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Introduction

Our Corporate Plan sets out an ambitious agenda for Newcastle-under-Lyme. We want to help our
communities to become stronger and more vibrant and we want to continue to deliver excellent
services to our residents. We are focussing on our place-shaping role to create high quality
neighbourhoods, facilities, town centres and jobs. We aspire to create new and better homes for our
residents and we need to respond to the climate and ecological emergency. At the same time, our
funding remains under pressure. Funding from Central Government continues to fall and, as a result,
both our Corporate Plan and Medium Term Financial Strategy recognise the need for the Council to
be a more commercial organisation.

This means that we need to improve service delivery and organisational efficiency and find ways to
generate more income as a critical component of our financial strategy. Successful delivery of the
Commercial Strategy should enable members and officers to make positive choices about what they
want to invest in, and where, rather than being forced to make decisions about how, and where, to
reduce expenditure.

Therefore, in order to deliver the priorities of the Corporate Plan, the Council needs a new, more
agile, innovative, and commercially aware operating model to ensure that, in an environment of
continued reductions in central funding, our limited resources are used to leverage maximum value
and create a financially sustainable organisation that meets the changing needs and expectations of
residents.

Key objectives and priorities

The Council’s Priorities contained in the Council Plan are:

One Council Delivering for Local People

A Successful and Sustainable Growing Borough

Healthy, Active and Safe Communities

Town Centres for All

Vision

Our vision is for Newcastle-under-Lyme to be a sustainable and business-oriented Council that
maximises commercial opportunities in order to deliver long-term benefits for residents of the borough
and support the Council’s Medium Term Financial Strategy. As a Council which adopts a commercial
mind-set across the organisation. We expect staff to think innovatively and deliver services differently.
We will use commercial principles to maximise the impact of our assets (whether physical or
intangible) to benefit our communities and deliver financial sustainability.

This will be achieved through:

« Generation of service efficiencies and new income streams
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*  We will continually identify and develop opportunities to commercialise existing and new
services

« When we need to charge for our services, we will price commercially, ensuring that this
covers the full cost of the service unless we have made a conscious and evidenced decision
to subsidise

«  We will be commercially astute — we will understand the market for our services, and know
how to make it work for us

+  Effective procurement and contract management
¢  Prudent investment in income generating assets

*  We will all understand and recognise where we have a role to play in maximising the impact
of the Council’s assets for the benefit of residents and communities.

. Strategic asset development

« Commercial One Council co-ordinates the delivery of services to maximise income
generation and achieve best value.

Strategy outcomes

1. To generate income through commercial activity that can be reinvested in local priorities, services
and improvements for our residents.

2. To build strong working relationships with public, private and third sector partners in order to
maximise collaboration and generate efficiencies.

3. To embed a commercial culture within the council and ensure that our staff are equipped with the
skills they need to operate in a more commercial environment.

4. To support the council in delivering the council plan and growth agenda as a key pillar of the Medium
Term Financial Strategy and our goal of financial self-sufficiency.

5. To optimise the council’s use of technology and support our digital agenda in order to enable new,
more efficient and flexible ways of working and interacting with customers and residents.

What ‘commercial’ means to us

Commercial approaches are being adopted by many local authorities. However, the focus and
definition of what that means is different from one council to the next.

It is important therefore, to define what we, at Newcastle-under-Lyme, mean by being commercial.

Working commercially is about using our assets and capabilities in the most efficient and effective way
to create a net benefit to the Council’s finances. It is about identifying and implementing opportunities,
which expand the ways the Council, can secure income.

Being commercial is also about being creative and exploring new ideas and activities, which will
increase income to the Council. It means that we will need to work in different ways and Council
employees will need to develop new skills and behaviours to help make the delivery of the Strategy a
success.
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Every commercial opportunity will be robustly assessed before it is put forward for formal approval and
the Council will develop a range of commercial projects within the programme to balance risks. There
will always be a clear link between any commercial endeavour and the Council delivering better
services for residents.

Commercialisation is NOT just about making money. It is as much about avoiding costs, through early
intervention and prevention, as it is about developing new projects.

This strategy impacts on all services across the Council. ‘Being commercial’ is a mindset that must
underpin the way we all do our jobs.

This means ‘commercialisation’ at Newcastle-under-Lyme Borough Council and includes all of the
following:

¢ Preventing costs arising in the first place

¢ Creating social value to enable delivery of excellence in services to our communities

¢ Early intervention to prevent a cost escalating

¢ Redesigning our staff structures and internal processes to be most efficient and effective

¢ Reviewing service delivery models (e.g. outsourced, shared service, company) to be most
efficient and effective

e Effectively procuring and managing our contracts

¢ Identifying new sources of income

e Commissioning the right outputs/outcomes

¢ Enhanced financial ownership by service managers
¢ Maximising existing sources of income

¢ Eliminating unnecessary demand and work

¢ Insight and Intelligence to make good choices

Benefits

The

successful delivery of the strategy will achieve multiple benefits including:

Ensuring our resources are stewarded wisely to deliver outcomes for our residents and
businesses.

Enhancing our ability to provide social, economic and environmental outcomes that can help to
deliver against all four of our priorities: One Council Delivering for Local People; A Successful
and Sustainable Growing Borough; Healthy, Active and Safe Communities; Town Centres for
All.

Developing new income streams to support services and the Council’s budget.

Creating a culture where staff think and act differently to deliver new ways of service delivery to
serve our residents and businesses.
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¢ Inspiring staff by embedding a forward thinking, opportunity focused mind-set that can drive wider
culture shift.

¢ Increasing the robustness of the organisation through the creation of a diverse commercial
portfolio to ensure long term organisational sustainability.

