Efficiency 

Significant operational benefits can be delivered through the development 

of an Integrated Support Services model for business and customer 

services.  It is anticipated that, once implemented, this project will deliver 

annual savings of £11.5 million equivalent to an 11% reduction in current 

employee costs in this area. These optimised services will support the 

delivery of local, front line services to improve outcomes while driving a 

reduction in the Council’s overall operating costs.  

Economy 

There will be a focus on developing new skills to build the capability of the 

workforce.  Through knowledge sharing, the new processes and lessons 

learned from the implementation phase can be shared with local 

businesses.  There may also be an opportunity to provide business and 

customer services to partners and other organisations across Edinburgh. 

 

Through reduction in staff and associated costs, the most likely case savings figure for the project is £37.4m 

over 5 years. The annual breakdown of the savings over the next five year is shown below: 

 

Most likely outcome       

 15/16 16/17 17/18 18/19 19/20 Total 

Anticipated Savings £0.4m £5.0m £9.5m £11.0m £11.5m £37.4m 

 

To reflect the deliverability of these savings, percentages have been applied to the total savings to provide a 

sense of the worst, most likely and best outcomes. To achieve these benefits, it is anticipated that an 

investment cost of £1,219,148 spread over the first 2 years of the project will be required. 
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The Proposed Solution section provides a more detailed breakdown of the identified savings. 

Non-financial benefits 

The creation of a new delivery model for business and customer services will not only deliver significant 

financial savings but will also provide the Council with a wide range of non-financial benefits, including: 

 Improvement of the locality and city-wide teams’ experience through streamlining of processes and 

service delivery functions, and moving towards a ‘right first time’ customer focussed approach 

 Removal of time consuming non-core activities from frontline staff allowing them to focus on 

delivering to their customers 

 Potential for greater career progression and development opportunities for staff  

 Provision of better insight and management information to assist with decision-making and use of 

performance indicators to monitor success 

 Providing future opportunities to share services outwith Council or deliver through alternative models 

 Supporting the Council’s pledges to environmental sustainability through reduced use of paper and 

carbon footprint via increased use of self service functions 
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Total Investment Cost Most Likely Net (80%) 
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Scope 

The scope of the BOLD Programme is based on the Council payroll as at September 2014. An allowance of 27% 

has been included for Employer’s National Insurance and pension contributions.  On this basis, the scope of the 

business and customer services project is estimated at a total cost of £104m and a total staffing of 3,498 FTE. 

BOLD area of scope Current FTE Cost 

Total 15,718 £529,621,597 

Neighbourhoods  8,131 £244,559,106 

Economy & Culture  197 £7,260,677 

Chief Officers* 22 £2,598,634 

Excluded  387 £12,271,329 

Teachers  3,483 £158,615,009 

Business & Customer Services 3,498 £104,316,842 

A number of staff groups are not included in the scope of the Business & Customer Services business case for 

the following reasons:  

 Neighbourhoods: the scope of the Neighbourhoods BOLD project accounts for front line staff and are 

therefore not in the scope of this delivery proposal 

 Economy & Culture:  changes to these services will be delivered as part of the Council’s revised 

operating model  

 Excluded: The BOLD project is seeking savings in General Fund revenue expenditure. A number of 

staff groups including pensions staff and supernumerary staff have therefore been excluded from 

scope as reducing expenditure in these staffing groups will not achieve General Fund revenue savings 

for the Council. 

 Agency staff: the use of agency staff is being managed through the BOLD workforce management 

project 

 Edinburgh Council: Currently, the scope of business and customer services is limited to supporting the 

Council.  Over time, there may be scope to establish service level agreements and arrangements for 

sharing services with Council-owned companies and other delivery partners. 

Context 

The Council currently delivers business and customer services through a mix of corporate support functions 

and locally managed staff within Directorates.  The employee costs for these services are around £104m per 

year.  The staff employed to deliver these services equates to 3,498 full time equivalents (FTE) covering a broad 

range of corporate functions including: 

 Business Support 

 Commercial and Procurement Services 

 Committee Services 

 Corporate Assets (including Facilities 

Management) 

 Edinburgh Building Services 

 Digital and IT 

 Finance 

 Information Management 

 Internal Audit and Risk  

 Internal Customer Services 

 Legal Services 

 Member Services 

 People and Organisation 

 Reputation and Communications 

 Strategy, Business Intelligence and 

Performance 

 Transformation and Business Change 
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The following table provides an overview of where the in-scope staff are currently deployed across business 

and customer services making up the £104m project scope.  This table excludes agency staff, consultants and 

Third Sector spend on services, but include salary and on-costs.  A full breakdown of the services within each of 

the areas outlined below can be found in Appendix 1. 

 FTE Employee Cost 

Business Support 866 £24,297,446 

Commercial and Procurement 73 £3,350,005 

Corporate Assets 1028 £22,619,890 

Edinburgh Building Services 282 £8,895,405 

Committee Services  14 £580,615 

Members Services 28 £865,509 

Internal Customer Services 613 £17,102,589 

Digital & IT 62 £2,665,416 

Finance 95 £4,256,157 

Information Management 34 £1,333,453 

Internal Audit/Risk 27 £1,240,173 

Legal Services 42 £2,108,593 

People & Organisation 119 £5,031,911 

Marketing and Communications 49 £2,200,045 

Strategy, BI & Performance 137 £6,232,852 

Transformation and Business Change 29 £1,536,779 

Total 3,498 £104,316,842 

Source: Council Finance and staff allocation by BOLD team 

Based upon the most recent Scottish Local Government Benchmarking Framework, the Council total support 

service cost equates to 7.1% of the total gross Council spend. 

 

Figure 1: Cost of business and customer services as a percentage of total gross budget 
Source: Scottish Local Government Benchmarking Framework 
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Figure 1 gives an indication of the cost of City of Edinburgh Council’s business and customer services compared 

with the Scottish local authority average (5.1% in FY13/14).  Over the last four years, the percentage has 

increased from 5.0% to 7.1%, making City of Edinburgh Council the fifth highest in proportionate cost of the 

thirty two Scottish local authorities.   

Each council is different, with varying operating structures and service requirements. However, the Council’s 

business and customer services costs also appear high when compared with other urban authorities, notably 

Dundee (5.4%), Aberdeen (4.8%) and Glasgow (4.6%). These figures indicate that one of the contributing 

factors to the increasing percentage cost of support staff is that they have not reduced at the same rate as the 

other services.  

In order to support the future operating model over the coming years, business and customer services will 

need to enable the delivery of local outcomes using significantly fewer resources to reflect the overall 

reduction in size of the organisation as a result of the change transformation will bring. 

As the Council redesigns its operating model, support services will need to be designed to enable the effective 

delivery of front-line services.  The Council already has some experience in delivering transformational change 

as denoted by the development of the HR Service Centre, the centralisation of large amounts of ICT and 

through the Finance review. With this in mind, the following support service operating principles have been 

developed: 

 Business Alignment  

The purpose of business and customer services is to support the core delivery functions of the 

Council. 

 Quality  

Services will be provided to the necessary standard to support internal and external customers. 

 Continuous Improvement  

Everyone involved in the delivery of services will be focussed upon identifying opportunities to 

improve the quality, effectiveness and efficiency of the services being delivered. 

 Value  

The processes within business and customer services will reduce waste and they clearly demonstrate 

value to their customers. 

 Technology-enabled  

Efforts should be made to adopt technology to support self-service, to improve effectiveness and to 

provide customer insight and business intelligence to support decision making across the Council. 

 Service  

It is essential that there are measurable service levels which are met or exceeded by business and 

customer services. 

 Agility  

Business and customer services will be delivered in such a way that they can react to significant 

changes within the Council and the wider public sector. 
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Future State 

The proposed solution to deliver business and customer services for the Council is through an Integrated 

Support Services model. This proven approach has been adopted across public and private sector organisations 

and cost savings generated from this model have typically led to savings in the order of 10% - 30% in Local 

Government.  Although savings need to be tailored to the individual circumstances of where services are being 

shared, the order of magnitude is significant. The Cabinet Office has evidenced typical savings levels at 

between 20% - 40% for shared corporate services across a range of governmental departments. High profile 

examples include: 

 Transport for London saved over 20% in the first year of support services. 

 NHS Trusts saved 20% by joining NHS Shared Business Services and guaranteed a further 2% per 

annum every year of operation 

 NAO Report March 2012 stated that cost savings can be made by sharing back office functions and 

the private sector has typically saved in excess of 20 per cent 

This solution proposed by the BOLD team aims to deliver a support services model for business and customer 

services which will provide an integrated, consolidated and smarter approach to the delivery of support 

services, driving out duplication and inefficiency and delivering economies of scale. It will have a strong client 

and customer focus to give essential and ‘business critical’ support to the Council’s front facing Services, 

concentrating on the requirements of these internal clients and providing the best services possible within a 

managed level of resource that recognises the pressures on public sector spending.  Figure 2 shows, an 

overview of the proposed operating model.   

 

Figure 2: Business and Customer Services Model 
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The Council has recognised the need for support functions to deliver a more effective and efficient service 

supporting local outcomes which will require a radical approach. This integrated model will reduce duplication 

and bring significant benefits in the form of more streamlined support services.  This will be delivered through 

a move to greater self-service, the creation of an internal service desk and the delivery of value-add services 

through greater use of customer insight and business intelligence. 

At the heart of the effective and efficient business and customer services, there will be a delivery model that 

offers a range of channels to meet particular customer needs.  Where there is a relatively straight forward 

request or transaction, it is anticipated that this would be supported through either technology-enabled self-

service or through a service desk.  For more complex requests, there will be operational and strategic support 

available to enable the delivery of frontline services.   

The model has been developed in such a way to allow each function the flexibility to ensure localities and city-

wide services receive the business and customer support required to enable effective service delivery. 
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Project Principles 

CMT as the Portfolio board, have agreed the following priorities that will inform the delivery of the business 

and customer services workstream. 

 Organisation structures must meet the needs of the business and align to council outcomes rather 

than redesigning around current people and processes 

 The operating model will be designed to achieve: 

–  better integration of the internal support service, driving collaborative corporate behaviours and 

discouraging silo working 

– Identify new ways of working that will increase efficiency and cost less to deliver 

– Eliminate duplication of resources through the sharing of expertise and teamwork 

– Simplify management structures and reporting lines  

 Organisational, process and ICT solutions need to support the business in the short, medium and 

long-term, including: 

– All ICT being brought together 

– All performance activity brought together 

– All commercial and contract activity in one place 

– All asset management in relation to property in one place (including schools, community centres, 

commercial property and housing) 

The approach taken to date is based upon discussions, comparison with benchmarks and alignment with 

operational and commercial best practice. Further analysis and engagement will be required during the design 

phase to validate the approach and to bring greater certainty to the anticipated savings. 

The following section provides an overview of the anticipated savings and a more detailed explanation of each 

proposal can be found in Appendix 2. 

Benefit Summary 

A range of opportunities have been identified to support the transition to an Integrated Support Services model 

for business and customer services.  The following table provides a summary of savings over 5 years, based 

upon ‘most likely outcome’. These individual area savings form the total estimated savings of £37.4M. 
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Item Opportunity Est. 5 Year 
Benefit 

Wider Benefits 

1. Business Support 
£8.75m 

 Front line services able to focus on value-add activities 

 Streamlined approach to business support delivery 

 Greater clarity of grade structure and career path 

2. Commercial and 

Procurement 
£0.67m 

 Reduction in value leakage from existing contracts 

 Increase in procurement savings through improved MI and focus 

3. Corporate Assets 
£9.05m 

 Increased alignment between service provision and service area demand 

 Flexible service to support changing property portfolio 

 Smarter working including working from home 

4. Edinburgh 

Building Services 

 

£1.99m 
 Enhanced customer service, supported by service level agreements 

 Better management information to support service planning 

 Improved materials and third party costs through ongoing commercial 
focus 

5. Committee 

Services 
£0.18m 

  Streamlined approach to Committee services delivery 

6. Member Services 
£0.47m 

 Increased ability to focus on the needs of the Members and core 
responsibilities 

7. Internal Customer 

Services 
£4.79m 

 Greater availability of information and support through self-service 
solutions 

 Consistent quality of service through coordinated support systems 

 Customer insight driven to enable effective service delivery and 
transformation 

8. Digital & IT £1.01m  Enabling wider Council transformation 

 Increased use of self-service relieving services of administrative tasks 

 Operational effectiveness through new processes and systems 

9. Finance £0.31m  Opportunity to adapt the ratio of professional staff to support staff due to 
the introduction of improved / new financial systems 

 Increased confidence in management information  and benefits tracking 

 Enabler to service transformation 

10. Information 

Management 

£0.53m  Consistent approach to information and data management  

 Trusted data available to inform Council decisions 

 Standard data sets to build increased confidence in reporting standards 

11. Internal 

Audit/Risk 

£0.37m  Better access to information for service areas through Centre of 
Excellence  

 Targeted challenge to reduce risks for the Council 

 Consistent approach to risk management 

12. Legal Services £2.18m  Increased accountability, remove ‘first point of contact’ from professional 
services 

13. People & 

Organisation 

£1.41m  Easier access for staff to relevant information and services through self-
service function 

 More streamlined approach to HR service delivery 

14. Marketing and 

Communications 

£0.62m  More streamlined approach to citizen engagement 

 Increase use of self-service i.e. central access to material 
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Item Opportunity Est. 5 Year 
Benefit 

Wider Benefits 

15. Strategy, BI & 

Performance 

£4.24m  Streamlined approach to production of management information and 
easier access to Council data 

 Streamlined approach to customer and business insight through a single 
point of contact 

 Increased confidence in data and a ‘right first time approach’ 

 Easier access to information for Council service areas 

16. Transformation 

and Business 

Change 

£0.80m  Centrally coordinated specialist transformation team 

 Establishing and sustaining a culture of change and  

 Focus on improved outcomes for service users in a challenging financial 
environment 

As well as the initiatives outlined above, there are four key enablers that will be required to optimise the 

delivery of the benefits: 

 Consolidation to functional management structure 

 Transition to new operating model with single management structure 

 Optimisation of operating model 

 Transformation through the new ICT partnership.   

