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1. INTRODUCTION 

As with many Councils, Lewisham Members are keen that the authority explores all the 

options for raising income to supplement resources available.  Over the period 2010-2014 the 

Council made savings of over £120m. The Council faces further budget pressures with an 

£85m budget gap over the three years to 2017/18. Income generation has been a focus of the 

work of the Lewisham Futures Board for the past two years and has resulted in the 

identification of a number of specific service development projects and improvement 

activities with a view to increasing levels of income generated. 

In March 2016, the Mayor of Lewisham agreed that the Cabinet Member for Resources should 

have the express responsibility and accountability for pursuing income generation, including 

commercialisation and that all Cabinet members need to be involved in identifying 

appropriate opportunities.  

Plans to recruit a specialist in commercialisation were put in place. However, following initial 

recruitment activity in late spring 2016 the need to be clearer on the requirements of the role 

was identified.    Interim plans were developed including the appointment of a consultant to 

work with officers to understand better the current internal context and readiness for change, 

and specifically to: 

 map and analyse detailed information on the range and effectiveness of current 

income generation activity together with associated structures and behaviours 

 identify relevant local and national policy relating to income generation and 

commercialisation and any other strategic developments and initiatives that may 

impact on future activity 

 work with officers to identify opportunities for income generation together with the 

enablers and barriers that might exist to realise the potential benefits 

 to undertake an environmental scan to ensure that best practice from other local 

authorities and public bodies are considered in the context developing the council’s 

income generation and commercial strategies. 

The short piece of work was planned to be delivered by July 2016 however, following an initial 

document review it was recognised that more detailed engagement with key officers was 

required to develop a clearer map of current income generation activities together with 

existing enablers that support income generation and barriers faced. A series of one to one 

interviews were planned with all but one Head of Service, Group Services Managers and key 

project leads for current income earning projects. Officer availability, reflective of the current 

capacity issues, meant that engagement was spread over a three month period, impacting on 

the initial project timeline.   

This is the summary report of the review. The full report together with a number of technical 

appendices have been submitted to the Income Board to inform its work in detail.  
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2: LEGAL FRAMEWORK 

In its guidance document, ‘Enterprising Councils – getting the most from trading and charging. 

2012’ the LGA highlights: 

‘The Localism Act 2011 introduces a new General Power of Competence (GPC), which explicitly 

gives councils the power to do anything that an individual can do which is not expressly prohibited 

by other legislation. This activity can include charging or it can be undertaken for a commercial 

purpose, and could be aimed at benefiting the authority, the area or its local communities.  

By giving councils the flexibility to act in their own financial interests, the GPC will allow councils 

to do more than was previously sanctioned under wellbeing powers’ 

The LGA differentiates between ‘Trading (i.e. to generate efficiencies, surpluses and profits) and 

charging (i.e. to recover the costs of providing a discretionary service)’.  

Although the GPC does provide Councils will increased flexibility existing legislation remains in 

place and Councils must still comply with the provisions of the following:  

Under the Local Authorities (Goods and Services) Act 1970 councils were given powers to enter 

into agreements with each other and with a long list of other designated public bodies including 

to provide services. Payment terms are not limited to cost recovery. 

The Local Government Act 2003 empowers councils to charge for any discretionary service on a 

cost recovery basis and enables councils to trade in activities related to their functions on a 

commercial basis with a view to profit through a company. Several service specific regulations 

also exist and primary legislation is not superseded by the 2003 Act. 

3. MAPPING OF CURRENT POSITION 

Work commenced with a desk top review of centrally held data, information and policy 

documentation relating to income generation and commercial ways of working. The review 

faced a number of challenges: 

- as with most local authorities, current corporate financial and information 

management systems are not designed to easily or effectively inform or track income 

generation activities 

- detailed information on service level income generation activity is not held centrally 

- an earlier fees and charges data collection exercise commenced in 2015 to inform the 

review of fees and charges, has proved to be equally problematic due to the lack of 
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common systems, processes and reporting arrangements and therefore gaps exist in 

the information 

- Lack of access to benchmarking data. 

3.1 Scale, value and volume 

 

The Income Generation Strategy published in 2015 states that ‘in 2013/14 Lewisham 

generated £118.3 million of income from fees, charges and other service income’.  At the 

beginning of the review the authority was requested to provide a financial report that 

documented all income generated from sales, fees and charges excluding revenue from 

Council Tax, business rates and grants which are out of scope for the purposes of the review. 

The initial financial report indicated some £71.3 million of income had been secured by the 

Council in 2014/15 however, once revenue sources such Dedicated Schools Budget were 

removed, the figure reduced to approximately £40 million, which reconciles with the General 

Fund Revenue Account Outturn return submitted by the Council to Government for the same 

period. This indicated that total income for sales, fees, and charges was £40.5 million. 

 

It is worth noting at this stage that the figures above are ‘turnover’ and not ‘net profit’, the 

latter being calculated by subtracting total expenses from total revenue. During the timescales 

of the review it was not possible to identify which services if any were generating a net profit. 

A subsequent review of external CIPFA benchmarking information, which draws on Revenue 

Outturn returns indicates that Lewisham operates in the lower quartile for income generation 

when compared to its benchmark group.   

Taking a strategic and coordinated approach to improving performance in traditional revenue 

account activities, both in terms of income generation and income management could 

therefore pay significant dividends in the form of increased revenue for the Council.  

