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probably a middle ground here, in which 

the charge is seen as ţaffordableŤ by the 

customer and offers 

revenue benefits to 

the council but 

where the cost of fly

-tipping clean up 

(which can be 

worked out using 

Rough-cut Activity 

Based Costing) 

does not offset the 

benefits. 

To achieve the benefits, councils must 
know their customers 
Understanding the specific customer and 

their behaviour is essential to optimising 

revenue for a council. Provide a service 

that people want and they will pay willingly 

Ş provided it is easy to pay! For example, 

consider the service offered by the Post 

Office that customers didn't know they 

needed until it was offered Ş the verification 

of passport applications Ş for a fee that the 

majority of people applying via the Post 

Office do not seem to mind paying. In a 

similar way, some authorities are now of-

fering fast track services for a fee. This 

works provided that: 

§it does not diminish the rights of non-
paying applicants; 

§it is seen as an enhanced service; 

§the fee is seen as good value; 

§and the cost of collection does not offset 
the revenue collected. 

Councils can use these criteria when look-

ing to generate revenue in other areas too. 

Adding value quickly 
We believe that the challenge for councils 

is to ensure that every service is optimising 

its revenues and utilising new fee paying 

services opportunities. 

To help councils do this ValueAdding.com 

has developed a rapid, structured ap-

proach that looks at the delivery costs of a 

council's statutory fees and its commercial 

approach to the discretionary services it 

currently, or could, offer. We then test this 

against a council's statutory obligations, 

(Continued on page 2) 

With the current climate requiring local 

authorities to fill the massive shortfall in 

public finances created by central govern-

ment, enforced cost saving is a fact of life. 

However, in our experience, the  scale of 

cutbacks now being demanded of councils 

bears little relation to their individual effi-

ciency.  

We find that, on the whole, local authority 

staff are dedicated, hard-working and well 

trained, making it hard for any council to 

stomach the loss of staff to save costs. We 

have therefore brought our commercial 

background to bear on the subject and find 

that significant scope exists for councils to 

reduce the level of savings required by 

looking afresh at optimising revenue. 

Few councils are really supplementing their 

income through discretionary charges and, 

according to the Audit Commission, only 

one in five is using its charging ability to its 

full potential. We therefore believe that 

many councils have the opportunity to do 

significantly more to increase revenue 

income and, in doing so, mitigate the de-

gree of cutbacks required. For many of 

these councils it will also be cheaper and 

politically easier to generate additional 

revenue than it will be to reduce services. 

Some new revenue generation may require 

new resources but this can be achieved 

with transfers from other efficiency saving 

schemes.  

The disproportionate impact of cost cutting 
The spectre of large cuts in budgets for 

waste and street scene Ş the very areas 

prioritised for development in the last five 

years Ş is currently haunting budget dis-

cussions. Conversations we have had with 

councillors and senior officers in the midst 

of their budget setting process have high-

lighted the disproportion-

ate pain likely to be in-

flicted on these non-ring 

fenced budgets as coun-

cils look to balance their 

books.  

IpsosMori and others 

have shown the link 

between street services and overall cus-

tomer satisfaction and, for this reason, 

councils should be keen to ensure that 

every opportunity is examined before pain-

ful cuts are made. In addition, coun-

cils should also seek to understand 

the impacts for other budgets of mak-

ing cuts or increasing charges; for 

example the knock-on impact of fly-

tipping caused by raising bulky col-

lection charges. 

Understanding revenue yield is key 
For statutory and capped charges, 

optimising net revenue is simply a 

case of more efficient collection and 

processing Ş often achieved through com-

bined service offerings or joint revenue 

collection efforts. 

The main opportunity for councils is in 

discretionary charges; an area that is the 

least exploited and, in our experience, least 

understood by many councils. Our recent 

informal survey supports the Audit Com-

missionšs findings above and clearly indi-

cates that many councils do not make 

simple charges where they can, and do not 

offer services that they are well-placed to 

provide. We believe that there are more 

than 100 services for which councils could 

apply discretionary charges. 

When considering these options, a coun-

cil's main focus should be on net revenue 

yield. We regularly see members decide on 

a 5% increase in, for example, bulky waste 

collection charges in the belief that this will 

deliver a 5% increase in revenue. Unfortu-

nately, in looking at it in this way, they are 

not only forgetting to consider ţprice elas-

ticityŤ, but they are also not thinking though 

the second order effects, such as an in-

crease in potential fly-tipping, and their 

associated clean-up and administration 

costs.  

For example, one 

council we work 

with offers bulky 

waste collection 

for free, once a 

year, and is in the 

upper quartile for 

the last BVPI on fly

-tipping, whereas another charges £15 per 

item and is in the bottom quartile. There is 
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members' directives and local circumstances.  

We apply our considerable commercial exper-

tise to model revenue yield Ş something that 

councils are notoriously poor at predicting Ş 

and help teams to redesign processes and to 

optimise revenue and collection costs. To 

support the new programme we can train and 

develop staff and provide service templates 

for new processes. We are so sure that we 

can add value to a council's net revenue that 

our implementation fees can be directly linked 

to the net revenue increase.  

We are also currently offering our web-based 

cost comparison site to English local authori-

ties for free; starting with Waste Services. 

Please see Benchmark for Free! On Page 4 

§Engaging with the customer. 

