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1. Executive Summary
This report sets out the findings from the review of States Works undertaken by
RedQuadrant and is split into two sections.
•

Section A: Benchmarking and efficiency review of States Works’ services.

•

Section B: Target operating model recommendations.

The detailed findings and analysis from the individual service reviews have been combined
to generate recommendations for the overall target operating model for States Works.
Summary recommendations
It is recommended that all services are retained in States Works at present. This is primarily
based on the overall conclusion that, at a minimum, there is effective delivery of the current
Service Level Agreements (SLAs) and where available benchmark data has demonstrated
that the services are within the benchmark range (being neither the cheapest nor the most
expensive).
Based on analysis of the alternative delivery options on a relative basis, the option to remain
with States Works scores higher than other options for all services. The key drivers in this
outcome are the costs and risks of change, combined with limited capacity across the States
of Guernsey to specify and contract for services and a paucity of alternative suppliers.
This recommendation also benefits the island as a whole, enabling States Works to:
•

Build on the deep expertise and strong staffing base in place.

•

Ensure the social, community and economic benefits are retained as currently
provided by States Works.

•

Continue to support a resilient and reliable Emergency Response Resource
underpinned by the skills and resources of the organisation.

Detailed analysis of each service is set out in the body of the report.
The limitations and availability of incomplete data across all aspects of provision,
exacerbated by the current ICT arrangements, means that data has not been available for
extensive analysis of the services and evaluation of different options for delivery. For
example, in many areas, information is not available to create a specification or undertake
robust financial analysis.
These limitations in availability of data mean that a transition phase of organisational
transformation is required. This is recognised by States Works’ management who are already
embarking on this, predominantly led by improvement in technology enabling changes in
working practices and provision of data, information and business intelligence guiding
smarter working. There are also other key developments including the corporate fleet
transformation programme which will further impact on levels of capacity in States Works.
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It is recommended that this review is revisited in two or three years, to both assess the
success of the transformation programme and to re-evaluate the recommendations in
relation to each service.
There are also a range of detailed recommendations, set out in this report, to ensure that
States Works maintains quality and focuses on continuous improvement to ensure value for
money in the short, medium and long term.
Key findings
There are some common findings across the organisation:
•

•

•
•

•

•
•

Data – there are various limitations relating to data including availability, ability to
extract information from systems, quality and validation. This is significant in that it
limits the ability of States Works to adequately analyse, monitor and review
performance across services.
ICT – systems are outdated, and a programme of work is in place to address this.
There are some considerations to assess whether this is aligned with the needs of
States Works. There is also considerable potential for technology to support service
improvements.
Flexible working – There is scope across all services for the workforce to be enabled
to work more flexibly, particularly through training and support, job descriptions and
work allocation.
SLAs - In practice, the SLAs are not operated on a full contractual basis and are much
closer to a partnership or arrangement between two internal Committees of the
same organisation. States Works plays an important role in specifying the
requirements as well as delivery. The boundary between client and service provider
is blurred. The client does not generally have the capacity or deep knowledge to
specify the work required.
Skills and capacity – To achieve the change required in the organisation, there is a
need to focus on transformation of the workforce and culture as well as bringing in
new skills around programme and project management. There is also a case for
creation of an investment fund to facilitate the trialling and testing of new
technology.
Business intelligence – alongside improvements in data, there is scope to increase
the skills to support analysis and performance information. Further to this, a market
analysis and business development focus will support future growth.
Governance – clarity over the purpose and role of States Works needs to be
ascertained.

Target Operating Model and Implementation Plan
In reviewing the operating layers of the organisation to develop a revised target operating
model for States Works, we found that overall the structure of the organisation is fit for
purpose. However, there are a range of recommendations to address the findings from the
review and to support States Works to be a more efficient and effective organisation
A high-level implementation plan for improvement has been developed, summarised below
and set out in detail in this report.
4

Component

0-12 months

Purpose

12 - 24 months

Agree a clear organisational purpose

Beyond 24 months

Integration of business as usual
and performance management

Develop interim and transitional measures
Develop KPI's

Undertake competitor and market analysis
Build an understanding of community needs
Evaluate costs and benefits of rebranding

People

Recruitment and retention of staff

Undertake procedural and cultural change work to support new
ways of working including work patterns

Initiate review of job descriptions etc to support emergency
response standby rota
Establish and run training programme to include commissioning, contract management skills
Negotiate additional HR Support
Develop communication strategy

Review alternative resourcing models to provide greater service
resilience

Recruit new roles

Design and implement new business support
model

Implementation of development programme for senior
management
Develop Organisation Development Strategy
Develop Workforce Plan
Establish programme governance

Process
Wastewater collection

Initiate data collection/validation

Identify good practice and initiate trials

Procurement and implementation of IT System

Include volumetric data in vehicle replacement programme

Adopt and implement dynamic scheduling

Move to volumetric method of billing

Initiate and implement programme of work for remote access points
Establish ToR for partnering meeting with
Guernsey Water

Component

0-12 months
Highways Services

12 - 24 months
Review SLA

Review and update rate card

Beyond 24 months

Research and review options for an
effective Asset Management System

Review opportunities to develop further
services

Research and review telematics and inReview resources to improve efficiency
Anti-social awareness campaign with client
Review emerging weed
technologies

Land Management

Review SLA
Review and update rate card

Fleet, Stores and Garage

Ongoing continuous improvement and
improved invoicing

Development of commercial strategy for land management

Adopt and implement dynamic scheduling

Evaluate option to become 'Centre of Excellence'
Develop plan to increase capacity

Adopt and implement dynamic scheduling

Review and update rate card
Develop strategy

Signs and Lines

Review business development options

Review SLA

Review and update rate card
Undertake review/analysis of best practice

Emergency Response Resource

Review SLA
Review existing practices
Review invoicing

Private Work

Review rate card
Undertake market analysis and develop commercial strategy

Technology

Develop specification, procurement and implementation of replacement IT Systems
Develop customer
reporting tools

Enablers

Ongoing engagement with SAP implementation programme and wider digital improvements
Develop a vehicle replacement programme
Evaluation of setting up an
innovation fund
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Undertake planned accommodation review
Develop accommodation and infrastructure strategy

Section A – Benchmarking and Efficiency Review
2. Introduction
RedQuadrant were commissioned by States Works to complete a two-phase review that
included:
1. Development of a Target Operating Model - An analysis of its operations,
challenging both custom and practice, ensuring value for money and continued
efficiency and effectiveness.
2. A Benchmark and Efficiency Review of five specified States Works services.
Following a challenge session of the Project Board in February 2019, it was agreed to rephase the project and the benchmarking and efficiency review of States Works services was
brought forward as phase 1. This to provide the detailed analysis to inform the development
of an effective and efficient target operating model for the delivery of services currently
undertaken by States Works.
This section of the report relates to the revised Phase 1, ‘Benchmarking and Efficiency
Review’.

3. Approach
Introduction
In our scoping document ‘SoG – Benchmarking and Efficiency Reviews’ we outlined the
approach and scope of the reviews to be undertaken across the agreed service areas:
•
•
•
•
•
•
•

Wastewater (Sewage Collection Service).
Highways cleansing.
Land management.
Stores, fleet and garage.
Signs and lines.
Emergency Response Resource.
Private work.

The overall scope of reviews used a consistent framework but with a degree of flexibility to
ensure a specific focus depending on the area of the business being examined. The scope of
each review is contained in the scoping document.
Approach to reviews
Each review focused on the specific service addressing the question, should States Works
continue to provide this service and/or does it represent overall best value to the SoG
and/or islanders.
The general considerations being:
•

Does the service need to be provided at all?

•

Where there is a consistent theme, any observations and anomalies in relation to
employment Terms and Conditions are to be highlighted, and consideration given as
to whether current Terms and Conditions are structured in such a way to support
improved service delivery.

•

Is States Works and/or the private sector best placed to deliver the service?

•

Is there scope to grow, develop or expand this service (public or private sector)?

•

Is there scope to consolidate service or work in partnership with the private sector?

•

Are there synergies with services elsewhere within or outside of States Works?

•

Are there areas for improvement to increase efficiency and effectiveness?

•

Implications of change for the wider organisation (this in relation to the Emergency
Response service, but also States Works/SoG more widely)?

•

Financial and resource implications?

•

Risk and Assurance implications?

The outcome for each review is a recommendation for the future operating model for each
service area. To guide the recommendation the reviews used the design principles and
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evaluation criteria developed for the overall target operating model as an underlying guide
and framework to assess potential options for each service. The Design Principles and
Evaluation Criteria are outlined below.
The work in each service area included:
•

Service review
o Understanding and high-level mapping of the current business model.
o Review of systems and processes where appropriate to understand where
there are specific opportunities for improvement.
o Consideration of staffing issues including the skill base level, recruitment and
retention and HR benchmarking data (where available). Although this
excludes a detailed review of employment ‘Terms and Conditions’, the review
should highlight any observations and anomalies where there is a consistent
theme and consider whether current ‘Terms and Conditions’ are structured in
such a way to support improved service delivery.
o Review and analysis of available financial data to understand the cost base,
cost drivers and how this relates to activity levels and different income
streams.
o Assessment of the extent to which the service is able to contribute to
providing social, environmental and economic benefits.

•

Benchmarking
o Benchmarking in the context that many of the services are unique and
operating in a specific environment. Where comparable data is found this will
be analysed in this frame.
o Evaluation of whether there is a viable market for provision of a service by
the private sector on the island (this did not extend to market testing).
o Where applicable the relative cost base of competitors was analysed.
o Benchmarking was not limited to typical one-dimensional comparisons of
financial or performance data, but will look at overall service delivery models
and other factors such as added benefits, quality, regulatory compliance and
health and safety.

•

Wider context
o Each review considered the wider context within which States Works
operates, including:
§

How does this service contribute towards the Emergency Response
Service provided by States Works and how will changes in the service
impact on the said provision (e.g. in terms of access to skilled
resource, equipment and resilience)?

§

How does the service interact with other sections within States Works
– is there dependency with other teams, shared resources (people
and equipment).
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§

What are the broader implications of change for States Works as a
whole (E.g. costs of change, economies of scale, etc)?

§

Risks associated with the service and its future provision.

Design principles, evaluation criteria and scoring
In December 2018, the Project Board agreed the following design principles for the overall
States Works TOM:
• Have a clear statement of purpose and mission.
•

Maintain provision of a resilient and reliable emergency response service.

•

All activities are appropriately funded either through income and/or general
revenue.

•

Maintain provision of strategic and essential services.

•

Meet all regulatory and statutory requirements.

•

Maintain continuity of SoG core and non-core services.

•

Provide social, community and environmental benefits.

•

Ensure drive for best value.

•

Be able to generate a return (financial or non-financial) in the best interests of the
island.

•

Provide flexibility to adapt to changing markets and clients’ demands.