As part of the review, further work has been undertaken by officers to complete the original 

mapping work on fees and charges. This now provides a detailed map of all income generation 

activity related to fees and charges. The evidence gathered suggests that several 

services/charges have not been reviewed for some time including areas with high levels of 

income generation potential such as parking.  The lack of use of a standard costing 

methodology across services means that full cost recovery, as required by the Council’s 

Income Generation Strategy and by legislation for some services, cannot be guaranteed. Lack 

of evidence of the use of benchmarking data and initial market assessment also suggests that 

some charges could be at less than market rate. 

3.2 Leadership and Governance 

In terms of governance there is now leadership and oversight of income generation and 

commercialisation at member and chief officer level: 
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- Cabinet Member for Resources: responsible and accountable for income generation 

and commercialisation 

- Lewisham Futures Board: provides corporate oversight of transformational 

programmes including Income Generation Programme 

- Income Board: a senior officer group tasked with operational oversight, development 

and delivery of an income generation and commercialisation programme. 

Management and operational leadership of income generation activities is currently 

distributed across services. Council functions that are heavily dependent on commercial skills, 

understanding and behaviour, including procurement and contract management, are 

similarly dispersed across services.  Key support services that inform and enable effective 

income generation/commercial activity such as data analysis, marketing and financial 

business planning expertise is on the whole embedded within services.  

3.3 Strategy 

In 2015 the Mayor and Cabinet approved an Income Generation Strategy, a document that 

provides guidance to officers on income generation activity.  The strategy proposes a number 

of principles to be adopted by officers including the expectation of full cost recovery, use of 

market rates and annual review. Implementation of these recommendations has yet to be 

realised. 

‘Commercialisation’ is seen as a priority by members to ensure that the authority can 

maximise income generation going forward. However, a Commercialisation Strategy has yet 

to be developed and engagement with officers suggests that there is a lack of clarity on the 

definition of commercialisation in the context of a public sector organisation. This lack of 

clarity is leading to confusion and in some cases a loss of confidence.   

3.4 Developments to date 

The document review completed as part of this review, identified a range of specific 

enterprising income generation projects already underway including raising advertising 

revenue, the hosting of mobile telecommunications cells on council assets, exploration of the 

partnership working linked to the development of private rented accommodation and a 

detailed review of schools traded services review.  These initiatives have been previously 

reported to members and therefore are not covered in detail in this report.  

Significant environmental scanning has already taken place to identify good practice and 

potential opportunities for income generation that have been adopted by other local 

authorities and beyond. This includes work done by the Public Accounts Select Committee. 

One to one engagement sessions with a wide range of officers, including all but one Head of 

Service, looked to add detail to the outcome of the document review. The engagement clearly 

showed that officers have a sound understanding of the specific legislation and statutory 
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guidance relating to income generation in their particular service area.  Most officers 

considered that they were already exploiting as many opportunities as possible. There is 

evidence of three main approaches to increasing revenue income being employed: 

- Review of fees and charges for existing services 

- Growth strategies (e.g. existing services to new customers/markets) 

- Development of new services/products. 

3.4.1 Review of Fees and Charges: A recent review of existing fees and charges for some 

regeneration related services to ensure they fully recover costs resulted in a 5% increase in 

income. Based on 14/15 Revenue Account Outturn figures a similar level of increase across 

all income from fees and charges would amount to £2 million.  

Similarly, the review of schools traded services estimated that 50% of a sample of traded 

services with schools were not fully recovering costs. A review of all fees and charged for 

schools traded services, using a consistent cost modelling approach, is still underway and 

therefore it is not yet possible to say how much additional income maybe secured simply by 

ensuring full cost recovery, however, it could be significant as the turnover of schools traded 

services in 2014/15 was circa £4.9m. 

Thereafter, consideration needs to be given to whether services traded with schools can be 

charged at a level sufficient to generate a net profit. Under the terms of the Local Government 

(Goods and Services) Act 2003, payment terms for services provided to public authorities 

including schools are not limited to cost recovery.   

However, national and local policy changes, together with the financial challenges facing the 

schools sector as a result of Schools Funding Reform, may severely limit the potential for the 

generation of income both in the form of full cost recovery and net profit, and therefore it 

will be important to manage expectations accordingly. 

3.4.2 Growth strategies: A number of examples of services that have looked to/are looking 

to increase income through growth in volume of sales have been identified during the review. 

These include:  

• extending in house Telecare services to non-social care clients 

• planned roll out of IT shared service with Brent to other local authorities when service 

is established 

• selling of enforcement agency services to other Boroughs. 

At the time of the engagement no detailed assessment had been made on the likely value to 

the authority of extending these services to new customers or authorities.   

3.4.3 New developments: the review has identified several examples of new income 

generation streams having been developed or in development. These include: 
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• income from advertising 

• hosting of micro cell mobile signal transmitters on council assets 

• development of a private rented accommodation model 

• pre-planning application advice  

• licencing pre-application support/training 

• using powers relating to issuing of fixed penalty notices, for example, smoking in 

public 

• pre-event advice services for private events on council land.  

Some of these developments, such as the development of private rental properties with the 

Council retaining some or all ownership and therefore the opportunity to generate income, if 

successful, are likely to generate significant levels of income. The potential of pre-planning 

advice services to generate new income streams is equally significant, especially in light of 

emerging plans for significant regeneration linked to transportation links. Others may only 

bring in marginal increases in income but could ensure individual services remain sustainable 

and make a contribution to corporate and democratic core (CDC) costs and non-distributed 

costs (NDC) as well as overheads so reducing the burden on statutory services.  

3.4.4 Skills, knowledge and behaviours: a number of notable examples of officers with strong 

commercial knowledge, skills and behaviours were identified during the course of the review, 

including in regeneration, corporate resources, education, environmental services and 

planning. The membership of the Income Board has subsequently been extended to capitalise 

on these skills for wider benefit of the authority. 

