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Foreword

“

As the Chief Executive of a local
authority, I am acutely aware of the
challenges that local authorities face
in the current economic climate, so
I was delighted to chair the West
Midlands Waste Board with a remit to
target resources to help authorities.
We have funded projects across
the region and the success of these
and what we learnt is the thrust of this report. We also highlight
the success Councils in our region have had in taking out cost and
providing better customer services. In sharing we can learn from
others who have already trodden the path for us, and done it well.
The report celebrates success and we can use
that success to improve our future.

”

Nina Dawes OBE

Chief Executive, Lichfield DC (to 31.12.2012),
IEWM Board Lead for the West Midlands Waste Programme (to 31.12.2012)
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The Report
The 33 West Midlands authorities spend over
£400m collecting, recycling and disposing over
2.6 million tonnes of municipal waste each
year. Inevitably, as a result of financial austerity
pressures, local authorities will need to identify
considerable budget savings. The challenge
will be to explore opportunities to work with
communities and the private sector to bring costs
and collection tonnages down and to deliver
the services more efficiently and effectively.

IEWM are extremely grateful for the contributions
to the success of the programme and the case
studies within this report. It has been produced
to celebrate and share the success of the
programme with colleagues regionally and
nationally and to encourage you to take up the
opportunities identified within your own councils.

This report highlights yearly efficiency savings
of nearly £8m to date from a wide variety
of innovative projects. The Improvement &
Efficiency West Midlands (IEWM) sponsored
waste efficiencies programme has invested
nearly £0.8m to support many of the
projects showcased within this report.
Formed in early 2009, West Midlands Waste
Board (WMWB) and the West Midlands Waste
Alliance (WMWA) are behind the success of
the programme. These two groups provided
leadership, commitment and a proactive network
to represent the Waste Sector at strategic
and operational levels, share and showcase
best practice and to work collaboratively to
explore the opportunities identified in this report.
Under the chair of Nina Dawes OBE (former
Chief Executive of Lichfield District Council
and former Vice Chair of the IEWM Board)
the networks supported councils across the
region to deliver this impressive programme.

Keith Gordon
Assistant Director for Efficiency and Delivery,
Improvement and Efficiency West Midlands
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The Challenge
Defra have released waste performance
figures for 2011/12 and the West Midlands
once again comes top of the table in regional
performance as can be found in Table 1 and
2 in Appendix B. Table 1 shows that the
total recovery through recycling, composting
and energy recovery through incineration
totalled 75.2% which is the highest in any
region and far exceeds the figure for England
as a whole which is 60.9%. One of the
main results of this is that, at only 24.7%,
the West Midlands landfilled the lowest
proportion of its waste than any other region
and compares very favourably with 37.4%
as the figure for England as a whole.’
Table 2 shows the performance of the 14
authorities in the region which have waste
disposal responsibilities and includes 12
unitary authorities and 2 WDAs (county
councils); the performance in the two
tier areas, namely the county councils
also includes the performance of the
districts that sit within the 2 counties.
As can be seen from Table 2 a good level
of recycling and composting performance
is being achieved with at least half the
authorities exceeding the national average
of 41.8%. The highest performer in the
region for recycling and composting was
Staffordshire County Council with 54.5%,
already exceeding the 2020 national target of
50%, followed closely by the unitary authority
of Shropshire with 49.2%. The majority of
authorities are demonstrating good progress
to achieve the 2020 recycling target, with
more than half of authorities in the region
currently recycling/composting over 40%.
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In terms of total recovery (recycling,
composting and energy from waste through
incineration) two thirds of the authorities
exceeded the average for England,
with Birmingham, at 95.2%, achieving
the highest levels of performance.
5 authorities are landfilling less than
10% and two thirds of all authorise in
the region are landfilling less tonnage
than the national average for England.
In terms of improvement, Sandwell has
shown the most significant improvement in
performance with total recovery currently
being 82.4% compared to 44% in 2008/09;
recycling and composting rates have
increased from 26% in 2008/09 to 38.2%
for 2011/12, but the most significant
increase has been the percentage recovered
through incineration with EfW, which rose
from 19% in 2008/09 to 44% in 2011/12.
Solihull has also shown significant
improvements with an increase in recycling/
composting from 33% in 2008/09 to
47.9% in 2011/12. There remains therefore
an impressive record of continued good
performance in the West Midlands and
this report will go on to consider what
other opportunities there are to retain
this high performance while trying to
deliver savings. The main challenge for
authorities is to continue to deliver good
quality waste services, building on current
levels of performance such as recycling
levels, whilst delivering financial savings.
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A recent study1 by the Association for
Public Services Excellence (APSE) found
that, in response to the question ‘What
efficiencies are you currently working
towards or proposing’, the main areas
identified to deliver savings were:
• Changing working days (e.g. 4 day week),
shift patterns (e.g. double shifting), ending
task and finish, and staff reductions;
• Route optimisation;

This is mirrored by the examples covered in
this report where West Midlands authorities
have delivered major savings in waste
budgets focusing on the following areas:
• Partnership working;
• Reviewing existing services;
• Negotiating contracts;
• Joint procurement;
• Communication.

• Changes to collections (commingling,
communal collections, alternative weekly
collections, type of containers);
• Review of Transport/type of fleet/
increasing capacity of vehicles;
• Introduction of income streams (trade
waste, bulky waste, green waste,
replacement bins, schools/charities);
• Removal of garden waste
during the winter;
• Review of bring banks.

