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As the need to generate efficiencies 
intensifies and government budgets 
are squeezed further at both central 
and regional level, outsourcing 
activities have become more 
prevalent across local government. 

Local authorities are increasingly 
entering into a broad range of 
partnerships across the public, private 
and third sectors. These outsourced 
partnerships can vary in purpose, from 
supporting the delivery of back office 
operations, to helping achieve target 
outcomes as laid out in the Local Area 
Agreement (LAA) and measured by the 
Comprehensive Area Assessment (CAA).

In outsourcing back office functions and 
working with partners to deliver frontline 
services to the citizen and outcomes 
for the community, commissioning 
councils are in each case creating a 
‘supply chain’. This outsourced business 
model fundamentally changes the 

risk profile of the commissioning local 
authority as the delivery of key services, 
and in some instances, statutory duties, 
is passed to diverse third parties.

These supply chains vary in complexity 
but introduce a significant range of 
new risks.  Intellectual and other assets; 
privacy of data; control over the service 
and service quality; ability to remain 
legal and confidence and reputation 
are all in jeopardy if risks are not 
identified and appropriately managed. 

Recognising the complexity of this 
outsourced business model and a 
potential increase in local government 
rising consideration of handing over 
delivery of frontline services such as social 
care in a similar way to how it might 
outsource back-office processes, Zurich 
commissioned a Paper on the subject; 
‘The public sector supply chain: risks, 
myths & opportunities’. Independently 
authored by academic and supply chain 
management expert, David Kaye, the 
Paper addresses a broad range of supply 

chain issues (including a whole section 
dedicated to partnering with the third 
sector) and urges senior executives 
to be more inquisitive about how the 
associated risks are being managed. 

It also explores some common ‘myths’ 
around public sector outsourcing and 
resulting supply-chains: the assumption 
that accountability and risk connected 
with these services can be ‘delegated’ 
to commissioned third parties and 
that new delivery frameworks and 
liabilities will be covered by existing 
insurance arrangements represent 
some initial misconceptions relevant 
to the public sector supply chain. 

Risk associated with passing delivery 
of mission-critical frontline services is 
something that Zurich has been discussing 
with senior executives in local authorities 
for some time. These discussions 
have confirmed that accountability, 

Passing risk to third parties 
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business continuity and cost overrun 
issues created should a partner fail 
represent key challenges for councils.  

The Paper raises some key questions 
for local authority senior executives to 
consider when it comes to their supply 
chain arrangements including;

n	� Does the Chief Executive understand 
that the responsibility for risks and 
resilience of service delivery rests with 
that role and cannot be delegated, 
neither internally or externally?

n	� Are supply chain project managers 
adequately skilled, resourced and 
supported to understand outsourcing 
risk and its effective management? 
Are they aware of the authority’s 
sensitivities and risk tolerance limits?

n	� Does the tendering/decision processes 
ensure that providers and third 
parties are formally risk assessed?

It is increasingly important that in all the 
anticipation of generating efficiencies 
and cost savings as well as better 
outcomes at local level that supply 
chain risk management is reviewed at 
board level. Demanding council-owned 
services requiring stringent governance 
and risk management standards are 
increasingly being put in the hands of 
third parties with diverse experience and 
skills. Recent high profile data security 
issues and incidence of inadequate 
provision of social via third party contracts 
are testament to the kind of exposures 
local authorities face. Reinstating a 
commissioning authority’s ability to 
deliver post-failure, and in a potentially 
catastrophic situation is extremely difficult. 

The Audit Commission has recognised 
the scale of this challenge in its recent 
Paper, ‘Working Better Together’, which 
establishes the need for analysis of 
complex delivery chains created through 
local strategic partnerships (LSPs). 

It’s a critical first step in getting supply 
chain risk on the agenda of senior 
local authority executives. Robust 
governance, good risk management 
and the co-ordination of numerous 
parties are at the heart of effective 
supply chain management. If the 
associated challenges are not addressed, 
intended outsourcing cost savings are 
at significant risk, as are achievement 
of outcomes for the community and 
very resilience of the authority itself. 