These have been applied as guiding principles in each of the service reviews.
To assess the extent of compliance with these design principles the following evaluation
criteria were also agreed.
Evaluation criteria

Indicative explanations

Quality

•

Deliver an appropriate level of quality for all services

Cost

•
•

The cost of services will be at an appropriate level to achieve measurable quality and/or will
lead to a positive return on investment
A return in the best interests of the island is maintained

Social, environmental and
economic benefits

•
•
•
•

Provide apprenticeships and job opportunities for residents
Provide work rehabilitation and related opportunities
Support community environmental projects
Work with partners, volunteer groups and charitable organisations

Risk

•

Risk is minimised to an acceptable risk that is proportionate to the change

Achievability

•
•

The option is realistic and can be implemented within a reasonable timeframe
Skills, capabilities and capacity to implement the option can be sourced internally or through
external engagement
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To score each option, it was agreed that a total of 20 points are distributed across the five
evaluation criteria to represent priority and weighting. At this stage each of the 5 criteria
has been weighted equally. In the following analysis, each option has been scored using the
below matrix. The final score is determined by adding the scores for all 5 criteria.
Assessment

Score

Description

Excellent

4

Fully meets criteria and provides significant added valued

Good

3

Fully meets criteria

Adequate

2

Meets criteria but with some minor omissions/weaknesses

Weak

1

Omissions/weaknesses in achieving criteria

Unacceptable

0

Major omissions/weaknesses

Options evaluation
The options scored in each service review have been developed based on the requirement
to identify the potential alternative service delivery models available for each option. In line
with the scope for the reviews, the service remaining with States Works (As-Is) and
outsourcing have been considered as an option for each review, alongside other options
relevant to the specific service.
Scoring for each option has been based on the detailed findings from the review. Scoring of
each option was undertaken based on the criteria and scoring table set out above. In light of
the limitation around detailed financial and operational data about the different services,
the scoring was completed on a relative basis with options being scored in comparison to
each other. Narrative outlining the considerations is included in the table. All scoring has
been validated and agreed with the States Works Management Team through discussion
and review.
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4. Service Benchmarking and Efficiency Reviews
Introduction
This section includes our findings for each service area under review and outlines
recommendations, opportunities and an analysis of target operating model options. Looking
at the service reviews as a whole, we identified a number of key themes that were common
throughout. These included:
Data
•

•
•
•

Availability of data – across all services much information is ‘stored in peoples’
heads’, and although there are lots of exercises underway across different services
for capturing data, most data is currently stored ad hoc in spreadsheets or databases
because the ICT is not fit for purpose.
There is some data but the systems it is stored in are ‘clunky’ and it is difficult to
extract the data – reporting functionality is not available, or systems are slow, and
extraction is very time consuming.
Quality of data is generally unvalidated and needs to be reviewed (but recognise this
is difficult due to the points above).
Data limitations mean that there is not the ability to adequately analyse, monitor
and review performance across the different services, in particular:
• Costings.
• Activity analysis.
• Measures of productivity.
• KPIs.

ICT
•
•

•

Systems in place are not fit for purpose and do not support and enable optimisation
and continuous improvement in relation to service delivery.
This is recognised and a programme of ICT upgrade is in progress. This is in early
stages and not in direct control of States Works. Some key considerations are:
• Does it meet their needs, or will a system be imposed?
• How quickly is it progressing?
• Is this joined up across States Work? – alignment and integration mean that
costs of ongoing developments, licencing and training can be minimised.
There is significant future scope for smart use of technology to support service
improvements, a workstream which is again in the early stages of development.
• Asset management.
• Task/job assignment.
• Remote / In-cab systems linked to auto scheduling.
• Telematics.

Flexible working
• There is scope across all services for the workforce to be enabled to work more
flexibly across the organisation.
• Training and support – some of it is specific technical skills and qualifications, but
also more general ‘introductions’ to other services.
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•
•
•

Setting and managing expectations.
Job descriptions – more generalised to allow flexibility to work across the business.
Work allocation, managing of peaks and troughs, leave and absences, etc (ICT can
better enable this than current largely manual arrangements for work allocation).

SLAs
• In practice, the SLAs are not operated on a full contractual basis and are much closer
to a partnership or arrangement between two internal Committees of the same
organisation. States Works plays an important role in specifying the requirements as
well as delivery. The boundary between client and service provider is blurred. The
client does not generally have the capacity or deep knowledge to specify the work
required.
Skills and capacity to support the change programme
• Transformation and development of the workforce and culture.
• Programme and project management.
• Benefits management.
• Investment pot to fund trials and testing of new technology based on a structured
approach.
Business intelligence
• Coordinated commercial growth plan for the organisation as a whole.
• Market analysis.
• Marketing and business development.
• Performance information.
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Wastewater Collection (Sewage Collection Service)
Wastewater collection is a priority focus for the overall review of States Works. In this
context, the review of this area is more focused on continuous improvement accepting the
specific challenges in place.
Current business model
The Wastewater Collection service predominantly involves emptying sewage from c.4500
cesspits on the island using a fleet of 36 special tankers. States Works operates the service
and is responsible for customer contact and billing. Residents own and are responsible for
the cesspits. Guernsey Water have overall responsibility for wastewater on the island and
are the client for this service.
The service level agreement for the service with Guernsey Water is valued at c.£3m (2019)
and represents 18% of the overall income for States Works. There are 36FTE employees in
the service including 34 drivers. The service level agreement shares the risk between States
Works and Guernsey Water for the cost of delivery. Additional costs are funded, and any
savings are shared equally.
The service is a demand-led service whereby residents request collections according to their
preference. This is the case for both ad-hoc collections and regular scheduled collections,
where the resident determines their collection cycle. The service can influence and
persuade residents to adjust their collection cycle on the advice from frontline service
feedback, but ultimately, the service user leads and sets the demand.
Ways of working
The site visit identified a variety of challenges that we believe are preventing the service
from achieving higher levels of performance and efficiency. These challenges are discussed
in more detail below, but in summary, are:
•

Data and performance management.

•

Information Technology.

•

Service Delivery and Optimisation.

•

Industrial Relations.

Data and performance management
There is weakness observed in both data availability and data quality. For example, there
was no definitive information relating to:
• number of customers using the service. Estimates of between 4000 and 7000 were
reported. From billing information, the number of customers is 4857 however
manual amendments are then made to accommodate customers using shared pits.
• number of properties with cesspit service requirements (this number is different
from the above owing to shared cesspits).
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• the GPS location of all cesspits and their correlation to a property database.
• the capacity of cesspit provision on the island (total and at a granular level).
• the volume of wastewater collected and disposed of.
The lack of data available means an accurate view of service performance is not possible.
The only available measures of service performance are:
• number of customers billed (though this is not entirely reliable as discussed above).
• financial metrics.
• number of loads collected: a judgement made by the driver where loads collected
are recorded in absolute terms, i.e. 1.5 loads will be counted as 2.
Customers billed and loads collected are useful proxies for performance but are not a
substitute for the data needed for week-to-week and month-on-month performance
management. Little or no evidence was observed to demonstrate the existence of a
structured review process that sought to analyse and interpret efficiency and effectiveness.
The consequence of poor data is that service performance is determined upon the existence
of qualitative data; there is no baseline nor definition to describe what good performance
looks like. Instead, views on performance are judged subjectively, for example, by feeling,
personal judgement and opinion.
Good quality, clean and reliable data collected over weeks, months and years, is needed to
unlock the efficiencies that exist in the system but are otherwise tied up through manual
processes and human judgement. Improved data will enable Guernsey Water and States
Works to understand definitively:
•

how many cesspits there are that require service, where they are using an objective
measure such as GPS data, and the relationship of the physical asset with customers.

•

the total volume of cesspit provision available, the rate it is filled by month or as a
result of seasonal weather conditions.

•

the integrity of cesspits across the island, identifying based on patterns of data,
cesspits that are not structurally sound or where it appears cesspits are being used
as a drainage solution for surface/ground water and acting on that information.

•

the annualised impact of seasonal fluctuations in service demand.

•

the utilisation and optimisation of vehicles and assets and a measure of their
efficiency.

Information Technology
The software and IT infrastructure are poor and not fit for purpose. The CEMS system used
does not have the functionality, efficiency and power of many software packages on the
market and simultaneously using hardware that is around 7 years old, makes the system
slow and difficult to use.
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Some PCs were observed to be using the Windows 7 operating platform. It should be noted
that extended support by Microsoft expires on 1st January 2020.
The system can perform basic scheduling tasks. However, the cumulative effect of
computer processing speed, software and server speeds, mean a schedule-window of only
three days is prepared and reviewed. It appears that this schedule is no better than a first
draft, as manual intervention is required to produce a more balanced schedule that
accounts for computer errors, holidays, sickness and absence. To review a customer record,
a lag of 5 to 15 seconds was observed.
The limitations and shortcomings of the software results in a significant amount of manual
intervention and processing, particularly in the areas of:
•

scheduling.

•

recording of services delivered in cab.

•

customer notification of service (currently relies on the driver leaving a manually
completed card).

•

the data input of service delivered back into the system (data from a completed
round is manually entered into the system).

•

customer billing, invoicing that accounts for reapportionment of costs for shared
pits.

The following risks have been identified associated with the ICT arrangements and deserve
further investigation but are out of scope of this review. These are:
• GDPR compliance.
• availability and integrity of system and data backups.
• CEMS support (being provided by a small company, based in France with only one
English speaker – this creates communication issues and delays provision of
support).
The limitations of the system contribute significantly to the lack of data and associated
performance analysis observed and noted above. A system that can usefully produce and
analyse performance information over a greater period would be able to inform resource
needs across the year.
Service Delivery and Optimisation
The routing produced by the computer software used is manually smoothed at an
operational level (see figure 1). Service delivery by route is further optimised by the drivers
to account for local conditions and knowledge of customer demand, access, etc.
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Figure 1: A screenshot illustrating the way that rounds need to be manually balanced
according to resources available. The arrows indicated that the round contains more or
less collections than average.
As part of the review we joined a driver for a collection round to observe the working
practices of the team. On the round, most collections made were one, or more than one,
load. Only one collection utilised the full two-load capacity of the tanker. It was observed
that cesspits were typically 60% full on collection.
Because of the lack of data and information about the volume of wastewater to be collected
at the next point, i.e. ‘one-two loads’, it was observed that an ‘unload’ was performed after
every pickup. If this is the norm, tankers are not fully utilised; without further exploration, it
should be assumed that equipment utilisation is 65% to 70%.
In one example observed in the review, the round sheet indicated an estimated load
requirement of between one and two loads. The driver recorded manually that two loads
were collected, but it is entirely possible that in reality only 1.6 loads were collected. With
0.4 loads of capacity remaining in the tanker, it is unlikely another property has 0.4 loads of
wastewater to collect. As a result, the partial load of wastewater collected is taken to a
transfer point.
There are additional practices, limitations and constraints on the service that give rise to
operational inefficiencies. These are:
•

ease of access to emptying points (e.g. obstructions such as cars or vegetation that
hinder access).