However, the majority of officers articulated that they lacked the relevant skills and 

knowledge required to be commercial and indeed some were unclear about what the benefits 

would be for their services by adopting more commercial ways of working as, although this 

would increase council revenue generally, it may not necessarily benefit their service.  

To date there has been limited training and development for staff to support the development 

of commercial understanding and skills. As recommended by the Schools Traded Services 

Review completed earlier in 2016, a number of workshops have been run for service 

managers responsible for relevant services to develop their understanding of costing 

methodologies and development of high quality service level agreements.  

Officer engagement during the review highlighted:  

- a lack of visibility of Council’s Income Generation Strategy  

- a lack of a consistent understanding of or a shared language relating to income 

generation and commercialisation 
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- variable knowledge and understanding the wider legal framework that enables 

/constrains income generation and commercial activity 

- existing guidance and procedures are not applied consistently and failure to undertake 

annual reviews of fees and charges, together with lack of effective cost modelling to 

ensure full cost recovery, would suggest that there is still some avoidable leakage of 

income associated with existing services. 

 

3.5 Local policy and strategic developments 

 

There are a number of Council specific strategic and business developments that may impact 

on future income generation activity.  Those highlighted during the course of the review 

include: 

 

3.5.1 Organisational development and cultural change programmes: To support the 

significant transformation of the council, investment in an organisational development and 

cultural change programme is being made. Building on the authority’s existing competency 

framework, the organisational development (OD) programme will look to support the 

development of commercial skills and knowledge.  

 

The outcomes of this review will look to inform the development of future programme 

activities. 

 

3.5.2 Digitalisation programme: the authority has embarked on a significant digital 

transformation programme. This includes investing £2.5m in modern, reliable and flexible IT 

infrastructure. Currently increasing income generation is not seen as a key objective of the IT 

transformation programme however existing investment plans will provide a strong platform 

on which to build. This review has however identified the need for specific investment in 

financial and other systems that can better support commercial activity including digital sales 

solutions or on-line shops for specific services and client groups such as schools.  

 

3.5.3 Education Transformation: CIPFA identify income from fees and charges for services 

provided to schools as the second highest source of income from discretionary services 

nationally for local authorities.  The turnover of council services sold to Lewisham schools in 

2015/16 was approximately £4.9 million. In November 2015, a review of schools traded 

services was commissioned as part of the work of the Lewisham Futures Board programme 

with a view to increasing the amount of revenue generated.   

 

The review identified a number of issues in terms of the leadership, coordination and 

management of services traded with schools and an action plan has subsequently been 

delivered to address these. However, as part of that review, a number of national and local 

strategic developments were identified that impact on both the existing and future traded 
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services offer including the new Lewisham School Improvement Strategy and Framework 

2015 that recognises the move nationally towards a school’s led system of school 

improvement and the role that Teaching Schools play in the delivery of teacher training and 

continuing professional development and potentially other support services.  

 

In summer 2016 the Lewisham Education Commission recommended that the Council needs 

to help Lewisham schools take on collective responsibility for supporting improvement and 

standards and support the establishment of borough wide, school-led, improvement 

partnership. Informal and formal collaboration should be encouraged and the Council should 

support schools who wish to set up Multi-Academy Trusts and are ready to do so.   

 

The future of LA traded services to schools is heavily dependent on the nature of the borough 

wide school improvement partnership established and of the range and nature of other 

collaboratives that emerge.  At time of writing, although work has commenced on 

implementing the recommendations there is not yet clarity on the nature of the partnership 

nor of the timescales for its establishment.  

 

3.5.4 Schools Funding Reforms are driving increased transparency in relation to the use of 

Dedicated Schools Grant(DSG). DSG funding previously retained by the authority is planned 

to be replace by a reduced central schools block. In addition, the government has announced 

the ending of the Education Services Grant.  This reduction in revenue to the council will put 

even greater pressure on already reducing resources and it may no longer be viable to provide 

what can be deemed as discretionary services to schools as interdependent statutory services 

reduce. 

 

Initial modelling of the impact of a national funding formula for schools suggests that, even 

with transitional protection, Lewisham schools will face financial challenges. The ability of 

Lewisham schools to purchase services is heavily dependent on their budget situation and the 

current context would suggest that the potential for trading of services with schools is 

diminishing.  

 

This schools income stream is therefore considered at high risk. More importantly is 

recognising the impact of this loss of income on core council services such as HR and payroll. 

The potential loss of scale efficiencies may require further specific investigation to inform 

further strategic planning. 

 

3.5.6 Regeneration Strategy:  A ‘refresh’ of the Regeneration Strategy 2008-2020 has 

commenced to reflect the different national and local economic circumstances since 2008 

and respond to demographic changes forecast in the 2011 census. It will also be an 

opportunity to reframe the focus across the borough based on the evolving picture of 

housing, regeneration and development.  
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The refresh of the Regeneration Strategy may provide wider council services with further 

income generation opportunities for example provision of enhanced planning and 

development control services and potential increased income from leasing of high value 

advertising sites created as part of transport infrastructure developments. New development 

will also result attract new business that will contribute revenues through business rates as 

well as housing which will increase council tax receipts.  

 

3.5.7 Strategic Asset Management Plan: The Regeneration Board has oversight of the 

delivery of the Council’s new Strategic Asset Management Plan 2015-20 which includes plans 

for:  

• asset optimisation and a reshaped operational estate 

• delivery of the Accommodation Strategy  

• greater partner engagement, 

 

all of which have potential for supporting the Council’s aspiration to increase levels of income 

generation. The Plan outlines the aspiration to identify new income opportunities from the 

operational estate.  

