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Preface from Professor  Michael Clarke, 

Chair, Worcestershire Partnership  
 

Worcestershire was delighted to be selected to be one of the national 

pilots for the Total Place programme. We are very enthusiastic about Total 

Place and firmly believe that it has the power to transfor m the lives and 

opportunities for people, communities and businesses across our county.  

It can create a new covenant between localities and Whitehall which will 

lead to greater local control and choice which in turn will mean better 

outcomes; greater opportunities; and more effective use of resources.  

 

In Worcestershire there has been tremendous support for and 

commitment to Total Place from all our locally base public sector agencies and from those 

nationally managed but which impact on our communities. This support has been matched 

by the interest and contribution of our local businesses and third sector organisations. They 

are all involved in our programmes. 

 

Whilst we have concentrated on our three themed projects we have also given thought to 

wider considerations. These are reflected in this submission. 

 

We see this submission as one of many milestones to the realisation of our vision for a 

stronger Worcestershire underpinned with effective and responsive public services delivering 

high quality and relevant outcomes for citizens.  We know that not all the work has been 

completed and that some of it may be inadequate but  as yet this is an experiment and part 

of a longer term process. We intend to continue to pursue the programme well beyond this 

submission arriving in London.  Indeed, the journey had already started and Total Place has 

given it additional momentum with new colle agues joining us. We have particularly valued 

working with colleagues from the Local Government Leadership Centre and Whitehall.  We 

hope that these relationships will flourish to mutual advantage.  

 

Total Place has been seen as a cross agency programme led by the Worcestershire 

Partnership and not by one agency.  The activity so far has been challenging; it has been 

insightful; it has been educative; and above all it has been rewarding because it matters for 

the people of the county. It has also been fun an d has strengthened existing relationships 

and created new ones. 

 

Worcestershire remains committed to Total Place and looks forward to working with 

Government and others to take it to the next stage and many more stages in the future.  

 

 

 

Michael Clarke 

February 2010 
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Worcestershire: an introduction  
 

 

The county of Worcestershire is in many respects, especially to those who pass 

through or have a short stay, a classic MiddleïEngland Shire County but the 

tranquillity and beauty of its environment hide a more complex situation.  

 

Worcestershire has a population of 556,000 and covers 174,000 hectares. 

 

Some northern parts of the county are much more urban in character and merge 

with the southern part of the West Midlands conurbation , presenting a very different 

image from that which most people associate with the area. To the west and south 

of Worcester City there is more of a rural character.  

 

 

Since 1985 the population has increased by 13% compared to 4% in the West 

Midlands and 9% in England. A further increase of 5.1% is expected by 2015.  4.7% 

of the population is from a BME background, having risen from 2.5% in 2001.  The 

BME population is concentrated in the urban centres.  
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The age profile of the county is illustrated in the graph below.  

 

 
 

The county, which is a sub-region of the West Midlands, also has major similarities 

to and relationships with its shire neighbours of Gloucestershire, Herefordshire and 

Warwickshire. The economic impact of Birmingham and the Black Country is 

considerably greater in the north of the county than in the south.  

 

The county has a thriving tourist industry and has a history of cultural activity with 

international recognition. Its county cricket club and Worcester Warriors Rugby Club 

both have international reputations . 

 

Levels of economic and social well being vary significantly across the county. For 

example there are 245,000 residential properties with District average house prices 

ranging from 75% to 125% of the national average . 

 

Average annual pay in the county of £21,900 compares with £23,900 in the West 

Midlands. There are however significant variations within Worcestershire with the 

average in Wychavon being £20,300 whilst the average in the adjacent district of  

Malvern Hills is £27,100. 

 

Unemployment in Worcestershire is 3.9% which is 90% higher than in 2008 b ut 

remains below the West Midlands rate of 7.2% although as with many other 

statistics this conceals significant local variation including pockets of severe 

unemployment. 
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Business in Worcestershire is diverse with lower than national or regional average 

employment in the public sector but higher in manufacturing and agriculture. The 

largest private sector employers are QinetiQ, Bosch, Brinton's Carpets and Britannic 

Assurance, these four accounting for over 7,000 employees. However the business 

sector is dominated by small organisations with 70% of all businesses employing 3 

or fewer staff , but just  70 companies employing almost of half the total workforce. 

 

 

Local Governance  

 

Worcestershireôs local government structure is "two tier" and  comprises 

Worcestershire County Council, six district councils ï Wychavon, Malvern Hills, 

Worcester City, Bromsgrove, Wyre Forest and Redditch and 151 Parish and  Town 

Councils. 

 

There is one Primary Care Trust ï NHS Worcestershire, one Acute Hospitals NHS 

Trust and one Mental Health Partnership Trust. The NHS boundaries are coterminous 

with the  County Council. 

 

Worcestershire shares it's policing with Herefordshire, Shropshire and Telford and 

Wrekin through West Mercia Police and the Fire and Rescue Service is shared with 

Herefordshire. Both the police and fire and rescue services have their headquarters 

in the county. Probation services are provided by West Mercia Probation Service 

which covers the same area as the police. 

 

There is a county local strategic partnership ï Worcestershire Partnership ï and each 

district has its own local strategic partnership.  Worcestershire Partnership predates 

the national adoption of LSPs and in common with most LSPs has several theme 

groups.  Currently the Partnership is reviewing its governance and effectiveness in 

light of a number of issues including Total Place and how best to develop the 

concept and embed its impact. 

 

The recent CAA for the county resulted in a broadly positive report with the majority 

of indicators improving and at or above average. Headlines from the area 

assessment are: 

 

 crime levels are low in Worcestershire, but too many people are still worried 

about crime.  

 green flag for reducing CO2 emissions 

 red flag for quality of life in Redditch 

 red flag for flooding in Tenbury  
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 many people living in Worcestershire enjoy good health. But there are big 

differences in health in different parts of the county.  

 children and young people are healthier than those in many areas.  

 examination outcomes are not improving quickly enough. 
 people in Worcestershire have a strong sense of belonging to their area. They 

feel that people get on well, never mind their background.  

 

 

Public services and expenditure  

 

The Total Place exercise has estimated a total annual public expenditure of £4.02bn 

in 2008/9 with the distribution as illustrated in the graph below . 

 

 
 

The detailed breakdown of these numbers is available as appendix 1. 

 

A significant result of this analysis of the total public expenditure is that local 

government controls only about 25% and a very significant proportion is not subject 

to local control or direct accountability. Central to the conclusions of Worcestershire's 

work on Total Place is the need to increase the proportion under local control  as this 

is an essential feature in facilitating efficiency and service improvement.  
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Total Place in Worcestershir e 
 

 

Worcestershire Partnership (the County Strategic Partnership) had established a 

leadership programme for the county prior to the formal announcement of Total 

Place in the 2009 Budget. The aims of this programme, known as the Shenstone 

Group are to: 

 

 improve the quality of life for local people  

 strengthen civil society 

 enhance short and longer term economic prospects 

 address the broad range of ñwicked issuesò that no single sector or agency 

alone can tackle 

 augment and bolster partnership working between local public agencies and 

other sectors to secure better outcomes and to best use public resources 

 position Worcestershire for the next decade and beyond 

Worcestershire Partnership is similar to many other county LSPs. It works with six 

district based LSPs. It has a range of thematic groups. It ha s achieved positive 

results but has not yet been able to fulfil its full potential.  It was bold enough to 

recognise that there was a need for change and that given the financial, 

demographic, climatic and economic challenges facing the public sector, the 

businesses and the public in the county, action was required. 

 

Consequently the Worcestershire 

Partnership in 2009 decided to bring 

together a cadre of 26 leaders from 

across civil society to embark on a 

programme of exploration and 

development. The membership of 

the group included political leaders, 

chief executives from across the 

public sector, senior business 

leaders, third sector leaders, and leaders of civil society such as the Bishop of 

Worcester, the Vice-Chancellor of the local university and a college principal (the full 

membership is given in appendix 2).  

 

The Shenstone Group has no executive authority but its influence is considerable. It 

has a programme of monthly meetings and all of its members have made a personal 

commitment to invest at least one day a month of their time to the programme.  

The first session was held in the summer of 2009 and attendance has been high 

The Shenstone Group in session 
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ever since. This approach at a county level is unique but could be adopted by others 

(there is much interest in the programme from across the country)  

 

A programme board set up by the Worcestershire Partnership drew up the terms of  

reference for the Shenstone Group and oversees the development of its work plan. 

The Programme Board selected the invitees. They were invited personally and not 

just as representatives of any organisation or any vested interest.  

 

Worcestershire Partnership invited the Chief Executive of the National School of 

Government in his role of the Chair of Public Service Leadership (PSL) and the CEO 

of the Local Government Leadership Centre as well as the Programme Director from 

the Centre for Public Service Partnerships to join the Programme Board. Other 

members include the chair of the Worcestershire Partnership and other members of 

the LSP. The Programme Board meets monthly to review progress and advise the 

Partnership on the Shenstone programme. 

 

The governance arrangements are illustrated in the diagram below.  

 

 
 

 

When Total Place was announced Worcestershire Partnership recognised the 

synergies with its own ambitions and specifically with the leadership of the county 

programme.   It was delighted to be invited to be one of the national Total Place 

pilots.  

Worcestershire 
Partnership

Programme 
Board

Shenstone 
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Developing 
vision and 
leadership

Total Place

Counting Property Assets NEETs
Areas of 

Highest Need
Customer 

Insight

Other 
initiatives

LAA



10 
 

One early result of the Shenstone Groupôs activities has been an agreement, now 

endorsed by the Worcestershire Partnership and to be formally adopted by  the 

public agencies in the county, to work together to minimise the impact of the 

forecast public expenditure pressures ï this is attached as appendix 3. 