1

State of the Market Survey 2012 - Local Authority Refuse Services. This can be accessed through
http://www.apse.org.uk/briefings/09/09-06%20State%20of%20the%20market%20survey%20-%20Allotments.pdf
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Tackling the barriers together
Partnership working
The task for authorities to deliver efficiencies
by working in partnership and delivering
value for money public services is not a
new one, yet it is one of the most difficult to
achieve while offering some of the greatest
rewards. In the current economic climate,
the task is now more critical than it has
ever been. The LGA recently released the
“Services Shared: Costs Spared?” report
providing a detailed analysis of five high
profile shared service arrangements. Clear
financial benefits have been achieved
with the 5 shared services saving £30m
between them. Lessons learnt:

• Baseline financial and performance
information is essential to make
the case for change and track the
benefits of shared services in terms of
efficiencies and service improvements;
• Expanding established shared services
to provide services for other public sector
partners in a locality is a useful way to
generate income and ensure efficiencies
through greater economies of scale.

• The set up and integration costs for
merging services are modest with less
than a two year payback period for
all the shared services analysed;
• The shared services have succeeded
in providing the same or better levels
of performance at less cost;
• These initial benefits are typically delivered
rapidly with strong top-down leadership;
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In addition to the efficiencies which can
be achieved, other advantages to joint
working at this level include the opportunity
for partners to harmonise best practice
across their services, making adjustments
where practicable and sharing best
practice to a greater extent. In addition,
coming together as a partnership and
delivering the service ‘as one’ may make
the addition of a particular material or
change in a service more affordable and
appropriate than when acting alone.

Delivering Efficiencies in Waste in the West Midlands

Case study 1:
Lichfield District Council and Tamworth Borough
Council Shared Services
Background
Staffordshire Leaders & Chief Executive’s
Group in 2008 made the recommendation
to assess the feasibility of potential
opportunities for improved effectiveness
and shared efficiencies between clusters
of authorities within the Staffordshire
Waste Partnership (SWP). Whilst all
authorities within the SWP initially
looked at what was conceptually
possible, Lichfield District Council and
Tamworth Borough Council identified a
number of immediate options for further
consideration. The WMWB provided
£50,000 to support the project.

Current status
• Initial discussions exploring the possible
opportunities were held in June 2008
and Cabinet level approval for the proof
of concept was given in July 2009. The
start date for the joint working was
scheduled to be just 12 months later.
• £700,000 in efficiency savings were
predicted in the first year (equating to a
15% saving). However, the authorities
actually achieved a £750,000 saving.
Costs per household were reduced
from £56 to approximately £44 per
annum. In terms of recycling rates,
Lichfield was at 50% before the roll out
of the new joint service, and the current
recycling rate has increased to 57%.

Tamworth has seen an increase from
just over 40% to in excess of 50%.
• The success of the partnership working
has been nationally recognised and
in 2011 the partnership was named
Local Authority Team of the Year at the
MRW National Recycling Awards. In
addition, the partnership was a finalist
for awards with the Local Government
Chronicle (LGC) and Local Authority
Recycling Advisory Committee (LARAC).

Lessons learnt
• The most important factor for the
successful delivery of the partnership
was unanimous support from the
top down, both in terms of Senior
Officers and also Members.
• The direction of travel was clear and
was set out in the proof of concept;
the end result was always the focus.
Maintaining this clear view was
essential to keep the project on track.
• The resources required to deliver
a project like this should not be
underestimated, particularly in relation
to communications and engagement.
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Case study 2:
Stafford Borough Council and Newcastle-underLyme District Council Shared Service
Background

Lessons learnt

WMWB provided £28,000 in funding to
support a number of authorities looking at
working together in North Staffordshire.

• The project is still in the early stages
but the potential to achieve major
savings has been identified for two
authorities in North Staffordshire
in terms of joint collection.

Current status
• A high level appraisal of the potential
to develop a joint collection and
treatment partnership was undertaken.
A report was produced representing
the culmination of an initial scoping
exercise to identify the benefits of
developing a joint relationship at
this level, and identified the specific
challenges and key issues which will
need to be addressed in order to
progress this relationship further.
• Senior officers from LA discussing
options and next steps.
• Outline saving in the region of
£0.5 million per annum, equating
to around £5 per household.

10

• Clear vision and trust required for
development of shared service.
• Clear understanding of current costs
and possible savings required.
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Case study 3:
Staffordshire Waste Partnership Clinical Waste
Newcastle Borough Council, Staffordshire County Council,
Staffordshire Moorlands District Council, Stafford Borough Council,
South Staffordshire Council.

Background
A review of local authority clinical waste
collections and subsequent disposal
arrangements within Staffordshire
commenced in March 2011. Four of the
eight collection authorities in Staffordshire
undertook clinical waste collections. Given
the geographical split of the districts and
their relation to different NHS primary
care trust areas, the project was split into
two phases. The first phase of the review
undertaken in 2011 considered collections
from two districts in the North of
Staffordshire, Staffordshire Moorlands and
Newcastle Borough Council. Both of the
Councils offered in house collections of
clinical waste to their residents. A project
team, consisting of a representative
from each Waste Collection Authority
and the Waste Disposal Authority as
well as two representatives from the
local NHS Primary Care Trust (PCT) was
established, with the aim of achieving
a more efficient and effective service.

Current status
• A full systematic audit of collections
was developed and undertaken at
both Waste Collection Authorities
involved in phase one. This was carried
out in conjunction with a review of
the current legislative guidance. The

audit included identifying collections,
ascertaining what material residents
were producing to the service and
working alongside the PCT to identify
and tackle challenges within the
healthcare profession. To this end, the
relationship between the Authorities and
the PCT is still very much an ongoing
one, working together to educate and
establish better joined up thinking.
• Savings in collection were identified
as £35,515 per annum and
savings in disposal as £64,000
per annum resulting in projected
annual savings of £99,515.
• Replicating the methodology used in
phase one, the potential savings to be
achieved in the remaining 2 districts
for disposal alone are anticipated to
be in the region of a further £39,000.