 

Going forward the Council plans to take a longer-term view of the value of sites in determining 

their future role and is now actively investigating ways that assets can be used to generate a 

sustainable long term revenue income including the development of a property investment 

and development portfolio that might achieve both increased revenue income for the 

authority as well as social benefits. An example of this is the development of private rental 

properties with the Council retaining some or all ownership and therefore the opportunity to 

generate income.  

 

3.5.8 South East London Sustainability and Transformation Plan: In December 2015, NHS 

England outlined a new approach to help ensure that health and care services are built around 

the needs of local populations. To do this, every health and care system in England has had 

to produce a multi-year Sustainability and Transformation Plan (STP), showing how local 

services will evolve and become sustainable over the next five years – ultimately delivering 

the Five Year Forward View (NHS, 2015) of better health, better patient care and sustainability 

of the NHS. 

 

In South East London, the STP footprint comprises the Clinical Commissioning Groups and 

Local Authorities in the boroughs of Bexley, Bromley, Greenwich, Lambeth, Lewisham, and 

Southwark together with the providers located within it. 

Although STPs are clearly driven by a need to deliver savings as well as deliver better health 

and better patient care, some local authorities are exploring the opportunities that they bring 

to secure income through investment in the prevention services provided by cultural, leisure 

and library services, through health and care estate rationalisation and the releasing of assets 
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for investment and development securing long term income for the council. Integration may 

also provide opportunities for co-location of health and care services with Council services 

bringing with it rental income.  

 

 

4. OPPORTUNITIES, ENABLERS AND BARRIERS 

One to one engagement sessions with Heads of Service responsible for service delivery 

explored their knowledge and understanding of Council vision, strategy and policy with 

regards to income generation and commercialisation. These sessions also provided an 

opportunity to share experiences, develop their thinking on possible new areas of income 

generation and to identify perceived barriers faced.  

Sessions also took place with those Heads of Service responsible for corporate support 

services that enable and facilitate effective income generation/commercial activity including 

Heads of Law, Financial Services, Policy and Performance and Strategy. Senior officers 

responsible for service areas that help create the right environment in which other services 

might maximise income generation were also interviewed, such as colleagues from 

Regeneration.  

Similarly, Group Finance Managers were asked to share their observations on current activity, 

opportunities to increase revenue, current levels of financial support available and any 

barriers faced.  

The key learning includes: 

- There is a perceived conflict between the Council’s current vision for the borough with 

expectations around income generation and commercialisation 

- The lack of a clear corporate definition of commercialisation causes confusion, with 

officers feeling unable to use the phrase as it is not language universally accepted at 

member and chief officer levels 

- Political leadership in the area of income generation is inconsistent across portfolios 

resulting in some services feeling constrained in their ability to maximise income 

generation or behave commercially 

- This conflict undermines confidence and leads to inertia in some areas.  

- Performance management of targets is not currently a realistic prospect. 

- Despite there being some excellent examples of effective income generation activity 

across the authority learning is not disseminated effectively. 

- Strong commercial skills and knowledge present in specific service areas are not 

shared to the benefit of the Council as a whole 

- Support for services from key corporate teams such as finance, legal, communication 

and marketing and data analysis is limited, is not always timely and can, by being risk 

averse, constrain rather than enable. 
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A small number of opportunities for new income generation were identified by officers during 

the course of the discussions including the potential for commercialisation of registrar 

services, development of a commercial events and festivals programme that attracts 

sponsorship and advertising revenues and the extension of the proposed private rented 

accommodation model to other sectors. 

However, significant concerns were voiced about the lack of service capacity to develop ideas 

further, the lack of access to specialist commercial skills and knowledge and the inability of 

central support services such business intelligence, IT and legal to support in a timely fashion 

due to other pressures.  

5.  ENVIRONMENTAL SCANNING 

5.1 income generation activities and opportunities 

Previous investigation of income generation activity has informed the development of a 

number of income generation projects to date. Additional research has been undertaken as 

part of the review into the work of other authorities in this arena. The CIPFA nearest 

neighbour (NN) grouping was used as starting point as by default this group shares a number 

of similarities in terms of size, social economics characteristics, geography and political make 

up. All 13 CIPFA statistical nearest neighbours are London Boroughs and so are responsible 

for the same range of services.   

The research looked at CIPFA income generation benchmarking data to identify areas of 

strength or higher performance when compared to Lewisham. This information can help 

prioritise more detailed research, potential joint working and knowledge sharing 

opportunities.   

The London Borough of Haringey for example secures £458 of income per head from income 

generation activities (CIPFA Proactive Benchmarking Data 2014/15) compared to £139 per 

head by Lewisham. The data would suggest that they perform significantly better that 

Lewisham in terms of revenue income generation across education, highways and 

transportation, children's social care, housing services, cultural and related services. 

There are however, very few examples of specific income generation developments 

underway in the NN group that are not already being actively pursued by Lewisham. Those 

identified include: 

• energy related services (installation of renewable technologies to secure feed in 

tariffs and energy agency services), 

• provision of memorials as part of an enhanced crematoria offer 

• commercial tree services and pest control 

• large scale commercial events in council parks and open spaces. 

In its Practical Guide for Local Authorities on Income Generation (2015), CIPFA identified a 

number of new areas of discretionary charging being reported by councils, including:  
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• joinery  

• vehicle maintenance (including for voluntary groups) 

• MOT testing  

• print services 

• tree inspections for insurance companies 

• gritting school playgrounds 

• street lighting work for private developers 

• property maintenance work for vulnerable people 

• production of ID badges and security passes for other organisations 

• council catering services for those hiring council accommodation 

• transcription or translation services 

• taking on – for appropriate remuneration – areas of work as a subcontractor that the 

main contractor for a council service does not find it cost effective to deliver. 