  

 

Shenstone and Total Place  

 

The Shenstone Groupôs role and support for the Total Place initiative in 

Worcestershire has included: 

 

 identifying the Total Place themed pilot projects  

 acting as critical friends to the project teams  

 bringing a cross sector perspective and challenge to the pilot and its projects  

 ensuring that the public sector partners looked  beyond the short term 

submission to Government and remained focussed on the needs and 

aspirations of the people of Worcestershire 

It is our view that the potential of Total Place will only be achieved when there is 

effective leadership across the public sector agencies with all the leaders focussed 

on maximising outcomes for citizens and businesses.  

 

Additionally public sector leaders and their agencies will only be able to maximise 

outcomes when they engage with other sectors and the leaders of the wider civil 

society. This is why the Shenstone programme is so vital. 

 

 

Total Place theme projects  

 

Worcestershire has three theme projects 

 

 public sector estate ï moving towards a unified, rationalised and fit for 

purpose public estate capable of delivering major revenue savings and capital 

receipts  

 reducing the number of young people not in employment, education or 

training (NEET) and the associated expenditure  

 areas of highest need - improving outcomes in  deprived and disadvantaged 

neighbourhoods through empowering the community and more joined up 

public services to deliver better outcomes for local people  

These theme projects are led by working groups comprising staff from across the 

public agencies in the county and in some cases from the third and business sectors. 
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The working groups have been driven by much energy and enthusiasm and there 

has been strong commitment from the local agencies. 

 

There are links between all three themes and other initiatives in the county  such as 

the West Mercia strategic policing review, the programme of enhanced two-tier local 

government through initiatives such as shared services, and the county-wide social 

cohesion project, as well as efficiency and modernisation programmes being 

undertaken by  partner organisations. Total Place has provided the catalyst to co-

ordinate all of these initiatives and to begin a process to integrate them.  
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Total Place theme project  

The Public Estate  
 

 

Background  

 

As with most parts of the UK there are an extremely large number of properties in 

some form of public ownership across Worcestershire. Our current information 

suggests that there are in excess of 1,300 excluding domestic properties owned by 

housing associations or local authorities. 

 

Historically the public sector has behaved as if these properties are solely related to 

the silo of the public sector  body whose name appears on the deeds or lease. Such 

an approach fails to exploit opportunities for improved efficiency , capital receipts, 

improved customer access and better service delivery.  

 

Worcestershire has already had some 

examples of shared premises and creative 

use of the public estate.  As part of the 

Worcestershire Hub initiative a contact 

centre in Evesham was established in the 

police station and now provides a common 

front desk for County and District Councils, 

Police, Job Centre Plus and a number of 

other agencies giving a simple single point 

of contact and allowing staff to operate on 

behalf of all the agencies involved. 

 

In Bromsgrove an inter -agency approach has led to plans to reduce the public estate 

in the town centre from sixteen to six properties, Wychavon District Council financed 

the building of a local hospital and health facility through creative use of property, 

and capital resources for the benefit of the local community and was recognised last 

year by the Audit Commission in its report on local government estate and property 

management. Very recently a PFI contract has been signed to enable the University 

of Worcester, the City Council and the County Council to develop a unique shared 

new library, history centre and community campus in the city centre. (Details of 

these initiatives are available in the case studies appended to this submission.) 

 

Total Place provided the incentive to consider a more strategic approach to the 

public estate in the county.  

The Evesham Hub 
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The rationale and aspirations for this theme  

 

A more strategic and interagency approach to the management and potentially the 
ownership of the public estate should lead to  
 

 more effective and efficient use of properties  
 the opportunity to improve public access to services 
 co-location and co-working between professionals employed by different 

agencies and to use the property review as the catalyst for change  

 the opportunity to share and redesign services 
 reduced revenue expenditure  
 an opportunity to concentrate on energy and maintenance efficient 

buildings and reduce the carbon footprint  
 significant capital receipts  

 

 

Mapping the Estate  

 

The first task was to establish an 

accurate data base and map of the 

entire public estate in the county . Some 

work had already been done in 

Bromsgrove in relation to a particular 

initiative and the County Council was 

working with a number of d istrict 

councils; however this work was partial 

and geographically limited. 

 

Under the aegis of Total Place the 

Worcestershire Partnership worked with  

all local partners and, through the OGC, 

West Midlands IEP all the national agencies as well as other organisations such as 

the Post Office. It  has constructed a GIS based map of the entire public estate. This 

map is underpinned with data sets for all the properties which includes 

 name and location 

 Land Registry detail 

 tenure 

 use and classification 

 RAG rating to identify potential disposals and shared use 

 lease expiry data 

 book value 

 

Map of public sector properties in Worcester City 
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We understand that Worcestershire is now the only part of the  UK with such a 

resource. 

 

In the database buildings are classified as: 

 

 specialist ï e.g., hospitals; schools; crematoria; courts  

 offices for administration  

 public access service points ï e.g. Worcestershire hubs, job centres 

 warehouse and depots 

 

The map provides a critical data set for each building and the GIS functionality 

allows analysis of other spatial features across the county to deliver a rich seam of 

intelligence and an ability to plan property use based on wider policy considerations. 

Of all this information perhaps the single most significant piece is the simplest. The 

partners have agreed to a criteria for identifying the potential opportunities for every 

building in public ownership and used for public service delivery and have given a 

red/amber/green rating  (RAG) to each property to provide a headline for discussions 

about collaboration. Red indicates properties such as crematoria where this is 

unlikely; amber suggests a possibility and green an opportunity. However, there may 

be opportunities to locate other services on existing ñredò sites ï e.g. primary care 

services on a school campus or sub-post office service in a library. These 

classifications are deliberately subjective and will change over time as circumstances 

change and a deeper understanding of possibilities emerges. It is recognised that 

specific decisions on individual properties would involve political judgements. No 

plans to change or dispose of any property have been considered and these would 

have to be subject to the appropri ate decision making processes and would require 

wide consultation. 

 

 

Driving  action  

 

Property rationalisation  

 

The map and database only provide intelligence. This has to be turned into action to 

be of any value. To underpin action all the partners have established a joint 

protocol, the principles of which are:  

 

1. The partners believe that the efficiency and effectiveness of public service 
delivery can be significantly enhanced by approaching the operational public 
estate as a common resource to be exploited to best serve the needs of 
citizens. 
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2. The partners recognise that some public services can be most appropriately 
delivered from premises not owned or managed by the public sector where 
these are more convenient for customers and provide best value for money. 

 
3. The partners recognise that there are some services which require specialist 

or sensitive properties, some of which do not lend themselves t o alternative 
or joint use. However this assumption should be regularly tested  

 
4. The partners believe that service needs should dictate property strategy and 

management and not vice versa but that a fundamental review of property 
may act as a catalyst for service redesign and improvement  

 
5. The partners will explore models of property ownership, financing, utilisation 

and management which facilitate these principles.  
 

The significance of this protocol is that it provides an authority and impetus for 

operational staff who are key to making this ambition a reality. Without such an 

explicit endorsement staff may be reluctant to enter such a novel and innovative 

area. All the public sector agencies in the county and through OGC the national civil 

departments are signing up to this protocol and the wider programme . This is the 

first time that there has been such collaboration.  

 

To create a space where these opportunities can be exploited and the programme 

progressed the partners have set up a "Property Club" approach which will provide a 

regular forum for key property professionals to meet and seek out opportunities.  

 

The long term vision is to create a trust that would own the properties and public 
estate and lease or rent these to their user agencies. This would have the added 
benefit of ensuring that budget holders were accountable for the true costs of 
premises.  There will be significant governance, legal and accountability issues 
involved in such an approach which are being addressed locally and with Whitehall. 
The trust could form a partnership with a private sector property investment 
company or be solely public sector owned. The financial benefits of a shared 
approach and of property disposal would need to be accounted back to the 
appropriate bodies and work is underway with the Treasury and others to explore 
this aspect of the project.  
 
Our work has demonstrated that it is essential for any trust or similar structure to be 
set firmly in the locality in order to ensure the confidence of all those involved and 
make decisions in the light of a real understanding of local circumstances and the 
needs of communities. 
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Transformational  property management and operational practice  

 

Innovative though this approach may be it does not take the vision far enough to 

make transformational changes in the exploitation of the public estate , for there 

would be a danger of a drift to  just reacting to opportunities as they emerge. The 

partnership is determined to ensure that momentum is sustained and that property 

is used as a catalyst to exploration of different approaches to service delivery.  

 

In relation to service quality the exposure to details about property and its cost 

seeks to break the comfortable assumption that a property is axiomatic to delivery of 

a service. Operational managers are often limited by the dominant physical presence 

of a property and it becomes part of the service paradigm. Worcestershire has 

experience, in the Better Systems Better Services initiative in health and social care, 

of removing the need for office bases by providing mobile technology and 

developing new ways of working. Linking this to successful work on single inter -

agency data collection for older people provides a platform of experience upon which 

new approaches can be developed. 

 

From a financial efficiency perspective this can also unlock dead capital and revenue 

which can be turned into service improvement opportunities as well as helping to 

meet financial targets. Because the public sector generally treats property 

management as a specialist responsibility operational managers are often unaware 

of how much financial resource is locked up in the buildings they use.  

 

These further issues impact on both service quality and efficiencies. Consideration is 

being given to the use of technology and remote working with ñdrop in officesò 

where staff from any agency can call in to use desks, phones and internet/network 

connections. There are also opportunities to develop shared support and other 

services ï already the local authorities are moving to a shared property management 

team and other shared services. Questions are being asked whether or not services 

could be co-located on one site and/or whether s ome services would be best located 

where the public already goes such as retail centres or supermarkets. 

 

The property review will also provide an opportunity  to build on the countyôs 

enhanced two tier local government approach to shared services and engage the 

wider public sector in a shared service development with resultant expenditure 

reductions and service improvements. 
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Financial benefits  

 

With more than 1,300 public sector properties in the county, having a total value in 

excess of £3bn, and with the delivery of most public services being based in those 

properties there is undoubted potential for significant efficiencies and service 

improvement.  

 

Evidence from existing work (detailed in appendix 4) provides a measure of the 

efficiencies possible through a disciplined and innovative approach to improved 

facilities management, energy, maintenance and related costs, once the 

accommodation has been re-shaped to meet public sector service needs. 