Savings Profile 

The following table summarises the anticipated savings across each of the functional areas over five years, 

based on the most likely outcome.   

 15/16 16/17 17/18 18/19 19/20 Total 

Business Support £0.00m £1.56m £1.94m £2.33m £2.92m £8.75m 

Commercial and Procurement £0.00m £0.00m £0.13m £0.27m £0.27m £0.67m 

Corporate Assets £0.00m £0.90m £2.71m £2.71m £2.71m £9.05m 

Edinburgh Building Services £0.00m £0.28m £0.28m £0.71m £0.71m £1.99m 

Committee Services  £0.00m £0.04m £0.04m £0.04m £0.04m £0.18m 

Member Services £0.00m £0.12m £0.12m £0.12m £0.12m £0.47m 

Internal Customer Services £0.00m £0.68m £1.37m £1.37m £1.37m £4.79m 

Digital & IT £0.11m £0.21m £0.21m £0.24m £0.24m £1.01m 

Finance £0.00m £0.00m £0.10m £0.10m £0.10m £0.30m 

Information Management £0.00m £0.00m £0.11m £0.21m £0.21m £0.53m 

Internal Audit/Risk £0.00m £0.00m £0.12m £0.12m £0.12m £0.37m 

Legal Services £0.00m £0.44m £0.58m £0.58m £0.58m £2.18m 

People & Organisation £0.00m £0.20m £0.40m £0.40m £0.40m £1.41m 

Marketing and Communications £0.00m £0.09m £0.18m £0.18m £0.18m £0.62m 

Strategy, BI & Performance £0.25m £0.50m £1.00m £1.25m £1.25m £4.24m 

Transformation and Business Change £0.00m £0.00m £0.18m £0.31m £0.31m £0.80m 

Total £0.36m £5.03m £9.50m £10.95m £11.53m £37.37m 

* FY15/16 Business Support’s anticipated savings have been removed to eliminate double counts as savings have already 
included in the current budget estimates  
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Risk Assessment 

We have summarised the top 5 key risks to achieving the stated aims of the programme: 

Risk 

No 

Risk Description Likelihood Impact Mitigation 

1 Insufficient leadership from 

service areas leads could limit 

buy-in to the new delivery 

approach, slowing down 

implementation and reducing 

the benefits achieved  

4 

 

5 

 

 Development and implementation of a stakeholder 

plan clearly stating the benefits and rationale for the 

proposed options 

 Appointment of an appropriate leader and project 

team with the suitable capability and capacity  

 Active engagement with CMT and elected members 

to provide updates on progress and escalation of key 

issues 

2 Professional services don’t buy 

into the holistic approach 

leading to a suboptimal 

delivery model and reduced 

benefits to the Council 

4 

 

3 

 

 A dedicated change management and 

communication workstream is built into the project 

structure to support the transformation  

 Senior management will be acting as the project 

sponsor to support gaining buy-in from service areas 

3 Stakeholders being resistant to 

the proposed change leading to 

delays and changes to the 

proposed delivery model 

3 4  A dedicated change management and 

communication workstream is built into the project 

structure to support  the transformation  

 Effective and regular consultation throughout the 

design and implementation phases 

4 New technology is not 

implemented, limiting the 

ability to adopt self-service, 

increase processing efficiency 

and improve the quality and 

accessibility of management 

information. 

2 4  Regular engagement with Digital and IT team, 

including development of outline business 

specifications 

 Key dependencies will be identified in the planning 

phase of the project, in partnership with the Digital 

and IT Team 

 Key deliverables will be monitored and reported on 

within the Business and Customer Services 

governance meeting 

5 The capacity of the 

organisation may not be 

sufficient to implement the 

planned transformation 

2 4  Establishment of dedicated Transformation and 

Business Change team 

 Training and Development across service areas 

 External, targeted support engaged to bring 

capability and capacity to deliver transformation    
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Proposed Approach and Roadmap 

The implementation of the new Business and Customer Services model will be delivered through a phased 

approach, transitioning functional areas in groups. This will allow for lessons to be learned, delivery through a 

simplified delivery schedule while maintaining momentum, and allowing benefits to be delivered earlier.  

 

Figure 3: High Level Implementation Roadmap 

The project will follow a Design, Deliver, Sustain model of implementation underpinned by strong project and 

change management. 

 Design – This stage will consist of confirming the design of the integrated support services and key 

activities required during the Deliver and Sustain stages. This will include finalising the delivery model 

to be implemented, performing an activity review to confirm final scope of staff due for transition, 

and a consultation period to ensure full stakeholder buy-in to the agreed operating model 

 Deliver – This stage will have two phases. Phase one will consist of all activities required to 

consolidate in scope services into the to-be structure. This will include transfer of staff members into 

new reporting structures and the roll out of tailored training around new systems and processes to 

ensure smooth transition in the second phase. It is proposed that ICT, Commercial and Performance 

reporting lines are consolidated following CMT approval of this business case to ensure pace of 

delivery for Phase 1.  Phase two will consist of physical transition of services into the new corporate 

centre. Services will be transitioned in phases in order to mitigate risks and to allow for the full 

implementation of all ICT and business systems/processes and training requirements. 

Phase 1 Design
(Dec to Mar 2015)

Phase 2 Deliver
(Apr 2015 to Apr 2016)

Phase 3 Sustain
(Apr 2016 onwards)
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 Sustain – At this stage the full implementation of the integrated support services will have taken 

place. Service level agreements will be implemented and used to track performance of each 

functional area against agreed KPIs. Analysis of the implementation process will be undertaken 

alongside an identification of outstanding gaps in capability and ICT/business systems and processes. 

Further detail on the implementation approach and a high level plan can be found in Appendix 3. 

Following agreement to proceed, the core programme team will be formed and the programme governance 

structure will be finalised. A detailed implementation plan will be produced identifying the project activities 

and the deliverables.  The plan will be baselined and form the measurement comparator against which delivery 

performance is judged.  

Effective change management will be vital in delivering the project and will increase the probability of a 

successful and lasting transformation. Therefore, during this first phase a detailed change management plan 

including the stakeholder engagement and communications approaches and timeline will be developed and 

integrated into the master implementation plan. The change management team will take responsibility for 

overseeing communications and engagement with relevant stakeholders over the lifecycle of the project. 

Milestones 

The high-level milestones for the different phases of the project represent the necessary challenges to be met 

to ensure the success of this transformation programme and its dependencies.  Failure to adhere to the plan 

will have a negative knock-on impact upon the rest of the transformation programme. 

Themes Milestone Due by 

Design • Activity review 

• Consultation Period  

• Mapping of ‘to-be’ design  

• Sign off of the design 

Apr 2015 

Consolidation/ 

Realignment Phase 

• Phased Consolidation of the functions 

• Training design and lessons learnt complete 

• Training Roll Out 

Aug 2015 

Sep 2015 

Sep 2015 - Jan 2016 

Transition Phase • Phased Transition into service centre complete Apr 2016 

Monitor and 

Assessment Phase 

• Ongoing transition assessment and SLA monitoring Apr 2016 onwards 

 
Reporting of progress against milestones will be made by the SRO and Project team through the formal 
Programme Governance structure.  Updates will also be provided to the Council and Finances and Resource 
committee as required. 
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Dependencies 

Outlined below are the key dependencies identified as critical to the delivery of this project: 

 Establishment of the ICT Partnership and the delivery of appropriate technology solutions to enable 

transformation  

 Confirmation of scope, across all business cases during the assessment phase 

 The future frontline delivery model, property initiatives and partnership structure will determine the 

scope and scale of business and customer services. 

Do Nothing Analysis 

 No change will mean reductions in essential services as we will be unable to afford them 

 Increasing demand against continuing budget constraints will result in potential failure of key services 
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Appendix 1:  Service Mapping 

The table below provides an overview of how the different functions are aligned within Business and Customer 

Services. 

Service Area Functions 

Business Support  Administrative support 

 Clerical support 

 Business support 

Commercial and 
Procurement 

 Procurement 

 Supplier management/Contract 
Management 

 Strategic commissioning 

 P2P 

 Income maximisation 

 Grants management 

Corporate Assets  Facilities management 

 Estates  

 Capital projects 

 Surveyors 

 Asset management 

Edinburgh Building Services  Property repairs  Property maintenance 

Committee Services  Committee services  

Member Services  Member support  

Digital and IT  IT strategy 

 Enterprise architecture 

 IT supplier management 

 Security 

 Project management 

Finance  Financial operation 

 Debt management 

 Treasury 

 Budget planning 

 Strategic financial planning 

Information Management  Records management 

 Data Protection  

 Reporting  

 FOI 

Internal Audit/Risk  Risk 

 Internal audit 

 Insurance 

 Corporate Health and safety 

Internal Customer Services  Benefits processing 

 Income services 

 Payroll 

 Payments 

 Directorate internal service 
desks 

Legal Services  Commercial  Practice 

 Commercial Property & Planning 

 Court and Childcare 

 Licensing 

People and Organisation  HR helpdesk 

 Workforce planning 

 Learning and development  

 Organisational development 

Marketing and 
Communications 

 Internal and external 
communications 

 Reputation management  

 Staff engagement 

Strategy and Business 
Intelligence 

 Policy 

 Strategy 

 Business intelligence 

 Performance 

 Corporate research 

 Resilience 

Transformation and 
Business Change 

 Service redesign 

 Service review 

 Change management  

 Continuous improvement 
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Appendix 2:  Financial Analysis and Functional Approaches 

This appendix provides detail around each of the functional areas.  This includes the proposed approach as well 

as anticipated savings and non-cashable benefits. The anticipated savings, shown as ‘most likely outcome’, 

equate to the in-year savings against the current baseline, excluding inflation. 

Business Support 

Key challenges  Providing timely support to free up frontline staff 

 Duplication and fragmentation of roles and tasks across service areas 

 Inconsistent levels of business support and eligibility criteria 

Employee Cost £24,297,446 FTE 866 

Proposed approach The first phase will be to consolidate all business support staff into a single 

management structure in line within functional areas.  Following this, a shared support 

service will be developed that will deliver further rationalisation of the business support 

service.  Where appropriate, there will be a greater focus on technology to support self-

service for administrative functions. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £1,555,037 £1,943,796 £2,332,555 £2,915,694 

Wider benefits  Front line services able to focus on value-add activities 

 Streamlined approach to business support delivery 

 Greater clarity of grade structure and career path 

 

Corporate Assets 

Key challenges  Significant spend in facilities management across the Council estate 

 This will need to be closely aligned to facilities management initiatives increasing 

the level of change across the department 

 The proposed outsourcing delivery models may not be supported by some key 

stakeholder 

Cost £22,619,890 FTE 1028 

Proposed approach Building upon maturity assessment already undertaken, move to greater use of third 

party suppliers through outsourcing of facilities management and move to output 

specifications allowing for rationalised staff structure.  The overall estate portfolio will 

decrease, thereby reducing the requirement for facilities management services.  There 

may be opportunity for reduction in management across both facilities management 

and asset management.  

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £904,796 £2,714,387 £2,714,387 £2,714,387 

Wider benefits  Increased alignment between service provision and service area demand 

 Flexible service to support changing property portfolio 

 A more commercial approach to delivering events  

 Smarter working including working from home 

Notes Strong link with BOLD Property workstream and need to avoid potential double count.  
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Commercial & Procurement Services 

Key challenges  Inconsistent approach to procuring goods and services across functions 

 Varied approach to revenue generation and income maximisation  

 Limited control around purchasing processes 

 Compliance with Contract Standing Orders and wider legislation 

 Value leakage from existing contracts  

 Need for improved contract and supplier management 

Cost £3,350,005 FTE 73 

 Edinburgh Average 

Relevant benchmarks  FY13/14 3rd party spend (£450m) per 

commercial employee  

 PCA Result: 2014 

 Percentage of spend managed / 

controlled by commercial 

£9.2m 

76% 

32% 

£15.0m 

58% 

78% 

Proposed approach Consolidation of staff undertaking commercial, income generation and grants 

management into single management structure.  Service desk, information 

management and reporting will move to more appropriate centre of expertise.  Greater 

emphasis on catalogues and digital engagement with suppliers. 