Lessons learnt
A number of challenges were faced
during the project. These included:
• Establishing a clearer referral system.
• Close liaison with the PCT to address
issues amongst those working in the
community, including renal teams and
children’s domiciliary units, in order to
change the advice staff were giving out.
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continued...
• Political sensitivity was ameliorated
by the timing of the project with
an emphasis to Members that
changes were focused on a change
in disposal container and outlet
rather than down to service cuts.
WMWB has now allocated additional
funding of nearly £8,000 to advance
this initiative across the region, with the
Authorities now creating a best practice
tool for clinical waste collection.
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WMWB has allocated £30k to
support Newcastle and Stafford in
developing their partnership approach
and Shropshire has offered to share
its experience of developing a
partnership with the Authorities.
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Reviewing existing
services
Over the years the hierarchy of minimising
waste, recycling and reuse prior to disposal,
has brought a huge cultural and operational
change to council services. These changes
took place over many years as new services
have been rolled out, with new materials
being collected and additional collection
rounds added to operations. Although
these have been introduced in the most
efficient and cost effective manner, many
authorities are now taking the opportunity

to review their waste services in a more
holistic manner. Ambitiously, some
authorities are adopting a flexible approach
to local authority boundaries to allow more
balanced collection rounds to be developed.
Optimising the use of collection vehicles
will positively impact upon productivity and
the best case scenario is the opportunity
to design out a number of rounds across
the partnership through more efficient
collection routes. It should be noted that
services do not have to be harmonised for
this to take place, although closer alignment
of collection systems would enhance
the optimisation that could take place.
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Case study 4:
Herefordshire and Worcestershire Collaborative
Procurement Exercise Route Optimisation System
Herefordshire County Council, Bromsgrove District Council,
Malvern District Council, Redditch Borough Council,
Worcester City Council, Wyre Forest District Council

Background

Current status

During 2011 Partner Authorities within
the Herefordshire & Worcestershire Joint
Waste Management Board commenced
investigations into the possible benefits
of utilising a computerised logistical
routing system to derive greater service
efficiencies from their existing waste
collection rounds. WMWB approved
funding support to obtain a Route
Optimisation System for the project
partners, based upon a 50-50 working
arrangement which would see a
£70,000 investment from the Partner
Authorities, matched by a £70,000
supporting investment from WMWB.
The project bid assumed a prudent
5% efficiency return across the bid
partners combined annual direct route
operating costs. These are estimated
at £300,000 per annum and £1.5m
over the IEWM project funding lifetime
of 5 years. Analysis of waste routing
collection rounds, using computerised
optimisation software has the potential
to identify efficiency savings from route
operating costs of between 2% and 15%.

• The contract was awarded to
Webaspx. The introduction of an incab software solution linked to Route
Optimisation / Customer Relations
System (available from Webaspx) has
the further added benefit of driving
greater efficiencies from the operation.
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• Progress is being made across all of the
partner authorities with most around
the initial stage one process of data
collection and submission to Webaspx.
• Wyre Forest DC completed their system
installation during February 2012 with a
service redesign commencing early May
2012. Initial projections suggest around
£100,000 of savings from the redesign.

Lessons learnt
Although it is still early days in terms of the
project and there has been limited time
for reflection, initial comments include:
• Redditch & Bromsgrove Councils
have incorporated the work into their
wider Service Intervention Review
under the Systems Thinking process
and have co-opted this team to
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continued...
assist the roll-out. This brings a
wider capacity to the project with
greater skills and project punch.
• A real time live demo from the
eventual contractor’s shortlist
greatly assisted this.
• This system presents a great
opportunity to obtain important
and valuable data in a credible
format. From this position moving

forward a better understanding of
what is really happening can inform
ongoing and future management
decisions. Key routing projects can
be undertaken for any rounds based
operation. Moreover, the system
can be used for effective monitoring
and management of the service.
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Case study 5:
HGV Green Fleet Review
Dudley Metropolitan Borough Council

Background
The project aims to establish a baseline
against which recent changes and planned
changes in service provision can be
assessed and further potential savings
identified. The work will measure carbon but
link it back to tonnage collected to produce a
measure of efficiency which combines driver
behaviour, vehicle performance, tonnage
collected and route optimisation in a single
comparative measure. WMWB provided
£7,000 in funding to support the project
engaging the expertise of Gfleet Services.

Current status
• Initial findings identified potential
savings of 10% on fuel costs (and
carbon) in year one which amounts
to £58,000 but if applied to the whole
fleet would rise to £128,000 with the
target of an additional 5% per annum
thereafter to ensure the authority
achieves its carbon reduction targets.
• Waste and recycling vehicles are the
most carbon intensive of all the HGVs
typically operated by a local authority
and small changes in fuel consumption
can represent significant cost and
carbon savings. Although the Dudley
waste and recycling fleet accounts
for only 10% of the council fleet by
number it accounts for 45% of fuel
used and carbon emissions produced.
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• There is a need to focus on getting
the worst up to the performance of
the best. Comparing the same model
of vehicle, the least efficient collected
waste with a fuel efficiency of 4.1
litres/tonne while the best achieve
2.4 litres/tonne. This could be due
to driver, route, or even vehicle and
needs to be followed though. The
potential savings are significantly larger
than the 10% illustrated above.

Lessons learnt
• Quality of data is key and the ability
to integrate data from a range
of sources – telemetry, service
records, and fuel and weighbridge
records can identify variation in the
performance of vehicles or rounds.
• Whilst there is a cost associated with
integration and keeping monitoring
software up to date there is a bigger
cost arising from the lack of timely
and accurate fuel consumption
and collection efficiency data.
• With good monitoring systems
in place it is important to make
full use of the data to motivate
managers and drivers by providing
constant feedback on performance
and by setting realistic targets.
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Case study 6:
Rapid Waste Review
Dudley Metropolitan Borough Council

Background

Lessons learnt

The iESE ‘Rapid Review’ conducted
on behalf of Dudley MBC enabled iESE
to work with Dudley MBC to build on
their achievements and bring industry
expertise to identify savings efficiencies
with minimal impact on service quality.