Objectives

Primary Objective

The primary objective is to use the Council’s resources as effectively and efficiently as possible when
delivering the Council Plan.

Secondary Objectives
Achievement of the primary objective will come in part through the following secondary objectives:
o Developing a commercial culture

o Putting sound governance in place — being clear about responsibilities, authorities, processes,
templates and funding

e Ensuring there is appropriate performance management in place for commercial initiatives

The overarching aim of this strategy is to deliver a financial return, which contributes to the Council’s
efficiencies and additional income targets. This will help to safeguard, and develop, frontline services
that the Council currently provides and enhance the Council’s ability to invest in its place shaping
agenda.

Funding and investment will be required for the successful implementation of this strategy. It is
important to note that the benefits of pursuing the Commercial Strategy are not purely financial.
Becoming a commercially focused organisation means putting the customer at the heart of everything
we do. We will actively encourage creative thinking to develop more effective and customer-centric
ways to deliver our services.

Culture

Developing a commercial culture is an important part of this strategy. To achieve the ambitious
objectives outlined in this strategy, all participants need to fulfil their roles. Whilst large commercial
projects will be important, we are looking to develop a commercial culture across all service areas
where, thinking in a business-like way and making business-like decisions, along with being creative
and innovative is the normal way of working at the Council.

An embedded commercial culture will enable all our services to reach their potential and it will unlock
new and innovative ways of delivering services to residents and businesses in Newcastle-under-Lyme.
A commercial culture will encourage us to be creative and entrepreneurial, finding ways to add value
to the way we serve residents. This will include behaviours such as challenging current approaches to
look for improvements, seeking ways to maximise value for customers and the Council from contracts
and looking for growth opportunities.

A culture can be defined as ‘the way we do things round here’ and the way we operate across our

service areas will be ambitious and bold, working in new ways to steward the resources we have in
the most effective way to deliver the priorities highlighted in the Council Plan.
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Developing the programme and our priorities

A portfolio of opportunities has then been selected for further development. This approach should
ensure that the Council pursues a diverse range of opportunities - different in their potential scale,

complexity and nature — to balance the risks of the overall programme.

In selecting the opportunities, consideration has been given to:

e The need to generate a net financial return to support the pressures identified in the MTFS.

e The creation of large-scale commercial projects that have the potential to create long-term

income for the Council.

e Development of a commercial culture across service areas, so that thinking and acting in a
commercial manner becomes central to the Council’s thinking and decision-making.

The following table shows the highest commercial priorities to investigate within the commercial

programme.
Priority Area Description Impact
Commercial Waste Developing the Commercial Increase the number of

Waste income streams,
building on the existing
assumptions that form part of
the Waste Transformation
Programme

businesses using the council
service and improve the level
of income generated

Light Industrial

Develop and regenerate sites
into light industrial units

Increased revenue generation,
servicing demand in the local
area and supporting economic
development

Fees and Charges

Increasing fees and charges
that benchmarking has shown
to be currently charged at low
rates in Staffordshire

Increase in income generated

Investment Opportunities for
commercial return

Continue to investigate
investment opportunities that
will deliver a commercial return
and build up our commercial
portfolio

Increased revenue generation,
servicing demand in the local
area and supporting economic
development

One Commercial Council

Delivery of digital screen
including a small proportion of
time dedicated to advertising

Advertising to pay for the
running costs of the screen and
therefore supporting cultural
events and community
messaging in Newcastle town
centre
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How will we realise our strategic outcomes?

« Act with intelligence and agility

» Embrace transformation and innovation

» Understand that resources are required for growth and change

* Act with integrity and high ethical standards

* Embrace commercialism and maximise income

* Create and nurture commercial and development opportunities

* Act strategically for the long-term benefit of the borough and its residents
* Greater focus on procurement and contract management

* Create a sustainable commercial programme

* Know the market place and act competitively

« Establish a strong commercial culture and invest in staff and member skills
* Drive our digital agenda forward

* Demand more from service providers and contracts

* Ensure we get value for money for residents

» Listen to our staff and customers

* Actively seek and work with partners commercially

» Engage with specialist commercial advisers and professional partners

* Pursue opportunities to generate efficiencies and financial savings

* Dispose of assets when the market is no longer viable

+ Extract maximum value from our property and land assets and income streams
» Stop activities that add no value or benefit to customers

* Challenge where services can be commissioned

How will we make this happen?
« Endorsement from members of the council

» Sponsorship from the Corporate Leadership Team

* Facilitated by a highly skilled commercial team

« Collaboration across all council services and teams
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» External specialist advice and support

* Initiatives owned by services

How does the strategy support our organisational goals?

« Robust financial and commercial service programmes aligned to the council plan.
* Supports the MTFS and closure of funding gap.

» Uses commercial activities to leverage funding opportunities to support the regeneration of the
borough.

What is the governance structure?

* Investment decisions will be taken by full Cabinet.

* Some changes may be required to the Council’'s Constitution to enable timely decision making as
commercial opportunities present themselves.

How will risks be managed?

 Partner with industry experts and specialists

* Ensure transparency and effective communication

* Rigorous approval processes and project scrutiny

* Following corporate risk management and mitigation procedures
« Effective contract management

* Meticulous due diligence

What are the tools and structures we will use?

» Exercise statutory powers

» Shared service agreements

» Crown Commercial Service, g-cloud and local framework agreements
« Joint venture partnerships

» Arms-length management organisations and/or council owned companies

How will we fund and resource the journey?

* Generate a return on investment to fund services
* Make every penny count
» Explore opportunities to share services with other councils

» Maximise existing revenue streams, including advertising
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« Effective and proportionate risk management
* Robust strategic and operational planning
» Access to government grants and other funding

* Invest to save
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