•

the use of additional lengths of hose to access pits.

•

road width, road weight limitations, and turning circle restrictions.

•

tank size used on vehicles.
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•

exceptional customer demand and complaints (e.g. request for service between ten
or twelve, or only a particular driver) place constraint on service delivery.

•

distance to and from Guernsey Water emptying points and available infrastructure.

This highlights a continued need to incorporate flexibility in the collection regime to
compensate for unknown site conditions and greater accuracy in the system relating to the
loads collected.
Hypothetically, if the customer record identifies a maximum of two loads is required, the
software will build an allowance of two loads into the round sheet. If only one load is ever
collected, the system has built in a 50% margin of error. This otherwise unused capacity
could be used to perform a second collection of one load before needing to return the
tanker to the transfer point.
Vehicle utilisation was discussed above but with excess capacity seemingly built into the
software records and unknowns about the volume of waste in cesspits and tankers, it is
evident that there are inefficiencies across the wastewater collection process; these are
areas for exploration and performance improvement.
Service standards and definition
Service performance for sewage collection in Guernsey is generally measured in loads and
customers are billed on this basis. There are, however, different views on what constitutes
one load.
One load typically equates to the capacity of a ‘single load’ tanker, the theoretical capacity
of which is 800 gallons. The operational capacity of a single load tanker is 750 gallons. A
double tanker has a theoretical capacity of 1600 and an operational capacity of 1500
gallons. A ‘narrow’ tanker has an operational capacity of 600 gallons.
It is doubtful the customer knows what a load equates to in definitive terms though it could
be suggested that a load is equivalent to one pick-up or visit. It is also doubtful that the
customer has a sense of whether their cesspit has a capacity of 1, 1.6, 2, or even four loads.
If more than one ‘load’ is collected but less than two, the resident is typically advised using a
postcard that two loads have been collected.
Without the use of clear measurement indicators on the tankers (neither digital nor visual
gauges were observed), the definition of ‘one load’ is subjective and is likely to vary
between drivers.
Different interpretations of what represents a ‘load’ has the potential to undermine service
performance and customer satisfaction. Furthermore, as customers are to be billed on a per
load basis, the need to define and measure a load is of paramount importance.
Industrial Relations, including staff sickness
The service operates five days per week, and this is the basis of the staff contracts. A
Saturday collection (the sixth day) was first introduced as a ‘catch-up’, to cover holidays,
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sickness leave and clients that need daily collections and there is a Saturday collection most
weeks to keep up with demand.
In what is a physically demanding job, having frontline staff on duty for longer than their
normally contracted hours may mean that staff are not experiencing time to rest and
recuperate which may impact on their health and wellbeing.
Normalisation of customs and practices in the service and
States of Guernsey changes to terms and conditions over
recent years has been perceived by staff as an erosion of
benefits to the detriment of industrial relations and a ‘work
to rule’ mentality is evident.
There are high levels of sickness in the service (1211 days
lost in the year to February 2019), 74% of sickness is related
to musculoskeletal problems and 15% of the sewage
collection workforce is on long term sick leave. Further
analysis of sickness, working practices and working
conditions, including consideration of the impact of working
hours, second jobs and physical workload is
recommended.
The issues of contracted hours, overtime, the provision of
catch-up days and high levels of sickness are linked and the
opportunity to review working conditions, if there was the
desire to do so, and with wider support from the States of
Guernsey should be pursued. A programme to install
remote access points to all properties, for example, may
bring multiple benefits and efficiency improvements from:
•

reduced heavy lifting of hosing.

•

reduce time needed to assemble and disassemble
hosing.

•

improve hygiene standards for occupants by
removing the need to carry hoses dripping with
effluent, for example.

•

minimise the time needed to empty cesspit.

•

maximise the time on service delivery.

Figure 2: The need for additional
hosing where remote access is
not possible.

Figure 3: Remote access
points provide ease of
access.

Customer Billing
It was observed that significant manual intervention is required in the billing process. For
example, customer direct debit information is amended and updated before processing
payments, to ensure residents who share cesspits are billed appropriately. This is regarded
as a major control weakness due to the risk of fraud and incorrect billing. There is no
suggestion that this happens, but it is considered poor financial practice.
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Benchmarking
Benchmarking is inherently problematic; data presented by parties within benchmarking
groups are often manipulated. At the same time, local variations in geography, population
density, service focus, market diversity and infrastructure availability mean that
comparisons can only provide a starting point of reference for comparison as opposed to a
measure of relative success. This is true of the sewage collection service.
There is not currently a publicly available and useful benchmarking dataset for the sewage
collection service. If time permitted, the use of Freedom of Information legislation could
yield information from mainland Local Authority providers, but the effort would be better
spent directly at quantifying the effectiveness of the current service and establishing a clear
vision of ‘what good looks like’ or how other bodies fulfil the service. Information and data
from private, commercial providers are considered to be commercially sensitive and
otherwise unavailable.
What follows is an assessment of what is best practise in the sector and a discussion of how
that applies to the service in Guernsey. The following areas are discussed:
•

Fees and charges.

•

Duty of care and service transparency.

•

Best practise from services with similar characteristics.

•

Demand management.

•

Legislative considerations.

Fees
Cesspit collection services are typically provided on a commercial basis on the mainland by
private sector operators. Residents compare the market to get the best price and service,
with services generally operating to produce a profit or a dividend for shareholders. Prices
for wastewater collection, particularly on mainland UK, also reflect disposal costs, which in
turn reflect stringent environmental legislation and standards. Given that services are
privatised in the UK, fees often include the need for investment and disposal.
The total cost to the service of providing a one load collection is £18.58. The cost to a
Guernsey resident is £7.32. The remainder is paid to States Works by Guernsey Water as a
subsidy. There is also a quarterly “standing charge” of £23.67 that applies to wastewater
specifically.
The cost to the customer of collection and disposal of wastewater in Guernsey is
significantly less than it is in the UK as is given in the illustration below. In broad terms, the
cost of wastewater collection and disposal on Guernsey is one-third, or 34%, of that on the
mainland.
An illustration of this cost difference for domestic collection of wastewater in the UK and
Guernsey is possible. With an assumption that a property requires disposal of 1000 gallons
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of waste, nine times per year. Based on an indicative price per collection of £1201, the total
cost of a cesspit service in Hampshire would be £1080 per year. The equivalent cesspit
service, encompassing collection and disposal on the island of Guernsey would cost £391
per year2.
Direct price comparison of service cost is of limited value considering the above disparity.
Legislation in the UK is of a higher standard than in Guernsey and this will incur additional
cost. The cost of disposal will also be significantly different. On Guernsey, wastewater
receives preliminary treatment before being released into the Little Russell. This will be
cheaper than the cost to process waste on the UK Mainland.
It is not possible to identify a relative comparator that resembles a profit margin for the
service.
The pricing structure used across the UK is determined on a cubic metre rate. Rates are
often staggered based on volume and additional equipment needs, for example:
•

as illustrated by Figure 4, a resident will be charged a rate of £79 for a collection up
to a volume of 4.5m3, and a rate of £164 for up to 9m3.

•

an uplift is applied for an emergency call-out collection (see below).

•

additional fees will be levied where remote access is not possible, and additional
hosing is required (see below).

1

SepticTanksAndCesspits.com provide commercial cesspit waste water collection services in
Hampshire. They provide the following information about the cost of commercial cesspit
emptying services:

The collection of 9000 imperial gallons requires 12 collections of 750-gallons. At £18.58 per
collection, total collection cost is £223. Disposal cost for 40m3 at £1.83m3 is £73 - Water
standing charges have not been incorporated. The wastewater standing charge of £23.67
per quarter has been incorporated.
2
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Figure 4: Scheme of charges in Northern Ireland for tankered waste disposal3
Suppliers on the mainland often offer additional services such as integrity inspection or
servicing of septic tanks and treatment plants. This is a potential revenue generating
opportunity for States Works and an area to explore.
The current approach on Guernsey of charging a heavily subsidised universal fee for a
relative, subjective volume of one load provides scope for the service to be considered by
customers as almost free. The low cost of service is likely to encourage a customer
preference for frequent, lower-volume collections as opposed to a collection when an
arbitrary percentage of cesspit capacity, e.g. 85% capacity is reached. Further, it does not
encourage residents to regulate water consumption and use and may lead to properties
using cesspits as a form of surface water drainage in addition to foul water storage.
Scheduled
Unscheduled
Urgent Response
Additional charges:
Volume greater than 9m3
Abortive

£181.10
£263.30
£378.80
£16.60 per m3
£63.10

Figure 5: Fees applicable to customers of Scottish Water4,5.

3

https://www.niwater.com/our-charges-and-fees/, Accessed June 2019.
https://www.scottishwater.co.uk/Your-Home/Septic-Tanks/Septic-Tank-Services , Accessed June 2019
5
https://www.scottishwater.co.uk/Your-Home/Your-Charges/Your-Charges-2019-2020/Septic-TankDesludging-Charges-2019-2020 , Accessed June 2019
4
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Domestic Cesspool up to 1000
gallons
Domestic Cesspool up to 2000
gallons

£145.75 + Severn Trent
Disposal Charges
£145.75 plus Severn
Trent Disposal Charges

Figure 6: Fees applied by Dudley Council6.

Figure 7: Fees and charges applied by Rushcliff Council. (Note additional charge for long
access.)7
Duty of Care and traceability
There is a requirement on the mainland under the Waste Duty of Care requirement in which
the customer is obliged to receive printed or electronic information relating to the quantity
of wastewater collected. This information, often in the form of a ‘ticket’ that provides:
•

date and time of collection.

•

volume (in m3) of waste collected.

•

Rate.

•

amount billed or levied.

To provide this ticket, volumetric information is generated during the collection process
using a combination of volumetric flow meter readings, in-cab systems and printers.
A desktop review of legislation as it applies on the island of Guernsey was not able to
determine whether this obligation applies to States Works in providing this service.
Legislation relating to the transportation of commercial waste was identified, but it was
unclear whether this applied in this circumstance.
6

https://www.dudley.gov.uk/residents/environment/flooding-drainage-and-sewerage/cesspools-and-septictanks/#, Accessed June 2019
7

https://www.rushcliffe.gov.uk/aboutus/aboutthecouncil/informationthecouncilmustmakepublic/feesandcharg
es2019/accordion/#d.en.50152, Accessed June 2019
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Good practice from alternative services with similar characteristics
In many respects, the service operated by States Works bears many similarities to oil
delivery services where oil is purchased as part of a group buy. For these services:
•

Software (office based and in-cab) is used to optimise delivery programmes and
route drivers accordingly.

•

Residents receive text messages with scheduling and delivery information.