• It is important to clearly define the
boundaries of the review before
commencing work and particularly
to understand levels of political
support for service changes.

Current status
• The Review covered a number of key
service areas: residual waste collection
and dry recycling, containerisation,
green waste, commercial waste,
bulky waste and waste strategy. The
options appraisal identified three
approaches to improve recycling
levels and controlling costs with the
recommended option identifying savings
in the region of £810,000 per annum,
or circa £4.05m over five years, on the
current refuse and recycling service.

• Strong and regular communication
between key stakeholders has ensured
that findings and recommendations
at the final stages contained no
surprises and allowed for consensus.
• Capacity and availability requirements
of all key staff must be clearly identified
and planned where possible, and
contingency set up to mitigate the effect
of changes to availability and capacity.

• The Authority is now assessing the
recommendations of the Review.
• Having assessed the recommendations
the Authority will evaluate the
level of support in implementation
required from iESE.
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Case study 7:
Warwickshire County Council – Volunteer Household
Waste Recycling Centres
Background

Lessons learnt

Warwickshire County Council have
developed a new partnership with the
Warwickshire Umbrella Community Group
to run two of their Household Waste
Recycling Centres (HWRC). This is an
innovative scheme in which two Household
Waste Recycling Centres are being run by
volunteers and the savings have allowed all
the HWRC’s to stay open 7 days per week.

• For the running of the reuse shops,
trading standards need to be
involved at the beginning to find out
what can and cannot be sold.

Current status
• Developed four new small reuse shops at
other HWRC’s to generate income and
support the running of these two sites.
• All excess income will be used to
support a pump priming fund for smaller
community groups. The overall aim is
to establish a sustainable enterprise
through which all surpluses generated
are re-invested in to the communities
of Warwickshire through a small grants
scheme to be administered by the Heart
of England Community Foundation from
2014 onward. This has supported a
package of savings for Warwickshire
Waste Recycling Centres which has
achieved £800,000 in 2012/13.
• Recycling won the Best Partnership
Award at the Local Authority
Recycling Advisory Committee
(LARAC) Celebration Awards
2012 for the joint venture.
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• Community Group will need
some form of loan to help get
them started, pay wages etc.
• Obtain a licence on the HWRC’s
so the authority can take them
back straightaway if necessary.
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Case study 8:
Staffordshire Trade Waste
Staffordshire Councils

Background

Lessons learnt

The Staffordshire Waste Officers Group
(SWOG) identified that commercial
recycling and waste collections needed
to be developed and therefore a project
should be undertaken to include all the
authorities within Staffordshire, including
the County Council. As part of the process
SWOG agreed for Newcastle Borough
Council to be the project lead and in
order to facilitate moving forward with
the project the Council secured £40,000
from WMWB to deliver the project.

• Performance across Staffordshire
and Stoke-on-Trent for commercial
waste services offered by authorities
is mixed, ranging from authorities with
healthy customer numbers, to ones not
able to provide a service themselves
and signposting customers to their
contractor, or private sector companies.

Current status
• The partnership has commissioned
a report outlining the current
position and future options for trade
waste services in Staffordshire.
• Currently looking at pricing
structure, customer base, costs and
competition in the market. This has
enabled the partnership to develop
an agreement on a single pricing
structure across Staffordshire.

• There are no effective marketing
strategies working within any of the
partner authorities and only a small
number have any dedicated resource
for managing or promoting the service.
• The opportunity to increase income
for all partners is great, however this
is only possible by ensuring that our
pricing structure is correct and we
offer customers the level of service
they require. It is believed that working
closer together should be able to
increase market share and income in
the region of 5% to 10% (£125,000 to
£250,000 per annum) from the current
£2.5m Staffordshire wide service.

• The partnership is currently developing
a marketing strategy and sales
programme to increase sales.
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Negotiating contracts
A key area of opportunity to deliver
efficiencies is through reviewing existing
contracts or extensions of existing waste
management contracts and the awarding of
new ones. In April 2012 WMWB organised a
waste event, ‘Renegotiating Waste Contracts
Workshop: A Way To Reduce Costs’ which
focused on West Midlands endeavours
to find efficiencies delivered through
reviewing indexation rates in contracts.
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Case study 9:
South Staffordshire Council – Renegotiating Waste
Contracts
Background
South Staffordshire Council’s contracts
for waste and recycling were due to end
on different dates. In preparation for the
development of a combined contract,
and to realise maximum efficiencies for
the authority, a one year contract was
tendered for the waste collection service
which was awarded in September 2011.
This contract realised savings for the
authority of £800,000 over the one year
period. Both individual contracts are
now due to end in March 2013. During
2012 the Council also retendered the
garden waste disposal contract so that
the expiration date was consistent with
the forthcoming collection contract.
A seven year contract was procured
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guaranteeing continuity of service for
site operators, prospective collection
contractors and resulted in annual
savings of £60,000 for the Council.
During the procurement process for the
one year contract the Council conducted
a full review of its waste management
services through a number of methods,
including benchmarking, liaison, dialogue
and the exploration of opportunities to
work in collaboration with other local
authorities and the private sector to
provide better quality services. This is
particularly important to the Council and
its residents and the most recent annual
consultation revealed an 88% satisfaction
rate with kerbside waste collections.
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continued...
Current status

Lessons learnt

• One of the major service changes
would be the introduction of a blue
wheeled bin to replace the existing
recycling box/bag. A three bin system
would be more efficient for both
residents and contractors and the
Council also took the opportunity to
reduce previously generous residual
waste capacity to encourage as
far as possible participation and
recyclable material capture.