Passing risk to third parties 
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The debate over future public spending 
levels is moving rapidly up the news 
agenda.  Labour is seeking to use the 
threat of spending cuts to pin the label 
of “Mr 10%” on David Cameron; the Tories 
in turn have painted Labour’s position 
as dishonest and unsustainable.  Of two 
things there is no doubt: that cuts in public 
spending are inevitable; and that the 
argument over how these can be achieved, 
whilst limiting the impact on front line 
services, will be at the heart of the political 
debate right up to the general election.  

Unsurprisingly, the more detailed 
arguments are starting.  Earlier this month, 
presumably in response to Labour’s 
target of achieving £15bn in back office 
efficiencies through more shared services, 
the Tories – through Shadow Cabinet 
Office Minister Francis Maude - came out 
in favour of outsourcing as a more effective 
route. So the battle lines are being drawn. 

Against this background, the onus is on 
the Business Process Outsourcing sector 
to demonstrate clearly that it represents 

the most effective way forward, and that it 
is capable of delivering the solutions 
that its clients, and its clients’ clients, need.  

Liberata was proud to support the LGA 
and its conference, and its agenda this 
year - ‘big issues, local solutions’ – was very 
apt.  In the LGA Conference handbook I 
referred to how Government functions 
best with solutions tailored to meet local 
needs.  So many CEOs I talk with share 
the view that a ‘one size fits all’ mentality 
is the greatest disservice you can visit 
upon a public body which provides multi-
faceted and complex services to its local 
citizens.  Choosing the right sized partner, 
where the restrictions of a formulaic 
approach are discarded, where flexibility 
is central to the offering, and where a 
partnership in which CEO-to-CEO dialogue 
is the norm, are all vital components of 
a successful long-term relationship.

Time for BPO to deliver 
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For Liberata’s part, our size, our experience 
and sector knowledge – we have been 
working with Local Government clients 
for over 30 years, and today some 80% 
of our clients and 70% of our business is 
in this sector - means that we can tailor 
solutions to Local Government which 
neither our larger competitors (for whom 
major central government or private sector 
contracts represent the holy grail), or a 
Shared Services solution, can provide.    

In recent years, we have been particularly 
successful in tailoring our approach to 
offer a blended model of locally customer 
focused services supported by the capacity 
and resilience of our virtual process model 
which allows us to leverage economies of 
scale and reduce cost of service to client. 

At Liberata we believe we are well 
placed to support local authorities 
with the challenges they face. We are 
committed to the Local and Central 
Government market, a focused BPO 
player in the UK, the right size partner, a 

value supplier and a team of highly skilled 
experienced people, many of whom 
have transferred to us and prospered 
through the outsourcing process. 

So, does Liberata have a part to play in 
the drive to help make more effective 
use of the public purse?  Absolutely.  
Can we assume that this will bring new 
partnerships flooding to our doors?  No.  
We have to prove, comprehensively, 
that we understand the needs of Local 
Government and that we have the ideas, 
the systems, and the people, to deliver 
better value than the alternatives.

n	� Richard Webster 
Chief Executive Officer, Liberata

Time for BPO to deliver 
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Local government organisations have, 
over the last few years, concentrated 
on sustainability projects aimed at 
tackling climate change. However, there 
is some concern that in the current 
downturn organisations will focus less 
on sustainability. It seems a natural 
assumption that in times of difficulty, 
local government would concentrate 
on saving themselves, rather than the 
planet. Local government is feeling the 
pinch. Council tax rises are expected to 
be at their lowest for over a decade. 

Despite a challenging financial outlook 
for local authorities, sustainability 
should be viewed as essential to any 
organisation looking to tackle the 
effects of the current recession. This 
way of working provides opportunities 
for local government organisations 
to make huge savings in operations, 
create new and better ways of serving 
citizens, and motivate their workforces 
– all while addressing climate change. 