•

Emails are received with a confirmation.

•

Customers have an account and can log in to view their records, frequency of
transaction etc.

The service also bears a strong similarity to mainland refuse and recycling collections and
bulky waste services. Here, missing bins are recorded and photographed in a way that a
wastewater driver might record if it was not possible to perform a collection, and round
optimisation software determines the most efficient routes for collection services to take,
factoring in the capacity of the waste vehicle and the distance to and from a waste transfer
station.
Best practice in these services highlight opportunities to set out a vision for how the sewage
collection service could be delivered with a combination of good data, up-to-date software,
in-cab communications and customer-facing messaging.
Demand management and customer-led order management
Demand management is a significant constraint on the service. If an owner/occupier is not
aware of the capacity of their cesspits, or the rate at which it increases in different
conditions, e.g. guests, inclement weather, etc, the owner/occupier is more likely to adopt a
‘little and often’ approach to requesting a wastewater collection.
Technology, using remote and connected sensors and automation are increasingly applied
in applications and situations where capacity is finite. For example, there are remote oil
level monitoring Apps for oil tanks (see www.certasenergy.co.uk/) and for septic tanks to
monitor sludge levels (https://septicsitter.com/pros/). There are also municipal waste bin
monitoring systems.
If a desired state is adopted that a cesspit is never full, or conversely an oil tank is never
empty, a technology that provides for remote monitoring, order management and service
fulfilment can be applied. Applied to States Work, the ideal situation would be that States
Works is informed that a cesspit requires collection when a wastewater trigger-point level is
reached. Routing software will then automatically schedule service fulfilment.
Market Opportunities
The opportunities to adopt a market approach to delivering the wastewater service are very
limited. High barriers to entry, a stagnant market and limited diversity in the supply chain
come together to create little opportunity for a commercial waste water service to thrive.
This view is supported by the observations:
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•
•

•
•

There are no known competitors on the island with the capability to provide a rival
service of size and scale.
There is not a demand-side customer-focused opportunity waiting to be
commercially exploited. The total value of the market is considered to be stagnant
with no discernible opportunity for market growth. Furthermore, the cost of the
service to the customer is considered to be low making a desire for customers to
switch supplier unlikely, even if one existed.
The islands location would make the cost of market entry from a new mainland
(British or European) provider high. Furthermore, given the low cost of the service,
profit margins are likely to be too small to make market entry desirable.
Given that all wastewater will most likely use infrastructure owned by Guernsey
Water, there is no diversity or competition in the supply chain for new entrants to
use, or develop, for commercial gain.

A new entrant in the market therefore faces a number of barriers. The market it is, to all
intents and purposes, considered to be a closed market where States Works will remain to
be the sole service provider on the island (noting that the service is provided in partnership
with Guernsey Water) for the foreseeable future.
A ‘soft market test’ exercise would, of course, test the assumptions given above and explore
the potential for a third-party to enter the market. The UK market is characterised by a
number of SME’s. Typically, privately owned, most operate locally and within a geography
constraint such as a county or city while a few advertise nationwide coverage. Those
companies offering nationwide coverage are likely to operate a network of independent
suppliers where services are sub-contracted. There are no known publicly-listed companies
likely to have the ability and resources to compete in a procurement exercise.
There is a remote possibility that a market for wastewater collection could be created
inadvertently should the current dominant service provider fracture following, for example,
a fundamental breakdown in industrial relations. Such as fracture would see one, several or
a group of drivers, move to offer a rival service. Guernsey Water would have to have a role
and be a complicit party as the new market entrant would need to use existing
infrastructure. In such an event, however inconceivable, the new entrant would most likely
target those customers with remote access points installed, where the margin would be
greater, leaving State Works to service properties where the operational cost of collection is
higher.
Wider context
As one of a number of options, Guernsey Water is evaluating the merits of moving away
from the current wastewater charging regime, towards a mechanism where all islanders pay
an equal sum for wastewater collection, treatment and disposal. This move would bring a
degree of parity to all owners/occupiers and those on a cesspit may no longer feel
disadvantaged. Based on our review this approach merits more detailed consideration.
Through this move, there would be an opportunity to consolidate billing responsibility. For
current sewage collection service customers, one payment is made to Guernsey Water for
water supply, treatment and infrastructure and another to States Works for collection. With
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all income being received by Guernsey Water through a universal charge, the need for
States Works to fulfil order and payment requirements is removed. The case for Guernsey
Water to be the point of contact for customer service becomes more compelling by
extension. The clarity of roles and responsibilities that this brings bears similarities to a
typical client-contractor partnering arrangement.
It is understood that a partnering/service development group has recently been established,
and terms of reference have been drafted for approval.
Should the wastewater charging policy change, it is recommended that on implementation
residents cede the right to request a collection, and in return, Guernsey Water provide a
service guarantee that a cesspit will never overflow. This will remove customer-led service
variability. In the current service, customer demand is a significant unknown variable that
limits the opportunity to optimise collection rounds and a collection is expected if ordered
by a customer regardless of whether the cesspit is 25% full, 60% or 100% full. In a
comparative service for example, refuse collection rounds benefit from the knowledge that
the demand is stable and see little change and variability. If such an approach is to be
taken, the importance of remote monitoring and telemetry systems will become even more
important.
Opportunities
There are several opportunities for the service to improve its efficiency and effectiveness
and an overview of these opportunities, loosely categorised around priority to achieve a
desired state of an effective service are outlined below.
Investment in the installation of remote access points should be prioritised and used to
improve working conditions and achieve immediate improvements in efficiency. The staff
sickness issues experienced by the service are possibly related to working conditions.
Carrying and assembling additional hoses adds time and cost to a collection as well as being
physically demanding. Access improvements will significantly improve working conditions
for staff, and improve industrial relations, and would increase the productive time available
for the service.
Investment in measures and tools that provide accurate, operational data should be
prioritised. Whether it be for use in cost-benefit analysis of service improvement initiatives,
or for basic route optimisation, data that promotes the understanding of service
performance will underpin all future management and strategic decisions for the service.
Investment in software and IT infrastructure is essential. The functionality and ability of
the software currently used is inadequate and is not sufficient to meet the expectations of
the service and partners. Significant manual intervention is required throughout the
process, from scheduling through to billing. Each intervention creates inefficiency,
introduces greater potential for error, and adds cost to the service. There is a need to begin
a process of system requirements capture so that a procurement process for replacement
software can begin.
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The base unit of volume that defines the service model should be reviewed. The
benchmarking process highlights the use of the cubic metre (m3) on mainland UK. This unit
is consistent, accurate, repeatable and fulfils the chain of utility requirements demands by
legislation. The vernacular use of ‘load’ as a unit of volume on the island introduces a degree
of error to the service that prevents analytical enquiry and inhibits performance
management of processes using quantitative data. Further, it is likely that the use of a ‘load’
as a unit of volume at the customer interface creates a lack of confidence in the collection
process; there is no doubt a desire in the customer to know precisely how much wastewater
has been collected.
The service would be able to exert greater control on the process of domestic wastewater
collection if action is taken on the above areas of attention. It is anticipated that efficiency
improvements in the order of 10-20% would be possible (e.g. through removal of wastage
and duplication in the system) which could produce cashable savings in the order of 10-15%.
This is subject to further analysis based on robust operational and financial data and a
detailed cost benefit analysis needs to be undertaken to consider the overall investment
required in comparison to the expected benefits. At present, the operational data needed
to calculate these improvements is not available. That said, the findings from this review
indicate that significant opportunities for improvement have been identified and benefits
will undoubtedly be realised if the areas highlighted by the review are addressed.
Risks
There are risks to any service change process. They include:
•

Desire for change and cultural factors can act as barriers to the success of any
change programme.

•

Intensity and focus of change leadership arrangements in place to drive change.

•

Political demands and priorities.

•

Financial limitations to the investment required.

In relation to the service itself, specific risks are:
•

Manual handling of information and data. This risk leaves the system open to
manual handling errors in data capture and data transfer of information such as
volume information. Inaccuracies in the system will have a compounding effect and
prevent the service provider from having a firm grasp and understanding of service
performance.

•

Manual amendment of direct debit and billing information.

•

Reliance on poor IT software and infrastructure. In a similar vein to the risk identified
of data handling, reliance on outdated IT is a significant operational risk and control
weakness. It is understood that the software used is poorly maintained by the
developer and that there is no backup.
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Recommendations
Whilst it is possible to discern a degree of dissatisfaction with the service in the way it is
reliant on the knowledge and performance of its drivers, the service has limited scope to
pursue anything else. Gaps in data acquisition and accuracy, inadequate IT (software and
infrastructure), poor understanding of asset utilisation (cesspit and vehicle) and an arbitrary
measure of waste volume give rise to a repeated need to apply a series of compensatory
processes that each introduce a degree of inefficiency and cost to the service. Arguably, the
service is reliant on its human resource to ensure the service functions. In summary, the
service is operating well within the current constraints.
Recommendations emerging from the review are set out in the table below. Limitations on
data mean that more work is required to develop the cost benefit justification for
undertaking some of the recommended improvements:
Recommendation
Next 12m
1.1 Compile a register of the
cesspit infrastructure,
comprising estimated
volume (customer records
should suffice initially) GPS
location information linking
cesspit location with
property records.
1.2 Identify best practice
case studies and site visits.
1.3 Instigate a small trial of
volumetric measurement
technologies, both on-board
tankers and in a cesspit.

Justification

Investment required

Data is required to underpin Project resource to compile
improvements to service
data.
delivery and inform IT
specification.

To explore opportunities
and increase the learning of
similar services.
Improving the availability of
operational data as a mean
to improve operational
efficiency. E.g. It was
observed that an empty is
made after every collection.
However, if a tanker had
500l capacity remaining,
and a property has 300l of
wastewater, it would be
possible to make a second
consecutive collection
which could save 40
minutes. From observation,
the tanker was routinely
between 10% to 34% empty
after a pickup.
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Travel costs for site visits.
Small investment pot to be
created, plus project time to
test and evaluate
technology.
(Could start at £5k to fund
initial pilot work)

Recommendation
1.4 Create a programme of
works to ensure all
properties have a remote
access emptying points
within 24 months.

Justification
Access improvements will
significantly improve
working conditions for staff,
and improve industrial
relations, and would
increase the productive
time available for the
service.
1.5 Establish Terms of
Improvement of
Reference for the partnering effectiveness of joint
meetings taking place
project working.
between Guernsey Water
and States Works.
12-24m
1.6 Procurement and
implementation of a
replacement IT system.

1.7 Include volumetric
measurement in the
specification for the vehicle
replacement programme
(depending on outcome
from trials and research at
1.3 above).
Beyond 24m
1.8 Adopt and implement
automatic and dynamic
scheduling and customer
notification.
1.9 Move to a volumetric
method of billing. (This may
require legislative change.)