 

Extrapolating the outcomes from the property rationalisation work already 

implemented in Worcestershire across the whole of the public estate, suggests that 

£3m to £6m savings could be achieved from immediate premises related cost 

reductions. However as the case study on back office rationalisation, staff co-

location and new ways of working illustrates; it is possible to improve these savings 

by a factor of 5 by extending the review work to include suppor t services and using 

property as a catalyst for service redesign. This increases the potential scale of 

revenue savings to between £18m and £36m. 

 

This must not be the end of the story.  Experience suggests that once appropriate 

co-location and other reconfigurations have been achieved it is possible for separate 

organisations to work towards closer alignment of systems and structures.  This will 

have the potential to deliver both service improvements and further revenue 

benefits, (potentially equal to the scale of the savings already achieved), over a 

longer period.  Central to the realisation of such savings is a cultural change which 

requires service managers to focus on the customer experience, rather than the 

service delivery system, and to continuously challenge barriers to change.  

 

The first step in unlocking these potential savings and service benefits is the 

rationalisation of the estate.  The achievement of such a change and the detailed 

knowledge of where to focus for the greatest advantage, deman d an intimate 

understanding of the local context. This only emerges from trust and sustained 

collaboration between the key players at a local level. The partners are committed to 

this work through the protocol, a copy of which is attached to appendix 4.  

 

Achieving these efficiencies and improvements will involve some revenue and capital 

investment to meet the new service challenge, and it is important to note that the 

cost of such investment as well as some direct savings can be met from capital 
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receipts. The disposal of property also provides an opportunity to make revenue 

savings related to the cost of leases.  

 

At this stage it would be unwise to give a firm estimate of the capital receipts as the 

actual amount which could be realised will depend on the state of a volatile market 

and the scale of property released at any time.  It would also be subject to 

transitional costs associated with delivering the revenue savings detailed above. The 

extent to which such returns can be achieved will be further invest igated by the 

partners. 

 

 

Barriers and solutions to meeting the objectives  

 

Barrier  Solution  

Institutional and service professional 
resistance and an inability to move at 
the same fast pace 

Visible leadership across the sectors 
Protocol giving "authority"  
Property Club driving opportunity 

Capital funding regimes leading to 
differential commitment and benefit 
inertia from complex arrangements 

Single capital pot 

Accountabilities such as the fiduciary 
duty of Accountable Bodies and benefit 
sharing. 

Dialogue with Treasury, CLG and other 
Departments moving towards simple and 
efficient models such as Public Estate 
Trust or lead property body.  

Technical barriers such as stamp duty on 
transfer, VAT arrangements, different 
space standards etc. 

Action Group led by HMT charged with 
seeking and activating rapid, practical 
and deliverable solutions. 

 

 

Future actions  

 

Total Place has injected energy into this work and has helped to facilitate contact 

with national agencies. This project will continue after this submisison has been 

completed. 

 

This project requires a major change in culture, behaviour and leadership rather  

than techncial expertise.  

 

Work is also underway with the regional Improvement and Efficienc y Partnership to 

apply the approach across the West Midlands. 
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From this starting point work will be developed exploring a range of funding options 

for innovative solutions and engaging with all those concerned to press the 

possibilities of service redesign and new approaches to the use of the public estate.  

 

Attached to this document is a completed copy of the template agreed by the 

national group working on property assets which should provide a focussed 

summary of the salient issues. 
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Total Place Theme Project  

NEETs 
 

 

Background  

 

There are currently almost 5,000 young people aged 16 to 24 in Worcestershire who 

are not in employment, education or training  (NEET). This represents almost 9% of 

that age group. This is not simply a waste of talent, it tells of a potential for a "lost 

generation" who because of a caustic combination of low aspiration, poor 

educational achievement and economic circumstances removing opportunity could 

be locked into lifelong social exclusion, unemployment and benefit dependency, or at 

best significantly reduced earnings. National research suggests that there is a 

reasonable expectation that 1 in 6 of 

these young people will never secure 

long term employment . In 

Worcestershire it is estimated that there 

would be over 100 people who at the 

age of 24 will commence a lifetime of 

unemployment, each and every year. It 

is worth high lighting that this estimate 

excludes the full impact of the recession. 

 

Addressing the challenge of NEETs 

especially at a time of rising 

unemployment has been high on the 

agenda of a range of public service 

organisations for some time and 

headlined by a number of National 

Indicators. Successes have been limited 

and the situation is becoming 

increasingly acute. 

 

The work in Worcestershire has extended the normal age range of work on NEETs to 

24 to ensure that it specifically includes the transition from education to employment 

and from children's to adult services. However in order to pursue a manageable 

piece of work issues around the school experience and earlier interventions have not 

been included at this stage, although they  are recognised as critical and will become 

part of the agenda as the work progresses beyond this submission. 

 

Sam is 17 and comes from a family with 

parents and grand parents who are long term 

unemployed. He did not enjoy school, with 

poor attendance and low attainment. He left 

school as soon as he could and began an NVQ 

level 1 in care, but soon dropped out of 

college. He managed to find some part time 

work in the lead up to Christmas but was soon 

made redundant. After this he tried for a 

number of temporary jobs becoming 

increasingly despondent. He took part in the 

Entry 2 Employment programme and became 

more confident but was unsuccessful in all his 

applications. He lost contact with Connexions 

and did not return calls. Eventually he found a 

job but was dismissed after 2 months. He is 

again unemployed but currently expresses 

interest in setting up his own business and 

may get support from the Prince's Trust.  
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Rationale and aspirations  for the theme project  

 

The rationale for this theme is: 

Å rising levels of unemployment amongst young people 

Å risk of a ñlostò generation ñwastedò with adverse social consequences and 

additional pressures on the police, NHS and other services 

Å the differential impact and levels across the county 

Å NEET group consume disproportion of public resources ï now and in later life  

Å the consequences follow NEETs throughout life 

Å an opportunity  to engage local employers and community sector in a wider 

civil society approach to this challenge 

 

The objectives for this them e project are to:  

Å prevent a growth in numbers  (absolute and proportionately)  

ï and form long term basis for reduction  

Å enhance engagement of young people in participation in 

ï education and training 

ï apprenticeships 

ï employment 

Å raise aspirations of young people 

Å create a single approach across agencies and improved customer experience 

Å realise significant savings on programme and administrative costs 

 

 

Developing a ñjoined up approachò 

 

The Theme Group working on NEETs established that there were at least 24 

different local organisations and agencies which had a meaningful impact on NEETs. 

Whilst some of these had relationships between themselves, there were many which 

had no contact with each other at all. The first imperative was therefore to develop 

a relationship between these partners to allow the mapping  and costing of activity 

and begin to align their ambitions and approaches. This was achieved in a series of 

discussions and workshops; the aim being not just to get partners into the same 

room but to establish a common understanding of the issues. 

 

 

Mapping spend and activities  

 

Given the plethora of agencies and organisations involved and the way in which 

work with NEETs is integrated with other activities it is difficult to establish  an 

identifiable spend even though it is much easier to describe the activities. In overall 
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terms the annual expenditure tackling NEETs in Worcestershire exceeds £8m of 

which approximately £400,000 is spent on administration, plus £9.5m on Job 

Seekers Allowance and Job Centres. The £400,000 is open to immediate change 

through efficiencies and rationalisation of activities within the programme . Other 

plus ongoing benefits and other payments are consequential savings flowing from 

increasing the effectiveness of the systems and services; and in the longer term 

reducing the numbers of NEETS. These figures do not take into account the long 

term costs resulting from the legacy of being out of work and education for a 

significant period of time when under twenty four years of age . 

 

All partners are trying to make a contribution towards getting young people back 

into education, employment or training but some are focussed on a particular part of 

the journey such as engagement and some have hard  targets on placing individuals 

in training which drive their funding. Part of the deep dive work establish ed what 

priorities agencies have and how they can complement each other. One of the 

significant issues emergent at an early stage has been to do with progression of 

young people between the different agencies and this rapidly became a major focus 

of the work.  

 

The project team has engaged with young people and front line staff to ensure that 

its work is well informed and not  simply theoretical. It has also engaged with senior 

officials from DCSF and DWP as well as all the relevant local agencies. 

 

 

Emerging issues  
 

Current stakeholders have different targets. 

Connexions are focussed on the 16-17 year olds 

and the September/ January guarantee which 

means all young people must be offered a place 

in education, employment or training. They are 

responsible for tracking the 18 year olds but 

most NEET 18 year olds are claiming JSA and so 

attending the Job Centre and being tracked by 

them. The Job Centres now have the 18-24 year 

old guarantee to deliver which means this age 

group must have a job offer. This overlap results in duplication and wasted effort in 

agencies trying to track and work with this group independently. Research with the 

client group has demonstrated that they benefit from the skills of both agencies but 

the current situation is confusing. They would welcome more information and clearer 

advice about services and opportunities.  

 

NEETs comments about the system 

"They're not much help other than 

for money." 

"They tell you you've got to do this 

and that then leave you in the cold." 

"I didn't know who did what, who 

could actually help with things." 

"It got a bit boring there so I didn't 

pay much attention." 
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We should encourage young people to take more responsibility for their lear ning, 

training and potential employment  but we need to give them better information 

about what is on offer  and why they should engage to raise aspirations. This lack of 

clarity in the minds of the young people appears to have a significant impact on their 

motivation. These issues were highlighted in a series of structured interviews with 

NEETs.  

 

There is also an opportunity to segment  NEETs and therefore focus on those where 

different forms of intervention will be most successful.  

 

The current payment by outputs rather than outcomes  model may have some 

perverse incentives which do not benefit the customer  such as repeating training at 

the same level because this provides training providers with ongoing income. 

 

There are real issues about progression and transition but it appears that often  the 

customers are the only ones who the information about their journey . This results in 

duplication of training, little advancement and customers remaining on provision 

because this maximises income for the provider but is little benefit to the customer.  