Building on work undertaken by the Public Accounts Select Committee, more detailed 

research has also been undertaken into the current commercial and income generation 

activities of authorities such as the London Borough of Hammersmith and Fulham (LBHF). 

Subsequent discussions with the LBHF have identified potential opportunities for Lewisham 

to increase income through better use of business intelligence. 

Over the past 5 years LBHF has made an estimated seven figure investment in the 

development of business intelligence capacity and capability to maximise the effectiveness of 

services in terms of delivering outcomes. Across the authority better use of business 

intelligence has generated some £5 million of increased income and cost savings by using 

forensic analysis of data. 

LBHF have modelled the potential financial benefits for Lewisham of using LBHF’s 

transactional services business intelligence solutions relating to council tax and new homes 

bonus (i.e. reducing false claims for single person discount, reducing properties declared as 

empty and identifying unregistered properties). Their modelling estimates potential 

additional income of £1.38 - £2.1 million per annum in the form of additional council tax and 

new homes bonus. The business intelligence products are offered on the basis of a gain share 

arrangement with LBHF being paid 5% per year for 3 years of the annual value of the financial 

benefits received by Lewisham Council. 

Lewisham’s current investment in digitalisation provides a timely opportunity to explore this 

approach further as integrated data systems are to be upgraded. Further discussion is already 

underway with LBHF to assess the relative value of entering into a partnership agreement 

with their Business Intelligence Service or to invest in an in-house solution.  

5.2 Environmental scanning – structure and resource to maximise income generation 

The scanning work gathered information on commercial/income generation strategies in 

place, leadership and staffing arrangements and specific income generation projects or 
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programmes. Research also looked to identify any alternative trading models adopted 

together with the rationale.  

Analysis of the information highlights a number of similarities across the highest performing 

CIFFA NN authorities in terms of having in -house dedicated leadership for commercialisation, 

often encompassing income generation, procurement and contract management, recognising 

the similar and complementary skills set required in these roles. This is the approach that 

Hammersmith and Fulham has adopted although specific financial, legal, business 

development and intelligence support services currently remain embedded in relevant 

services areas.  

Islington has recently established a trading company which will initially offer a small basket of 

services on a commercial basis to a range of potential customers both and outside the 

borough boundary. Waltham Forrest are looking at the benefits of establishing a trading 

company for its Building Control services. Following a five-year investment in 

commercialisation, Hammersmith and Fulham is in the process of setting up a trading 

company through which services ready for commoditising can be sold. 

In terms of other alternative trading models Camden has established a mutual with its schools 

that delivers a range of support services for schools both within the borough and outside.  

5.3 Alternative Delivery Models  

As outlined in section 2 above the council can charge individuals and non-public authorities 

for discretionary services but only on the basis of cost recovery. The Council can trade with 

other councils and public authorities, including schools, and payment terms are not limited to 

cost recovery. A council can only trade (for the purpose of generating a profit) with individuals 

or the private sector, through a trading company. The General Power of Competence (GPC) 

gave councils freedom and flexibility to deliver a wider range of services, however, 

services/products provided to customers other that a public authority, on a commercial basis, 

must be traded through a trading company.    

The full version of this report considers in more detail the options for trading vehicles that 

might increase income generation opportunities for the council including the characteristics 

of each together with advantages and disadvantages. Regardless of the preferred trading 

vehicle, it is crucial that the council has fully explored the benefits and potential risks of 

establishing such as vehicle.  Each will bring additional governance arrangements and 

potential for dilution of existing council governance and capacity. 

A detailed delivery model assessment should be undertaken for any existing business 

operation or products that are proposed to be delivered through the trading vehicle.  This 

assessment needs to include a structured business analysis to understand how the operation 

currently works and key issues such as strategic direction, business process definition, 

financial control, performance and current resource requirements including staffing and 

technology.  
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In tandem to this business analysis, assessment of current and future business objectives 

including the income generation objectives (i.e. cost recovery or net profit) needs to be 

undertaken. Thereafter an option appraisal should be undertaken exploring all delivery 

models available for their suitability.  

There are a number of examples of successful local authority trading companies such as Norse 

Group (Norfolk County Council) and public private partnerships such as Babcock 4S, a joint 

venture between Babcock and Surrey County Council, delivering education services included 

traded service. However, there are also a number of trading companies that have failed to 

deliver real benefits in terms of profit and in some case, companies have to have been wound 

up or bailed out by councils to ensure services are maintained.   

6. KEY ISSUES AND RECOMMENDATIONS FOR ACTION 

The review has identified a number of key issues that need to be addressed to ensure the 

authority can achieve its aspirations to generate significant additional income to supplement 

reducing financial resources, namely: 

6.1 Vision and Strategy 

Officer engagement highlighted a perceived lack of clarity and understanding of the vision for 

the role of Lewisham Council in the future and how this aligns with income generation and 

commercialisation.  

Similarly, there is a lack of understanding of what ‘commercialisation’ means within the 

context of the public sector. Some officers perceived that commercialisation related only to 

developing services similar to the private sector where profit is the main driver. Concerns 

were raised about how much time and money should be invested in ‘commercialisation’ of 

the whole council when approximately 80% of a council’s business remains statutory. Others 

recognised that commercialisation of services is just ‘good business’. 

It is proposed, that in the current council context, commercialisation should focus on 

‘enterprise to reduce costs, developing a better understanding of the market (i.e. 

customers/residents) in terms of needs and expectations and delivering value, in the form of 

social and financial benefit’. Financial benefit can and does include generating income that 

will help the Council in turn deliver social value.  This focus on social value is fundamental to 

the concept of commercialisation within the public sector and needs to inform all associated 

culture and practice. 