Initial focus will be on delivering Commercial Excellence workstreams across the 

Council.  By FY17/18, a reduction in the overall headcount is anticipated through 

greater use of new technology, efficient use of MI and significant areas of spend would 

have been addressed through commercial excellence  

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - - £134,000 £268,000 £268,000 

Wider benefits  Reduction in value leakage from existing contracts 

 Increase in procurement savings through improved MI and focus 

 Driving maximum value from grants  

 Reduced risk of legal challenge 

 Greater income generation for the Council 

 

Committee Services 

Key challenges  Providing appropriate levels of support for the Council’s committee system. 

 Compliance with Council Stranding Orders 

Cost £580,615 FTE 14 

Proposed approach Streamlined processes and the ability to utilise improved ICT services and more efficient 

utilisation of the new business support model 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £45,000 £45,000 £45,000 £45,000 

Wider benefits   Streamlined approach to the delivery of Committee Services 
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Edinburgh Building Services 

Key challenges  Changing demand for services as property portfolio is transformed 

 Skills development and retention 

 Commercial pressure and internal recharging process 

Cost £8,895,405 FTE 282 

Proposed approach Improved efficiency through greater use of technology and targeted support from the 

Integrated Support Services.  Greater coordination of internal and external service 

provision.  Improved performance management, with a particular focus on contract 

management. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £284,653 £284,653 £711,632 £711,632 

Wider benefits  Enhanced customer service, supported by service level agreements 

 Better management information to support service planning 

 Improved materials and third party costs through ongoing commercial focus 

 

Digital & IT 

Key challenges  Creation of new ICT partnership 

 Introduction of new systems and services to support Council-wide transformation 

 Mobile and flexible working 

 Data and information management 

Cost £2,665,416 FTE 62 

Proposed approach Removal of duplication, consolidation to single management structure and fewer 

project managers.  Following transition to new ICT partner, there will be a reduction in 

the client function once the future, stable platform is implemented. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings £106,617 £213,233 £213,233 £240,000 £240,000 

Wider benefits  Enabling wider Council transformation 

 Increased use of self-service relieving services of administrative tasks 

 Operational effectiveness through new processes and systems 

Notes Where roles transition to new ICT provider, assumed no net benefit or cost. 
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Finance 

Key challenges  Quality of financial reporting and management information 

 Fragmentation of financial management roles throughout the Council  

 Significant administrative tasks 

 Benefits tracking 

Cost £4,256,157 FTE 95 

 Current Upper Quartile 

Relevant benchmarks  Net Budget / Total Finance Cost 

 Gross Council Budget / Professional 

Finance FTE 

0.58% 

£24.8m 

1.0% 

£15.3m 

Proposed approach The finance team annual budget is at the level expected in comparison to the council’s 

net budget. There is an opportunity to adapt the ratio of professional staff to support 

staff due to the introduction of improved / new financial systems, shift to a more 

intelligence-led, forensic approach, supported by quality information and greater use of 

self-service. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - - £102,148 £102,148 £102,148 

Wider benefits  Increased confidence in management information  

 Improved benefits tracking 

 Enabler to improved contract management 

Notes Dependent on new ICT partnership providing improved systems in a timely manner to 

enable transformation. 

 

Information Management 

Key challenges  Compliance with statutory provisions 

 Improved customer experience within prescribed timescales 

 Awareness of information management policies and procedures  

 Poor access to information across the Council 

Cost £1,333,453 FTE 34 

Proposed approach Initial focus on developing data and information standards along with management 

dashboards.  As this moves to steady state, with significant self-service, there will be a 

need for fewer roles to support the function. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - - £106,676 £213,352 £213,352 

Wider benefits  Enhanced information management and customer experience 

 Trusted data available to inform Council decisions 

 Standard data sets to build increased confidence in reporting standards 
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Internal Audit/Risk 

Key challenges  Identification and management of key risks across the Council 

 Prioritising activities through extensive transformation 

Cost £1,540,173 (inc. £0.3M in external services) FTE 27 

Proposed approach Realignment of management responsibilities and continue with co-source 

arrangements. Create a consolidated ‘risk universe’ and, over time, streamline service 

delivery and support an intelligence-led approach to controls and continuous 

improvement. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - - £123,214 £123,214 £123,214 

Wider benefits  Better access to information for service areas through centre of excellence  

 Targeted challenge to reduce risks for the Council 

 Consistent approach to risk management 

 

Internal Customer Services 

Key challenges  Supporting service areas through appropriate and timely customer service 

 Providing a range of channels to align with the needs of internal customers 

 Aligning support through Council-wide transformation  

Cost £17,102,589 FTE 613 

Proposed approach Greater use of self-service and technology-enabled services.  Training and development 

in service areas to reduce demand for services.  Consolidation of services and reduction 

in management; improving service efficiency whilst avoiding duplication.  

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £689,104 £1,368,207 £1,368,207 £1,368,207 

Wider benefits  Greater availability of information and support through self-service solutions 

 Consistent quality of service through coordinated support systems 

 Shift to more strategic and insightful support to enable service delivery and 

transformation 
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Legal Services 

Key challenges  Large quantities of administrative tasks currently undertaken by staff calling off 

professional services from six different external suppliers 

Cost £3,638,658 (inc. £1.5M in external services) FTE 42 

Proposed approach A co-sourcing model would be implemented with an approved external supplier. 

Internally the council will have a smaller intelligent client team.  The majority of savings 

will be driven through the co-source model and greater controls around use of third 

party spend will be introduced. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £436,639 £582,185 £582,185 £582,185 

Wider benefits  Increased accountability, remove ‘first point of contact’ from professional services 

 Allows specialist expertise which is not regularly utilised to be available on call as 

and when required 

Notes Savings driven off total costs (internal and external spend). Strong contract 

management required post procurement to achieve full savings on external spends. 

 

Members Services 

Key challenges  Ensuring appropriate  levels of support for elected Members  

Cost £865,509 FTE 28 

Proposed approach Streamlined and more efficient processes and the ability to utilise improved ICT services 

and benefits of Channel Shift. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £117,709 £117,709 £117,709 £117,709 

Wider benefits  Increased ability to focus on the needs of the Members and core responsibilities 

 

People & Organisation  

Key challenges  Supporting a large amount of transformational change over the next few years 

 Need to be agile enough to manage a new operating model 

Cost £5,031,911 FTE 119 

Proposed approach Greater use of self-service and service desk for transactional services, further 

development of business partner network and reduction in management. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £201,276 £402,553 £402,553 £402,553 

Wider benefits  Easier access for staff to relevant information and services through self-service 

function. More streamlined approach to HR service delivery 

Notes Dependent on upgrades to ICT systems and processes as well as training and cultural 

shift of organisation relating to self-service. 
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Marketing & Communications 

Key challenges  Need for increased focus of resources on high impact programmes 

 Need for improvement to internal technologically enabled communications 

Cost £2,200,045 FTE 49 

 Current Upper Quartile 

Proposed approach Initially no reduction as need to support transition to new operating model (external 

and internal). Over time, greater use of technology and enabling staff through training 

and targeted support. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - £88,002 £176,004 £176,004 £176,004 

Wider benefits  More streamlined approach to citizen engagement 

 Increase use of self-service i.e. central access to material 

 

Strategy, Business Intelligence and Performance 

Key challenges  Shift of skills and focus to customer insight, business analytics and better 

management information to support front line service delivery 

 Business decisions often made without sufficient information 

 Duplication of reporting and conflicting information 

Cost £6,232,852 FTE 137 

 Current Upper Quartile 

Proposed approach Consolidate delivery from service areas, reduce duplication, make greater use of 

technology (including self-service) and shift focus to business analytics, customer 

insight and strategic support.   

Need to invest in corporate research, data quality and business analytics (in channel 

shift business case) and other tools (e.g. Image management) 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings £249,314 £498,628 £997,256 £1,246,570 £1,246,570 

Wider benefits  Accessible, accurate council and customer insight, through a single point of 

contact.  

 Increased confidence in data and a ‘right first time approach’. Easier access to 

information for Council service areas 

 Streamlined approach to production of management information and easier access 

to Council data 

  



BUSINESS CASE – Business and Customer Services                                        Page 24 of 31     

Transformation and Business Change 

Key challenges  Supporting the transition to the new operating model 

 Maximising benefits from the transformation 

 Coordinating the business change dependencies to deliver the organisational 

transformation 

Cost £1,536,779 FTE 29 

Proposed approach Need for investment in this area to support significant change ahead.  Following the 

embedding of the new structure and associated change, it is anticipated that there will 

be opportunity to reduce the number of roles within the function. 

 15/16 16/17 17/18 18/19 19/20 

Anticipated savings - - £184,414 £307,356 £307,356 

Wider benefits  Centrally coordinated specialist transformation team  

 Establishing and sustaining a culture of change 

 Focus on improved outcomes for service users in a challenging financial 

environment 
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Appendix 3:  Implementation Plan and Detailed Approach 

This appendix provides detail of the proposed approach and key activities at each stage.  Outlined below is a 

summary implementation plan.  The subsequent sections provide more information around the key activities at 

each stage. 

 

 

1. Design 

1.1 Finalisation of the options appraisal  

The project team working with the leads of the functional areas will facilitate the more detailed evaluation of 

delivery model options. The evaluation will review the options against the design principles and wider council 

aims, refocusing and restructuring the model as required. Once completed the preferred model for 

implementation will be agreed and ready. Alongside the assessment of structural options, the team will also 

bring clarity and greater focus regarding the expectations of what the support function is accountable and 

responsible for, versus the role of managers within services.   
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1 Engagement and Design Phase

1.1 Finalisation of the options appraisal 

1.2 Activity review

1.3 Consultation Period

1.4 Map 'to be' design

1.5 Sign off design

2 Consolidation/Realignment Phase

2.1 Consolidate functions Phase 1

2.2 Consolidate functions Phase 2

2.3 Consolidate functions Phase 3

2.4 Consolidate Business Support

2.5 Training design

2.6 Lessons learnt (by Phase)

2.7 Complete consolidation process

2.8 Training roll out

2.9 Implement Service Desk/KPIs/Location Plan

3 Transition Phase

3.1 Transition into SSC Phase 1

3.2 Transition into SSC Phase 2

3.3 Transition into SSC Phase 3

3.4 Complete transition process

4 Monitor and Assessment Phase

4.1 Ongoing transition assessment and SLA monitoring

Programme Management inc. MI Production

Communications and stakeholder engagement

*Implementation taking place follow ing operating model sign off

Change Management

Design

Deliver

Sustain

*All activities listed are designed to provide a high level overview  of 

implementation. Dates are indicative

Project Progression

Milestone

Project/Change Mgt
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1.2 Activity Review 

This stage will confirm the core activities and processes delivered by each role within the functional areas. An 

activity questionnaire will be developed and distributed to the staff from the targeted business functions. 

When this is analysed against the new to-be organisation model, it will identify where each role/staff member 

will sit in the new organisation structure.   

1.3 Consultation Period 

Having completed the resource evaluation and developed the to-be organisation structure the Council will 

undertake a full consultation process including key service stakeholders, employees and trade unions. The 

approach and plan for consultation will be developed with input from the corporate HR team.  Typically, the 

organisation design will be refined through the consultation process, following feedback from key stakeholders.  

1.4 Map ‘To Be’ Design 

Following the activity review the project team will work with the leads of the functional areas to develop the 

to-be processes and finalise the design. Key components of the deliverable will include: 

 Development of the to-be end to end back office processes for each functional area. 

 Definition of role descriptions, competencies, indicative grade and capacity (i.e., number of FTEs) 

 Detailed organisational structure for each function (e.g., teams, management spans and hierarchies, 

reporting lines, etc.)  

 Identification of the current posts that are ‘at risk’ through the redesign of the function 

 Identification of any duties / activities to be reallocated to other teams as part of refocusing shift and 

associated resource implications if any 

 Clarification of any early change in the assumed responsibilities and accountability that managers 

within services must deliver, given the proposed changes within the support function 

 Geographic location of each functional area to be transferred into the business service centre 

 Data requirements and processes for each functional area and any technology requirements to 

enable processes within the Business Services centre (including a procurement plan for any IT systems 

required) 

 Methods of monitoring performance (including MI requirements) and draft service level agreements 

In addition, a detailed analysis of the competency framework and development needs will be completed. A key 

enabler for this change will be an enhancement of, and better access to, MI provided through improved system 

arrangements. It is anticipated that a key component of reconfiguring corporate support is the subtle, but 

critical, rebalance of the role of support functions and the role of the operational manager.  

Organisations that have restructured, refocused, optimised and reduced support functions, have done so on 

the basis that Managers are given the skills, tools and capabilities to effectively manage their budget, their 

suppliers and their performance etc. This is often a key cultural change, raising the expectations of what being 

an effective manager means. The Council’s managers must be effective at their role, rather than purely being 

‘technical experts’ in their particular profession (e.g. engineering, social work, teaching, etc.). Without this 

change in behaviour and competency, increased risks may emerge for the Council from reducing its support 

infrastructure. This activity will feed into the change management and training plans.   
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1.5 Sign-Off Design 

Following the detailed design of the new model of service delivery approval will be sought from CMT and 

elected members to proceed into the consolidation phase. It is expected that amendments to the detailed 

design will take place during this sign off stage in accordance with comments from CMT and elected members. 