 

 

The way forward  

 

The Theme Group has reached the conclusion that the existing arrangements are 

not fit for purpose , although individually they pursue worthy aims. There is a need 

for a new approach to youth employment with a joint strategic plan in place to cover 

transition from education to employment and training and, from youth services to 

adult provision. An approach is needed that is based on a single agency taking a 

clear lead. 

  

Specifically it is proposed to: 

 

 establish a single commissioning process for the service 

 design and agree a joint strategic plan including current targets and covering 

the 16-24 year old client group introduce a new single shared assessment 

process and longer term planning with clients when they first become NEET. 

This will be a gateway to other provision.  

 build in clear progression routes, time scales and a new funding model. The 

CAF ï Common Assessment Framework ï should be the model but the 

emphasis will be on employability skills and the providers to be identified to 

contribute to this.  
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 introduce a new front end service for Job Seekers which includes initial 

Assessment, IAG and agreed action plans. implement a new performance 

management system linked to outcomes 

 redesign the processes and activities ï the Design Council has been engaged 

to support this aspect of the  project 

 introduce new mentoring and business learning schemes into schools and 

colleges involving local employers to raise aspirations, etc ï through the 

Shenstone Group development of proposals is already underway led by the 

Chamber of Commerce and  the largest private sector employer in Worcester 

City 

 potentially introduce single led ñguidesò to work with and support individual 

young people ï these ñguidesò could potentially come from a range of 

professions and agencies or be volunteers  

 consider changes to the benefits system to incentivise young people to pursue 

training or employment or do other positive activities such as volunteering 

 move towards a single service model ï more detailed consideration is 

required for this ï the above actions would be first steps towards this 

approach ï we expect this to take 2 ï 3 years ï and it would realise 

significant additional savings and improved outcomes 

 

These ambitions reflect much of the thinking in emergent national approaches such 

as Investing in Potential and Backing Young Britain but Total Place has the potential 

to make a reality of the national policy ambition and to do so in a significantly more 

efficient way therefore driving cost out of the system rather than adding cost in.  

 

 

Financial benefits  
 

There are three phases and types of efficiency which can be achieved: 

 

 immediate efficiencies of approximately 20% of the costs of the 

administration of the systems achieved through the early application of the 

measures outlined yielding approximately £80,000 

 efficiencies of approximately 10% achieved across the costs of the whole 

programme, currently about £5m yielding approximately £500,000  

 the most significant savings however will emerge from the successful creation 

of a single service and consequent reduction in the numbers of NEETs. This 

will be delivered through immediately addressing the issues noted earlier and 

the results of the Design Council analysis. The potential value of this is 

detailed below. 
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Estimating lifetime costs of unemployment is a difficult task and it must be 

acknowledged from the outset that JCP and DWP urge great caution. However Total 

Place is about taking bold steps and it is only by establishing an idea of the benefits 

that we will get the energy to progress.  

 

Lifetime costs of unemployment and its associated costs such as increased health 

costs (but excluding the loss of tax income) vary depending on individual 

circumstances and the context;  however an average of reasonable estimates 

suggests a lifetime cost of £255,000 for each individual. 

 

Research suggests and it seems intuitively  correct that 1 in 6 young people who 

have been NEET for two years or more by the age of 24 will continue into lifelong 

unemployment. In Worcestershire this would be approximately 100 people joining 

this cohort every year with significant consequential implications for public 

expenditure. 

 

At this stage we cannot predict the rate of success with any sense of formal 

confidence but given our understanding of the problems in the present system and 

structure and a deeper comprehension of the customer journeys our ambition is to  

turn around 1 in 10 of the current long term NEETs, deliver a saving of £2.5m each 

year and provide those individuals with a life of employment and social achievement.   

More work will be undertaken to address these longer term opportunities to address 

the programme spend but it has been necessary to consider how the services and 

budgets can be best managed as the starring point to a longer and more significant 

journey of improvement . 

 

 

Barriers and solutions  

 

 

Barriers  Solutions  

Fragmented policy responsibility in 
Whitehall 
 

Clarity of government policy focussed on 
outcomes 
 

Fragmented commissioning and local 
delivery across several agencies 
 

Single management structure; service 
redesign and single budget 
 

Data sharing National policy particularly wit h DWP 

Low aspiration in population 
 

Engagement of local employers in 
mentoring etc; education and 
programmes and better customer 
experience 
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Schools focus on demonstrable academic 
attainment at the exclusion of skills for 
life and functional success for low 
achievers 

Exploration of new models with Whitehall  
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Total Place Theme Project  

Area of Highest Need  
 

 

Background  

 

For those not familiar with 

Worcestershire there is a danger 

that the impression of leafy 

"Archers' country" will mask any 

consideration of areas suffering 

significant deprivation. Indeed in 

talking about the Total Place 

initiative, on more than one 

occasion, colleagues from other 

areas have expressed surprise 

that Worcestershire is pursuing 

this theme. In fact Worcestershire has a number of areas of particular deprivation 

and this theme project has its focus on one of them, Oldington and Foley Park in 

Kidderminster, which falls within the 5% most deprived areas in England. This 

section summarises a major piece of work undertaken in this place as part of the 

Total Place pilot. 

 

Considerable work was already in progress in respect of the areas of highest need in 

accordance with the LAA target using LAA reward money. This theme was selected 

because of the potential of the Total Place work to provoke new approaches to a 

place with historic challenges; however the approach could be applied to any similar 

area. 

 

This theme represents the purest approach to the "experimental" nature of Total 

Place. Essentially the challenge was to draw together all the agencies involved in the 

place, establish the expenditure they were all contributing (mainstream as well as 

initiatives) then draw out what outcomes they were seeking to achieve. With this 

established a deliberately naive question was posed: if we had a blank sheet of 

paper and wanted to achieve these outcomes what would we collectively do? 

 

The answer to this question is necessarily complex and multi-faceted however this 

simple challenge begins a journey to a deeper and more meaningful understanding 

of the place and the dynamics of public service interventions as well as the potential 

for efficiencies. 
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The place  

 

The area is part of Kidderminster which lies in the north of Worcestershire. It has a 

population of 5,300 in 2,000 households which are mostly post war social housing. 

In terms of deprivation it ranks in the 5% most deprived areas in England in relation 

to education, skills and training, employment, income, and crime and disorder and 

within the bottom 10% in 

relation to health and 

disability. The "Acorn" analysis 

of the economic position of 

residents suggests that 97% 

are "hard pressed" whilst the 

overall position in 

Worcestershire is 20%. There 

is a plethora of statistics which 

illustrate the challenges 

however one statistic is emblematic of the malaise of the area. Across the country 

24% of children who receive free school meals gain five GCSEs at grade A to C 

including English and Maths, in Oldington and Foley Park the percentage is zero! 

 

 

The challenge  

 

Even the most superficial consideration concludes that there are many problems and 

that this is one of the areas that the public s ector and indeed the whole of civil 

society must be concerned about. The response has manifested itself in the form of 

a series of initiatives with specific funding driven  by a range of different local and 

national agencies over a prolonged period of time. However the challenges remain. 

As one local worker put it: "this was a grim place ten years ago, we've done lots of 

things but it 's still a grim place."  

 

The average annual spend on special projects in the area has been over £500,000 

per year over the past seven years and the mainstream expenditure in the locality 

last year was £46m which is 36% higher than the county average for much lower 

outcomes.  

 

It is likely therefore that a continuation of the current approach may deliver some 

incremental changes but the  underlying problems are not going to be resolved. The 

lives of the local people will not be transformed but the additional costs will 

continue. Logic dictates that there are therefore two options for the future; stop 
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spending the extra money because it is not making a difference or have the courage 

to address the issues in a radically different way. 

 

 

The Total Place approach  

 

Total Place provided an impetus for residents and workers in the locality to take a 

fresh look at the challenges on the basis that they had "permission" to explore how 

to deliver transformational change.  

 

This work explored the detail of the issues from a community focus and drew a 

series of conclusions about the nature of the problems facing the locality and the 

effectiveness and efficiency of the current responses.  

 

The overriding conclusion from this exploration was that the series of short term 

projects and services had made little difference to the root problems , largely 

because of their limited duration and the fact that they were not based on the views 

and priorities of the local community.  Furthermore, although seeming generous in 

the publicity of their announcement,  these additional resources amount to just over 

1% of mainstream funding in any year.  The project team concluded that "The ideas 

place customers and communities at the heart of providing public services and 

defining their needs. It requires local, regional and national government bodies to 

configure their services to meet the communityôs needs and ambitions. The ideas 

require the transformation of services  and governance". 

 

This project recognises its limitations because of the complexity of project, the 

number of agencies involved and the need to fully consult and involve local residents 

and front line staff.  This remains work in progress. 

 

It would appear that the current public service interventions across a range of 

agencies are not as effective as required. Too little intervention is focussed on 

prevention across the services though recently new initiatives such as Sure Start and 

a new primary school with community facilities have yet to make their full impact.  

 

Services are not as joined up as they might be and some households have over 11 

agencies and/or professionals making regular interventions. Often only the 

household members know which these services are and duplication, confusion and 

contrary objectives reduce the impact of public expenditure.   

It could be argued that m ainstream services such as education, NHS and police are 

not meeting the needs of the community  in terms of outcomes comparable with the 

rest of the county  yet are spending disproportionately on the locality.  
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The w ay forward  

 

Much work remains to be done on analysing the causes and the potential solutions 

though it is expected that the latter will include : 

 

 establishing a public service hub at the new primary school with workers from 

across the agencies co-located and primarily working with local residents in 

the community 

 establishing some form of community governance alongside other means of 

involving local residents in the co-design of the solutions 

 establishing multi-disciplinary teams based on the locality and for these teams 

to be empowered to take decisions and vire budgets 

 bringing services such as Job Centre Plus to the community  

 changing the patterns and times of intervention b y the key public sector 

agencies and considering how best to move resources between agencies to 

achieve the desired outcomes 

 applying the work from the Total Place NEET project to the locality as a 

priority  

 long term systematic approaches to raise aspirations  

 developing and encouraging greater self-responsibility for local residents and 

parents 

 further integrating the Pathfinder project with the mainstream services  

 

The critical question at this stage is whether other partners in more strategic 

positions are willing to commit to developing the model proposed into something 

which can be tested in this place with a view to a much broader application.  