Increased productivity,
removal of manual
intervention.

Increase productivity
through management of
service based on available
volume data.

Improved customer service
and productivity.
This will provide clarity and
consistency of the volume
of wastewater collected and
disposed of, using the cubic
metre in favour of the
current unit of 1 load.
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Investment required
Funding of grants or loans
to residents to install
remote access points. Cost
benefit to be completed
once data on properties is
available.
(In conjunction with
Guernsey Water.)
N/A

Project team in place (In
conjunction with Guernsey
Water).
Investment in IT system,
implementation and
support.
Part of existing rolling
vehicle replacement
programme.

Target operating model options
In light of the findings from this review of the Wastewater collection service, potential options have been evaluated for the future provision of
the service.
As noted earlier, limitations in availability and quality of data means that detailed modelling of options has not been possible. Options have
been scored on a relative basis, validated through discussion with the States Works’ management team using the evaluation criteria and
scoring matrix set out in section 3.3 and based on consideration of the pros and cons of each option derived from the review and analysis
undertaken.
Revised total

Achievability

Total

Risk

• Scope for implementation of service improvements highlighted
in this report as part of a programme of change lead by States
Works Senior Management.

Soc, Env and Ec
benefits

1. Service
continues to be
provided by
States Works
(As-is)

Cost

Key Considerations

Quality

Option

3

2

3

3

11

4

15

4

4

3

3

14

3

17

• Potential for the SLA mechanism to drive efficiencies and
service improvements.
• Alignment with other States Works services including Pumping
stations, Wastewater centre, Sewer cleansing, Fleet
maintenance and Out of hours’ emergency response.
• Synergy with other States Works services managing teams of
manual operatives.

2. Transfer
• As above.
customer/billing • Improved customer service, one point of contact.
to Guernsey
Water

Revised total

Achievability

Total

3. Transfer full
• Closer alignment of delivery and responsibility for wastewater.
service to
• One wastewater provider on the island for all customers.
Guernsey Water
• Restructuring costs may apply.

Risk

• Ability to benefit from economies of scale re: billing and
customer services.

Soc, Env and Ec
benefits

(scheduling,
assets and
operations
remain with
SW)

Cost

Key Considerations

Quality

Option

3

3

3

2

11

2

13

2

2

2

1

7

1

8

• The capacity and appetite within Guernsey Water to take on
additional wastewater service is limited, particularly relating to
lack of synergy with other Guernsey Water services.
• Separation from wastewater services and other synergies
within States Works.
4. Outsource

• There are limited suppliers on the Island, who are able to gear
up with the level of investment needed.
• The likelihood of attracting a big UK operator to the island is
limited and likely to result in a more expensive less adaptable
arrangement.
• Limited capacity or capability within the States committees to
specify and manage external contracts.
• Restructuring costs may apply.
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Revised total

Achievability

Total

Risk

Soc, Env and Ec
benefits

Cost

Key Considerations

Quality

Option

• Data is not currently available to underpin detailed
specification process and would result in high levels of risk
being reflected in the final contract price.
• Market analysis of the capacity and strengths of the sector is
not available to inform future strategy for a mixed economy of
provision
• Financial implications of transfer / leasing of assets needs to be
taken into account.
• Ability to provide on-call emergency service would need to be
part of a contract and will attract additional costs currently
absorbed within States Works.
• Private sector may bring innovation, new ways of working and
efficiencies to delivery of the service, (however with the right
support States Works can attain the same results).
• Risks associated with health and safety and environmental
protection are increased as would be subject to contract
specification and monitoring rather than part of States Works
operational focus.
5. Managed
outsourced
service - Sole
traders running
individual

• Data is not currently available to underpin detailed
specification process and would result in high levels of risk
being reflected in the final contract price.
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2

2

1

1

6

1

7

Revised total

Achievability

Total

Risk

• Limited capacity or capability within States Works to specify
and manage contracts for services with a range of suppliers

Soc, Env and Ec
benefits

rounds
managed by
States Works

Cost

Key Considerations

Quality

Option

• Market analysis of the capacity and strengths of the sector is
not available to inform future strategy for a mixed economy of
provision
• Impact of increasing cost as States Works may be left with
‘unprofitable’ high cost collections
• Financial implications of transfer / leasing of assets
• Ability to provide on-call emergency service is placed at risk
through fragmentation of service. A number of providers would
need to have out-of-hours contract arrangements increasing
costs.
• Restructuring costs may apply
• Fragmentation of service delivery may impact on ability to
implement changes e.g. those required by legislation or policy
changes.
• Risks associated with health and safety and environmental
protection are increased as would be subject to contract
specification and monitoring across a large number of contracts
rather than part of States Works operational focus.

* There is also potential to look at further options around the SLA and where the subsidy rests. Within these options, the overall cost to the
States of Guernsey remains the same.
33

Conclusion
The review has found no compelling case for significant change. However, it is
recommended that customer service and billing elements are transferred to Guernsey
Water, based on:
•

Alignment with other wastewater services provided by States Works.

•

The programme of improvements outlined in this report are implemented based
on a joint working group between States Works and Guernsey Water. Further to
this, the service is subject to ongoing monitoring and continuous improvement to
address inefficiencies and ways of working, based on a robust evidence base.

•

There are synergies between skilled groups of manual workers maximising the
potential for operatives to work flexibly across services where there are peaks
and troughs of demand and transferrable skills (e.g. drivers).

•

In the medium term, customer contact and billing are transferred to Guernsey
Water to improve and align customer experience in dealing with wastewater
collection.

•

Anticipated reduction in costs of delivery in relation to improvements such as:
o More properties being on the sewerage network and no longer requiring a
cesspit.
o Installation of remote access points, reducing timing per property.
o Reduction of ‘empty space’ collections and better use of the vehicle asset
base, through remote monitoring, volumetrics, auto-scheduling and other
service improvements.
o Changes to charging arrangements.
o Data driven improvements (e.g. to integrity of cesspits).

•

Responsibility for delivery of the service remains under regular review in light of
changes to the sewerage network on the island, changes to environmental
legislation and other changes.

Highways Services (Cleansing)
Current business model
The team operates as part of the wider Highways function within States Works in terms of
organisational structure and reporting lines but carries out duties under a separate SLA with
the States of Guernsey (Traffic and Highways Services). According to the current SLA, the
service provides:
A street cleansing service whose purpose is to maintain the safety, appearance and function
of public roads and designated ancillary areas by removing natural debris, litter and
unauthorised obstructions, including response to abnormal conditions and emergencies
where specified or instructed:
•
•
•
•
•
•
•
•
•
•

The removal of all litter, detritus and other debris from roads and other areas;
The provision of emergency call out teams;
The provision of an overnight emergency call out facility;
The provision of an intensive cleaning programme;
The collection of waste from public litter bins and the washing of litter bins and
liners;
The maintenance and replacement, where necessary, of public litter bins;
The removal of fly tipping;
The cleansing of Traffic & Highways Services administered car parks;
The collection of leaf fall, including an enhanced service to collect seasonal leaf fall;
The provision of a weed growth and unwanted vegetation control service to public
roads and footpaths within the SLA.

Staffing
The current staffing structure is set out below:
Manager, Highway
Services

Assistant Manager
Signs & Lines and
Cleansing

Supervisor,

Supervisor,

Supervisor,

Signs & Lines

Highways

Cleansing

Lead Hand
Signs & Lines

Lead Hand,
Highways

Lead Hand,
Cleansing

Operatives
x6

Operatives
x 13

Operatives
x 15
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Figure 8: States Works Cleansing team.
The working week pattern is shown in the table below across a number of sub-teams or
crews, covering different areas. Some have a 6.00am start and finish at 2.00pm four days
out of five, whereas others commence work at 7.30am and finish work at 4.00pm. The
Manager and Assistant Manager usually work normal office hours. All teams finish their
working day at either 12pm or 1.30pm on Friday. There is also some early cover on
Saturday and Sunday each week in St. Peter Port, from 5.00am to 8.00am on Saturday and
5.00am to 9.00am on Sunday.

States Works Cleansing Team Structure
Team

Number of Hours Mon.
Operatives - Thursday
Rural Team 1
3
0730 - 1600
Rural Team 2
3
0730 - 1600
Coastal Team
2
0600 – 1400
St Peter Port 1 1
0600 - 1400
St Peter Port 2 1
0730 - 1600
St Peter Port 3 4
St Peter Port 4 4
North Team
1
0730 – 1600
Bin Collection 1
0600 – 1400
Figure 9: States Works Cleansing team roster.

Friday

Saturday

Sunday

0730 - 1330
0730 - 1330
0600 - 1200
0600 - 1200
0730 - 1330
0500 – 0800
0500 – 0900
0730 - 1330
0600 - 1200