2. Deliver (Consolidation Phase) 

2.1 – 2.6 – Consolidate Functions 

The consolidation phases will be an enabler for the later transition into the new organisation structure. The 

new management structure will be rolled out and staff will be grouped under their to-be management teams. 

The extent of the change delivered during this phase will be confirmed in the design phase as will the need for 

staff relocation. This phase could be extended to include a more comprehensive consolidation, including 

appointment of staff to posts in the new structure, deletion of vacant posts, redeployment of current 

employees who are not allocated to posts within the new structure, and the loss of staff who have successfully 

applied for voluntary redundancy. 

It is anticipated that the consolidation of functional areas will take place in three phases in order to minimise 

risks/costs associated with large scale cultural change, and to allow for the quick transition of the existing 

functions with well-defined organisation structures. Due to the scale and fragmentation of business support 

roles, the Business Support function will require a longer period of consolidation to allow for the effective 

management of the transition and to mitigate the risks identified with the cultural change. 

Lessons learnt exercises will be conducted throughout the consolidation phases to capture issues identified 

during the early phases allowing the later phases to be adapted accordingly. Therefore, to mitigate risk the less 

complex functions from a change perspective will be transitioned in phase one with the realignment of more 

challenging functions happening in phases two and three. 

Based on the detailed analysis of the competency framework and the development needs identified in 

deliverable 1.4, we will work with HR and functional specialists to develop a training and competency 

development framework for managers across the Council. It is recognised that a pre-requisite for the delivery 

of this programme is a need for enhanced and improved ICT/MI/business processes and for them to be in place 

first, to ensure effective tools are ready to allow managers to better serve themselves across a range of needs 

without the same level of direct support. This programme will have to be supported by both clear 

communication and visible senior leadership by chief officers. 

It is proposed that that ICT, Commercial and Performance reporting lines are consolidated following CMT 

approval of this business case to ensure pace of delivery for Phase one. 

2.7 Complete Consolidation Process 

Following the full realignment of each service support function and the development of the training 

programme, a detailed plan for the transition phase will be agreed before moving in to the full transition of 

each functional area. 

2.8 Training Roll Out 

The training and development plan will be rolled out in accordance with service managers and HR ahead of the 

transition phase in order to up-skill and prepare staff for the final stage of implementation. It is recognised that 

this deliverable will be dependent on changes to ICT, MI and business processes. These changes will be 
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implemented alongside the training programme in order to minimise costs/risks of major ICT and business 

change. 

2.9 Implement Service Desk/KPI/Location Plan 

Pending the outcome of the business case and detailed service model design, this stage will follow a typical 

implementation process incorporating: 

 Systems configuration 

 Process design changes 

 Testing 

 Training (deliverable 2.8) 

 Readiness assessment 

 Cut-over (i.e., go-live) 

 Any further reduction in posts within the corporate support functions (as confirmed within the 

business case and organisation design) 

 Final confirmation of functional area locations and location preparation for full transition 

 Agreement and roll out of Key Performance Indicators 

 

3. Deliver (Transition Phase) 

3.1 – 3.3 Phased Transition 

Following deliverables 2.8 and 2.9 the final transition of the ‘to-be’ functional areas into the new Business 

Service will take place. This will involve final adjustments to staff roles as required, transfer of functional area 

locations, and implementation of new business and monitoring processes. 

It is anticipated that, as with the consolidation phase activity will take place in three phases to allow for the 

mitigation of risks associated with the transition of a number of business functions. Phased transition will also 

allow for the full implementation of all ICT and business systems/processes to take effect following testing and 

piloting. The training programme will continue to run into the transition phase to allow staff to adjust 

effectively to cultural and procedural changes. 

3.3 Complete Transition Process 

Following the full transition of each ‘to-be’ functional area into the shared service centre including full 

implementation of all new ICT, MI and business processes, the agreed monitoring procedures will be 

implemented to track performance. 

4. Sustain 

4.1 – 4.2 Monitor and Assess 

It is anticipated that full implementation of the shared service centre will have taken place by April 2016. At 

this time the service level agreements will be implemented and used to track performance of each functional 

area against agreed KPIs. 

Alongside monitoring of the shared service centres performance, a full assessment of the effectiveness of the 

implementation process will be undertaken, and gaps in functional area capability and ICT/business 

processes/systems will be identified to inform and enhance service delivery. 
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Appendix 4 – Assumptions  

The following assumptions have been identified as significant to the delivery of this programme: 

Assumptions 

The projected savings are based on changes to Council services only. Further savings would be expected if 

wider synergies are achieved across statutory and third sector partners 

Savings are based on the scope described above. If services or staff groups are excluded from scope for any 

reason the level of saving will reduce. 

Future management team is appointed early in new FY to allow them to provide input into the scope and 

support the delivery of the programme 

The scope of the business and customer services project has been determined from the Council payroll as 

at September 2014. 

An allowance of 27% has been included for Employer’s National Insurance and Pension contributions. 

The resource plan has been calculated on the basis of mid-point of grades of the current Spinal Column 

point salary scale. 

There are no allowances for pension or strain costs within the business case and no salary increases have 

been allowed for 

The scope includes both revenue and capital funded posts. 

The Council moves to fully centralised management structure for the delivery of business and customer 

services 

There will be a centre of expertise, with appropriate level of professionally qualified staff to provide 

strategic support to front-line services 

Through the appointment of the new ICT partner, appropriate technology solutions will be implemented to 

support the roll-out of greater self-service and intelligence-led services 

ICT investment are not included and will be delivered through the ICT partnership 

Systematic service reviews will be ongoing and will determine what can be stopped or reduced in order to 

meet the savings requirement. 

Potential Business Support savings have been removed in the first year to allow for double-counting of 

FY15/16 savings 

Lean process reviews will be used to eliminate unnecessary process and will result in staff reductions to 

meet the savings requirement. 

Physical costs of moving staff and savings associated with property are not included and will be considered 

in the BOLD property project. 
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Appendix 5: Governance and Resourcing 

Strong and effective governance supported by a project team with the correct levels of knowledge and 

experience will be key in delivering the business and customer services function and the associated benefits 

and savings. 

The objective of the governance structure is to create: 

 Alignment – through monitoring so that programs and projects stay aligned with overarching BOLD 

strategy and that inter-dependencies are managed 

 Visibility - through the consistent execution aligned to clear standards and effective communications 

 Predictability – through the application of leading practice based planning, estimating and tracking 

 Accountability – through tiered accountabilities, empowerment and performance measurement and 

proactive benefits planning, management and realisation 

Figure 4 shows the current BOLD governance structure and this if followed by an overview of the cross 

functional makeup of the project team.  

 

Figure 4: BOLD Portfolio Governance 
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Resourcing and Costs 

The cost profile is estimated as follows and incorporated in our net benefits analysis: 

 FY15/16 

£ 

FY16/17 

£ 

Total 

£ 

Business and Customer Service 975,318 243,830 1,219,148 

Project and Programme level costs will continue to be incurred in full until March 2016 and then begin to taper 

to the end of the calendar year as less resource is required.    

The implementation team will be responsible for implementing the structural change including the recruitment 

and matching process in accordance with Council policy and in partnership with the appropriate lead 

managers. It is assumed that the recruitment and matching process will be led by Organisational Development.  
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BOLD Programme 

Business Case: Neighbourhoods 

 

Description of Proposal 

This business case has been prepared to outline the rationale for implementing a new locality based customer-

centric operating model, the resulting financial and non-financial benefits, and the research and evidence 

supporting the project.  

The Council’s current delivery model is a mix of corporate and locally managed services, with leadership split 

across a number of directorates.  The balance between corporate and local management varies between 

service areas which also operate within different geographical boundaries. For both our customers and our 

staff this creates complexity, duplication, bureaucracy, and can result in stress and frustration. 

 

The Neighbourhoods project will deliver an operating model where front line Council services are delivered 

through four localities, integrated within a common geography, designed around customer outcomes. This 

model will build on the success of the Neighbourhoods model that has been operated by Services for 

Communities for a number of years, which has shown increased customer and staff satisfaction. 

The benefits of the locality model include: 

 Common geography for Council and partner services, building on service synergies; 

 Reduced contact points for customers through the common geography; 

 Integrated Council delivery teams; 

 More people motivated to develop their own resilience and well-being through positive local 
contact; and 

 Empowered decision-making at a local level. 

Savings will be achieved by:  

 Reducing layers of management and implementing leaner management structures; 

 Process reviews and improvements; and 

 Reconfiguration and alignment of service teams.  

Our vision is to deliver: 

A lean and agile Council 

 A Council built around a culture of excellent customer 

experience and effective, efficient, service delivery 

Focused on customers 

 A Council focused on understanding our customers in 

order to deliver the outcomes that matter to them 

Engaged and empowered people 

 A Council driven by a motivated workforce of high 

performing flexible people 
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Value for Money  

The proposals aim to deliver value for money for both the customer and the Council. 

Effectiveness The Neighbourhoods delivery model will allow Council services to work more effectively 
through co-location, elimination of unnecessary processes, and empowering local staff to 
intervene earlier.  Staff will be empowered to make decisions locally facilitating better 
outcomes in collaboration with customers.  The delivery model will also allow the Council to 
work more effectively outwith organisational boundaries with statutory and Third Sector 
partners who are also realigning their operating model as part of work being progressed 
through the Edinburgh Partnership.  

Efficiency The Neighbourhoods model will introduce simpler, more efficient, customer focussed 
processes.  Decision-making at the local level will drive a more empowered workforce.  The 
resulting efficiencies will reduce the need for onerous management layers and provide capacity 
for the services people value most; those which have the greatest impact on the lives of our 
residents and visitors to the city. 

Economy The increased efficiencies achieved by integrating customer focused service teams, redesigning 
support systems and processes, and empowering local decision-making will lead to 
management and staffing reductions.  This will create capacity for front line staff to focus on 
service provision.  The reduction in employee costs will deliver a projected saving of £21.2m 
(including £6.2m in relation to Health & Social Care) in FY19/20 compared with the FY14/15 
budget, with the majority of savings in 2016/17 and 2017/18.  Due to additional risks in relation 
to Health & Social Care and demand for these services, it is proposed that the Neighbourhoods 
business case target is established at £15m with a stretch target of £21.2m including Health 
and Social Care.  Further savings should accrue over a longer period from increased proactive 
prevention and reduced failure demand for costly support services. 

The business case will include Health & Social Care in all analysis, unless otherwise stated.  The best estimate of 

the likely case benefit of the programme after 5 years is a £21.2m reduction in staff and associated costs. If 

Council Health & Social Care is excluded, the benefit is £15.0m.  These scenarios are based on maintaining front 

line service delivery and rationalising the operating model. 

 

  Excl. H&SC Incl. H&SC 

Reduction Staff Level FTE Red'n Cost Red'n FTE Red'n Cost Red'n 

30.0% Senior Management 27 £1,889,199 33 £2,372,193 

12.5% Management & Specialists 169 £7,509,003 244 £10,759,629 

10.0% Supervisors & Team Leaders 151 £4,680,190 202 £6,298,191 

2.0% Service Delivery & Support 44 £935,225 81 £1,751,857 

  Total reduction 391 £15,013,617 560 £21,181,870 
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Scope 

The new operating model will determine the split between ‘local by default’ and ‘city wide’ neighbourhood 

services.  

The scope is based on total FTE numbers and associated costs from the Council payroll as at September 2014 

for all services considered to be in scope.  An allowance of 27% has been included for Employer’s National 

Insurance and Pension contributions.  On this basis, the scope of the Neighbourhoods project is estimated at 

8,131 FTEs (5,141 excl. Health & Social Care) and a total cost of £244.6m (£159.9m excl. Health & Social Care). 

 Incl. Health & Social Care Excl. Health & Social Care 

  Current FTE  Cost Current FTE  Cost 

Total 15,718 £529,621,597 12,728 £445,045,149 

Business & Customer Services 3,498 £104,316,842 3,498 £104,316,842 

Economy & Culture  197 £7,260,677 197 £7,260,677 

Chief Officers* 22 £2,598,634 22 £2,598,634 

Excluded* 387 £12,271,329 387 £12,271,329 

Teachers  3,483 £158,615,009 3,483 £158,615,009 

Neighbourhoods  8,131 £244,559,106 5,141 £159,982,658 

*Chief Officers: The organisational structure, including Chief Officers, will be addressed as part of the ‘Organise 

to Delivery’ structural change.   

**Excluded: The BOLD project is seeking savings in General Fund revenue expenditure.  A number of staff 

groups including pensions staff and supernumerary staff have therefore been excluded from scope as reducing 

expenditure in these staffing groups will not achieve General Fund revenue savings for the Council.  Early years 

staffing is also excluded as staffing is governed by nationally agreed ratios.   

Other staff groups not included in the scope of the Neighbourhoods business case are:  

 Business & Customer Services: these fall within the scope of the Business & Customer Services BOLD 

project; 

 Economy & Culture: changes to these services these will be delivered as part of the Council’s revised 

operating model; 

 Teachers: Teaching staff are currently governed by nationally agreed pupil/teacher ratios.  These are 

out of scope of the Neighbourhoods project but there is an opportunity to include in future service 

design; and 

 Agency staff: the use of agency staff is being managed through the BOLD workforce management 

project. 