• The use of route optimisation software
enabled the Council to understand what
was achievable and to test a variety of
services utilising authority specific data.
This task should not be underestimated
however and it is essential that the
data used is sufficiently cleansed and
checked to ensure that outcomes
are applicable to the real world.

• Following an exhaustive period of
assessment, the contract was awarded
to Biffa Municipal Ltd with savings of
£380,000 per annum achieved. Further
savings of £60,000 were achieved with
the award of the garden waste contract,
which also specified there would be
no inflationary uplift during the contract
which again equates to a further saving.
• Residents will also benefit from added
value aspects of the submission,
including the extension of the kerbside
recycling service to collect material
previously not captured. A range of
tools to complement and improve
contract management and supervision
will also be incorporated and will
integrate with the Council’s new CRM
system due to be implemented in 2013.

• The Council benefited from clearly
setting the specification where
external factors (i.e. residual waste
disposal points) were known and
certain restrictions existed that may
have impacted upon service delivery.
Associated contracts such as that for
the disposal of garden waste were also
harmonised and tendered for appropriate
durations, allowing development for
such sites and confirming outlets
for the collection contractor.
• A holistic approach to future service
provision, supported by robust
quantitative and qualitative data,
allowed Members to make decisions
with confidence and consultation with
residents ensured their opinions were
considered throughout. The Council was
clear from the outset that submissions
would be judged according to price
(50%) and quality (50%) and a great
amount of time was spent ensuring
that questions at both PQQ and ITT
stages were clear and criteria was
transparent for prospective contractors.
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Case study 10:
Coventry City Council - Renegotiating Waste Contracts
Background

Lessons learnt

The Authority is reviewing all contracts
that are already let and has moved
the focus away from an ‘automatic’
price increase per annum to a more
considered evidence based approach.
Suppliers must provide clear evidence
/ justification as to why the increase is
required. This is then considered by a
senior management team and where
justification is not sufficient price increases
will not be granted or the level of the
increase will be negotiated. In addition, all
price increases are capped to a certain
level, usually no more than equivalent
to RPI. Suppliers can only request an
increase once in a 12 month period.

• Negotiating reductions in annual
uplift payments for existing long term
contracts has proven more difficult.

Current status
• Providing guide or target prices in
tender documentation has also helped
to reduce costs for initial contract
periods. Linked to a clear indexation
process, this has driven costs down
across the life of a contract.
• Basing gate fees on tonnage
banding and sub regional working
to increase the tonnage of material
being processed by contracts has
also helped to drive costs down.
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• However, implementing set time
windows when increases can be
applied has led to some contractors
“missing” their annual opportunity
for a price increase. To ensure that
this is not recovered in the following
year the Authority have insisted
on an evidenced based approach
(e.g. pre-agreed indices) with only
one request for an increase being
submitted within a 12 month period,
and a three months notice before
an increase can take effect.
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Case study 11:
Newcastle-under-Lyme Borough Council Renegotiating Waste Contracts
Background

Lessons learnt

Over the last two years residents using
this service have almost doubled the
recycling rate from 27.25% in 2008/9
to 48.14% in 2010/11. During the
same time the amount of waste sent to
incineration or landfill has decreased by
over 30% from 676.56kgs per household
in 2008/9 to 470.25kgs per household
in 2010/11. Due to the success of the
current recycling and waste strategy it
is proposed that the current strategy
should be extended until July 2016.
And to ensure that the necessary
collection and treatment infrastructure
is also in place for that period, a two
year extension of all collection and
treatment contracts should be offered.

• Timing - when to look at contract
extension. Do not assume that
you always need to leave contract
extension to the last minute.
Contractors may be able to offer more
if the extension is discussed early.

Current status
• The collection and treatment contracts
all had a built-in annual RPI escalator.
After a number of discussions with
their contractors it was indicated that
they would agree to suspend the
RPI increase for the next two years
(2012/13 and 2013/14), if the current
contracts were extended for two
additional years until June 2016.

• Ensure solid relationships with
contractor – ensure that you have an
open relationship with contractor and
make sure that you understand your
contractors cost base. Ensure that
the service is efficient and be willing
to point out any saving within the
operation so this saving can be shared.
• Do not transfer all the risks to the
contractor, they need to ensure
that they can still make a profit –
the tighter the margin your contractor
is working to, the less flexibility there
will be in the service. All additional
requests will start to be charged by
the contractor and savings will soon
be eroded by contract variations.

• If RPI remains at this level (5%) savings
will be made in the order of £742,319
over the remaining contract period.
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Case study 12:
Warwickshire County Council - Renegotiating Waste
Contracts
Background
Warwickshire County Council have
undergone a number of procurements
and have stated in a number of new
contracts for example, street sweeping,
recycling tender and a design, build and
operate HWRC contract (including waste
disposal), that there are no automatic
uplifts and contractors will need to
apply for them and make a case.
Previously Warwickshire County Council
had written to each of their providers
and asked if they would forgo their
annual increase this coming year,
under the provision that WCC would
pay the landfill tax. One of their green
waste contractors has agreed to this.

Current status
• By including waste disposal costs within
the contract to design, build and run a
HWRC, Warwickshire County Council
will save over £170,000 per year, and
this also includes a new facility.
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• One of the procurement contracts
was carried out under the EU
negotiation procurement rules. The
Council has managed to secure a
saving of 22.8% (£198,730) on a
similar contract carrying out the same
processing. The Council are presently
tendering recyclable on an e-bay type
tendering process, where purchasers
participate by increasing their bid
price for different types of material.
• The estimated saving for the
street sweeping recycling tender is
£10m over 7 years. This involves
7 Waste Disposal Authorities.