As part of this 38-hour week, some staff appear to be working regular hours at enhanced
rates (time and a half or double time) as per the terms and conditions of the ‘Black book’.
The service operates 3 hours on a Saturday and 4 hours on a Sunday as required by the
client (although this does not seem to be supported by any seasonal or trend pattern
analysis). Recent changes in working patterns (staff no longer return to base for breaks and
lunch) are believed to have increased productivity.
There are adequate levels of resources to fund required machinery and plant, although the
maintenance of small equipment is reported to be of varied quality. There is limited data
available to allow a full understanding as to how assets and resources are deployed e.g.
distance the mechanical sweepers are sweeping per day, which would allow utilisation of
assets to be maximised.
The management team report that the cleansing team work well together, especially given
the relatively low levels of remuneration and limited data available to make their job easier.
Staff turnover is low and staff are flexible in moving around to where they are needed. On
the whole, teams seem happy in their work and enjoy being given tasks but then left to get
on with them, without being micromanaged. However, they report not enjoying having to
undertake roles elsewhere in States Works when there are capacity issues, as this can upset
the balance of the team and deplete goodwill if individuals feel undervalued.
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Sickness days are relatively low compared to other teams within highways, with 17 days lost
for the period March 2018 to February 2019 (1.06 days per employee, based on sixteen
staff). This is very low when compared with a UK average of 8.4 days per employee in 2018
(CIPD, 2019).
There is some evidence of succession planning, strong business resilience and business
continuity being planned into the service, with back-up resources in place to cover for
holiday and sickness at lead hand/ foreman level. The team are loyal to the very
experienced and knowledgeable lead hand who is approaching retirement age and a
succession plan is being developed to address this.
Ways of working
Planned Works
The specification in the SLA details the roads that are to be cleansed and these have
subsequently been grouped into zones according to geographical location and frequency of
the required cleansing regime. The model used is a frequency-based rather than an output
model, which means that the service is less flexible when it comes to seasonal requirements
and demands. The zones are provided to the drivers on laminated maps so that they can
mark which road was attended and when it was cleaned (a zone may take several days to
complete). Maps from the crew are handed in at the end of working day and input into a
database, zone actions are reported back to the client team. This is a very resource
intensive way of route planning and monitoring productivity. Systems do exist that will
provide live data back to the control room including such measures as ‘brushes down’,
‘locations cleansed’ and ‘kilometres covered’, which can enable strategic decisions to be
made and resources to be deployed, based upon traffic congestion, road works and
complaints.
Weed Control
States Works are responsible for the management and delivery of weed control on the
public highways. There is little data and information available for us to conduct a full
analysis of this part of the service function. However, there are several considerations that
States Works will want to take account of in planning for the future service delivery. These
have been captured under section ‘contribution to social, environmental and economic
growth’.
Additional service requests (including out of hours)
States Works receive additional service requests via either phone or email from various
sources ranging from the general public to the existing client. Unless the service request is
for an urgent job occurring out of hours, any reports from the public or other third parties
are first referred to the client for approval, prior to despatching crews. Urgent/ emergency
out of hours jobs are usually routed from the Police Control Room (JESCC) to the on-call
coordinator who organises the despatch of on-call individuals, with the client being
informed of any action taken on the next working day. Wherever possible these costs
should be charged to the landowner or person responsible for the action required during
the call-out, for example, a car owner would be charged for attendance at a road traffic
accident.
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States Works report that more service requests are coming through than previously and
there is acknowledgement from both the client and Guernsey Waste that fly tipping
incidents have increased, possibly due to increased disposal and tipping gate fees across the
island. Less than one cubic metre of waste tipped is dealt with under the SLA by the
cleansing team. The increase in these types of service requests distracts the service from
scheduled cleansing activities and can result in the service falling behind.
Service standards
Budget constraints have required leaner, smarter ways of working and in some areas,
services may have reduced, while minimising impacts (e.g. not cleaning ‘clean’ roads).
However, public perception of seeing teams working differently in some areas may not
meet their expectations based on historic practice.
Crews themselves reported that there can be mixed messages about expected standards of
cleanliness, so whilst operatives are able to use their own common sense, sometimes this
can lead to inconsistency of approach based on an individual’s subjective assessment. They
also reported receiving mixed messages from the client/ management about expectations
and standards. A clear set of standards needs to be adopted and we would suggest that
consideration be given to adopting the DEFRA Street Cleansing Code of Practice which sets
out clear standards and expectations. This would allow for clear messages and standards to
be shared and published, whilst providing a clear standard to the States, for States Works to
be measured against.
Data
The Access database maintained by States Works for the Client contains only basic data and
cannot be easily interrogated or used for seasonal trend analysis or to drive improved
productivity and performance. As there is limited business intelligence there is a reliance on
information retained by individuals to shape current work programmes.
Given the business intelligence gaps States Works would benefit from developing a set of
Performance Indicators with the client, along with an IT solution for collecting and analysing
this data, to assist in demonstrating performance and value for money.
Emergency call-out
Out of hours jobs usually begin with a phone call from the Police Control Room to the staff
team’s coordinator, who consults their list of on-call contacts and will call the nominated
individual(s) from the cleansing team, requesting that they attend the scene to deal with the
request. The client is informed the following working day and where possible, States Works
and the client seek to charge the costs onto the landowner or car owner in the case of a
road traffic accident, or similar occurrence.
Financial analysis
The services provided by the cleansing team are funded primarily through an SLA agreed
with the States, and that was not openly tendered in the market. As a result, the service is
often challenged in respect of delivering value for money.
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The existing SLA is considered by management to be tight on costings, particularly because
of increasing levels of responsive demands, such as fly tipping, putting additional pressure
on resources. It is expected by the client that these extras are absorbed into the current SLA
and the client does not believe there is a case for additional funding for this activity. It is
perceived that competitors in this sector, offer a more complete package i.e. they will
investigate fly tipping incidents and even sort through what has been dumped to see what
can be recalled. This has not been confirmed with any of the commercial providers.
Opportunities do exist to approach cleansing and fly tipping differently through education,
prevention or deterrent, it can provide savings against existing increasing costs. These type
of models of intervention are usually undertaken on an invest to save approach with the
client underwriting the costs/risks.
As indicated below, there is limited income from other customers for this service with a
small amount of private work.
Value £1.296m

Internal STSB

2%
1%

Internal SoG (SLA)
97%

External

Figure 10: Current income generated by Cleansing
Contribution to social, environmental and economic benefits
There is limited written evidence and data available on how the service contributes to
improvements in social, environmental and economic growth across the island. There are
links that can be made to demonstrate that the current mechanical cleansing rounds are
structured in a way to have lower impact on traffic at peak times, thereby supporting the
economy, albeit indirectly. There is an opportunity to look at the type of vehicle assets that
can be operated that reduce the impact upon the environment, whilst keeping the Island
clean and green in conjunction with wider corporate fleet management planning.
In respect of weed control and management practices, in the past Glyphosate (a chemicalbased treatment) has been used internationally, allowing for a consistent and effective
service with successful applications and high level of vegetation control. It is likely that the
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use of Glyphosate will be prohibited from December 2022 and in response to this, UK
councils and other organisations around the world are looking to move away from chemicalbased weed solutions. Alternative solutions are in development, but none are widely
available. Hot water has also been successfully used, directly applied to the weed to break
down its structure as well as sterilising the soil base in which weeds germinate. In this
context, it is recommended that States Works in consultation with the client, review the
future approach to weed control.
Current technological capabilities
There is currently a distinct lack of modern I.T. and mobile technologies used to assist the
teams in their daily operations and the managers in the planning of workloads. An Access
Database is all that exists to record work undertaken and to issue work orders, with nothing
to help them in the field and maximise productivity, respond to urgent service requests or
demonstrate delivery of planned works.
Service requests are received via traditional methods such as phone or email and can be
generated from various sources, from public reports to direct client requests. Unless the
service request is for an urgent job out of hours, States Works will only take instruction from
the client (Traffic and Highways Services) and any non-urgent reports from the public or
third parties are referred to the client for approval before sending the crews out to respond.
This can impact on public perception of the responsiveness of the service.
The client can access the States Works database, raise orders and view, but not add, assets.
There are no photos available on the database of the asset e.g. a cleansed highway, and
information is limited. The requirement for invoices could be reduced if photographic
evidence or vehicle telematics data were provided once a job has been completed and then
payment could be issued. The team have reported that they would greatly welcome
additional technology such as telematics, InCab systems or even iPads in the field, to be able
to help solve the issue of evidencing work undertaken and responding quickly to customer
requests and even proactively identifying and rectifying issues before they become a
complaint. Discussions held with both the client and the teams, found that there was
general support for a ‘See it, Report it’ function to be built into the software solution,
whereby any resident or employee can report a problem easily using a device whilst out in
the field, whether or not it was their area of expertise.
Improvements to the scheduling and management of cleansing work are currently being
investigated by States Works. The primary aim is for a specification to be built, that will
support the tendering of a new IT system solution.
In addition, as previously mentioned within this report, the current system supporting the
equipment and plant inventory is limited and the capturing of live data to be used in shaping
and directing works does not exist. Teams have reported that the stock control system is not
working well, resulting in too much stock or not enough stock being held for the appropriate
lengths of time.
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Benchmarking
As part of the benchmarking exercise, several comparisons were considered including
Jersey, Alderney, mainland UK and Europe. In 2016, Jersey undertook a review of its Street
Scene Services, including cleansing and grounds maintenance, aligning the functions and
externalising parts of the operation where it was identified that efficiencies and
improvements could be made which makes direct comparisons more difficult. The current
performance data available from Jersey and Alderney is also limited and in the past, they
have both looked to Guernsey as a comparator, with Alderney in particular, appearing to
use Guernsey as its yard stick. Therefore, the focus of the benchmarked data within this
report has been aligned with Mainland UK and the major core cities.
In mainland UK, local authorities IT infrastructure and mobile working practices have
enabled a move away from a frequency-based approach, to output specifications based
upon maintaining the standards set out within the Street Cleansing DEFRA Code of Practice.
Local authorities in mainland UK and Europe have used telematics and sensors to enable
automatic emptying alerts on litter and bulk bins to either automatically schedule a
collection or text the operative to inform them that the bin is nearly full. Some local
authorities including Cheshire East, Manchester, Birmingham, Bristol, Leeds and Liverpool
have reported in excess of 75% efficiency and over 82% reduction in man hours. Below is an
extract from Egbert Taylor data collected in Liverpool in 2016 which demonstrates this:
Whitechapel,
Liverpool

Whitechapel Results

3 x Bangbelly 240ltr
bins installed.

•

6 Standard 120 litre
bins removed = 50%
reduction in bin
clutter.
75% efficiency
achieved and
reinvested man hours
to other priority
tasks.

Phase 1
Collection Analysis: 28 July – 26 September 2016
•
•
•
•
•
•
•
•
•
•

Previous bins:
6
BigBelly bins introduced:
3
Previous empties per day (per bin): 5
Total bin empties per day:
30
Days:
58
Previous total empties:
1740
BigBelly empties:
309
Reduction in 58 days:
1431
Man hours saved:
72 hours
% reduction rate:
82%

COLLECTION
SUMMARY:

TOTAL:
Red

= 75%

309
23

Yellow

210

Green

76

Figure 11: Big belly bin performance information (Information provided via Egbert Taylor
with the permission of LSSL).
There are several local authorities in Europe and the mainland UK, who are starting to
explore and mobilise underground litter and refuse bin solutions. These systems have a
much larger capacity, operate on negative air pressure to prevent smells and reduce the
number and frequency of emptying needed. This allows for enhanced cleansing activities to
be undertaken at no additional cost to the LA.
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The level of remuneration paid to an HGV sweeper driver is comparative to the mainland UK
benchmarks where average HGV Class 2 driver earnings range between £23,000 to £27,000
per annum.
Typical benchmarks and performance measures
As noted above, there is limited data collected about States Works’ service activity
However, set out below are some industry norms during usual cleansing core operational
hours 07:00 to 20:00 daily, seven days per week, for consideration going forward:
•
•

Scheduled cleansing, most local authorities work to DEFRA code of practice where
roads outside town centres are graded A to D, with A to C being the normal target
standard and areas brought back to A within 4 hours if identified as a C or below;
Town centres should be maintained between ‘A’ & ‘B’ standard, with ‘A’ being the
target at all operating times, to bring back to ‘A’ standard is within one hour of a
report.