The scope of the project is based on the principle aim of improving customer outcomes by focusing on service 

delivery, reducing management layers and “middle office” roles, boosting staff job-satisfaction & fulfilment, 

and eliminating unnecessary process.  This will create capacity for improved face to face contact for complex 

needs and facilitate better use of digital channels.  

There are clear dependencies with Health & Social Care Integration and the process that must be taken forward 

by the Council and the Health Board.  The Neighbourhoods project will focus on driving service efficiencies, 

increasing prevention and addressing a growing demand for services. 
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Context and Drivers for Change 

Research and pilots 

The case for delivering more services locally has been made at a UK, national and local level.  The evidence 

base has drawn from long term studies as well as customer experience.  A summary of the key research 

findings and case for change to a locality model are summarised below: 

Source Key Findings 

UK Government 

Studies 

• Potential savings of 4-8% per annum (across participating agencies) by adopting a localised, 

integrated and personalised approach 

 
Whole Place Community Budgeting Pilots, UK Government, 2012 

Whole Place Community Budgets; A Review of the Potential for Aggregation, EY, 2013 

National Audit 

Office 

• Improved outcomes for citizens 

• More effective delivery 

• Improved access to resources 

 
Case Study on Integration: Measuring the costs and benefits of Whole Place Community Budgets, 2013 

Locality and 

Vanguard 

• Potential £16 billion per annum saving for local authorities in England by adopting the 

Neighbourhoods approach 

 
Saving Money by Doing the Right Thing, Locality and Vanguard Consulting  (2014) 

Scottish 

Government 

• A substantial amount of Scottish public spending (perhaps 40% as suggested by the 

National Community Planning Group) is driven by failure demand’: Demand created by 

preventable negative outcomes in individual and community lives. 

 
Making Places Better, Making Better Places, Scottish Government Improvement Service, 2011 

Council Initiatives • Many partners find the current landscape of operational boundaries confusing 

• Total Place projects have been widely successful 

• Total Craigroyston confirmed as national best practice by HMIE following recent inspection 

 
Multi-agency workshop, May 2014 

Neighbourhood working - customer surveys 

The Council’s approach to neighbourhood working was strengthened in 2006 with the formation of 

neighbourhood teams in Services for Communities.  This has allowed local delivery of housing, environment, 

community safety and engagement services.  From inception there has been a year-on-year increase in 

resident satisfaction with the way neighbourhoods are managed as recorded by the Edinburgh People Survey 

(2006-2013).  2010 was an exception where satisfaction dipped; research showed that this was related to 

public perceptions about how budget cuts would affect public services rather than being dissatisfied with 

service quality.  At a citywide level, satisfaction with neighbourhood management was 63% in 2006 increasing 

to 87% in 2013.  
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Satisfaction with neighbourhood management has been consistently higher than satisfaction with the 

management of the city, although the gap has reduced.  Evidence suggests that this is influenced by personal 

experience of services.  Authorities perceived as remote and impersonal are receiving lower satisfaction 

ratings, in line with our expectations around the locality model.  This finding is supported by national research 

on drivers of public satisfaction with local government by the Local Government Association. 

In a number of areas of service delivery, the neighbourhood model compares favourably with centralised 

services recording higher satisfaction scores and long term positive trends. For example, street cleaning, parks 

and greenspace and libraries score significantly higher than roads / pavements maintenance, waste and 

community facilities (see Figure 1).  

Figure 1 Average satisfaction with neighbourhood v centralised services 

 

All neighbourhoods have recorded improvements in customer satisfaction with local service delivery and whilst 

the citywide average scores for locally managed services are generally high, there are variations between 

neighbourhoods with some performing better than others (see Figure 2).  

Figure 2 Satisfaction with neighbourhood management by neighbourhood partnership 
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The Edinburgh People’s survey and the Council’s tenants' survey provide evidence demonstrating that where 

the Council provides services based on the geography of a neighbourhood or locality, there are higher levels of 

customer satisfaction.   

The reasons for this improvement can in part be attributed to the role of the Neighbourhood Manager being 

responsible for a range of services and being accountable for the standard of service and performance to senior 

managers, local councillors and local communities. 

Through the governance structure of Neighbourhood Partnerships and their informal sub structure of locally 

determined themed working groups, evidence shows that customers can influence how the Council delivers 

services on a cooperative basis.  

Staff feedback 

Through the work BOLD undertook in existing Neighbourhood offices, locally based staff were asked what the 

barriers were for them successfully delivering outcomes to customers.  The following issues were noted:  

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 

This feedback highlights some of the issues that this project will aim to address through integration of teams 

and revised and improved processes.  Increased staff satisfaction in locality models has been evidenced 

through the Council’s annual staff survey, where neighbourhood based staff expressed higher levels of 

satisfaction than those providing centralised services.  Visibility of and confidence in their manager, clarity on 

their contribution to Council objectives, and satisfaction with their workplace were key indicators.  This is 

despite being located in, and delivering services to, some of our most deprived estates in the city.  

 

  

 

 

“We waste a lot of 
money providing the 
services we do rather 
than spending a little 
more innovatively to 
address a problem” 

 

 

“We do assessments which 
are then referred to the 
centre and redone, or 
reviewed, or we are told the 
threshold is not met.  This 
stops early intervention and 
prevention” 

 

 

“We don’t have 
authority to 
provide services 
and resources from 
other services” 

 

 

“We see people 
leaving our office and 
we know they will be 
back, because we 
have dealt with what 
they presented, not 
the underlying 
causes” 

 

 

“Customers’ issues 
are complex; staff at 
a local level can only 
deal with small part 
of the issue and have 
to refer on” 

 

 

“We spend a lot 
of time referring 
on, or trying to 
get services and 
resources from 
other services” 
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Proposed Solution and Future State 

Geography 

A new locality model based on four geographical areas but retaining existing neighbourhood partnership 

structures, has been proposed through the Health and Social Care Integration process.  This has been 

endorsed, in principle, by the Edinburgh Partnership.  This reduces the number of geographical areas from the 

current model and eliminates overlap.  The feasibility of adopting coterminous boundaries is now being 

examined by all partners and is considered to be a major opportunity as part of a successful Neighbourhoods 

project.   

Challenges to the current model include: 

 many local service managers have responsibility for a different ‘patch’ of the city, making collaborative 
work a real challenge;  and 

 there is a need to build multiple relationships with service managers in a single service area. 

The proposed model will address these challenges.  The current geographical boundaries and proposed four 

locality areas are shown below: 

 

 

Current model 

Proposed new model 
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Removing complexity 

The current centralised model can be complex and difficult to negotiate for customers and staff. Service 

offerings and outputs, rather than outcomes, are at the centre of the model with significant time spent form 

filling at the local level, and assessing need at local and central levels.   

Time is invested in determining whether customer needs meet criteria and thresholds for services offered, 

rather than determining whether the customer can be helped and how.  This causes numerous entries and re-

entries to the system, with multiple touch points and assessments which are costly, time consuming and 

frustrating for the customer. 

Local by default 

The new operating model will be a step change in customer focus and will determine the split between ‘local 

by default’ and centrally managed services.  The following ‘local by default’ services are proposed: 

 

Notes: 

1. Community Protection includes Youth Justice, Community Safety (case work), Housing Options, 

Housing Support, Temporary Accommodation and Employability. 

2. Teaching staff are currently governed by nationally agreed pupil/teacher ratios.  These are out of scope 

of the Neighbourhoods project but there is an opportunity to include in future service design. 

City-wide services 

A number of services will be delivered on a City-wide basis where it is more economical to do so. These include: 

Each locality will have responsibility to 

manage and deliver services for their area.   

Locality management teams will be 

responsible for delivery of specific 

outcomes, within each locality, set and 

measured by the Council’s Executive 

group.  This offers agencies the leanest 

operational management arrangements, 

linked in a common way to local 

communities.   
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*Waste, Fleet, Environmental Health & Trading Standards, Licensing, Bereavement Services, Parks, Analytical and Scientific Services 
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Council Health & Social Care 

A number of Council Health & Social Care services will be delivered on a locality basis under the proposed 

Health & Social Care Integration scheme.  The scheme proposes 4 sectors which will be mirrored by the 

boundaries proposed in the Council’s locality model.  Local services will include the following: 

 

 
Outcome focussed delivery model 

The Neighbourhoods model puts the customer and customer outcomes at the centre of service delivery and 

facilitates local decision-making by those closest to the customer with the experience and expertise to achieve 

a positive outcome.  Benefits of this approach are compared to the existing output focussed model below: 

 

Output focused (challenges) Outcome focused (benefits) 

Delivering products for managers 
Achieving benefits and outcomes for customers and 
residents 

Internal focus on process, procedure and familiar 
relationships 

External awareness of environment, markets and 
providers; proactively driving change 

Accepting of the status quo Questioning of the status quo 

Focusses on marginal changes to deliver short-
term benefits 

Implements long-term strategy to deliver sustained 
change 

Follows traditional business models due to a risk 
averse approach 

Healthy risk appetite, with a considered and 
proportionate approach to opportunities available from 
risk-taking 

Piecemeal innovation and isolated improvements 
leadings to incremental change 

Adaptive innovation to discover what works to solve 
problems strategically 

Rigid in delivering plans and services even when 
circumstances change 

Learns as it goes and designs services to be flexible and 
adaptable 
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Operational structure 

The operational structure of current service delivery will change as a result of the new delivery model.  The 
revised structure will be more effective and drive efficiencies and cost reductions through: 

 flattening the structure; 

 reducing the current level of centrally based managers; 

 removing the requirement for some service specific management layers at local level; and 

 minimising management costs and maximising resources to support front-line service delivery and 

priority outcomes. 

The following model has been prepared to illustrate how this overall target will impact the structure and 
staffing numbers across the business, including Health & Social Care FTEs. This shows an overall FTE reduction 
of 560.  

 

Note: Model excludes Chief Officers 

The model aims to protect front line essential service delivery through greater effectiveness, and efficiencies in 
the operating model.  The model will be aligned with the proposed Business & Customer Services model.  
Reductions in the Service Delivery & Support staff category will be possible as the service delivery model 
becomes more efficient. 
 
Structure and processes 

With new, redefined boundaries as a starting point, the project team will design and implement a new 

operating model based on the principles of: 

 co-location; 

 integrated working; and 

 local by default. 

The aim is streamlined processes, reduced failure demand and a Council that better addresses the needs of 

citizens and customers, increasing satisfaction and reducing overall costs. 
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Streamlined process example  

Through the proposed delivery model processes will be streamlined and be more customer-focussed.  An 

example of such a process is presented below. 

 
 
 
 

 

 

  

The locality model has the benefits of a focus on customer outcomes at its core and creates integrated 

multidisciplinary teams working within the same boundaries as our partners. The current high cost of 

repeatedly dealing with issues presented by individuals and families with complex needs would be reduced.  

Customer outcomes would be improved by focussing on a comprehensive understanding of needs and 

potential solutions, with the full engagement of the individual or family.   

Delivery of those solutions would be under the direction of a single key worker without the current adherence 

to service custom and practice, over-engineered assessment and allocation processes, and traditional 

professional boundaries.   

The current process for requesting and allocating 

additional support for pupils has 6 steps with the 

possibility of requests being referred back to local 

level.  Increasingly, centrally managed services are 

available locally and the current arrangements 

require minimal adjustment to reduce to a 2 step 

process, removing the need for central review of 

local decision-making.  Allocation of places at 

special schools will continue to be managed 

centrally. 
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Key dependencies 

Health & Social Care 
The Public Bodies (Joint Working) (Scotland) Act, together with a number of related regulations, sets out the 

Health & Social Care Integration programme between NHS Boards and Local Authorities. The integration 

process is ongoing; integration schemes must be submitted to Scottish Ministers for approval by 1 April 2015 

and all integration arrangements must be in place by 1 April 2016. Providing locally delivered services across 

the Council and NHS is a long term goal. 

 
Third Sector Partnerships 
The proposed locality structure will enable a local focus on Council priority outcomes supported by a co-

produced delivery plan incorporating private, Third Sector and Council services.  Co-production will determine 

the optimum mix of provision including transfer of Council delivery to Third Sector (and vice-versa) where 

appropriate, motivating Third Sector partners to collaborate and evolve in line with real demand. 

 
Business and Customer Services 
Delivery of the new operational model will require a solid foundation in the Business and Customer Services 

model.  The design, operation and delivery of those shared services that genuinely reduce duplication and add 

value will need to support strong central strategic direction, set corporate standards and provide effective 

support to delivery.  The Business and Customer Services model will also be required to provide strong 

professional assurance and standards, as well as establishing the ability to effectively and efficiently handle the 

variety of demand that will occur. 