Sustainability should, then, be at the 
heart of what a council does, rather than 
viewed as an add-on to current activity. 
The five key drivers for local authorities 
adopting a genuine sustainability 
agenda are what we term the five Rs: 

n �Regulation: For some local authorities, 
new regulation will mean they are 
obligated to reduce carbon emissions; 
the Carbon Reduction Commitment, 
the new emissions trading scheme that 
will cover large organisations, including 
some local authorities, will start in 2010.

n �Reputation: Sustainability is no longer 
seen as a luxury. Thanks to the efforts of a 
range of people, including Al Gore, Lord 
Stern and the UN’s Intergovernmental 
Panel on Climate Change, sustainability 
is now far higher up the agenda, and 
embedded in the way local authorities 
are perceived by their public. 

n �Revenue: Sustainability efforts provide 
the opportunity to save money by 
cutting energy consumption and gas 
emissions. Many companies can reduce 
them by 20 to 50 per cent. Running 
efficient buildings and IT, as well as 
reducing the miles driven, can deliver 
significant savings to local councils. 

n �Recruitment: An enhanced reputation 
can make it easier for organisations 
to recruit and retain the best people. 
It can also have a direct impact on 
the motivation of your workforce. 

n �Recession: There’s a growing body 
of opinion that organisations and 
governments should seize the 
downturn as an opportunity to forge 
a ‘green new deal’ to fight the world 
recession. The world has changed, 
and it will be those best adapted to 

Sustainability and local government 

 page 1 of 2

BT

In difficult times is local government more likely to try to save itself rather than the planet, asks Andrew Bacon



Page 41

Cover

Contents

News

Nations

Agenda

Viewpoint

Partners

Feedback

About SOLACE

a low-carbon future that will prosper 
most when the recovery comes.

Leading the way

One flagship project that demonstrates 
the commitment by some local authorities 
to sustainability is Suffolk County 
Council’s Creating the Greenest County 
campaign. BT is part of a think tank 
bringing together members of the Suffolk 
Strategic Partnership – a group formed of 
representatives from the public and private 
sectors as well as third sector organisations. 

BT hosted a business engagement event 
at its Adastral Park facility to encourage 
local businesses to make commitments 
to reductions in carbon emissions and 
in other areas relating to environmental 
sustainability. Some 113 pledges were 
made by organisations that wanted to 
underline their commitment to reducing 
their carbon emissions. Other projects 
included issuing electricity consumption 
meters to school children so they could 

see which items in their homes were 
consuming the most electricity. 

Other activities have included: litter 
picking; enabling Suffolk residents to 
receive information electronically; and 
the promotion of telephone conferencing 
for meetings to reduce transport usage. 
By involving the local community, the 
council can influence other organisations 
and encourage them to change their 
behaviour and achieve green results.

Sustainability, then, is here to stay. It is an 
opportunity for many local authorities 
to transform the way they work for the 
better. Times may be tough but this may 
be exactly the right time to lay, or build on, 
the foundations for our low-carbon futures. 

n	� Andrew Bacon is Head of 
Strategic Development, Local 
Government, BT Global Services

Sustainability and local government 
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A smart community is a community that has 
made a conscious effort to use information 
technology to transform life and work within 
its region in significant and fundamental 
rather than incremental ways. The goal 
of such an effort is more than the mere 
deployment of technology. Rather it is about 
preparing one’s community to meet the 
challenges of a global, knowledge economy.

 Source: Smart Communities Paper 
– www.smartcommunities.org

Faced with reduced funding, economic 
downturn and increased expectation of 
personalisation of services, the role of local 
government is more challenging than ever. 
To meet these challenges local authorities 
have focussed on doing more for less in 
their own organsations by being effective 
and efficient, achieved in some part by 
the implementation of Shared Services 
in both the front and back office and the 
use of enabling technologies. However for 
many and as outlined in the Operational 
Efficiency Programme Report published 
in April 2009 there is still a way to go. 

In addition to being operationally 
excellent in their own organisations, 
Local authorities are expected to be a 
leader in transforming their community, 
as described in the White Paper, Strong 
and Prosperous Communities, (Oct 
2006) and the effectiveness of their role 
and those of other community partners 
being measured by the Comprehensive 
Area Assessment against the Local Area 
Agreements. To fulfil this leadership role 
requires more than delivering effective 

and efficient processes and services, it 
requires an infrastructure that supports 
multi-agency collaboration, optimises 
the use of resources by targeting them 
where they are most needed and by 
delivering a level of service that is fit 
for purpose – a Smart Community. 