The current income generation programme includes several developments that on closer 

inspection are focused on cost reduction or improved income management to reduce debtors 

rather than generating new income. Review of fees and charges will likely only result in 

increased turnover through improved levels of full costs recovery as the vast majority of 

services are discretionary or are subject to legal restrictions. However, securing full cost 

recovery will help ensure such services are sustainable and continue to benefit the residents 
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of the borough (subject to sufficient levels of activity), In addition, appropriate use of a 

standard costing methodology and relevant charging policies will ensure these services 

provide a financial contribution to corporate overheads, so reducing the burden on statutory 

services. 

If, however, the express priority for the authority is to increase revenues in the form of net 

profit, then trading structures will need to be established. Such ventures, whilst offering the 

potential for significant income opportunities can be time consuming in terms of effective 

governance and can expose local authorities to additional financial and reputational risks. 

Significant investment is required in the development of robust business cases for the 

establishment of such ventures and business plans for individual services/products to be 

traded.  

Recommendations 

• An agreed definition of ‘commercialisation’ is required together with the development 

of a commercialisation strategy that aligns with the Council’s wider vison for its future 

role. It is proposed that in the current council context, commercialisation should focus 

on ‘enterprise to reduce costs, developing a better understanding of the market (i.e. 

customers/residents) in terms of needs and expectations and delivering value, in the 

form of social and financial benefit’ 

 

• The new strategy should then inform the design of wider organisational development 

and cultural change programmes 

 

• Investment in different income generation activities should be prioritised to make 

best use of limited leadership capacity and technical resource  

 

• In terms of order of priority, it is recommended that in light of the pressing budget 

challenges faced, priority should be given to those income generation activities that 

need low levels of investment in terms of both money and time (people and elapsed) 

and are more likely to deliver additional income in the short to medium term. On this 

basis, the recommended order of prioritisation is:  

 

- annual review of fees and charges  

- growth of and enhancement of existing services (e.g. provision of enforcement 

agency services to another council, pre-planning advice)  

- new developments (subject to approval of a detailed business case). 

 

• The nature and scale of income generation activities at the present time, combined 

with the proposed priorities in the short to medium term, would suggest that there is 

little value in investing resources in further consideration of a local authority trading 

vehicle. However, this position should be kept under review by the Income Board. 
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Consideration of alternative delivery models should also systematically form part of 

the proposed business case ‘gateway’ process to ensure the most appropriate model 

is identified.  

 

6.2 Leadership and accountability 

Strategic leadership arrangements for income generation and commercialisation are now in 

place at member and chief officer level with governance arrangements in place at chief officer 

level in the form of the Lewisham Futures Board and at senior management level in the form 

of the Income Board.  

The terms of reference for the Income Board have recently been redrafted, informed by the 

outcomes of the early findings of the income generation review, and subject to approval, will 

include:  strategic co-ordination of income generating activity, oversight of the annual review 

of fees and charges, exploration of new innovative ways of generating income, facilitation of 

income generation projects and activity and provision of expert advice where necessary, 

monitoring , evaluation and dissemination of good practice.   

Currently, there is no corporate business case ‘gateway’ process for new income generation 

developments. Some officers have expressed frustration with the lack of transparency in how 

developments are prioritised in terms of accessing support from limited specialist central 

support services. A ‘gateway’ process could address these concerns, support the 

development of stronger proposals through a rigorous cross council quality assurance process 

and ensuring a consistent approach to risk assessment.  

During the review a perceived lack of access to procurement and contract management 

capacity, skills and expertise was highlighted as challenging by a number of heads of service. 

Recent budget cuts have resulted in loss of capacity in these areas. As with effective income 

generation, commercial skills, knowledge and expertise are at the heart of effective 

procurement and contract management. A number of authorities have brought these 

functions together to maximise efficiencies and effectiveness.   

There are some excellent examples of service leadership across the authority which have 

resulted in increased income and identification of income generation opportunities. Strong 

commercial leadership is in evidence at senior manager and head of service levels across a 

number of services including regeneration, environment, education, housing and corporate 

finance.  

However, the need for additional and dedicated leadership capacity is recognised and 

agreement is already in place to appoint a senior manager to lead on income generation and 

commercialisation. To date there has been a lack of clarity about what will be required of the 

role and therefore the skills, knowledge and experience required. This review aims to better 

inform the recruitment process by recommending actions that will form the basis of a work 

programme for the successful candidate.  
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It is work noting that a number of the authorities researched as part of this review have 

maximised the benefits of investing in additional leadership capacity by appointing a Head of 

Commercial Services/Commercial Director some of which leads on income generation, 

procurement and contract management. 

 

Recommendations: 

• The terms of reference for the Income Board be extended to encompass the role of 

corporate ‘gateway’ for business case developments related to income generation 

 

• Consideration is given to bringing together strategic leadership and management of 

procurement, contract management and income generation and look to appoint a 

Head of Commercial Services to lead on these related areas, all of which require strong 

commercial skills, knowledge and expertise. Further consideration will need to be 

given to the staffing structure, if any, that might report to the new head of service    

 

• The main responsibilities of the new commercial lead relating to income generation 

should be informed by the recommendations outlined in this report  

 

• Recognising the existing commercial strengths found within discrete service areas the 

new role could provide a career development opportunity for internal candidates. 