ValueAdding.com has found that the tech-

nique can unite disparate departments, agen-

cies or organisations and deliver joined-up 

services based on what the customer really 

wants. Customer Journey Mapping also saves 

money because it allows services to clearly 

focus on what ţadds valueŤ for the customer. 

This is particularly pertinent because the Total 

Place initiative forms part of Sir Michael Bich-

ard's work on the Operational Efficiency Pro-

gramme which is looking at the scope for 

efficiency savings in the public sector and 

service improvement through the joining up of 

local provision. 

Julian Morley 

Julian Morley has four years' experience in 

the public sector at senior management level. 

He set up and was Director of the South West 

Regional Improvement and Efficiency Partner-

ship (SW RIEP) and delivered over £13m of 

savings for local authorities across the region. 

He left in March 2009 to set up Efficis Con-

sulting and is delighted to have also started 

working with ValueAdding.com. He has ad-

vised central government on procurement, 

business transformation and commissioning 

both at a corporate level and in adult services. 

Julian also has eighteen years' experience in 

the private sector; delivering change across a 

variety of sectors including high tech, telecom, 

FMCG and medical equipment. He has 

worked with BSkyB, Avon Cosmetics, Sie-

mens, Alcatel, Nokia, GEC, BAE Systems and 

Inverness Medical, saving over £40m of costs 

and has also held senior positions at Hewlett 

Packard and Mars.  

He has an MBA from the Ecole Européenne 

des Affaires (EAP) in Paris, is a Sainsbury 

Management Fellow and an engineering 

graduate of the University of Cambridge.  

Julian is married to Dawn and has two (rapidly 

growing) children Amber 16 and Frank 13. 

They live in Swanage, in the Isle of Purbeck, 

a few yards from  the beach and are all very 

active in the sailing club. 

 

Following the success of two projects in the 

North West, ţCounting CumbriaŤ and ţCalling 

CumbriaŤ, April 2009 saw the announcement 

of £5 million government funding for 13 pilots 

and the addition of a new phrase to the local 

government lexicon: Total Place. 

Total Place - a Google 

search gives over a hundred hits - has been 

talked about at both the Labour and Conser-

vative conferences and was a feature of the 

Solace conference in October 2009. It has 

been reported at least twice on Radio 4šs 

Today programme and featured in the Guard-

ian. In fact, some of its conclusions have been 

fed back to the Treasury to inform the Pre-

Budget Report, with more likely to follow and 

influence both the Budget and the CSR11 

spending round. So what is Total Place? 

Simply put, it is a three-stage process that 

maps public sector cash flowing through a 

locality from central to local bodies, looks at 

the way existing organisational cultures help 

or hinder the process and then identifies op-

portunities for collaboration between agencies 

on local service redesign and use of resources.  

Initial results have 

only just been 

published and are 

primarily focused on the first, cash-counting, 

part of the initiative. We have seen nothing 

particularly dramatic from this stage so far 

other than that total public spending in the 

pilot areas is BIG. For example, total public 

expenditure in Birmingham is around £7.5bn; 

in Central Bedfordshire and Luton £3.4bn; 

and in Worcestershire just over £4bn. The 

Treasury is already very interested because 

imagined savings of only 1% would translate 

into big numbers too; £75m in Birmingham, 

£34m in Central Bedfordshire and Luton and 

£40m in Worcestershire. 

Big money indeed, but how does this impact 

the customer? Answer: the third (and proba-

bly most exciting) stage focuses on what this 

all means for how services are delivered. For 

Leicestershire, alcohol and drugs misuse is 

an area of focus: the county has found a mul-

titude of agencies involved in the treatment of 

alcohol addiction, but all working separately. 

This behaviour is reinforced by fragmented 

and tortuous funding paths down a long chain 

from central government to the front line. 

Leicestershirešs aspiration is for money for 

alcohol and drugs misuse to be pooled, with a 

single point of access for customers. Croydon 

is looking at support for vulnerable children. 

Its hypothesis is that public organisations are 

spending too much public money reacting to 

serious problems experienced by, say, 11-24 

year olds, which could be reduced signifi-

cantly by more and better-targeted expendi-

ture in the early years. 

The other upshot of all this is that the cus-

tomer has to deal with a confusing medley of 

different agencies; not something that helps 

them, and not the best solution to deliver 

value for money. 

So what is the best solution?  

The clue is in a technique called Customer 

Journey Mapping. Using this approach it is 

possible to map a service from the daily point-

of-view of the customer: following the service 

delivery from agency to agency and mapping 

the palpable frustration of the service user. 

Not only in most cases 

does this make agencies 

focus organisational 

design on what is best 

for the customer, but it normally ends up be-

ing more efficient too. Simply put, Customer 

Journey Mapping allows organisations to 

unshackle themselves and focus on: 

§Unthinking their existing processes: cus-
tomers are not interested in internal proc-
esses; 

§The customeršs world: what do they want 
from the service, how does it make them 
feel? 

§Mapping the customeršs journey, interactively; 

Customer Journey Mapping and Total Place - Julian Morley 

 

For more information on net revenue 

optimisation and how                 

ValueAdding.com can help your 

council please contact Oliver Morley. 

ţCustomer Journey Mapping allows 
organisations to unshackle themselvesŤ 

Julian Morley 