Lessons learnt
• Make sure you carry out your soft
market testing before going for
affordability bracket tenders.
• Have your back to back agreements
in place before signing contracts.
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Case study 13:
Stafford Borough Council - Renegotiating Waste
Contracts
Background

Lessons learnt

The Authority has a waste collection
contract that runs for 6 years from 2008
with a possible extension of a further
2 years. In agreeing to the contract
extension the authority renegotiated the
contract costs with their contractor.

• The Authority has built up an effective
partnership with its waste contractor
through monthly client / contractor
meetings on operational issues
and quarterly partnering meetings
focusing on strategic issues.

Current status
• The Authority has negotiated a
discount of contract costs from 2012
to 2016 as part of an agreement
to extend the contract for the
additional 2 years. The savings will
be close to £1m over the 4 years.

• The partnering meetings include
the Cabinet Member and the Head
of Service and Director / Board
level officers from the contractor.
• Through these meetings a partnering
relationship evolved promoting the
smooth running of the contract. This
helped to engender a feeling that
the contract was valuable to both
parties. The contractor was able to
obtain the political perspective from
the meetings and they helped the
Council understand the pressures that
face contractors. Their relationship
assisted greatly when negotiating a
contract extension, enabling frank and
open discussion on moving forward.
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Case study 14:
Rugby Borough Council - Renegotiating Waste
Contracts
Background

Lessons learnt

The Authority renegotiated the payment
arrangements for its MRF contract in
light of the (then) upturn in commodities.
This was linked to an early agreed
extension to the contract period.

• Do not just accept that the terms
and conditions, specifications and
schedule of rates on any contract are
set in stone for the life of the contract.
Be prepared to renegotiate after the
award of a contract. This is always
easier if renegotiation provides a
win-win situation for both parties.

Current status
• This has saved Rugby an immediate
guaranteed annual sum of circa
£130,000, with potential additional
income depending on the
recycling market values through
a rebate reward mechanism.
• This rebate potential will
increase in 2013.
• In the current uncertain and depressed
economic climate the Council has
financial stability and assured service
delivery in a volatile commodity
market. The financial position can
only improve for the Council.
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• Timing is everything - the renegotiation
was completed JUST as the market
dropped away. Develop a closer
working ‘partnership’ approach
with your contractors, so that
you are better able to sense
optimum market opportunities.
• If you ask for “improved” terms the
worst that can happen is they say
“No”. Sometimes things you perceive
as having little or low value have
significant commercial benefits.

Delivering
Delivering
Efficiencies
Waste Efficiencies
in Waste in the West Midlands

Joint Procurement
A major area of investigation is the
realignment of existing waste treatment,
separation and bulking facilities or
development of new routes to better
manage specific waste streams.
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Case study 15:
Regional Street Sweeping Contract
Warwickshire County Council, Coventry City Council, Staffordshire County
Council, Solihull Metropolitan Borough Council, Herefordshire Council,
Worcestershire County Council, Leicestershire County Council.

Background
Warwickshire’s collaborative procurement
project led by Warwickshire County
Council is working with six Midland
Waste Disposal Authorities for a contract
to recycle road sweepings and gully
emptying. This has led to a collaborative
saving of more than £10m cashable
efficiency savings over seven years. The
Authorities entered the procurement
process through a joint working
agreement with Warwickshire with each
agreeing to enter into a back-to-back
agreement with the lead authority in order
to take advantage of the contract. The
contract price is determined by the total
tonnage deliverable in each year of the
contract by all participating authorities,
i.e. all get the benefit of volume discounts
from pooled tonnage. Following a one
stage open tender process, SITA UK
Ltd was awarded a £9.3m contract
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to treat up to 30,500 tonnes a year of
road sweepings and gully emptyings
at its new £750,000 state-of-the-art
processing facility in Wolverhampton.
WMWB has provided £20,000 in funding
to support a second procurement initiative
once again led by Warwickshire.

Current status
• 300,000 tonnes of material is being
diverted from landfill by Warwickshire
County Council and its partner
authorities across the life of the
contract (seven years with a potential
extension of up to three years).
• The contract is delivering savings
of £10m for seven Waste Disposal
Authorities in the West Midlands and
East Midlands regions. Recycling rates
for participating authorities are being
boosted by around 3% per annum.
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continued...
• Media coverage of Warwickshire’s
innovative £9.3m contract has
included a filmed report for BBC TV’s
regional news magazine programme,
Midlands Today, as well as articles
published in trade and industry
titles. The procurement exercise
has been nominated for a number
of national awards schemes.

Lessons learnt
• Obtain early commitment to participate,
followed by partners providing accurate
basic management information on
contract renewal dates, specifications
and volumes within agreed timescales.
• Senior level buy in and engagement,
together with effective project
management and leadership were
critical to the project’s success.
• Implementing standardised
specification, aggregation and
collaboration has led to economies
of scale and a viable business case
both for the public and private sector.
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Case study 16:
Incinerator Bottom Ash
Dudley Metropolitan Borough Council, Stoke City Council,
Wolverhampton City Council

Background

Lessons learnt

The WMWB provided funding of £20,000
to develop a business case to secure
outlets for IBA for a number of authorities
in the region. There are a number of
EfW facilities in the region and more
are planned over the next few years,
yet much of the IBA produced is land
filled, whilst over 95% of this could be
used as either construction or highways
aggregate and a further 4% recycled
either as a ferrous or non ferrous metal.

• The actual costs to the Authorities
of managing the Incinerator Bottom
Ash were hard to obtain - due to
the historical changes within the
management of the material, the
existing contracts apply cost through
different payment elements. This
made determining the impacts on the
Authorities budgets more difficult.