To enable a Smart Community, 
management excellence is required, 
turning information into intelligence 
by applying rules and judgements 
and delivering it to the right people 
at the right time allowing them to 
be proactive and preventative rather 
than reactive and investigative. 
Coupling operational excellence and 
management excellence supported 
by the use of enabling technologies 
will lead to a Smart Community

Oracle has recently developed a Smart 
Community offering that provides the 
technology layer to underpin both 

Smart communities 
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operational and management excellence 
and is working with several Local 
Authorities to help shape its direction and 
would welcome input from others.Oracle’s 
Smart Communities offering provides a 
platform for innovative, integrated, and 
intelligent operations that allows increased 
collaboration and productivity across the 
community whilst leveraging valued assets 
of existing ICT within the community. 
It will support Local Government’s role 
in providing smarter, more efficient 
and effective services within their own 
organisations and as a leader in the 
community. The flexibility of Oracle’s 
offering allow organisations and the 
community to choose where their journey 
starts and to decide which roadmap 
they require to deliver Smart Communities 

n	� More information from ann.smith@
oracle.com, Business Development 
Director, Oracle Corporation.

Smart communities 
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Community engagement has become 
increasingly prominent in government 
policy over the last five years. There is 
widespread acceptance that involving 
the community in urban regeneration 
and community planning builds 
better results – it delivers programmes 
which more accurately target local 
needs and the results are more 
accepted by the local community.

With the Government supporting 
Local Strategic Partnerships (LSPs) and 
the recent White Paper Communities 
in Control pushing the ‘passing of 
power to communities and giving real 
control and influence to more people’, 
there has never been a better time for 
public-sector delivery organisations to 
consider new and innovative ways of 
engaging with their communities. 

With organisations under increasing 
pressure to engage local communities, 
the stakes have never been higher. 
However, reaching out to socially 
excluded communities and to groups 

such as people with disabilities, ethnic 
minorities and young people is notoriously 
difficult. Apathy among socially and 
economically deprived areas is rife and 
a general suspicion of public-sector 
organisations can be hard to overcome.

This is why Sandwell Borough Council 
developed computer gaming technology, 
based on real life geographic information 
from Ordnance Survey, to engage residents 
in a community planning consultation. 
The estate involved had a strong sense of 
community but also had a deep-rooted 
scepticism of public-sector organisations 
and a reluctance to engage in the exercise.

An innovative approach was needed, and 
the idea of using an accurate 3-D digital 
map of the estate was created using existing 
gaming technology, modified using digital 
photography and Ordnance Survey mapping 
data. For a relatively small amount of funding 
– £5 000 – the game was used across the 
estate to encourage ‘players’ to build a 
visualisation of how they thought the open 
space on the estate should be developed.

A small group of facilitators, including 
residents, were trained how to use 
the game and offered technical and 
design support as well as offering 
information on local services. 

Using a new and innovative approach in 
a computer gaming environment had a 
profound effect. The computer gaming 
technology was familiar to many within 
the community and particularly popular 
with younger residents. The designs 
created by each player were automatically 
recorded for use by the planners and 
provided a direct input for residents 
into the decision‑making process. 

‘The game helps draw people in; 
they recognise their estate and that 
enables them to give their thoughts 
and opinions about regeneration,’ 
said Derek Rowley, Sandwell’s Cabinet 
Member for Safer Communities. 

An innovative method of improving community participation 
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with disadvantaged communities 
can make involvement easier and 
recording ideas and suggestions 
more straightforward. This means 
that levels of participation improved 
and all the ideas were considered. 

The application won the Ordnance 
Survey national innovation award and 
was shortlisted for the prestigious 
national Guardian Public Sector Awards.  page 2 of 2

Ordnance Survey
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As the implications of the current 
economic crisis become clear, SOLACE 
and CIPFA have agreed to work together 
to discuss so called ‘Doomsday scenarios’, 
anticipating significant reduction in 
central government grants. In the face of 
potentially unprecedented budget cuts 
decision makers are faced with some 
tough choices. Decisions are no longer 
just about annual efficiency savings, but 
major changes to service provision. Local 
Authorities may be forced to choose 
where and how to scale back or even 
withdraw some front line services.