Below are some indicative statistics which may inform ongoing service improvements:
• UK average cost per household for cleansing is £29.12 per household (APSE data)
although the variation between council areas is wide due to number of variables on
any region’s streets, but this is the main statistic/ target to use;
• On average, 1.4% of street cleansing budgets in UK local authorities is used for
education and preventative work (see later recommendations).
• Litter bins per 1,000 population ranges between 11 & 26 (subject to size of bin)
depending on population density and usage. Some local authorities increase litter
bin capacity seasonally to accommodate for high footfalls of visitors.
Set out below is an example of a customer expectation response time chart used by core
cities within the UK. We would suggest that States Works would benefit from the
development and publication of expected service standards, which can be amended by the
client based upon agreed resource allocation and funding:
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Issue
Broken Litter Bin
Dead Animal
Discarded Sharps for collectio
Dog Fouling on Highway
Fly Tipping
Flyposting - Non Offensive
Flyposting - Offensive
Graffiti Removal Non Offensive
Human excrement
Leaf Fall
Litter
Litter Bins Full
Offensive Graffiti
Street Sweeping Required
Weeds on Highway/Passageway

Response time
5 Days
1 Day
5 Days
5 Days
5 Days
28 days
1 Day
1 Day
1 Day
5 Days
5 Days
1 Day
4 Hours
5 Days
5 Days

City Centre Response time
5 hours
1 hour
1 hour
1 hour
3 days
3 days
1 day
1 day
1 hour
1 hour
1 hour
30 mins
2 hours
1 hour
2 days

Figure 12: Example response times.
Service delivery models and initiatives
Below are a number of examples of what other local authorities are embarking upon or
have implemented in street cleansing. Some of the examples focus on changing resident
behaviours in order to reduce the cost of service provision, whereas others are changing the
whole model of service delivery internally.
Highlands Council, Scotland
The Highlands Council, including the Isle of Skye, reduced its budget for street cleansing
with the aim of passing more of the responsibility to its citizens. Through education and
stronger enforcement action, they are trying to establish a culture where littering is not
accepted. The latest audit of the cleanliness of the Council’s streets undertaken in 2016
identified the council with a score of 88.1, where a score of 67 is acceptable (where a higher
number is better).
Continental Landscapes
This international provider specialising in grounds maintenance, street cleansing and
landscaping services provides online information to residents that details cleansing
schedules with the aim of reducing the number of calls to the authority.
Results from Review of Street Cleansing commissioned by Defra8
Defra has produced guidance to support local authorities in improving their street cleansing
operations and in doing so have provided good best practice examples, such as the London
Borough of Lewisham who have enabled their staff to report issues whilst they are in the
field through the use of PDAs. The technology solutions are intuitive and updates are
provided back to the reporter of the issue (including photos) so they can see what action
has been taken, reinforcing that they are part of a larger team.
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The second example is from London Borough of Hounslow which has installed vehicle
tracking systems in street cleansing and waste vehicles to provide a range of data including:
•
•
•
•

Route efficiency information to enable changes to be made and routes optimised.
Speed monitoring information.
Monitoring information to track stops at unauthorised places during work periods.
Precise vehicle movement reports, right down to road names.

Quality, regulatory compliance, health and safety
Guernsey does not have to comply with UK legislation but generally aspires to meet UK
standards. The local legislation and policy is referred to within the SLA and States Works are
expected to meet the guidelines. Teams have scope to make some on-site decisions within
set parameters of the SLA, with the client also specifying certain aspects.
Being a government provider, the standards of Health & Safety (H&S) and training are
arguably higher and easier to demonstrate than ‘one-man band’ operators or perhaps even
larger companies in the private sector. It is important that States Works continue to provide
high levels of H&S, through clear risk management and mitigation and ongoing staff training.
The existing teams are responsible for their own and others’ H&S whilst working on site.
They also maintain good records for Hand Arm Vibration and other H&S training and
compliance records.
Overview of alternative provision of the service
It is not believed that there is much in the way of competition on the island for the cleansing
services. That is not to say an environmental company from the UK or elsewhere would not
be prepared to gear up on island, given the size of the potential contract.
Staffing the service from within the island population is a major consideration for any
outsourced contractor. There is the potential for re-engagement of the existing workforce
but this may require a possible application for adoption of ‘change of employer rights’
legislation which would mean that the existing terms and conditions of employment must
be recognised, so is unlikely to be a preferred option for a contractor.
Outsourcing is not without cost or risk, including the costs of the procurement exercise
itself, which will be reflected back in the contract price by the external provider. The
estimated cost for the private sector to participate in a tender exercise, based upon the
estimated value of £8.5m over a seven-year term, would be in the region of £0.6m to
£0.7m.
Wider context
Set out below, are a number of dependencies of the service within the wider context of
States Works, Trading Assets and the States. The items identified below are not dissimilar
to those across other States Works services:
•

Garage – there is a clear dependency on the fleet and garage service in respect of
vehicle maintenance, servicing and availability. The need to maximise the working
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availability of the asset is a must and consideration needs to be given as to how the
workshops can accommodate the service needs and undertake the essential
services and repairs at times that limit the impact upon the service.
•

Other Teams – There are clear links and dependencies to other teams, particularly
for resourcing to ensure continuity of service. The ability to prioritise resources to
meet the demand of the business is important, however staff need to understand
and buy into this type of approach.

•

Public Perception – The teams and operational employees and assets are highly
visible to the public and businesses. Public perception needs to be factored into
what the teams do, how they are seen and how they do it. Many UK authorities
provide a presence during certain events or on gateways into the main areas at busy
times of day to help manage perception, provide training to staff on customer
engagement and use media avenues to promote positive outcomes.

•

IT Systems – Consideration should be given to replacing the existing database with a
quality asset management system integrated with the new IT and management
systems being explored.

Opportunities
It is clear from the high-level review undertaken that there are opportunities to approach
the current ways of work differently, and in a way that enhances current provision and
develops confidence associated to performance and the delivery of value for money. In
addition, there are opportunities to explore ways of working differently through the use of
improved technology, whilst maximising any available commercial opportunities that exist
to grow the business. Set out below are a number of opportunities that should be
considered and explored:
•

ICT - Improvements in ICT will enable significant improved change that will produce
real-time data and intelligence and provide the opportunity to maximise service
outputs, whilst planning and delivering work in a real-time environment.

•

Vehicles & Technology – By adapting the vehicle to be able to use technology and
equipment that provides live telemetry and productivity data, will help to increase
performance and efficiencies and result in a more efficient way of working. It will
allow assets to be redeployed based on best location and priority. The ability to
maximise routes and schedule works for teams based on geographical location and
time, will allow the business to work smarter. It will allow the recording and
demonstration of completed jobs and provide automated invoicing immediately,
once works are completed. It will also allow the business to report on positive
compliance with carbon reduction targets and reductions in fuel usage.

•

Vehicles and Assets – There is a clear opportunity to review the existing fleet in line
with changing technology in the cleansing and street scene sector and the wider
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States of Guernsey corporate fleet management plans, including consideration of
alternative fuels and whole life costs of assets.
There is also an opportunity to ensure that the service is maximising the investment
return from assets including consideration of ‘double-shifting’ sweepers and other
HGV assets. A typical operating day for a large mechanical sweeper in the UK is 16
hours.
•

Vehicle Image and Branding – There is an opportunity to use vehicle signage to
improve public perception of the States Works’ brand, for example using positive
messaging such as ‘Better Roads delivered by States Works’ or ‘States Works,
keeping our Island clean, green and tidy’.

•

Commercial Advertising - There are a number of opportunities that States Works
may want to explore with the States, in relation to the use of assets (fixed and
vehicles) for commercial advertising. Many UK councils use vehicles and assets to
advertise, generating significant levels of income alongside promoting key messages.
The type of advertising ranges from vehicle and asset ‘wraps’ to the inclusion of
digital advertising screens on vehicles.

•

Resource Allocation – Ensuring the right and appropriate resource allocation across
States Works is important going forward and when demonstrating value for money
and the additional benefits that States Works bring to the Island. It is important that
the ability to maximise use of the assets over the asset life is achieved. To do this,
alternative working patterns should be reviewed to understand the times that the
assets are actually used and the opportunities available to work the assets
differently.

•

Staffing – There is an opportunity to develop and upskill the existing workforce.
However, a clear succession planning process needs to be developed and put in
place to ensure the risks associated to upskilling staff who then leave is mitigated.

•

Financial Management and Charging – There are opportunities to look at how
capital and revenue recovery are optimised for the benefit of both States Works and
the States. Sourcing investment in capital items can have a significant impact on
reducing revenue expenditure. An example of this is charging new businesses for
litter bins, including the servicing and emptying for a period of seven years. A similar
approach is applied in UK Section 106 and community infrastructure levy
contributions where developers fund items such as: refuse vehicles, play areas,
trees, provision and maintenance of playing fields in relation to planning approvals.

•

Commercial Offer – There is always a balance in respect of undertaking and
delivering the main contract and developing and providing a commercial offering to
the external market. The potential to grow the business to include more external,
private work is clearly available. However, consideration needs to be given to both
the capacity in States Works to deliver, but also the possible impact on the market
and competitors on the island. To enable informed decisions to be made, clear data
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and intelligence needs to be available and a business case needs to demonstrate the
benefits and impacts of each opportunity including all associated costs and charges.
Risks
There are several considerations that need to be taken into account when undertaking
business change in cleansing. To assist States Works in mitigating the risks associated to the
changes it may want to implement, we have captured below a number of considerations:
•

Resource Allocation - The current level of overtime/enhanced payments may cause
issues for staff because they exceed thresholds for other benefits they may receive
which may deter them from providing cover. To mitigate this, there is some scope to
review staffing arrangements to minimise overtime, whilst recognising that there is a
contractual requirement to provide weekend cover (which automatically attract
enhanced payments). Other options may include the employment of seasonal
workers or operating more flexibly to cover holiday and sickness across the
organisation.

•

Knowledge and Skills – Currently knowledge is held by individuals and not captured
in systems to aid the business now and in the future. There is a significant risk that
critical knowledge may be lost through this dependency on key individuals.

•

Succession planning – Work is underway to consider how best to put this is in place,
however it will need careful thought, particularly in relation to how knowledge is
captured in the absence of good systems and how the right opportunities and
individuals are encouraged and developed.

•

Working the Assets – There are always mechanical and operational risks associated
with either not sweating or conversely, over-sweating the assets. The idea and
reality of preventing assets from being inefficient needs to be balanced against the
needs to maintain and prolong the asset life over its depreciation period, and
without significantly increasing repair costs.

•

Commercial Growth - There is a risk that by growing the private business without
first understanding the optimum performance and productivity of the service, that it
will become inefficient. It is likely that there will be an optimum size of job that is
worth States Works undertaking and whilst a few smaller and less-optimised jobs
could be absorbed, there is a danger that too many will cause inefficiency. Most
commercial companies use sub-contractors to help support the growth of the
business until such time as it is economical to employ or purchase the resources long
term.

•

Economic Balance – It is important that States Works understands its contribution to
the wider economy and the risks associated to rapid growth that may impact the
smaller operator which currently exists on the island. This type of risk also attracts
political attention in support of the smaller operation and developing companies.
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•

Culture - The risk associated to the transformation and development of the
workforce culture should not be under estimated. Staff need to be engaged and
supported through change and that means making clear investment into supporting,
training and promoting the benefits and outcomes of change positively.