 
Channel Shift 
Operational changes proposed in the Channel Shift business case should be factored into the locality proposals. 
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Financial Analysis and Sensitivities 

The revised operating model will lead to more effective and outcomes focussed service delivery for customers. 
The efficiencies generated from the transition to the new operating model will generate savings forecast at 
£21.2m in FY19/20 (including benefits from the inclusion of Health & Social Care FTEs).  The majority of the 
savings will accumulate over a two year period: 

 

 
 

Likely case          

  Excl. H&SC Incl. H&SC 

Reduction Staff Level FTE Red'n Cost Red'n FTE Red'n Cost Red'n 

30.0% Senior Management 27 £1,889,199 33 £2,372,192 

12.5% Management & Specialists 169 £7,509,003 244 £10,759,629 

10.0% Supervisors & Team Leaders 151 £4,680,190 202 £6,298,191 

2.0% Service Delivery & Support 44 £935,225 81 £1,751,857 

  Total reduction 391 £15,013,617 560 £21,181,870 
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Benefits Analysis (including Health & Social Care) 

 The FTE reduction and financial benefit in 1. above reflects the flattening of management layers as demonstrated by the grade 7-9 and 10–12 reductions in 
the operational structure shown on page 10; 

 The FTE reductions from process reviews and reduced failure demand in 2. and 3. above reflect the reductions in grade 1-4 and 5-6 in the operational 
structure (283 FTE in total) shown on page 10.  The National Community Planning Group suggests that perhaps 40% of Scottish public spending is driven by 
failure demand.  In this business case we have made a conservative estimate that 20% of total savings achieved will be through reduced failure demand 
with the remainder achieved through process reviews and improvements.

 
 

Opportunity 

Current 

FTE 

Cost 

£’000 

Est. FTE 

Reduction 

Financial 

Benefit 

£’000 

 

Non-Financial benefit 

1. 

Reduced management costs 

from integration of locality 

teams from across Council 

services  

2,065 

 

93,984 

 

277 

(13%) 

13,132 

(14%) 

• Streamlined working relationships 

• Fewer contact points for customers & stakeholders 

• Leaner management arrangements 

• Empowered decision making at a local level 

• Learning through doing and tailoring service delivery as demand 

reduces 

2 

Process review to inform 

design and resource 

requirements of new locality 

teams. 

4,440 

 

101,663 

 

171 

(4%) 

3,813 

(4%) 

• Integrated services that more effectively meet customer needs 

• Improved social, educational and health outcomes for customers 

• Resources tailored to local need  

• Staff development  

• Greater information and resource sharing 

• Local operating and resourcing plans 

• Co-location of teams and partner agencies in the same buildings 

3. 

Staff reductions based on 

reduced failure demand/ 

prevention estimated from 

2017/18 as structure beds in. 

1,626 

 

48,912 

 

112 

(7%) 

4,236 

(9%) 

• Fewer, earlier and more effective interventions 

• Greater social inclusion and responsibility 

• Improved customer engagement.  

 
Total 

8,131 244,559 560 

(7%) 

21,181 

(9%)  
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Sensitivities 

The key sensitivity in the model depends on the inclusion or exclusion of Health & Social Care, resulting in a 
£6.2m benefit differential in the most likely case scenario. 

The financial analysis above is based on our key assumptions including: 

 Our assessment of staff grades to role equivalent (i.e. matching of job descriptions to roles e.g. Senior 
Management through to Service Delivery & Support Staff); and 

 Reduction in FTE is possible through the revised operating model by flattening the management 
structure. 

Sensitivity analysis demonstrates that cost savings anticipated in any particular year may not be achieved if the 
programme is not effectively executed; and overall savings may not be achieved if the implementation plan is 
not adhered to.  

Further, it is likely that the actual reductions in headcount will differ from those forecast, but will fall within a 
reasonable range based on the assumption around staff grades to roles.   

Detailed sensitivities have been carried out in appendix 2. 
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Risk Assessment 

 Risk description L I Controls/Mitigating Factors 

1. 

Insufficient leadership, authority for 

decision-making and capacity within the 

organisation to deliver the required 

change. 

4 5 

Appointment of leadership with the capability and 

capacity to drive the project. 

Appropriately skilled resource and individuals assigned 

to the programme and change management roles, with 

the skill set and capacity to deliver. 

Open conversations to agree and establish ownership of 

purpose and responsibilities. 

2. 

The project doesn’t develop and deliver 

the cultural change required to adapt to 

new ways of working and implement the 

project plan. 

4 5 

Strong change management team appointed for the 

lifetime of the project and post implementation to 

embed required changes with total clarity about higher 

purpose. 

Support, training and development for staff to adapt to 

new roles. 

Clarity about the purpose of changes, a clear 

communications strategy, and dedicated 

communications support. 

3. 

Staff and stakeholder engagement is 

delayed due to insufficient resourcing 

resulting in failure to develop an informed 

operating model 

4 3 

Project resources to be secured in line with the 

proposed resourcing plan.  Appointment of change 

manager, development of staff engagement plan, 

ownership by staff of their elements of change 

programme and implementation plan. 

4. 

Concerns from staff and stakeholders that 

professional standards and assurance will 

be weakened resulting in resistance or 

lack of buy in to new approach. 

3 3 

Engagement with staff at all levels to gain their feedback 

and co-author the relationship between local services, 

professional standards and the role of centrally 

determined policies. 

5. 

Stakeholder opposition to proposed 

model and associated employee 

reductions leading to delays in 

implementation   

3 4 

A comprehensive engagement and consultation plan to 

be formed that allocates appropriate time and resource 

to communication of and engagement in the project, 

including ensuring stakeholder concerns and issues are 

addressed fully. 
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Approach and Roadmap 

Roadmap 

The roadmap below sets out the initial phases of the programme and the indicative activity that will take place 

within each phase: 

 

At the beginning of each phase, this Roadmap will be revisited and reviewed by the stakeholders.  Any 

necessary updates will be processed ahead of the next phase.  

It is important to note the interdependencies between the phases for this business case and the other business 

cases under the Bold Programme. For example, any delays in the Business & Customer Services project will 

have an impact on the timing and success of this business case. 

Further detail on the implementation plan and detailed approach can be found at Appendix 4.  
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Milestones 

The high-level milestones for the initial phases of the project represent the necessary challenges to be met to 

ensure the success of this project and its dependencies.  Failure to adhere to the plan will have a negative 

impact upon the rest of the project and transformation programme. 

Themes Milestone Due by 

Design 

• Phase 1 consultations planned and meetings in diaries 

• Agree design principles 

• Confirm Phase 2 plan 

w/c 12 Jan 2015 

 

Service 

Improvement 

• Information consultation with other staff and internal/external 

stakeholders on processes 

• Process reviews scoped and planned 

• Confirmation of alignment of staff to new customer service 

teams agreed 

• Council approval of revised delivery model framework 

 

w/c 16 Feb 2015 

 

Delivery 

• Formal consultation established with impacted staff 

• Project team review deliverables to date and confirm Phase 2 

plans 

w/c 2 Feb 2015 

Change 

Management 

• Agree resources plan for project 

• Team assembled incl. Project Board and kick-off meeting held 

• Review and agree Programme Roadmap for all change 

management activity 

Ongoing 

Communications 

• Communications plan prepared and agreed 

• Finance & Resources Committee sign-off   

• Communicate scope and approach of process review to key 

stakeholders  

• Communication channels (including e.g. intranet) set up and 

details distributed 

 

w/c 15 Jan 2015 

 

 
Reporting of progress against milestones will be made by the SRO and Project team through the formal 
Programme Governance structure.  Updates will also be provided to the Council and F&R Committee as 
required. 

Do Nothing Analysis 

 Amidst financial constraints no change will mean reductions in essential front line services as the 

Council will be unable to afford them; and 

 Increasing demand against a backdrop of declining budgets will result in potential failure of key 

services. 

 

It is essential that front line services are supported and potential delivery failure avoided.  The proposed 

operating model is designed to address these concerns. 
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Project Principles 

The following principles will ensure consistency of approach and best value is achieved:  

 
Project Principle 

1. 
Services will be managed and delivered in four localities unless there is a compelling reason for central 

management; 

2. Council boundaries will be coterminous with Lothian Health, Police Scotland and other partners; 

3. Services will be customer centric and outcome driven; 

4. 
Organisational structures will meet the needs of customers and align to Council priority outcomes rather 

than redesigning around current people and processes; 

5. The operating model will be designed to drive continuous efficiencies and cost savings over time; 

6. 
Workforce will be transformed to meet the needs of the customer with people development, knowledge 

transfer and continuous learning being key to developing the right skills, behaviours and experience; 

7. 
Within the context of the strategy and policies set by elected members, the model will create an 

environment where adaptive innovation and the use of initiative is encouraged; 

8. 
The model will introduce greater commonality of job and organisation design, establish consistent job titles 

and profiles across business units that supports consistent processes, systems and delivery; 

9. 
Mechanisms to share good practices will be built into delivery processes including the utilisation of process 

improvement methodology; 

10. Management structures, reporting lines and business processes will be simplified; 

11. Early support to people with complex needs will be owned and managed by one key officer; 

12. There will be one assessment of need rather than multiple service specific assessments; 

13. Solutions for complex cases will be developed with the full engagement of families and/or individuals; and  

14. The project will be able demonstrate clear alignment to Council commitments. 

 

 

  



BUSINESS CASE – Neighbourhoods Page 21 of 34 

Appendix 1 - Governance and Resourcing  

Strong and effective governance supported by a project team with the correct levels of knowledge and 

experience will be key to the success of this project and the associated benefits and savings. 

The objective of the governance structure is to create: 

 Alignment – through monitoring so that programs and projects stay aligned with overarching BOLD 

strategy and that inter-dependencies are managed 

 Visibility - through the consistent execution aligned to clear standards and effective communications 

 Predictability – through the application of leading practice based planning, estimating and tracking 

 Accountability – through tiered accountabilities, empowerment and performance measurement and 

proactive benefits planning, management and realisation 

Programme Governance 
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Resourcing and Costs 

Total estimated annual project costs are presented below: 

 FY15/16 

£ 

FY16/17 

£ 

Total 

£ 

Neighbourhoods 1,462,978 365,745 1,828,723 

60% of annualised programme level costs are allocated to Neighbourhoods based on underlying assumptions 

around project complexity and support costs required. 

Project and Programme level costs will continue to be incurred in full until March 2016 and then begin to taper 

to the end of the calendar year as less resource is required.   The cost profile is incorporated in our net benefits 

analysis. 

The implementation team will be responsible for implementing the structural change including the recruitment 

and matching process in accordance with Council policy and in partnership with the appropriate lead 

managers. It is assumed that the recruitment and matching process will be led by Organisational Development.  
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Appendix 2 – Detailed Financial Analysis 

The process undertaken in preparing our financial analysis, including assumptions used, is detailed below.  The 
base includes Health & Social Care FTEs. 
 

 Employee data for those in scope for the Neighbourhoods project was analysed by staff grade and an 
allowance of 27% included for Employer’s NI and pension contributions: 

 

Grade FTE Pay +27% 

GR01 113 £1,850,496 

GR02 192 £3,454,443 

GR03 1,929 £39,502,879 

GR04 1,810 £42,785,037 

GR05 1,097 £31,706,928 

GR06 925 £31,274,979 

GR07 1,315 £52,974,413 

GR08 441 £21,640,845 

GR09 198 £11,461,777 

GR10 84 £5,537,632 

GR11 17 £1,442,418 

GR12 10 £927,259 

Total 8,131 £244,559,106 
 

 Employee data for those in scope for the Neighbourhoods project was further analysed by function and 
category (local by default v city-wide):  
 

Function FTE Pay + 27% Category 

Additional Support for Learning 264 £7,485,597 Local 

Adult Health and Social Care 2,990 £84,576,448 Local 

Children's Social Work 757 £29,970,220 Local 

Community Facilities 487 £16,721,246 Local 

Schools 859 £19,743,305 Local 

Community Protection 255 £8,206,720 Local 

Early Years 339 £10,977,814 Local 

Housing 316 £9,843,096 Local 

Local Parks and Street Cleaning 407 £10,219,948 Local 

Local Transport Services 41 £1,586,875 Local 

Planning 151 £6,904,048 City Wide 

Housing Asset Management 49 £2,237,430 City Wide 

Registrars 20 £639,061 City Wide 

Environment 820 £23,430,063 City Wide 

Private Housing Services 32 £1,273,815 City Wide 

Roads STO 159 £4,781,371 City Wide 

Roads Assets 45 £1,815,723 City Wide 

Travel & Transportation 140 £4,146,326 City Wide 

Total 8,131 £244,559,106  
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 Staff have been grouped into roles based on our assumptions around grades and job descriptions: 
 

Current Structure       

Defined Staff Level FTE Cost 

GR10-GR12 Senior management 111 £7,907,308 

GR07-GR09 Management & Specialists 1,954 £86,077,034 

GR05-GR06 Supervisors & Team Leaders 2,022 £62,981,907 

GR01-GR04 Service Delivery & Support 4,044 £87,592,857 

  Total 8,131 £244,559,106 
 

Staff groups have been reviewed against the proposed operating model to ensure they are reasonable and 

there is no significant impact on front line delivery.  Staff reductions have then been identified as part of this 

process to flatten the management structure. 