 

 

Reducing Re -offending  

 

Crime and re-offending are a significant issue in many of the areas of highest need.  

For practical reasons an examination of re-offending was undertaken in a different 

part of the county and was led by colleagues from the Probation Service.  

 

The work began with an examination of the service customers.  Customer behaviour 

profiling suggests that 80% of costs of the service are absorbed by 20% of 

offending population.  Based on behaviour profiling of three character profiles we 

have the following costs (the probation costs are know, assumptions are applied for 

community costs) 

 

From 180 cases analysed, we have identified three character typologies:  
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1.  Character George comprises 36 of these cases and a cost of £3.6m in a given 

year (this is often repeated year after year).  

2.  Character Lee comprises 81 of the cases and a cost of £4.5m in a given year (this 

is likely to be limited to a one off cost in a given year as likelihood of re-offending is 

lower) 

3.  Character Joanne comprises 27 of the cases and a cost of £864,000 in a given 

year (however 70% of cost could be repeated for up to 10 years due to need for 

sustained community investment) 

 

The current service has a vertical structure with significant barriers between and 

within agencies. This means that there are a series of assessments, each of which 

are relevant but fail to capture the whole picture. Workshops with front line staff 

revealed that this is a cause of considerable frustration and creates a dislocation 

particularly in the transition from custody to community.  

 

This suggests that a holistic approach could deliver significant benefits both in 

outcomes and, because it would facilitate a whole system lean approach, could be 

expected to deliver a saving in the overall cost of the service of the order of 20%  

yielding some £1.6m annually. 

 

The next step for this work is to  map processes and identify waste and processes 

prone to failure; and then progress on to practical service improvements and the 

realisation of the efficiencies. 

 

 

The financial benefits  

 

Appendix 5 gives an analysis of the expenditure in the area together  with 

comparisons with average expenditure. This suggests that expenditure is 36% 

higher, amounting to over £12m In addition to this the typical annual expenditure on 

projects is over £510,000. 

 

The proposition is that improved targeting of resources and interventions flowing 

from a deeper and more accurate understanding of local circumstances will create 

more effective and efficient service delivery. This will produce initial efficiencies by 

removing duplication and determining the most effective inter -agency interventions.  

 

It is difficult to provide an estimate of quantum at this stage but it could be 

envisaged that systems efficiencies should yield between 5% and 20% savings in 
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the medium term  mainly through the removal of duplication and leaner processes. 

The Partnership is committed to pursuing further work on this.  

 

 

Barriers and solutions to achieving the objectives  

 

Barriers  Solutions  

Institutional, political and service 
professional resistance / ability to move 
at same pace 
 

Leadership commitment, new public 
service campus based on school; 
devolved budgets and decision making 
by local agencies plus DWP etc. 
 

Accountabilities eg. sharing benefits 
across  agencies; individual agency 
fiduciary duty 
 

Dialogue between local agencies and 
with HMG, CLG etc 

Failure to engage local community 
 

Leadership, capacity building and 
engagement strategy including a 
potential ñcommunity councilò 
 

Too much reliance on special initiatives 
 

Focus on core service spend 
 

Initiative overload  
 

Integrated approach 

 

 

The Oldington and Foley Park study  
 

As noted earlier most of the detail and conclusions in this section emerge from a 

major study of the Oldington and Foley Park area undertaken as part of Total Place. 

This provides a detailed analysis of the place and its people and proposes a route to 

transformational change which will be developed by the Partnership. Because of the 

length of this piece of work it is available as a c ompanion document rather than as 

an appendix.  
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Total Place requires s trategic  

and behavioural change  
 

 

For Total Place to fulfil its potential to improve outcomes for local people and ensure 

that public resources are used in the most effective and efficient manner  it is clear 

from the work of the Pilot that  there will be  a need for fundamental strategic and 

cultural changes in localities and in Whitehall and Westminster.  

 

It would be too easy to suggest that the only place that such change is required is 

Whitehall for there is much evidence in Worcestershire and from research 

undertaken elsewhere to know that  there are many local barriers.  Total Place 

requires a shift in thinking and behaviour by leaders, politicians and non -executive 

directors, managers and professional staff across the public sector at local, regional 

and national levels.  Our learning from the Pilot suggests that this change is required 

not only at the strategic level but also on the front line.  

 

This section of the submission draws on the direct experience of the Worcestershire 

Total Place pilot and the themed projects within this pilot; o ur wider and longer term 

programme for the leadership of place ï The Shenstone Programme; our experience 

of partnership working in the county; and the knowledge and personal experience of 

the key leaders and advisors involved in the programme.  We would not expect that 

many if any of our comments and proposals are unique to the Worcestershire 

experience.  However, it is inevitable that there will be particular challenges in two 

tier local authority areas compared with those faced in the unitary areas where the 

dynamics of cross-agency work differ.  

 

So what are the barriers and what can be done to address them? The following 

analysis considers the local and the national challenges though it is clear that many 

of these are inter-dependent. 

 

 

Local change  

 

The core local requirement to make Total Place a reality is effective leadership ï 

political, community, professional and managerial ï across the local public sector; 

and the engagement of these leaders with their counterparts in the business and 

third sectors and across civil society.  
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Ultimately Total Place is a political process as it is about meeting local needs by the 

deployment of resources ï people, assets, intelligence and information and money.  

Therefore the political leaders in local authorities will need to step up to the 

opportunity and challenges that Total Place offers.  

 

Unless there are changes to local governance arrangements and legal 

accountabilities political leaders will have to secure Total Place outcomes through 

collaboration and influence as much as through direction. Therefore councillors and 

especially cabinet members will have to practice their community leadership and 

place shaping roles with greater force and focus. The same applies to senior 

managers across the public sector. Local politicians will need to engage with the 

community and wider stakeholder interests to build and set a vision and clear 

objectives for the community and the place.  They will work through the Local 

Strategic Partnership but ultimately their accountability will be to their electorates.  

 

Just as local authorities and other local agencies are demanding that Whitehall 

devolve more resources and powers to localities it follows, as the project on areas of 

highest need has demonstrated, that further devolution to communities ï both of 

neighbourhoods and of interest ï and to individuals is required. This poses a series 

of questions about building their capacity to use that devolution.  

 

 

Local Leadership  

 

The Shenstone Group is adding short and long term capacity and benefits for the 

county. The approach and objectives set by the Shenstone Group for cross-sector 

and inter-agency working will be embedded into the public sector agencies. Plans 

are being developed for a county wide programme for managers, professional and 

front -line staff. This will involve staff from the various agencies joining together to 

explore how they can best meet the needs of local people and communities, and 

maximise the effective use of resources.    

 

Work on these and our wider consideration of the principles and opportunities that 

Total Place provides ï for example how we maximize the outcomes from the 

£4.02bn of public money spent in the c ounty ï has led us to view that one of the 

principal requirements will be effective leadership which can: 

 set and promote a clear vision 

 engage with stakeholders to ensure good two way communication and real 

involvement 

 empower front line staff and enable inter -agency working on the front line as 

well as strategically 
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 listen to each other and have mutual understanding  

 ensure the appropriate engagement of local politicians  

 trust each other across agencies and sectors  

 support each other 

 be prepared to let go in the wider public interest  

. 

 

Building long term leadershi p capacity  

 

The development of a new approach to service delivery requires us to embark on a 

challenging process to build the necessary leadership structures and capacity. In 

discussions around this the following approaches are emerging: 

 

 the possible creation of a "public services board" bringing together the key 

influencers and decision makers and in particular all the public sector budget 

holders 

 working with Government on new models and accountabilities for greater 

devolution of central resources and decision making to localities with local 

accountabilities  

 building on the public sector budget protocol (see above and appendix.) 

through to  deliver practical alignment and pooling of budgets 

 implementing the Total Place pilot theme project proposals but more 

significantly adopting the culture and practices  of Total Place wherever this 

will add value for the people and businesses of Worcestershire 

 using the Total Place approach to provoke fresh thinking about service 

delivery across Worcestershire, including beyond the public sector 

 building on the budget protocol already agreed to synchronise budget setting 

processes and deliver strategic alignment of commitments  

 creating a panel of special advisors to the Worcestershire Partnership drawn 

from Shenstone Group members and others 

 running a development programme for managers and staff from across the 

public agencies and their partners 

  

National changes  

 

In exploring the way in which the pilot themes have developed and considering the 

broader implications of the application of a Total Place approach locally; we have 

reflected on some of the changes which would be required at a national level , and 

by central Government, to facilitate change and delivery in localities. Later we 

identify some of these which deserve further joint exploration by colleagues from 

Whitehall and the localities. 
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Devolution, accountability and leadership  

 

It is encouraging that the Government and the major Oppos ition parties remain 

strongly committed to Total Place. We believe that clarity and consistency of national 

political direction is essential. 

 

The conclusions from the Theme Projects in Worcestershire demonstrate the 

potential for delivering "more for less" but only where budget control is sensitive to 

local circumstances and not constrained by existing institutional boundaries or 

dictated by non-essential national prescription. This will require delegation of a 

significantly greater proportion of total local public expenditure to genuine local 

control in specific expenditure. This will challenge existing accountabilities and 

service boundaries. It will require the development of new governance, 

commissioning and accountability mechanisms to facilitate the approach. 

 

Such an approach is predicated on local choices resulting in differences between 

localities. Whilst there will may be some "entitlements" which must be set at a 

national level there is a need for a debate at local and national level, which 

establishes the legitimacy of such local differences and question the legitimacy of the  

"post code lottery" complaint.  