In order to successfully navigate these 
difficult times ahead, local authorities will 
need to establish strategic and operational 
decision support capability that drives 
more effective policy decisions and puts 
value for money at the heart of service 
reforms. As Sir David Varney stated:

“Deep insight into customer needs, 
behaviours and motivations, plus the 
ability for citizens and businesses to 
have better information on the services 

on offer, is all important for the design 
of public services that support the 
Government’s desired policy outcomes.” 

Those authorities with an effective insight 
capability will be able to understand 
citizens’ needs and wants by household, 
ward or community. This insight can 
then be used to model the effect of 
proposed plans whilst ensuring that 
those most in need of Council support 
are understood and given appropriate 
priority.  The options considered could 
range from rationalisation of council 
properties in a given area, reduction of 
statutory services or the adoption of new 
delivery models like switching citizens 
to less expensive contact channels or 
mobile working for Council staff. Without 
an effective insight capability, it will 
be difficult to assess these options.

For example it may be that in certain 
areas the needs of the community 
could be equally well served if the 
council reduced the opening hours of 
the local one stop shop and made the 

full time staff who currently work there 
more mobile. These mobile staff could 
work from other locations, perhaps 
addressing shortages in other locations 
or providing outreach services.

By working with other public and third 
sector organisations, local authorities can 
develop a consolidated understanding 
of the collective impact of policy 
decisions on an area or a segment 
of the population. This allows Chief 
Executives and Heads of Service to see 
at a glance how individual services could 
be better integrated and how greater 
economies of scale could be realised.

When the Varney report was published the 
possibility of such a deep global recession 
was not anticipated by many. In the light 
of the current situation the use of insight 
as a strategic and operational decision 
support capability is even more pressing. 
No-one relishes the challenges that the 

How insightful is your local authority? 
Fujitsu
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current economic climate presents us, 
but those who invest in developing the 
right capabilities will be better placed 
than most to weather the storm.

n	� To find out more contact Andy 
Fuller on 07867 827 560 or email 
andrew.fuller@uk.fujitsu.com.

Fujitsu
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Alternative approaches to delivering 
services in the current post-
downturn environment come under 
the spotlight in a new white paper 
produced by SOLACE business 
partner Civica. Expert commentators 
include Michael Frater, Richard Steel 
and Rene Carayol.

In Beyond the Downturn, interim CEX 
at Surrey CC Michael Frater discusses 
pragmatic approaches to reshaping 
the way local services are delivered and 
funded, while author and management 
thinker Rene Carayol draws on his 
experience of large organisations to 
demonstrate how change momentum 
can be built in our town halls. 

Richard Steel, chief information officer 
at the London Borough of Newham 
and the outgoing president of SocITM, 
calls for chief executives and CIOs to 
build a common language to bridge 
the gap in understanding business 

transformation issues. Val Earle, Civica’s 
director of transformation strategy, argues 
that ironically, despite speculation over 
service cuts and job losses, the downturn 
has provided a unique opportunity to 
assess changing demands and to re-
think and re-organise to meet these. 

The paper recognises that councils 
are once again being urged to deliver 
cost savings in the face of increasing 
demand for local services. Authorities 
know they must solve the conundrum 
of how to provide capacity for changing 
demands now, using existing resources 
and infrastructure, rather than reacting 
to citizens’ needs after the event. 
Management teams need to be thinking 
beyond the efficiency agenda straitjacket 
and considering the impact of the 
downturn across all major services.  

Given worsening unemployment and 
growing pressure from affordable housing 
to social care, including housing benefits 
or discretionary grants for under-pressure 
businesses, councils must plan for many 

different eventualities. Beyond this, chief 
executives need to take radical action 
to change how they provide services 
to citizens and, ultimately, how local 
democratic institutions are managed. 

Such changes are best underpinned by 
pragmatic steps rather than great leaps. 
In particular, consumers are used to self-
service in their daily lives, and councils 
need to adopt similar thinking in order 
to streamline, if not widely transform, the 
handling of individual transactions and to 
change the economics of citizen services 
to meet exceptional local demand.

The white paper identifies the need 
for the chief executive’s office to drive 
some key strategies, including: 

Assessing demand: councils must 
understand the impacts of the downturn 
on service demands alongside existing 
pressures, using economic statistics 

Act now to re-organise for a changing world 
CIVICA
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and internal data, matched by an 
increased ability to ‘unlock’ customer 
intelligence from their business systems. 