 

 Three different cases of high, likely and low levels of change have been modelled, giving three potential 
scenarios: 
 

High case         

  Excl. H&SC Incl. H&SC 

Reduction Staff Level FTE Red'n Cost Red'n FTE Red’n Cost Red'n 

32.0% Senior Management 29 £2,015,146 36 £2,530,339 

15.0% Management & Specialists 203 £9,010,803 293 £12,911,555 

12.5% Supervisors & Team Leaders 189 £5,850,238 253 £7,872,738 

3.0% Service Delivery & Support 66 £1,402,837 121 £2,627,786 

  Total reduction 487 £18,279,024 703 £25,942,418 

Likely case          

  Excl. H&SC Incl. H&SC 

Reduction Staff Level FTE Red'n Cost Red'n FTE Red'n Cost Red'n 

30.0% Senior Management 27 £1,889,199 33 £2,372,193 

12.5% Management & Specialists 169 £7,509,003 244 £10,759,629 

10.0% Supervisors & Team Leaders 151 £4,680,190 202 £6,298,191 

2.0% Service Delivery & Support 44 £935,225 81 £1,751,857 

  Total reduction 391 £15,013,617 560 £21,181,870 

Low Case          

  Excl. H&SC Incl. H&SC 

Reduction Staff Level FTE Red'n Cost Red'n FTE Red'n Cost Red'n 

28.0% Senior Management 25 £1,763,253 31 £2,214,046 

10.0% Management & Specialists 136 £6,007,202 195 £8,607,703 

7.5% Supervisors & Team Leaders 113 £3,510,143 152 £4,723,643 

0.0% Service Delivery & Support - - - - 

  Total reduction 274 £11,280,598 378 £15,545,392 
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Appendix 3 – Assumptions  

Savings are based on changes to Council services only.  Further savings would be expected if wider synergies 

are achieved across statutory and Third Sector partners. These have not been considered within this business 

case. 

Assumptions 

The scope of the Neighbourhoods project has been determined from the Council payroll as at September 

2014. 

An allowance of 27% has been included for Employer’s National Insurance and Pension contributions. 

There are no allowances for pension or strain costs within the business case. 

Savings are based on the scope described on page 3.  If services or staff groups are excluded from scope for 

any reason the level of saving will reduce.  

The illustration of reductions to staffing numbers on page 10 is based on general groupings of managerial 

and operational roles.   

If percentage staff reductions are not made at higher tiers then they will be made at lower tiers. 

The scope includes both revenue and capital funded posts. 

The resource plan costs are based on the mid-point of grades in the current Spinal Column point salary 

scale. 

The proposed four locality boundaries are based on the paper presented to and approved by the Edinburgh 

Partnership on the 11 September 2014. 

Lean process reviews will be used to eliminate unnecessary process and will result in staff reductions to 

meet the savings requirement.  

Systematic service reviews will be ongoing and will determine what can be stopped or reduced in order to 

meet the savings requirement.  

Savings associated with channel shift will be considered in the BOLD Channel Shift project. 

Savings associated with property will be considered in the BOLD Property project. 
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Appendix 4:  Implementation Plan and Detailed Approach 

This appendix provides detail of the proposed approach and key activities at each stage of implementation.  

The subsequent sections provide more information around the key activities at each stage.  
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1. Design 

1.1 Service Area Engagement  

The project team will undertake comprehensive engagement with staff, partners and stakeholders to develop 

the local delivery model. This will focus on the desired outcomes, and how functions and processes can be 

changed to better deliver those outcomes.  

1.2 Propose Design Principles  

This stage will agree the key design principles that will be common to the localities based on the initial 

engagement and analysis of local customer demand, demography and deprivation.   

1.3 Consultation Period 

Having completed the resource evaluation and developed the to-be organisation structure the Council will 

undertake a full consultation process including key service stakeholders, employees and trade unions. The 

approach and plan for consultation will be developed with input from the corporate HR team.  Typically, the 

organisation design will be refined through the consultation process, following feedback from key stakeholders.  

1.4 Analyse Resource Need for Localities  

Use of the Council’s business insight team to map out resource requirements for each locality based on key 

demographic and deprivation indicators as well as customer demand and transactions information.  

1.5 Sign-Off Design Principles  

Following the engagement process approval will be sought from CMT and elected members to proceed into the 

consolidation phase. It is expected that amendments to the design principles will take place during this sign off 

stage in accordance with comments from CMT and elected members. 

1.6 Map “to be” design  

Following the activity review and engagement the project team will work with the leads of the functional areas 

to develop the to-be processes and finalise the design. Key components of the deliverable will include: 

 Development of the to-be end to end processes for each locality. 

 Definition of role descriptions, competencies, indicative grade and capacity (i.e., number of FTEs) 

 Detailed organisational structure for each function (e.g., teams, management spans and hierarchies, 

reporting lines, etc.)  

 Identification of the current posts that are ‘at risk’ through the redesign of the function 

 Identification of any duties / activities to be reallocated to other teams as part of refocusing shift and 

associated resource implications if any 

 Clarification of any early change in the assumed responsibilities and accountability that managers 

within services must deliver 

 Data requirements and processes for each locality and any technology requirements to enable 

processes to be provided by the Business and Customer Services functions  

 Methods of monitoring performance (including MI requirements) and draft service level agreements 

with the Corporate centre. 
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In addition, a detailed analysis of the competency framework and development needs will be completed.  

Organisations that have restructured, refocused and optimised have done so on the basis that Managers are 

given the skills, tools and capabilities to effectively manage their budget, their suppliers and their performance 

etc. This is often a key cultural change, raising the expectations of what being an effective manager means. The 

Council’s managers must be effective at their role, rather than purely being ‘technical experts’ in their 

particular profession (e.g. engineering, social work, teaching, etc.). Without this change in behaviour and 

competency, increased risks may emerge for the Council from reducing its support infrastructure. This activity 

will feed into the change management and training plans.   

2. Service Improvement  

2.1 -2.5 Service Improvement Process 

A comprehensive programme of process reviews will be undertaken in order to eliminate unnecessary 

processes.  This will be undertaken using the lean review methodology.  The first stage will involve engagement 

with current service areas to identify the processes that require to be reviewed.  These will be ranked in order 

to prioritise and form a programmed approach.  Following the reviews, conclusions and recommendations will 

be agreed by the Project Board which will allow processes to be simplified or removed, inform the formation of 

locality teams and staffing requirements.  

3. Deliver (Consolidation Phase) 

3.1 – 3.6 – Consolidate Functions 

The consolidation phases will be an enabler for the later transition into the new organisation structure. The 

new management structure will be rolled out and staff will be grouped under their to-be locality management 

teams. The extent of the change delivered during this phase will be confirmed in the design phase as will the 

need for staff relocation. This phase could be extended to include a more comprehensive consolidation, 

including appointment of staff to posts in the new structure, deletion of vacant posts, redeployment of current 

employees who are not allocated to posts within the new structure, and the loss of staff who have successfully 

applied for voluntary redundancy. 

It is anticipated that the consolidation of areas will take place in four phases in order to minimise risks/costs 

associated with large scale cultural change, and to allow for the quick transition of the existing functions with 

well-defined organisation structures.  

Lessons learnt exercises will be conducted throughout the consolidation phases to capture issues identified 

during the early phases allowing the later phases to be adapted accordingly. There will be an agile approach to 

developing the locality structures as some will have a greater call on services than others based on poverty and 

equality profiling. The service profile will evolve with the requirements of the localities.  

Based on the detailed analysis of the competency framework and the development needs identified in 

deliverable 1.6, we will work with OD and functional specialists to develop a training and competency 

development framework for managers across the Council. It is recognised that a pre-requisite for the delivery 

of this programme is a need for enhanced and improved ICT/MI/business processes and for them to be in place 

first, to ensure effective tools are ready to allow managers to better serve themselves across a range of needs 

without the same level of direct support. This programme will have to be supported by both clear 

communication and visible senior leadership by chief officers. 
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3.7 Complete Consolidation Process 

Following the full realignment of each service support function and the development of the training 

programme, a detailed plan for the transition phase will be agreed before moving in to the full transition of 

each functional area. 

3.8 Training Roll Out 

The training and development plan will be rolled out in accordance with service managers and OD ahead of the 

transition phase in order to up-skill and prepare staff for the final stage of implementation. It is recognised that 

this deliverable will be dependent on changes to ICT, MI and business processes. These changes will be 

implemented alongside the training programme in order to minimise costs/risks of major ICT and business 

change. 

3.9 Implement KPI/Location Plan 

Pending the outcome of the business case and detailed service model design, this stage will follow a typical 

implementation process incorporating: 

 Systems configuration 

 Process design changes 

 Testing 

 Training (deliverable 2.8) 

 Readiness assessment 

 Cut-over (i.e., go-live) 

 Any further reduction in posts within the corporate support functions (as confirmed within the 

business case and organisation design) 

 Final confirmation of area locations and location preparation for full transition 

 Agreement and roll out of Key Performance Indicators 

 

4. Deliver (Transition Phase) 

4.1 – 4.3 Phased Transition 

Following deliverables 3.8 and 3.9 the final transition of the ‘to-be’ functional areas in the Locality model will 

take place. This will involve final adjustments to staff roles as required, transfer of locations, and 

implementation of new business and monitoring processes. 

It is anticipated that, as with the consolidation phase, this activity will take place in three phases to allow for 

the mitigation of risks associated with the transition of a number of business functions.  Phased transition will 

also allow for the full implementation of all ICT and business systems/processes to take effect following testing 

and piloting. The training programme will continue to run into the transition phase to allow staff to adjust 

effectively to cultural and procedural changes. 

4.4 Complete Transition Process 

Following the full transition of each ‘to-be’ functional area into the Localities  including full implementation of 

all new ICT, MI and business processes, the agreed monitoring procedures will be implemented to track 

performance. 
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5. Sustain 

5.1  Ongoing transition assessment and monitoring 

It is anticipated that implementation of the Locality delivery model will have taken place by April 2016. This will 

evolve and be refined to take account of local need. At this time the service level agreements will be 

implemented and used to track performance of each locality against agreed KPIs. The Council’s business insight 

team will monitor the impact of locality delivery, including reviewing whether the locality structure is fit for 

purpose and suitably built around an understanding of customers and outcomes. 

Alongside monitoring of performance, a full assessment of the effectiveness of the implementation process will 

be undertaken, and gaps in functional area capability and ICT/business processes/systems will be identified to 

inform and enhance service delivery. 
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Appendix 5 – Case Studies  

We have presented further detail from key case studies on the ‘Locality’ or ‘Neighbourhoods’ model below. 

National Audit Office 

The UK National Audit Office published a report, “Case study on integration: Measuring the costs and benefits 

of Whole Place Community Budgets” in March 2013, which summarises the approach adopted in the pilot 

areas: 

“One way public bodies are looking to achieve longer term changes is through making better use of the totality 

of public funding spent locally. Rather than operating in traditional silos created by organisational boundaries, 

public bodies may elect to work jointly by pooling or aligning their resources, objectives and activities where 

they believe a collaborative approach can add most value.”  

The case for doing so typically cites: 

 

The Audit Office report is cautious about the potential savings of the Whole Place approach indicating that 

there is a lack of robust evidence of impact as a result of earlier attempts to localise and integrate services but 

it does confirm that “Greater Manchester, covering ten local authorities, estimates net savings of some £270m 

over five years, while West Cheshire estimates net savings in the region of £56m over the same period.” 

Locality and Vanguard Consulting 

This report’s central proposition is that “far too many public service systems: 

 Assess rather than understand 

 Transact rather than build relationships 

 Refer on rather than take responsibility 

 Prescribe packages of activity rather than take the time to understand what improves a life” 

The report uses case studies to illustrate the issues with our current approach to assessing and meeting 

complex needs. 
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Total Place 

The council, prompted by the Christie commission and the experience of ‘Total Place’ in England, has now 

established ‘Total Place’ initiatives in East Edinburgh, Craigroyston (as referenced above) and more recently, 

Wester Hailes. 

The feedback and evidence from these areas confirms that this approach is more effective and enables teams 

to focus on the wider underlying issues which lead to the requirement for high cost crisis interventions. For 

example, successful efforts to improve school attendance and reduce exclusions are being made in Wester 

Hailes and Craigroyston.  There is strong evidence from the Edinburgh University longitudinal study of youth 

offending that sustained regular attendance at school is a key factor in reducing offending. 

  

Example 1 

Child A was in contact with public services 

from 1997 until 2013 when the authorities 

lost track of his whereabouts and he was 

presumed to be homeless. The graphs 

opposite show estimated contact costs 

and the number of agencies involved with 

the family. 

 

 

Example 2 

Ruth was a victim of domestic abuse.  Between 1996 

and 2012, she experienced 129 different interactions 

with public sector agencies.  During that period, her 

circumstances deteriorated to a point where she was 

in poor health and her children had been taken into 

care. The graph below indicates the cost and volume 

of interventions between 2008 and 2012 compared 

with the cost of what Ruth needed. 
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The illustrations below (from ‘Total Place’ areas) demonstrate how better outcomes can be achieved by 

applying a more creative, joined up, collaborative approach to complex needs:  
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Appendix 6 – Peer Reviews 

 

This project has been reviewed and approved through the following Peer Reviews: 

 

Peer review Print Name/Signature 
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BOLD Programme

Business Case: Payments to the Third Sector for the Provision of

Community Services

Description of Proposal

This business case details the proposal to refine our approach to Third Sector Payments and reduce spending

by a minimum of £10.8m per year compared to 2014/15 budget.