 

Therefore, there needs to be an urgent and comprehensive debate with  an agreed 

time table between localities and the centre about what could and should be 

devolved and what any national entitlements would be.   There will also need to be 

an agreement on defining local accountabilities ï which will be responsible for these 

devolved budgets and who will make the decisions on resource allocation, local 

entitlements and eligibility criteria, charges and other factors?  

These arrangements would apply to revenue and capital resources ï moving to 

single capital pots as the Treasury is already discussing and as our Total Place pilot 

project on public sector property has indicated. 

 

We believe that this accountability must be firmly based on the democratic 

legitimacy of local government and elected local leaders.   

 

There is not necessarily the time or the will to consider major structural reform of 

public services in localities or elsewhere. Therefore one model would extend the 

authority, influence and accountability of local government by placing responsibility 

for strategic commissioning for all locally controlled services, including elements of 

the benefits service, on principal local authorities. Operational commissioning would 

continue to reside with key specialist agencies such as PCTs and the police which 

should remain separate with clear relationships and accountabilities. This 
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commissioning role would be co-ordinated and supported by a ñpublic services 

boardò as described above. In such a model an individual  with accountability to lo cal 

elected councillors would be identified as the local accounting officer .  It will be 

necessary to consider this officer 's relationship with Whitehall given that his/her 

prime accountability will be local. This is a complex matter and there will need to be 

further detailed explorations locally and with central Government.   

In a locality local agencies should be able to propose mergers and institutional 

changes where there is a clear business case. 

 

Whitehall is very likely to be smaller and this means that it should have less capacity 

as well as less interest in micro-managing localities.  This will be a big cultural and 

behavioural shift for civil servants and politicians. Permanent Secretaries will have to 

have a different set of accountabilities and, for example, only answer to the Public 

Accounts Committee for those matters over which they are in control and not for 

devolved matters. This is a complex area of policy and governance 

 

We recognise that this and other options will need to be considered within localities 

such as Worcestershire and debated and examined with Whitehall officials and 

politicians. There would be a need for a progressive move towards any ultimate 

approach and the establishment of a public services board and the extension of local 

authority strategic commissioning could be the start of journey.  

 

Implicit in this approach  is the devolution of decision making and finance into 

communities and neighbourhoods. The respective differences which will emerge 

within their areas are being considered in the Worcestershire Total Place theme 

project on an Area of Highest Need. The practicalities of such changes need to be 

explored and evaluated and may be best tested in pilot areas where work on 

building capacity has been undertaken. 

 

There is a need to address accounting and funding arrangements to enable the 

benefits which accrue to one or more organisations as a result of an investment 

and/or action by another agency so that the latter can have  recognition for its 

actions.  This would enable and greatly incentivise partnership and collaborative 

working.  The current funding and performance management regimes and 

accounting procedures impede such an approach. Work on this technically complex 

issue should begin as a matter of urgency.  

 

We have argued for strong local leadership. Total Place requires strong consistent 

political leadership in Westminster and Whitehall. It also requires civil service 

champions across the spending departments, CLG and Treasury. It is encouraging 

that currently there is such support and leadership in Whitehall and Westminster.  
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Such changes will impact on the way in which Local Area Agreements work. There is 

clearly a piece of work to be done to reconcile these and other mechanisms. 

 

 

Other national changes  

 

There is evidence from our work that our approach to d ata protection legislation and 

associated professional practice needs to be reviewed and revised to enable greater 

sharing of data between public sector agencies in order to facilitate better joint 

planning and joint working. It is recognised that such changes will need to ensure 

the protection of individualsô rights to control their own data. 

 

Central Government will obviously wish to monitor local success. The current work 

around rationalisation and better co-ordination of audit and inspection regimes 

provides an excellent starting point for further simplification  across the public sector. 

This will facilitate local responsiveness and efficiency and will reduce the cost of 

existing inspection arrangements. 

 

To deliver real local solutions it seems clear that nationally managed public services 

such as DWP, Highways Agency, HCA, and Environmental Agency should be required 

to act more locally and enable local executives to have to powers to respond to local 

needs; to be flexible in their service delivery to reflect local partnership objectives; 

and pool their budgets. In order to ensure this integration there should be clearly 

established lines of accountability into the local public services board as well as to 

Whitehall. Other agencies such as the NHS trusts should not have to seek approval 

from the SHA or from Whitehall when they wish to pool budgets.  Such simplifications 

in structures and hierarchical decision making will reduce costs. 

 

The Total Place approach would be enhanced if all public agencies were given the 

power of general competence to address the well being of local communities which 

would only apply when there was a joint partnership agreem ent  

There are also a number of technical barriers which cause specific breaks on 

effective collaborative solutions. Some of these are identified in the sections relating 

to Worcestershire's Themes but from our experience and, it appears, from other 

Pilots, the significance of barriers only really emerges as detailed work progresses. 

Therefore it will be important to ensure that as well as addressing those which are 

highlighted at this stage, some mechanism is available to share and address 

emergent issues at a senior level in Whitehall. 
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Lessons learnt  
 

 

There are a significant number of lessons to be learnt from the experience of the 

Total Place pilot. In this section of we identify some of the most significant.  

 

Many of the strategic lessons which we have identified are addressed in this 

submission in the section ñTotal Place requires strategic and behavioural changeò so 

these are not repeated here.  However there are some more generic critical lessons. 

 

It seems to us that the realisation of the ambit ion of Total Place requires: 

  

 leadership, commitment and ñownershipò from all local agency leaders ï 

political, non-executive and executive 

 appropriate and effective governance arrangements designed to facilitate 

leadership in the new paradigm 

 effective communication within  and between the agencies engaged and with 

wider stakeholder groups 

 that it must not be seen as just another ñGovernment initiativeò to be 

complied with rather than enthusiastically embraced and embedded into all 

local agencies 

 a will, ñpermissionò and ability to ñthink outside the boxò and to challenge 

orthodoxy, traditional practice, institutional boundaries, current budget 

arrangements and outcome targets 

 an understanding and acceptance that new approaches and new ways of 

thinking, budgeting and planning and working are not easily adopted when 

those involved are having to address and sustain ñbusiness as usualò and to 

self-challenge years of practice, behaviour and culture  

 direct intervention with staff at all levels to ensure that th is "permission" is 

understood and can be exploited 

 an acceptance that some Total Place initiatives which could have significant 

long term social and financial benefits will take some long time to develop 

given their complexity and the need to engage fully service users and 

frontline staff to address problems which may have existed for decades ï e.g. 

our project on addressing social and economic outcomes in ñareas of highest 

needò 

 time to build the necessary trust, understanding and commitment between 

the participating agencies at strategic and operational levels, recognising that 

this will need to be actively built and requires considerable effort  

 a focus on outcomes and not process, administration, inputs and outputs  
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 a recognition that the significant outc ome improvements and financial savings 

will be realised by tackling the causes of problems and not the symptoms nor 

the administrative arrangements ï e.g. our NEET project whilst it has 

identified significant improvements for the user of the services and 

consequential financial savings (2% of total spend on NEET related benefits 

and services) it has not yet identified systematic means to reduce the number 

of NEETs and consequently find large savings in the programme spend reduce  

  ñcritical friendsò providing some continuous challenge and questioning to 

them project teams ï our experience of Shenstone Group members 

supporting the theme project groups in areas such as the Public Estate 

project have clearly demonstrated this 

 constructive dialogue between Whitehall officials and locality project team 

members ï having common understanding and seeking a shared set of 

solutions is essential 

 project teams to be well resourced and supported often by colleagues not 

directly involved in the services in scope; and participation to be seen as a 

positively critical use of time by those engaged in the processes 

 time for colleagues from different agencies to invest in building relationships,  

common understanding and language, and identifying mutually beneficial 

objectives 

 the involvement of service users, community leaders, professional and front 

line staff as well as policy and strategically focused executives 

 ideas to be tested for their practicality and implementation plans that 

demonstrate the ñhowò, the time scales, the cost of change and the benefits 

over a period of time; and a recognition, as with our Public Estate project, 

that benefits may take several years to be fully realized 

 a commitment to  implement the results of Total Place studies  

 

In addition to these more  strategic lessons there has been much learning around 

functional and operational matters and in the way in which Total Place can be 

pursued. Worcestershire looks forward to supporting the national work of collating 

and using this learning. 
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Conclusion  and  

Worcestershireôs Commitment  
 

 

The partners in Worcestershire believe that Total Place has the potential to 

transform local public services delivery and outcomes for local people as well as 

delivering considerable efficiencies.  However they understand that this will not be 

achieved using the thinking and approaches which both central and local agencies 

have adopted in the past. The Total Place approach demands a transformational 

shift into a new paradigm and will only be achieved  if all those involved have the 

courage to make that shift.  

 

Total Place demands a new covenant between localities and Whitehall and for 

greater devolution of resources and decision making to localities.  This will require a 

change in leadership in Whitehall from politicians and officials. 

 

Total Place also requires effective leadership in localities focused on outcomes and 

not institutions  and local accountability through the democratic structures . This is 

the essence of place shaping.  

 

It is important that, whilst Total Place is seen to have great potential to deliver 

significant changes in outcomes for communities and the use of public sector 

resources, expectations are not over optimistic and we are realistic about the 

technical and cultural barriers to success. 

 

Worcestershire has learnt a great deal from the Total Place pilot and in particular 

from its three pilot theme projects.  We intend to continue on the journey and Total 

Place, which is led by the Worcestershire Partnership, will be integrated with the 

programmes and projects of all the local public agencies. It is  not, and should not be 

seen as another initiative outside the mainstream. It is fundamental to our future. It 

will enable us to extend our existing LAA targets going beyond them and to better 

address the impending budget pressures. It will become part of a wider programme 

of change, service improvement and better use of resources including the enhanced 

two tier local government programme and the individual programmes in each of t he 

local agencies. 