Understanding capacity and harnessing 
staff knowledge: councils must examine 
their organisation’s capacity and capability 
to meet changing demand and so improve 
services, based on assessments of business 
processes, transactional systems and 
their staff’s expert local knowledge.

Re-engineering business processes: 
authorities must turn complex 
transactional processes into repeatable 
electronic ones, increasing capacity and 
extending them into the community, 
simplifying service collaboration with 
partners, businesses and community 
groups, while enabling the better 
management of local provision.

Delivering outcomes: authorities need 
to build service transformation strategies 
with rigorous but realistic delivery 
targets and benefits management 
frameworks where progress can be 

monitored and results communicated 
to staff and customers alike, so 
momentum for change is maintained.  

The time to act is now. Delays will lead 
to workload backlogs in service delivery 
and public dissatisfaction. The downturn 
has volatile local impacts, but not ones 
that cannot be assessed or executed in 
relevant service transformation plans.

n	� If you would like to receive a 
copy of Beyond the Downturn, 
please send a request to Christine.
Stratford@civica.co.uk.

Act now to re-organise for a changing world 
CIVICA
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Have your say	

Read something that interests you? 
Concerns you? Annoys you? Want 
a chance to put your view? Want to 
find out more? Whatever your view, 
please share it with us. 

SOLACE Focus is only as good as 
the contributions it receives. It 
is your e-magazine, designed to 
reflect your Society and you. 

Please send your stories and ideas to:

Eleri Evans Tel: 0845 652 4010. 
Email: eleri.evans@solace.org.uk

Send your comments on this edition of 
Focus to Graham Taylor – Focus Editor

Email: graham.taylor@solace.org.uk

SOLACE Focus is published by the 
Society of Local Authority Chief 
Executives and Senior Managers

Who’s who

President:  Katherine Kerswell
Tel:  0207 233 0081
Email:  �kkerswell@ 

northamptonshire.gov.uk

Chairman:  Derek Myers
Tel:  0207 233 0081
Email:  derek.myers@solace.org.uk

Director General: David Clark 
Tel: 0207 233 0081 
Email: david.clark@solace.org.uk

Assistant Director General, SOLACE: 
Mike Bennett Tel: 020 7233 0081
Email: mike.bennett@solace.org.uk

Director of Development and Operations: 
Kathryn Rossiter Tel: 0207 233 0081 
Email: kathryn.rossiter@solace.org.uk

Head of Membership Services:  
James Jeynes 
Tel: 0845 652 4010
Email: james.jeynes@solace.org.uk

Managing Director SOLACE Enterprises: 
Andrew Coleman Tel: 0845 601 0649 
Email: �andrew.coleman@

solaceenterprises.com
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Find out more about SOLACE events, news and 
policy developments at the main website:

www.solace.org.uk
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SOLACE is the representative body for senior strategic managers working 
in local government. The Society promotes effective local government and 
provides professional development for its members. 

Members are drawn from a variety of professional backgrounds and are:

n Local authority Chief Executives
n �Senior Executives of local authorities (or other related organisations)
n �Members of related International organisations
n Past Service Members

The Society is funded from member subscriptions, profits from its commercial  
company (SOLACE Enterprises), event sponsorship and annual income from its  
corporate business partners. SOLACE is particularly grateful to all its partners 
and sponsors for their support and in particular to its gold partners BT, Oracle, 
Zurich Municipal and Ordnance Survey. Full details of the SOLACE Corporate 
Partner Programme and sponsorship opportunities available from Sonia 
Rheinlander, Business Relations Manager sonia.rheinlander@solace.org.uk

Located in the heart of Westminster [nearest underground is St James’ 
Park] our London headquarters offers a range of facilities for Members. It 
is ideal for relaxing, reading the current journals, meeting a colleague or 
simply having a cuppa. You can phone, fax, photocopy or use our dedicated 
computer terminals to access the internet and pick up your email. 

n For a location map, click here
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SOLACE headquarters: Hope House, 
45 Great Peter St, London, SW1P 3LT

General enquiries:
Tel: 0845 601 0649
email: hope.house@solace.org.uk
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