Approximately £108m (11%) of the Council’s net revenue budget is invested in grants and contracts with

external organisations that deliver a diverse range of community services across the city. The Council needs to

be able to deliver consistently on outcomes in the context of financial constraints, and challenge partners to be

equally innovative in their approach. Third Sector organisations have been involved in discussions on how we

can work together to address those challenges.

The approach outlined in this business case was agreed by the Communities and Neighbourhoods Committee

in February 2014. The Finance and Resources Policy Development and Review Sub Committee requested in

May 2014 that guidance be developed for Executive Committees to ensure consistent application of the

approach.

Integrated with the proposed Neighbourhoods operating model and supported by the Channel Shift and

Business and Customer Services projects, Third Sector payments will be strategically focused on customer

outcomes into which investment can be more effectively channelled. The new model will provide a strong

focus for investment, clear investment routes, increase collaboration between the Council and Third Sector

organisations and reduce duplication/waste. As a result, the Council has committed to a minimum 10%

(£10.8m) reduction in grant and contract investment over the period 2015-18 based on a co-production model.

Our vision is to deliver:

A lean and agile Council

 A council built around a culture of

excellent customer experience and

efficient, effective service delivery

Focused on customers

 A council focused on understanding

our customers in order to deliver the

outcomes that matter to them

Engaged and empowered people

 A Council driven by a motivated

workforce of high performing flexible

people
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Value for Money

The proposals aim to deliver value for money for both the customer and the Council.

Effectiveness Future investment programmes will contribute towards the key objectives and outcomes of

the Council. Third sector organisations will collaborate with the Council and its partners to

co-produce programmes, supporting improved outcomes for service users.

Efficiency The work-stream provides a framework for Executive Committees to maximise

opportunities for efficiencies by encouraging shared services, co-location in Council

property and removal of duplication between Third Sector organisations and/or Council

services.

Economy Improved Council oversight of payments will ensure programmes avoid duplication of

investment and service outputs. Committees will now consider three-year commitments to

further the sustainability of organisations. The new investment programmes will also aim to

include support for innovation and change to further community aspirations. All requests

for funding will continue to be subject to value-for-money and needs-based assessments.

The graph below shows the ‘do nothing’ position plotted against the savings proposed in this business case,

baselined from the 2014/15 budget.

2015/16 2016/17 2017/18 2018/19 2019/20

Budget including approved savings £106.3m £105.2m £105.2m £105.2m £105.2m

Bold savings £3.596m £3.596m £3.596m - -

Cumulative £3.596m £7.192m £10.788m £10.788m £10.788m
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Scope

The scope of this business case comprises £108m of Third Sector grant and contract payments invested in

external organisations. The range of community services across the city delivered by third parties include:

 social care and support;

 community learning and development;

 employability;

 cultural and sporting development;

 health-improvement; and

 infrastructure support for the Third Sector.

In-scope payments can relate to services delivered in a range of different ways and it is recognised that some,

for example Self Directed Support and nationally agreed contracts, present particular issues that will need to be

considered during implementation. All services will need to be considered individually as implementation

progresses.
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Context and Drivers for Change

The Council operates in a challenging environment with increases in demand for key front line services amidst

continuing financial constraints. These quantitative challenges have been considered at a programme level but

the current budget gap stands at £67m to 2017/18 and key drivers for change such as the public sector reform

agenda, health and social care integration and community empowerment legislation are all taken into account

in proposing a revised delivery model.

Qualitative challenges

Currently approximately 440 third, cultural, sporting and private sector providers deliver services to the city’s

communities. Community services are defined as ‘those services and facilities provided to meet the ongoing

needs of Edinburgh’s citizens and communities, in particular those in poverty and disadvantage and who need

support to improve their health and wellbeing, living conditions and economic prosperity’.

The sheer volume and overlap in providers creates complexities in ensuring that service delivery meets value

for money criteria. Challenges in the current system are primarily:

 Lack of strategic alignment;

 Lack of comprehensive approach to Third Parties, Partnerships and Neighbourhoods;

 Overlap/duplication of funded costs; and

 Inefficiencies in Third Sector back offices.

The new model will address these issues.

The current pattern of investment for the

provision of community services (using the above

description) covers a diverse range of grant and

contract arrangements, where the Council

contributes part or most of the costs. Currently

this represents £108m of grant and contract

investment.
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Proposed Solution and Future State

New co-produced grant and contract programmes will be established by Executive Committees, informed by

the views of Elected Members, service users, current and potential providers, and officers. Executive

Committees will be supported by guidance from the Finance and Resources Committee.

The new programmes will:

 establish a package of investment that will deliver outcomes aligned with the Council’s key priorities;

 enable efficiency across providers and provide for alternative forms of delivery;

 encourage providers to be innovative and proactive/preventative in their approaches; and

 ensure that contracts are based on clear KPIs reflecting Council priorities.

The budget reduction will be applied strategically by the Council and our Partners to community services based

on the following approach:

 avoid a blanket approach to savings, instead examine impacts upon each recipient;

 examine any potential unintended consequences as a result of any budget reduction, for example by

using equalities and rights impact assessments;

 undertake due diligence for small groups with an overall income under £25,000 (including grants,

fundraising, other investment) to assure sustainability and their positive impact on communities;

 remove duplication of costs across investment programmes;

 take account of Council services addressing similar priority outcomes to ensure savings are identified;

and

 consider delegation of investment planning to a neighbourhood level where appropriate.

Dependencies

The Business and Customer Services project aims to bring all procurement and grant functions together. This

will provide a centralised point to track, measure and define the requirements of Third Sector spend including

measuring performance and outcomes.

This Business Case does not take into account any future FTE impact through co - producing. All current FTE

impact is considered within the Business and Customer Services and Neighbourhoods business cases.
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Future State

The following model illustrates how Council outcomes will be delivered via new grant and contract investment

programmes:

Benefits

Application of the model will provide new opportunities for some Third Sector organisations across the city,

with improved quality, and levels of service and benefits for citizens. Over time there may be opportunities to

transition more services to the Third Sector.

Proposals to Executive Committees will identify the most advantageous approach to distributing the

investment (grant or contract programme) and delivering the Council’s strategic outcomes through third

parties.

Key benefits are:

Financial Benefits

Reduction of 10% of Third Sector spend for the provision of community services over 3 years

Non - financial Benefits

Aligned services to reflect customer needs and outcomes

Increased uptake by community/community engagement in line with the Neighbourhoods proposal

Co-production with Third Sector aligned with user interests

Improved performance on high priority well-being indicators through renewed focus

Generation of wider community benefits including levels of volunteering

More strategically aligned investment through new delivery model

Improved performance on related programme KPIs e.g. improved leverage on Council investments,

volunteering volumes and user satisfaction percentages

Avoids overlap and duplication of funding costs
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Risk Assessment

Risk L I Controls/Mitigating Factors

1.

Quality of baseline

data/management

information is poor

3 5

Ensure that senior sponsorship is available and proactive

in helping to secure additional officer time resource to

enable baseline data to be quality checked.

2.

Unable to achieve sufficient

collaboration with Third

Sector providers to deliver

outcomes and savings

4 5

Third Sector representatives are included at every stage

of the process and inputs and views are considered and

included.

Effective senior sponsorship to drive engagement and

collaboration.

3.

Reductions in funding impacts

service provision to vulnerable

individuals

3 4

Ensure that reductions are made hand-in-hand with Third

Sector representatives to ensure that key outcomes are

achieved with the minimum negative impact.

4.

Duplication of process and

payments made to Third

Sector organisations

4 4

Comprehensive strategic support to ensure that funding,

performance and outcomes are mapped, and any

dependencies outlined.

5.

Savings are negated in

devising new investment

programmes

3 5

Guidance to Executive Committees from Finance and

Resources Sub-Committee provides guidance on shaping

and implementing any new investment programmes.
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Approach and Roadmap

Roadmap

At the beginning of each phase, this Roadmap will be revisited and reviewed by the stakeholders. Any

necessary updates will be processed ahead of the next phase.
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Project Principles

Project principles

1.
The Council recognises and values the contribution of the Third Sector and will adopt a multi-channel

approach working with the Third Sector from a single view of the customer

2. The Council is committed to a partnership approach to funding and working with the Third Sector

3. Financial support to the Third Sector will support the delivery of Council and service priorities

4.
Priorities for financial support will, where appropriate, be determined at local level but approved by

Executive Committees

5. Funding will be contractually based unless there is a robust rationale for grant funding

6. Each Executive Committee will develop its funding priorities in conjunction with the Third Sector

7. The communications team will support and coordinate all communications and marketing

8.
Reductions in funding applied to community services will focus on their back office costs with inefficiencies

to be addressed by developing consortia, co-location and shared services

9.
Service responsibility will be transferred between the Third Sector and the Council where improved

outcomes and/or reduced costs can be demonstrated
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Do Nothing Analysis

Quantitative

Our analysis incorporates reductions in future spend which have already been approved in the 2014-15 budget

and should be considered as part of the overall financial analysis. In a ‘Do Nothing’ scenario these reductions

would continue to apply through to 2018/19:

2014/15 2015/16 2016/17 2017/18 2018/9

Savings (£m)* 108.0 106.3 105.2 105.2 105.2

*Status quo budget including all previously agreed savings.

These reductions would be insufficient to address the financial challenges that the Council faces.

Qualitative

Issues in the current system would continue and potentially worsen:

 Lack of strategic alignment;

 Lack of comprehensive approach to Third Sector payments, Partnerships and Neighbourhoods; and

 Overlap/duplication of funded costs.
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Appendix 1: Governance and Resourcing

Strong and effective governance supported by a project team with the correct levels of knowledge and

experience will be key to the success of this project and the associated benefits and savings.

The objective of the governance structure is to create:

 Alignment – through monitoring so that programs and projects stay aligned with overarching BOLD

strategy and that inter-dependencies are managed

 Visibility - through the consistent execution aligned to clear standards and effective communications

 Predictability – through the application of leading practice based planning, estimating and tracking

 Accountability – through tiered accountabilities, empowerment and performance measurement and

proactive benefits planning, management and realisation

Programme Governance
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Project Governance

The relevant Heads of Service sit on the Project Board and the service lead officers make up the
implementation team.

Resourcing

Refer to the Project team structure above. No further impact on resourcing.
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Appendix 3: Grants to Third Parties: Timeline for new grants programme

Outline Timelines for Developing Grant Programmes

A S O N D J F M A M J J A S O N D J F M A

Grant Application Window

Committee Decisions

Grants commence

Children &Families - All Programmes

1st meeting of Elected Member Working Group to steer

grant programme development

Coproduce new grant programme(s)

Report to Executive Committee with Proposals

Invite Applications for New Programmes

Propose Awards to Executive Committee

New grants commence

Corporate Governance

Culture and Sport

Coproduce New Grant Programme

Report to Executive Committee with Proposals

Invite Applications for New Programmes

Propose Awards to Executive Committee

New Grants commence

Economic Development

Employability**

Coproduce New Grant Programme(s)

Invite Applications for New Programmes

Propose Awards to Executive Committee

New Grants commence

Health and Social Care (Services for Older People)

Coproduce New Grant Programme(s)

Invite Applications for New Programmes

Propose Awards to Executive Committee

Grants commence

Health and Social Care (4 programmes ***)

Coproduce New Grant Programme(s)

Invite Applications for New Programmes

Propose Awards to Executive Committee

Grants commence

Health and Social Care (Health Inequalities)

Coproduce New Grant Programme(s)

Reports to Executive Committee with Proposals

Invite Applications for New Programmes

Propose Awards to Executive Committee

New Grants commence

Services for Communities ****

Advice Services

Coproduce New Grant Programme(s)

Report to Executive Committee with Proposals

Invite Applications for New Programmes

Propose Awards to Executive Committee

New Grants commence

A S O N D J F M A M J J A S O N D J F M A

Revised Policy on Concessionary Lets

New Policy on Asset Transfer

* Children and Families, Culture and Sport, Economic Development (Youth employment only), Health Inequalities and Services for Communities plans for 2015/16 grants

** Because of of a Youth Employment review related 3 year grants will not commence in April 2015. Transitional grant arrangements will operate instead for relevant providers.

*** Programmes consist of Carers support, Disability support, Mental health and Wellbeing and Support to People affected by Addictions and BBV)

**** Grants other than Advice Services will be progressed on an individual basis

Children & Families - all Programmes Health & Social Care Relevant to several or all Services

Corporate Governance - Culture & Sport Health & Social Care (Health Inequalities)

Economic Development - Employability Services for Communities - Advice Services

15/16 Grants where existing approach is planned *

Preparations for New Coproduced Grant Programmes

2014-15 2015-16

Other Relevant Council Policy Reviews



Steering Group  

Director of Corporate Governance 
(Chair), Head of Finance, Head of 

HR, Head of Communications, 
Programme Scrutiny (PwC) 

Neighbourhoods & Partnership 

SRO 

 

Property 

SRO 

 

B&CS 

SRO 

Channel Shift 

SRO 

 

Programme Director, Programme 
Manager and Team 

 

Project and Change Management + Activity reviews and Process re-engineering  + Comms + 
Stakeholder Engagement  
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