 

It is proposed to adopt a further number of ñTotal Placeò themed projects this year 

as preparation for public sector budgets in 2011 ï 2014. These may include areas 

such as  
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 county wider public sector shared support services 

 common systems across agencies 

 addressing the impact of the ageing and the growing child populations  

 developing civil society and a strong third sector 

 health improvement programmes 

 mental health 

 economic development 

 joined up working with problem families  

 

The three themes pursued by Worcestershire together with the work of the 

Shenstone Group have provided all partners involved in civil society across the 

county a unique opportunity to make a significant step forward. The experience has 

taught us many lessons the greatest of which is that, given the will and energy we 

can come together to build solutions in which we configure our resources to meet 

the needs of our citizens and behave as if the boundaries of our organisations were 

invisible. 

 

Worcestershire has been privileged to be one of the thirteen national Total Place 

pilots and has valued the learning; the catalyst it has offered to foster partnership 

working; and the excellent relations that have developed with colleagues in 

Whitehall as we have sought to find shared solutions.  We are now determined to 

continue and strengthen these relationships but above all to  continue to use Total 

Place to serve the people and businesses of Worcestershire as well as we can ï and 

wherever possible a little more than that!  
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Appendix  1 

Total Public Service Expenditure in Worcestershire  

 

                £'000 

Department for Work & Pensions - Payments to Individuals 

 

               962,085  

Worcestershire County Council 

 

               951,504  

Worcestershire PCT 

 

               434,797  

Worcestershire Acute Hospitals NHS Trust 

 

               291,125  

HMRC - Child & Working Families Tax Credits 

 

               167,884  

West Mercia Police Authority 

 

               116,529  

HMRC - Child Benefit 

 

                 98,601  

Royal Mail 

 

                 87,083  

Redditch Borough Council 

 

                 69,956  

Worcestershire Mental Health Partnership NHS Trust 

 

                 62,896  

Worcester City Council 

 

                 60,164  

University of Worcester 

 

                 57,744  

Wychavon District Council 

 

                 56,014  

Prison Service 

 

                 55,529  

Wyre Forest District Council 

 

                 54,515  

Network Rail 

 

                 44,551  

Bromsgrove District Council 

 

                 36,602  

Festival Housing Ltd 

 

                 35,441  

Malvern Hills District Council 

 

                 33,348  

Rooftop Housing Group 

 

                 31,766  

West Mercia Housing Group Ltd 

 

                 31,016  

The Community Housing Group Ltd 

 

                 29,901  

Highways Agency 

 

                 27,861  

Worcester College of Technology 

 

                 26,741  

Hereford & Worcester Fire & Rescue Service 

 

                 25,401  

North East Worcestershire College 

 

                 23,315  

Worcester Community Housing 

 

                 19,651  

West Midlands Ambulance Service NHS Trust 

 

                 15,842  

Bromsgrove District Housing Trust Ltd 

 

                 15,337  

Advantage West Midlands 

 

                 11,248  

Magistrates Courts 

 

                    8,471  

West Mercia Probation Trust 

 

                    8,197  

South Worcestershire College 

 

                    7,960  

Department for Work & Pensions - employment programmes 

 

                    7,810  

Kidderminster College 

 

                    7,668  

Worcester Sixth Form College 

 

                    7,522  

Town & Parish Councils 

 

                    3,887  

Health & Safety Executive 

 

                    3,874  

Department for Work & Pensions - Remploy 

 

                    3,279  

Independent Living Funds 

 

                    2,935  
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County Courts 

 

                    2,708  

Health Protection Agency 

 

                    2,672  

Crown Court 

 

                    2,274  

Big Lottery Fund 

 

                    2,233  

South Worcs Revs & Bens Shared Service Partnership 

 

                    2,183  

HMRC - Child Trust Funds 

 

                    2,031  

Driver & Vehicle Licensing Agency 

 

                    2,001  

Vehicle & Operator Services Agency 

 

                    1,867  

Driving Standards Agency 

 

                    1,576  

Natural England 

 

                    1,298  

Department for Work & Pensions - European Social Fund 

 

                    1,098  

Animal Health 

 

                       810  

Malvern Hills Conservators 

 

                       733  

English Heritage 

 

                       716  

Environment Agency 

 

                       686  

   

   TOTAL PUBLIC EXPENDITURE IN WORCESTERSHIRE 

 

         4,020,936  

 

 

Details of the methodology used to establish these data are available. 
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Appendix 2 

Membership of the Shenstone Group  

 

Business and Commerce  

Chamber of Commerce -Chief Executive 

Malvern Instruments - Managing Director  

Qinetiq plc - Chief Technology Officer  

Worcester Bosch - Managing Director 

Local Government  

Bromsgrove District Council - Leader  

Malvern Hills District Council ï Leader 

Redditch Borough Council ï Leader 

Worcester City Council ï Leader 

Worcestershire County Council - Chief Executive  

Worcestershire County Council ï Leader 

Wyre Forest District Council - Leader 

Wychavon District Council - Managing Director  

Third Sector  

Community First - Chief Executive  

Help the Aged - Chief Executive 

Infrastructure Consortium - Chair  

Wider Public Sector  

Fire & Rescue - Chief Fire Officer 

NHS Worcestershire - Chairman  

NHS Worcestershire - Chief Executive 

West Mercia Constabulary - Chief Constable  

Education  

St Augustineôs High School - Headteacher  

Worcester College of Technology - Principal  

Worcester University - Vice Chancellor  

Civil Society  

Bishop of Worcester 

Festival Housing - Chief Executive  

Worcestershire Cricket Club - Chief Executive  

Worcestershire Partnership - Chair 
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Appendix 3  

Worcestershire Protocol for Public Services Budgets  

 

 

Worcestershire Partnership  

Statutory Partners: Terms of Engagement  

 

 

The public sector agencies in Worcestershire recognise that over the 

next 4-5 years, we will all face major budget pressures, requiring 

changes and sometimes reductions in services. 

 

Our commitment is to: - 

 

1. Talk to each other before we make major budget decisions 
 

2. Protect critical services to the public and businesses as far as 
possible,  by redesigning services across organisational boundaries 
and achieve savings by sharing strategies, resources and budgets 
 

3. Put the needs of local people and places ahead of bureaucratic 
needs 
 

4. Prevent the cumulative effect of decisions affecting some 
communities or groups in society disproportionately 
 

5. Minimise adverse consequences for the local economy  
 

6. Engage with businesses and the third sector where appropriate, 
and jointly consult stakeholders before major decisions are made. 
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Appendix 4 

National Property Assets Group Template  and Case Studies  

 

 

Regional Estate Strategy ï Worcestershire  

 

1.  Context  

 

Á The geographical area is the County of Worcestershire (see appendix 1) 
 

Á There are initially 20 public sector organisations in scope including the County 
Council, the six Districts Councils, NHS, OGC, Emergency Services and 
University/Higher Education establishments. (see appendix 2) 
 

Á Further, representatives from the Shenstone Group, a partnership group 
formed from both public, private and community sector are acting as a 
"critical friend" to this process.  
 

Á To date, three "Total Place" scoping meetings have been held with the above 
stakeholders. A draft protocol has been produced, commented upon, revised 
and circulated for further comment (see appendix 3). This will form the basis 
for the process and governance arrangements. 
 

Á The opportunity to analyse the public estate in Worcestershire has been 
limited due to time but from both early indications of the initial analysis and 
the outcomes achieved from various cross government projects already 
undertaken in Worcestershire (see case studies in appendix 4), there is an 
exciting opportunity to draw out efficiency savings from the Public Estate and 
improve services to the citizens of Worcestershire and the general public. This 
is evidenced by the decision to press ahead and develop a web enabled land 
terrier (see below).  
 

2. As - is data  

 

Á Work has started on producing a web based Geographical Information System 
to represent a 'Total Map' of the Public sector estate in Worcestershire. 
Ownership data (freehold and leasehold) has already been successfully 
attributed to the map for the majority of the stakeholders (see appendix 5). 
Phase 1 of the map development included consultation with stakeholders to 
agree the outcomes required that would best contribute towards a one public 
sector estate. These included:  
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o Using polygon data (as opposed to point data) to show the 
extent/location of the site ownership and assist with land assembly 
options.  

 

o Mapping the public sector "user" (front office, back office, depots, 
specialist etc) to help identify opportunities for  the sharing of similar 
users across the public sector estate in Worcestershire. 

 

o Mapping the current status of property within Worcestershire. 
Stakeholders are working towards prioritising the availability of their 
assets on a Red/Amber/Green (RAG) basis. "Core", (red ï no change to 
service provision anticipated eg Schools, Hospitals), "possible change" 
(amber ï service delivery change, lease expiry, external influence eg 
adjoining redevelopment) and "surplus" (green ï already deemed 
surplus and available for disposal or re-use/development.)  

 

The development of this next phase is well under way and two pilot plans 

(Bromsgrove and Worcester) are being developed incorporating the above 

attributes (see appendix 6 and 7)  

 

3. Vision  

 

The Partnership believes strongly that integrating services delivers both 

organisational efficiencies and an improved customer experience.  It also believes 

that a focus on rationalising the public estate can be both a facilitator and a catalyst 

for transformational change needed to achieve this. The Worcestershire Hub and 

collaborative developments like the rationalisation of accommodation in Bromsgrove 

illustrate this.  

 

The Partnership's experience has been that where cross agency property usage has 

been rationalised, revenue savings have been achieved. The co-location of staff has 

also led to opportunities to review support services and work practices.  This has led 

to further opportunities for much greater revenue savings, and these have been as 

much as five times those of the pr operty related revenue benefits.  Therefore, the 

Partnership believes that it should seek to broaden the range of co-located services 

as well as the number of partners.   

 

Not all areas of activity have the same potential for integration, so energies need to 

be directed at those where the benefits are greatest and likely to be realised 

quickest.   It is therefore beneficial to consider backroom services and operational 

services separately. 
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Backroom Services  

 

The Partnership believes that there is considerable scope to further combine 

specialist backroom services, (building on the Worcestershire Enhanced Two Tier 

programme, WETT), to deliver support services via a Service Level Agreement.   