Current status
• The business case developed by AMEC
identified that £1.6m in savings could
be delivered over a seven year contract
term up to March 2021(through strong
engagement with and commitment
from the sector). The three participating
Authorities subsequently agreed
a solution with their contractor.
• The business case identified that
Carbon Emissions could be reduced
by 37,000 tonnes per annum
over a seven year contract.
• There are potential for some additional
smaller savings to be generated by the
Authorities if they are able to specify
the use of the aggregates from the IBA
recycling process in Authority contracts.
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• Aligning contract risks and adjusting
existing contracts makes the
allocation of benefits and savings
within the business case harder
to determine accurately.
• The complex interrelationship of
the contractual arrangements and
allocations of risk mean that whilst
benefits could be achieved by all
parties, to allow the project to develop
the stakeholders may need to accept
higher risk positions than at present.
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Communications
Another major opportunity to deliver
efficiencies is in West Midlands authorities
working together to deliver a regionally
based communications campaign to reduce
waste. Landfill tax increases at £8 per tonne
per annum up to 2014. One of the regions
great successes is a joint communications
strategy to enact behaviour change at
source through educating it residents on
how they can reduce their own waste.
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Case study 17:
Love Food Hate Waste
All West Midlands authorities

Background
The West Midlands Love Food Hate Waste
campaign ran from December 2010 until
September 2011, led by the Shropshire
Council waste team. All 33 councils
within the West Midlands were involved
with funding from WRAP (£200,000),
individual council budgets (£101,000)
and WMWB (£90,000). The project’s
aim was to deliver a consumer facing
campaign that included advertising and
significant community engagement that
would lead to a reduction in food waste,
saving consumers’ money, reducing waste
disposal costs and CO2 emissions. The
project was delivered on time and within
budget and exceeded the targets set for
waste reduction and the resulting savings
in disposal budgets and CO2. The project
used radio, outdoor and truck advertising,
but also had a significant focus on
community engagement with events,
cookery classes and demonstrations.

Current status
• Over the period of the campaign waste
collected for disposal decreased by
138,420 tonnes compared to the figures
for 2009/10. Using data from DEFRA
on England’s waste composition,
18% of this could be considered food
waste and therefore the estimated
food waste reduction is 24,916 tonnes.
This represents a reduction in landfill
costs in excess of £1.5m per annum.
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• Savings by joint working, joint
purchasing and efficiencies of
scale and media extras have
been calculated as £237,250.
• Awareness about food waste prevention
and LFHW increased by 10% in the
West Midlands post-campaign survey.

Lessons learnt
• The project has demonstrated that
a large number of local authorities
can come together and work
successfully on a joint campaign, and
reap the benefits economically and
professionally of doing so. Love Food
Hate Waste is an ideal campaign to
run across council boundaries as the
message is not council specific.
• A number of learning outcomes have
resulted from this successful project.
Good ideas, quick wins, best practice
and mistakes to avoid were quickly
spread among the group to ensure the
project was as effective as possible.
Many of these ideas have already
been passed on at a national level.
• By spreading the campaign over a year,
it attained maximum value for money
by not buying media space at peak
periods and negotiating the cheapest
costs by planning well in advance.
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Summary
This report highlights a number of areas
in which authorities in the West Midlands
have successfully taken on the challenge
of delivering better value in waste services
in this very difficult economic climate. The
experience of the projects featured in this
report shows that tremendous savings
were achieved some even more so by
authorities working in partnership, while
continuing to deliver high and in some cases
improved performance. This offers a real
opportunity for many more authorities to
now work together as budgets continue to
tighten. It is hoped that the experience and
lessons learned will enable other authorities
to make similar, if not greater savings.

Finally, transparency is key if together we are
to protect, even enhance public services,
and the authorities mentioned in this report
have been open about the lessons learnt,
while documenting the successes. We wish
to thank those officers and members for their
considerable help in producing this report.

More Information
If you require further information please contact:
John Enright
Local Partnerships
Waste Programme Lead for Joint Working
John.Enright@local.gov.uk
Mobile: 07824371720

Keith Gordon
Improvement and Efficiency West Midlands
Assistant Director for Efficiency & Delivery
kgordon@westmidlandsiep.gov.uk
t: 0121 245 0224
m: 07789 614489

Further case studies on partnership working can be found at
www.localpartnerships.org.uk/PageContent.aspx?id=198&tp=
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Appendix A - List of Case Studies
Case
Study
No.

Title

Annual
Efficiency
Savings

Participating Councils

Projected
5 Year
Efficiency
Savings

1

Shared Refuse Collection &
Recycling Services

Lichfield District Council and Tamworth Borough Council

£750k

£3.75 million

2

Shared Refuse Collection &
Recycling Services

Stafford Borough Council and Newcastle-under-Lyme
District Council

£500k

£2.5 million

3

Staffordshire Waste Partnership
Clinical Waste

Newcastle-under-Lyme District Council, Staffordshire
County Council, Staffordshire Moorlands District Council,
Stafford Borough Council and South Staffordshire
Council

£140k

£0.7 million

4

Collaborative
Route Optimisation System

Herefordshire County Council, Bromsgrove District Council,
Malvern District Council, Redditch Borough Council,
Worcester City Council, Wyre Forest District Council

£300k

£1.5 million

5

HGV Green Fleet Review

Dudley MBC

£128k

£0.64 million

6

Rapid Waste Review

Dudley MBC

£810k

£4.05 million

7

Volunteer Household
Waste Recycling Centres

Warwickshire CC

£800k

£4.0 million

8

Staffordshire Trade Waste

Newcastle-under-Lyme B.C. , Stoke-on-Trent City
Council, Staffordshire Moorlands District Council, East
Staffordshire Borough Council, Cannock Chase Council,
Lichfield District Council, Tamworth Borough Council,
Stafford Borough Council, South Staffordshire Council
and Staffordshire County Council.