 

6.3 Modelling and best practice 

The Income Generation Strategy, approved by Mayor and Cabinet in 2015, provides guidance 

on the principles that should underpin income generation activities including; full cost 

recovery, understanding demand, market rates, inflation, benchmarking and agreeing 

subsidies and concessions.  Unfortunately, there is currently little visibility of this strategy at 

service manager level and the benefits of the policy have yet to be realised.  

In 2013 a standard full cost recovery modelling tool was developed for service managers to 

help them set appropriate fees and charges. As found during the Schools Traded Services 

review undertaken earlier this year, this wider income generation review has confirmed that 

few service managers are aware of this modelling tool and of those aware, few use it. 

Application of the standard costing model to a small sample of schools traded services 

showed that approximately 50% of charges were not sufficient to fully recover costs. The 

recent review of fees and charges undertaken in regeneration saw an average of 5% increase 

in charges. Extrapolated across all services, such an increase theoretically could generate £2m 

without any additional investment.  
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In its Practical Guidance for Local Authorities on Income Generation (2015), CIPFA provides a 

definition of total cost for a discretionary service (in line with SeRCO definition) and how this 

may be modified to include an appropriate share of corporate and democratic core (CDC) 

costs and non-distributed costs (NDC), overheads and capital costs.  Detailed guidance is also 

provided on calculating total costs. CIPFA recommend that a costing model should be 

developed on this costing basis and that it should be mandated that all services use this to 

ensure that any statutory requirements are being met and to legitimately recover full costs. 

The current income generation strategy outlines principles and some elements relevant to 

pricing and charging policies however research in to the work of other authorities suggests 

that having a corporate pricing policy that is mandated across services provides assurance 

and helps manage risk.  

Pricing is not the same as costing. Pricing will be dependent on what the market will be 

prepared to pay. As statutory guidance provides for some flexibility in the costing of 

discretionary services depending on the type of service, a pricing policy can be developed that 

allows for a combination of over-recovering and under-recovering of service costs. However, 

this is complex and requires detailed monitoring to ensure charging overall meets statutory 

expectations.  

For services provided to other public authorities, payment terms are not limited to cost 

recovery. Charges for other services are directed by statue. Pricing policies need to be 

developed that allow for different limitations and flexibilities.   

The dispersed nature of leadership and management of income generation activity means 

that there are a range of other tools and techniques being used when planning and delivering 

income generation activities. As with costing methodologies, there is no one approach to a 

range of relevant tools and techniques including for business planning, service level 

agreements, market assessment, customer information management, performance 

management, sales data collection and monitoring, trend analysis, marketing or sales.   

For some services this has not proved problematic and the autonomy that this affords is 

welcomed. However, feedback from several officers highlighted that culture change (i.e. 

focused on beliefs, behaviours and practice) is not sufficient to embed commercial ways of 

working. Investment is required in systems as well as people.  These officers identified the 

need for the development of a suite of template documents, standard software packages and 

guidance notes. Concerns were raised about imposition of unnecessary and unwieldly 

bureaucracy. Such concerns can be addressed by ensuring processes are proportionate to the 

likely risk and return.    

Benchmarking is a crucial commercial tool. Currently the use of benchmarking by services is 

variable and access to benchmarking data is problematic for some. Reductions in government 

reporting for local government requirements over the last decade has reduced access to some 

benchmarking data. Alternative sources in other sectors maybe available.  
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The current digitalisation programme provides a significant opportunity to create an 

infrastructure that better supports income generation and enables commercialisation. 

Currently, the IT transformation and change programme does not prioritise these areas 

(although improvements to the digital interface with residents will indirectly support these) 

however, investments into infrastructure and into integrated data systems should provide a 

firm foundation on which to build. In the London Borough of Hammersmith and Fulham, 

investments into business data systems and into analytical capability, has enabled the council 

to generate some £5m per year in additional revenue.  Such business intelligence is critical to 

commercialisation.  

The review has gathered information on income generation and commercialisation activity in 

other London Boroughs. This information does highlight where there appears to be areas of 

particular strong performance compared to Lewisham and helps inform future investment of 

time and effort in terms of networking, knowledge sharing and joint working on income 

generation opportunities.  

Recommendations:  

• The current Income Generation Strategy should be refreshed, aligned with the 

development of the proposed Commercial Strategy, in consultation with heads of 

service and service managers. Engagement will ensure ownership of the strategy and 

its adoption by services 

 

• Specific guidance, templates and a mandated costing methodology should be 

developed and issued to service managers to help ensure consistency of approach 

 

 

• Good practice guidance such as that produced by CIPFA should be used to inform the 

development of an effective costing model, ideally based on a modified total cost 

approach  

 

• Pricing policies should be refreshed or developed where required  

 

• Relevant benchmarking data sets should be identified for use by service managers and 

were necessary consideration given to how benchmarking data sets might be 

developed where there are gaps currently, for example working in partnerships with 

nearest neighbour groups  

 

• The digitalisation programme needs to consider the specific needs of the income 

generation and commercialisation programmes 

 

• A programme of networking, knowledge exchange and partnership working on the 

issues of income generation and commercialisation should be developed informed by 
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the research undertaken as part of this review into Lewisham’s CIPFA nearest 

neighbour grouping. Linkages with those authorities operating in the top quartile of 

performance should be prioritised.  

 

6.4 Culture and communication 

Culture change is dependent on clear direction, strong and distributed leadership, investment 

in both systems and people and meaningful engagement of staff that empowers.   

Officer engagement has highlighted a perceived lack of clarity and understanding of the vision 

for the role of Lewisham Council in the future and how this aligns with income generation and 

commercialisation. Similarly, there is a lack of understanding of what ‘commercialisation’ 

means within the context of the public sector.  These issues have been considered above at 

sections 6.1 and 6.2. Similarly, section 6.3 considers systems and resources that can help 

improve levels of income generation and support commercialisation.  