 

By 2020 this could have developed to provide service support to a broader range of 

public sector bodies within the area and this could include 

 

 Revenues and Benefits together with Work and Pensions 
 Planning and Building Control 

 Economic development and business promotion 
 Tourism 
 Community public health and personal social services 
 Vehicle procurement and maintenance 
 Managed ICT service 

 

Also, by networking across other combined specialist service providers from within 

the region it will be possible to develop and maintain highly specialised "in -house" 

expertise necessary to deal with an increasingly complex set of challenges at a 

sustainable and affordable price. 

 

Achieving this requires 

 

 Identifying a host organisation to manage the delivery of a combined service 
and transferring staff  

 Harmonising work systems and procedures, (particularly flexible and mobile 
working arrangements), document management, ICT, etc.  

 Developing SLA's and performance management regime to deliver services 
 "Joining up" local service access points, (such as the Worcestershire Hub), to 

simplify access and improve the customer experience. 

 Moving towards a minimal core of centralised accommodation with access to 
a network of appropriately located touch points  

 Addressing estates issues, (ownership and usage). 
 

Facilities for Specialist "Front Line " Services  

 

The scope for rationalising operational facilities in a way that will release financial 

benefits is less but still potentially beneficial.  Operational properties can provide a 

springboard for delivering a wider variety of compatible services t o a locality.  They 

can also provide some opportunities for supporting "touch points" for peripatetic 

staff, this relieving pressure to provide stand -alone locality facilities.   
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There are examples of where this approach is developing already.  The Wyre Forest 

BSF programme is looking well beyond simply extending education services outside 

of the statutory age range at ways where schools might act a broker for other 

services, for example pre school family support, health services and local policing.  

Attention to practical issues such as zoning services, consideration of physical 

security issues in relation to the children and a programme of educating both the 

managers and the governors of these schools will ensure that a primary focus on 

parochial single service needs should not impede the long term development 

potential for these resources. 

 

Another area where Worcestershire is transforming services is in the provision of day 

services for adults.  The person centred approach to meeting service user's needs 

has led to greater use of community resources to deliver services, rather than 

relying on a network old day centres.  As a result a significant number of 

inappropriate and expensive but potentially valuable buildings are being released.   

 

 

Asset Ownership  

 

Asset ownership is potentially an emotive issue but it must not be allowed to 

become a focus of resistance to change.  Asset management requires a truly 

collaborative approach to the use of assets in order to maximise the benefits, and to  

recognise that property usage has a cost; it is not a free good.   

 

The Partnership's experience to date has been that transformational change across 

organisations can be achieved without centralising the ownership of assets.  This 

approach has required one organisation to act as host and partner organisations to 

become tenants.  These transactions between organisations have taken place 

broadly at market rates but without taking opportunities to ransom.  However, for 

this approach to flourish it will requi re all organisations to subscribe to the principle 

of centralising of the management of the combined estate.  This centralised 

management will need to be exercised through a Partnership Board, effectively 

acting as a super corporate landlord. 

 

The alternative would be to consider transferring ownership to a central property 

holding body.  While this has some attractions, it would bring with it significant 

financial complications. 
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Investment Requirements of Change  

 

The Partnership's experience has been that implementing changes to the estate to 

facilitate transformational service change requires the injection of capital funding, 

and a number of issues arise as a result.  They are 

 

 The capital cost of new facilities more often than not exceeds the capital  
value of any assets released, so funding gaps have to be addressed by 
capitalising some of the projected revenue savings. 

 Capital receipts can only be achieved after the investment has been made, so 
there is always a cash flow issue. 

 The degree of difficulty in aligning finances for a joint project is directly 
proportional to the square of the number of partners.   

 The PFI and private sector can be great sources of funding but both require 
financial commitment over a fundable period, (usually minimum of 20  years).  
Few public services are likely to remain predictably static for that period, so 
arrangements for change need to be incorporated into agreements.  These 
change mechanisms are almost always disproportionately expensive, so this 
route can often offe r a higher long term financial risk.  

 

Prudential borrowing has enabled individual authorities to borrow sufficient funds to 

pump prime its own developments, but this route is more difficult where multi 

agencies are involved and the risks increase for the host authority.  An innovative 

approach might be for central government to set aside a proportion of affordable 

public sector capital funding to be hypothecated for pump -priming transformational 

change projects.  Authorities could bid for finance, based on the strength of a 

business case, with central government collecting an appropriate share of capital 

receipts and revenue benefits released by the change.  This would focus authorities 

on promoting realistic transformational projects, would strengthen the d evelopment 

of business cases and, in the longer term, become a revolving self funding source of 

finance for public sector improvements. 

 

 

4. "To be" data  

 

The estimates are based on an analysis of Worcestershire County Councils estate 

and the figures refer  to premises related revenue savings.  Past experience shows 

that these revenue cashable savings can be increased by a factor of 5 when service 

integration can be achieved.  The property rationalisation therefore acts a catalyst 

for transformational change.  
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Getting a measure of the scale of these potential benefits is difficult due to the gaps 

in the relevant data.  The Partnership has therefore estimated this using the County 

Councils own operational portfolio as an example.  The County's comprises:  

 

Type  Number  Floor area 

m2  

Property 

cost/m2  

Total Cost 

pa 

Schools 294 620,000 £50 £31m 

Other 

operational 

174 141,000 £68 £9.6m 

Non operational 66 36,000 £3 £108k 

 

Extrapolating this analysis to the whole of the Worcestershire public sector 

"operational" estate of approx 645 properties at the average property cost pa of 

£55k per property (£9.6m/174), the potential savings arising purely from reduced 

premises related revenue costs could range between £3m and £6m per annum after 

year 5. (see appendix 8).  However, drawing on the experience gained on the 

County Hall & Wildwood accommodation changes (see case study), the service 

related and FM efficiency gains may be up to 5 times the property savings.  

Therefore the scale of the prize is expected to lie between £15m and £36m in 

revenue savings over a 5 year period.   

 

It should be noted that over this period, the rate of savings achievable will not be 

even.  A slow start is expected in the early years with savings gathering pace as the 

initiatives are implemented. 

 

Capital receipts are more difficult to predict.  They depend on alternative 

development potential and the state of the property market.  In addition, releasing 

properties for sale requires investment in replacement facilities.  Despite 

replacement usually being less that "like for like", the cost of replacement often 

equates to or exceeds the total capital receipts.  As a result the Partnership 

considers imprudent to predict achieving net capital receipts and that a proportion of 

revenue savings may have to be used to finance the capital expenditure needed to 

implement changes. 

  

 

5. Assumptions  

 

Related to the "to be" data  

 

 Size of public sector estate ï still awaiting details of floor areas for a 
substantial part so assumed to be in similar proportions to the County's estate  
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 Running costs ï data based on analysis of County estate.  Other partners may 
have more expensive accommodation or held on leases which would increase 
the potential savings. 

 No adjustment made for funding implementation capital costs or 
reorganisation related staff costs. 

 Zero savings predicted for year 1 and minimal savings for year 2 due to lead 
in times 

 That all partners fully commit to the process 
 

The assumptions that underpin the vision that the Worcestershire Partnership has 

for the provision of public services in the future are  

 

 Financial ï that there will be access to pump -priming capital funding to allow 
joint projects to be implemente d. 

 Operational ï that continuing to integrate services where possible will deliver 
financial efficiencies and an improved customer experience. 

 Political ï retaining the separate identity and control over the strategic 
direction of the public sector bodies that deliver services in the area. 

 Economic ï continuing demand for reductions in revenue expenditure and for 
capital tied up in under -performing properties to be released. 

 Social ï there will be a generally aging and potentially more dependent 
population that is looking to exercise a greater degree of local control over 
local services.  Services will be expected to be delivered conveniently and 
seamlessly.  The trend is also assumed to be that the public will demand 
more from their public services while expecting costs to reduce or at worst be 
kept at not more than present levels.  

 Technology ï the ever increasing speed and reliability of information 
exchange will facilitate greater flexibility over how work is undertaken and 
services are delivered.  This should facilitate staff exercising more control 
over work / life balance ï a key factor if high quality staff are to be recruited 
and retained while public sector salaries are to be kept under control.  

 Environmental ï delivering services locally reduces the environmental 
demands of accessing them.  Greater flexibility and mobility of staff can help 
to reduce the peak demands on infrastructure.  

 Legal ï a complex regulatory framework for services to operate within and an 
increasingly litigious environment will put organisations under pressure to 
ensure that they have access to a broad spectrum of expertise, while not 
having the funding to provide this individually.  

 

 

6. Next Steps  

 

 Filling in data gaps ï currently there is significant variation in quality and 
quantity of data between partners  

 Agree how the "property review" activities, essential in translating data into 
opportunities, are to be managed and funded, (identify lead partner with 
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appropriate skills and resources and agree joint funding and governance 
arrangements for the planning work).  

 Understanding the direction of travel for all services ï currently have greater 
clarity for some than others  

 Arrange series of inter-agency working groups to review initial schedule of 
potential opportunities for rat ionalisation 

 Investigate feasibility of opportunities and prioritise to pursue  
o Quick wins 
o Longer term high value opportunities  

 Set up parallel cross agency FM and ICT working groups to understand how 
support activities might need to evolve to maximise reve nue benefits. 

 Identify source of "pump priming" capital funding to enable changes to be 
implemented 

 Agree prioritised programme of change. 
 Raise profile of the Total Place agenda and achievements to encourage 

greater buy-in and stay-in for the more complex  opportunities 
 

 

Appendices are attached as separate pdf files. 

 

 

Appendix 1 - 

Total Place Worcestershire Map.pdf
  

Appendix 2  

partners.pdf
 

Appendix 3 

Protocol - Ownership and Use of the Public Estate.pdf
  

Appendix 4 

combined.pdf
 

Appendix 5 Total 

place - Ownership.pdf
    

Appendix 6 

Polygon Data.pdf
 

   

Appendix 7 Total 

Place - RAG.pdf
  

Appendix 8 

Worcs Public Sector Analysis.pdf
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  