£250k
(additional
income)

£1.25 million
(additional
income)

9

Renegotiating Refuse Collection
& Recycling Waste Contracts

South Staffordshire Council

£440k

£2.2 million

10

Renegotiating Refuse Collection
& Recycling Waste Contracts

Coventry City Council

Not yet
available

Not yet
available

11

Renegotiating Refuse Collection
& Recycling Waste Contracts

Newcastle-under-Lyme B.C

£185k

£0.92 million

12

Renegotiating Household Waste
Recycling Centre
Contracts

Warwickshire CC

£170k

£0.85 million

13

Renegotiating Refuse Collection
& Recycling Waste Contracts

Stafford Borough Council

£250k

£1.25 million

14

Renegotiating Payment
arrangements for Materials
Recycling Contracts

Rugby Borough Council

£130k
(additional
income)

£0.65 million
(additional
income)

15

Regional Street Sweeping
Contract

Warwickshire County Council, Coventry City Council,
Staffordshire County Council, Solihull Metropolitan
Borough Council, Herefordshire Council, Worcestershire
County Council and Leicestershire County Council.

£1.4
million

£7 million

16

Recycling Incinerator Bottom Ash

Stoke-on-Trent City Council, Wolverhampton City Council
and Dudley MBC

£200k

£1 million

17

Love Food Hate Waste

All 33 Councils in the West Midlands

£1.5
million

£7.5 million

£7.95
million

£39.6
million

TOTALS
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1,213

1,100

1,046

South West

West Midlands

Yorkshire & the Humber

41.8%

40.9%

41.1%

45.8%

44.2%

42.9%

38.5%

30.3%

45.3%

48.7%

%

3,325

375

914

177

1,267

97

312

1,303

281

152

tonnes

1,421

2,014

1,390

3,101

1,599

838

2,408

1,293

1,527

tonnes

19.1% 15,590

14.7%

34.1%

6.7%

30.6%

2.8%

22.8%

35.7%

12.6%

5.4%

%

60.9%

55.6%

75.2%

52.5%

74.8%

45.7%

61.4%

66.0%

57.9%

54.1%

%

440

38

1

83

3

91

17

124

51

32

tonnes

1.7%

1.5%

0%

3.1%

0.1%

2.6%

1.2%

3.4%

2.3%

1.1%

%

9,568

1,101

661

1,176

1,042

1,809

510

1,116

889

1,266

tonnes

%

2,559

2,677

2,648

4,146

3,499

1,364

3,648

2,232

2,825

tonnes

Total

37.4% 25,599

43.0%

24.7%

44.4%

25.1%

51.7%

37.4%

30.6%

39.8%

44.8%

Landfill

Source: http://www.defra.gov.uk/statistics/environment/waste/wrfg23-wrmsannual/ - spreadsheet 2011-12 ANNUAL publication_WITHOUTLINKS_v0.2

10,712

1,834

South East

England

1,502

North West

1,105

London

526

1,012

East Midlands

North East

1,375

tonnes

East

Region

Recycling/
Composting

Total recovery
(recycling,
Other (including
Incineration with
composting and
incineration
EfW
incineration with
without EfW)
EfW

Table 1 - Performance of regions in England 2011/12 (figures x 1,000 tonnes)
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228,222

Staffordshire CC

England

10,712

1,100,334

West Midlands (whole region)

3,325

913,991

41.1%

41.8%

17,268

68,724

43,005

8,115

94

58,211

95,541

41,396

12,040

59,436

90

74,121

86,164

349,787

tonnes

45.8%

38.9%

49,274

128,556

46.7%

44.6%

41.1%

38.2%

54.5%

47.9%

49.2%

38.2%

43.1%

34.7%

36.7%

24.1%

%

127,658

Worcestershire CC

Wolverhampton City Council

Warwickshire CC

53,384

45,103

Solihull Council

Walsall MBC

76,399

Shropshire Council

35,335

51,349

Sandwell MBC

Telford & Wrekin Council

37,302

Herefordshire Council

46,096

45,717

Dudley MBC

Stoke-on-Trent City Council

57,348

118,589

tonnes

Coventry City Council

Birmingham City Council

Region

Recycling/
Composting

145,824

117,998

170,663

61,499

35,429

104,307

323,763

86,499

88,439

110,785

37,392

119,838

143,512

468,376

tonnes

19.1%

15,590

34.1% 2,014,325

6.2%

54.2%

15.7%

6.8%

0.1%

48.2%

22.8%

44.0%

7.8%

44.2%

0.1%

56.2%

55.2%

71.1%

%

60.9%

75.2%

52.0%

93.1%

62.4%

51.4%

41.2%

86.4%

77.3%

91.9%

57.0%

82.4%

43.2%

90.9%

91.9%

95.2%

%

440

1,225

0

47

704

229

0

0

0

0

1

0

0

22

39

0

tonnes

1.7%

0%

0%

0%

0.2%

0.2%

0%

0%

0%

0%

0%

0%

0%

0%

0%

0%

%

Total recovery
(recycling,
Other (including
Incineration with
composting and
incineration
EfW
incineration with
without EfW)
EfW

9,568

661,288

134,891

8,649

101,896

57,980

50,689

16,507

95,039

7,635

66,820

23,756

49,076

12,022

12,625

23,804

9.1%

8.1%

4.8%

%

280,716

126,694

273,263

119,708

86,018

120,814

418,985

94,134

155,260

134,541

86,468

131,882

156,177

492,180

tonnes

Total

37.4%

25,598,746

24.7% 2,677,840

48.1%

6.8%

37.3%

48.4%

58.8%

13.7%

22.7%

8.1%

43.0%

17.7%

56.8%

Landfill

tonnes

Table 2 - Performance of Unitary/WDAs within the West Midlands 2011/12
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t: 0121 245 0220
e: info@westmidlandsiep.gov.uk
w: www.westmidlandsiep.gov.uk
@iewm
join ‘IEWM’
we blog at iewm.net/blog