Investment in people is critical to the successful delivery of any culture change programme. 

In terms of commercialisation, it is proposed above, that in the current council context, 

commercialisation should focus on ‘enterprise to reduce costs, developing a better 

understanding of the market (i.e. customers/residents) in terms of needs and expectations and 

delivering value, in the form of social and financial benefit’. Financial benefit can and does 

include generating income that will help the Council in turn deliver social value.  This focus on 

social value is fundamental to the concept of commercialisation within the public sector and 

needs to inform all associated culture and practice.  

Clarity on the principles and values that underpin this type of commercial strategy is needed. 

The development of these will provide an ideal opportunity have meaningful engagement 

with and empower staff.   

Beyond the lack of knowledge and understanding of the council’s strategy regarding 

commercialisation and income generation, most evident from discussions with officers is the 

existing pressure on time and resource. Specialist skills, that help service managers effectively 

design, assess the viability of and deliver services, are in short supply including:  

• business intelligence (data collection and analysis)  

• financial modelling  

• marketing 

• business planning and appraisal  

• legal advice  

• procurement 

• contract management. 

At a time of significant budget pressure addressing such capacity issues will not be easy if it 

can be achieved at all. For large scale developments specialist, external resources can be 
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commissioned, however for smaller scale developments and for regular reviews of fees and 

charges internal resources will need to be sufficient.   Consideration should be given to the 

development of training programmes for service managers that will provide them with the 

basic skills needed. A more detailed skills audit and training needs analysis will inform the 

development of a programme.  

The programme needs to be designed to ensure it aligns with the proposed commercial 

strategy i.e. to empower staff to focus on ‘enterprise to reduce costs, developing a better 

understanding of the market (i.e. customers/residents) in terms of needs and expectations and 

delivering value, in the form of social and financial benefit’.  

As outlined above the provision of standard templates, models and guidance would be 

welcomed by officers together with investments in appropriate digital systems and packages. 

Involving staff in the development, procurement and piloting of these resources is again a 

form of meaningful engagement and subsequent training in their use will build capacity, 

confidence and empower. The piloting of the use of PayPal by officers in Environmental 

Services has resulted in front line staff feeling more empowered in turn resulting in increased 

productivity as well as allowing managers to monitor sales in real time.    

It is acknowledged that there is a lack of capacity, skills and knowledge in some service areas 

and that these are barriers to increasing income across the Council. However, there are some 

excellent examples of service leadership which have resulted in increased income and 

identification of income generation opportunities.  The membership of the Income Board has 

been extended to include some of these officers to ensure that their collective knowledge 

and experience can benefit the council as a whole.  Further collaborative working at Head of 

Service and service management level will facilitate sharing of knowledge and build collective 

system leadership capacity around income generation and commercialisation.  The use of 

existing forums and groups, such as the Head of Service group to facilitate this knowledge 

sharing, will avoid added time pressure for already pressurised staff.  

Recommendations: 

• a change programme should be developed to support the delivery of the council’s 

commercial strategy. The change programme needs to provide clear direction to staff 

on the objectives of the commercial strategy and on the income generation 

programme. Corporate leadership should be provided by the Income Board, led by the 

proposed Head of Commercial Services, with Heads of Service providing distributed 

leadership  

 

• Staff should be involved in meaningful engagement including in the development of 

the strategy and in particular the development of principles and values as these will 

determine practice and behaviours 
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• Investment should be made into both systems and people in the form of templates, 

models, guidance notes and digital solutions together with training and development 

 

• Wherever possible staff should be involved in the development, procurement or 

piloting of resources 

 

• Existing officer and staff forums should be used to facilitate knowledge exchange and 

collective capacity building and regular updates on progress be provided through 

existing council communication channels.  

 

 

6.4 Income Generation Opportunities 

The review has looked to work with officers to identify opportunities for increased income 

generation. Environmental scanning has been undertaken of the borough’s statistical nearest 

neighbours as identified CIPFA.  Implementation of the fees and charges review using revised 

costing methodologies and pricing policies should deliver increased income for little 

additional investment. Experience from some services suggests that 5% charge increasing in 

addition to inflation have been achieved. If applied across all sources of fees and charges (as 

per the councils Revenue Account Outturn report this could amount to £2m.  

Significant work has already been done by officers and services to identify new sources of 

income generation. Previous environmental scanning has informed these developments.   A 

small number of new opportunities for income generation have been identified during this 

review, including commercialisation of registrar services, development of a commercial 

approach to events and festivals attracting high value sponsorship and advertising revenue 

and further investment in rented accommodation models.  However, more work is needed to 

assess the potential value of these. The full report contains more detail.  

A significant opportunity has been identified to capitalise on the current investment in 

digitalisation, building on the experiences of the London Borough of Hammersmith and 

Fulham, in the more effective use of business intelligence. The potential for an estimated 

additional income of £1.38 - £2.1 million per annum has been identified in the form of council 

tax and new homes bonus by reducing false claims for single person discounts, reducing 

properties declared as empty and identifying unregistered properties. This development is at 

an early stage and needs further investigation to test some of the assumptions underpinning 

the estimate of predicted income and to understand the impact on services in terms of 

increased work load.  

Throughout this review officer commitment to innovation and service improvement has been 

evident. However, many officers expressed their concern that expectations of increased 

income generation maybe unrealistic in the current climate where staff resources are already 

under huge pressure and continue to reduce.    Prioritisation of income generation activity is 
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therefore required to maximise value to the organisation whilst avoiding distracting from and 

destabilising core business.   

 

  

 