•

Fly tipping and other responsive activity – There is a developing risk to States Works
based around the growth in fly tipping and dumping incidents that the service is
having to attend to in a timely manner. It is important that the cleansing service
monitors the trends and is aware of the impacts to frequency type services. States
Works, with the support of the States, need to consider an ‘invest to save’ model
that targets fly tipping and dumping hot spots through education and enforcement,
with an aim of reducing existing costs over a longer term of three to five years.
Analysis of a sample of UK Local Authorities found they assign an average 1.4% of the
contract budget for this type of educational campaign.

Recommendations
The following recommendations are based upon supporting the future long-term operating
model of the service. The recommendations should form part of a clear programme of
works that are phased in a way to maximise outcomes and benefits for both the States and
States Works.
Recommendation
Next 12m
2.1 Review the current SLA
arrangements and consider
developing greater
autonomy to reduce
arrangements for client
approval. In addition,
clearer, more transparent
agreed standards should be
developed (with flexibility to
change if necessary).
2.2 Develop a set of Key
Performance Indicators to
enable better use of
performance data and
resource allocation based
upon target income
generation and
performance targets.

Justification

Investment required

The current practice causes
delays and an inefficient
process. It may be able to
be resolved with an
allowance for additional
jobs to be undertaken.

Resources to review and
negotiate the SLA terms.

Clearer standards will
enable greater transparency
and if published, help to
manage public expectations.
This will enable confidence
to be built in the service
through more effective
management control and
benchmarking and increase
transparency.
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Resources to research and
work with managers to
develop suitable data and
intelligence.

Recommendation
2.3 Review, analysis and
updating of the rate card.

12-24m
2.4 Research and review the
options for an effective
Asset Management System.

Justification
To ensure that pricing is
undertaken on a
commercial basis and the
cost structures and cost
drivers underpinning service
delivery are fully
understood and evaluated
in commercial decision
making.

Investment required
Cross-cutting project to be
led by finance.

A good asset management
system will enable task and
job assignment for crews
including recording of
breaks, time off-site, autoscheduling, job pricing,
maintenance regimes to be
captured in one place. It
should also link to the
systems in the following
recommendations. Risks on
the public highway are
effectively managed.

Some work is already
underway; continue
resources to enable
thorough research and
review of options (this does
not need to be a bespoke
system).

2.5 Research and review
telematics system options

This will enable detailed
Resources to research and
information to come back to review suitable options.
the management team
about where the vehicle or
plant is and what it is doing,
including optimum driving
speeds, areas covered and
so on, building greater
intelligence.

2.6 Research and review the
current use of in-cab
technologies including a
comprehensive look at
other users and industry
developments. Again, this
should link to the Asset
Management System.

In-cab systems enable
Resources to research and
incoming jobs to be
review suitable options.
transferred to crews on site.
They also allow for autoscheduling, based upon
urgency, operational
working time available,
rather than relying upon
local knowledge or
subjectivity. In addition,
they support a ‘see it, report
it’ focus for teams.
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Recommendation
2.7 Review the current use
of resources (mechanical
and human), to identify
opportunities to increase
productivity, maximise asset
usage (both time and tasks,
e.g. using one vehicle with
multiple attachments).

Justification
Understanding true levels of
current productivity through
data captured over a period
of time and comparing this
to industry standards is key
to then being able to
develop an asset
replacement strategy and
any changes to working
patterns needed.
Benchmarking from across
the U.K. suggests that
around 1.4% of the budget
allocation of street
cleansing services is put into
targeted campaigns such as
reducing littering, chewing
gum, cigarette litter and fly
tipping. For example, in
schools alone, Tidy Britain
report a 32% reduction in
waste, through increased
education.

Investment required
Resources to undertake
detailed analysis and
comparison work.

2.9 Develop specifications
for replacement
technology/ systems.
Procure and implement new
systems.

Increased productivity and
maximised use of resources,
greater oversight and
business intelligence,
removal of manual
intervention.

Project team to be created

2.10 Undertake procedural
and culture change work
together with appropriate
training to support new
ways of working, such as
use of technology in the
field and a move to ‘see it,
report it’.

New technology needs to be HR/ change management
carefully implemented,
support may be needed.
taking staff on a journey and
giving them ownership.
Thinking about this
transition alongside
procurement will help to
ensure successful
implementation. The ‘see it,
report it’ initiative will also
maximise use of resources
in the field and get ahead of
problems before residents
call in.

2.8 Work with the client to
agree funding for activities
aimed at raising awareness
of the impact of anti-social
behaviour issues.
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Potentially an additional
resource to focus on this
activity depending on
funding arrangements.

Investment in IT system
implementation and
support.

Recommendation
2.11 Utilise the findings
from the review of
resources (above) to make
any changes to working
patterns or procedures.
This should include
consideration of a flexible
response team and
‘consider public perception,
e.g. deploying crews during
events or to key gateways.

Justification
Better use of resources can
result in a more efficient
operation and greater levels
of public satisfaction.

Investment required
Resources to develop the
overall strategy and
business cases for each
vehicle type.

2.12 Work with the fleet
management function to
develop a vehicle
replacement programme
aligned with the Corporate
fleet direction of travel,
considering whole life costs,
vehicle technology and
alternative fuels.

This will enable true costs to
be identified plus any
opportunities to increase
productivity, reduce fuel
costs, or utilise alternative
fuels. It may also offer an
opportunity to reconfigure
capital and revenue budget
spending.

Resources to develop the
overall strategy and
business cases for each
vehicle type.

2.13 Review emerging weed
technologies using a
project-based approach to
source the right solution for
the island.

To align with environmental
policy changes and WHO
guidance.

Resources to review and
then procure the right
solutions to weed
management.

This will reduce complaints
because swift action can be
taken and the customer is
kept up to date.

The new AMS and autoscheduling should support
this with minimal (if any)
staff intervention required.

Beyond 24m
2.14 Develop customerreporting tools to expand
the ‘see it, report it’ way of
working already
implemented amongst
crews. Enable this to have
an automated feedback
loop to keep the customer
up to date.
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Recommendation
2.15 Review opportunities
to develop the business for
cleansing services to include
more private work. Develop
this as part of a wider
commercial business growth
plan. This could include use
of vehicles to advertise own
and others’ services to
generate interest and/ or
additional income.

Justification
It is important to get the
current ‘in house’ service
right and working well first,
with the right equipment
and technology to then
support a move into
additional private work.
This can help to generate
income for the company
and potentially help to
reduce the SLA cost for the
States.
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Investment required
Resources needed to
develop a commercial
business plan (requires
strong business and
commercial nous).

Target operating model options
In light of the findings from this review of the Cleansing Service, potential options have been evaluated for the future provision of the service.
As noted earlier, limitations in availability and quality of data means that detailed modelling of options has not been possible. Options have
been scored on a relative basis, validated through discussion with the States Works’ management team using the evaluation criteria and
scoring matrix set out in section 3.3 and based on consideration of the pros and cons of each option derived from the review and analysis
undertaken.
Revised total

Achievability

Total

Risk

• Current service is considered to be effective and there is scope
for further service improvements highlighted in this report.

Soc, Env and Ec
benefits

1. Service
continues to be
provided by
States Works
(As-is)

Cost

Key Considerations

Quality

Option

3

3

3

3

12

4

16

2

2

2

2

8

1

9

• Alignment with other States Works services including fleet
maintenance and out of hours emergency response.
• Synergy with other States Works services managing teams of
manual operatives.
• Retention of deep expertise in relation to street cleansing on
the island.

2. Outsource
fully to the
private sector
(Contracted by
E&I)

• There are limited suppliers on the Island, who are able to gear
up with the level of investment needed.
• The likelihood of attracting a big UK operator to the island is
limited and likely to result in a more expensive less adaptable
arrangement.

Revised total

Achievability

Total

Risk

Soc, Env and Ec
benefits

Cost

Key Considerations

Quality

Option

• Limited capacity or capability within the States committees to
specify and manage external contracts.
• Restructuring costs may apply.
• Data is not currently available to underpin detailed specification
process and would result in high levels of risk being reflected in
the final contract price.
• The cost of procurement is expected to be in the region of
£600k which would be reflected in price across the term of the
contract.
• Risk of loss of States Works deep expertise and knowledge of
street cleansing on the island.
• Private sector may bring innovation, new ways of working and
efficiencies to delivery of the service, (however with the right
support States Works can attain the same results).
3. Managed
Service
Provided by
States Works

• Enables the retention of the expertise of the States Works team. 2
• Brings in specialist services and complementary strengths from
within the private sector.
• Limited capacity or capability within States Works to specify and
manage contracts for services with a range of suppliers.
• Data is not currently available to underpin detailed specification
process.
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3

2

2

9

1

10

Revised total

Achievability

Total

Risk

Soc, Env and Ec
benefits

Cost

Key Considerations

Quality

Option

• Market analysis of the capacity and strengths of the sector is
not available to inform future strategy for a mixed economy of
provision.
• Fragmentation of supply may impact on ability to implement
changes to environmental policy, but private sector may bring
innovation, new ways of working and efficiencies.
4. Transfer to
E&I (for inhouse
provision)

• Closer alignment of delivery and responsibility for cleansing.
• Restructuring costs may apply.
• There is not perceived to be the capacity within E&I to take on
and manage additional service.
• Separation from synergies with other States Works services.
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3

3

3

2

11

1

12

Conclusion
Option 1, as-is, is recommended at this point.
In the current context, States Works is the best provider of cleansing across the island and
provides best value for money in the wider sense, based on the information available.
Committees (particularly Environment and Infrastructure), do not currently have capacity to
specify, procure and contract manage the range of cleansing services provided by States
Works. The ability to attract one of the big eight UK providers to the island is limited and
should the States be able to attract them, it is anticipated that the cost of contract delivery
would be significantly higher than present. As such there remains a significant benefit in
States Works providing the coordination and delivery of services.
However, it is recommended that the current SLA needs to be revisited to provide clarity
over term, costs and investment. This would ensure certainty on outputs and performance
expectations for both the States and States Works. In addition, consideration needs to be
given to moving the existing fleet of vehicles to greener alternative fuel solutions. This will
mean investment will be needed in terms of infrastructure and upskilling of the workforce.
As mentioned earlier, States Works would need to implement a range of improvements to
deliver this option.

Land Management
Current business model
The Land Management service comprises a range of activities undertaken predominantly for
States clients based on SLAs. Key services are:
•
•
•
•
•
•

Gardening including public floral displays.
Grounds and greenkeeping.
Propagation and cultivation.
Maintenance of public spaces and some cemeteries.
Maintenance of nature conservation sites, cliff paths, commons and beach
headlands.
Maintenance of public hedges and roadside verges.

There is also some private garden maintenance and a plant hire business.
The majority of the work is planned maintenance, based on a seasonal schedule linked to
the activities required to meet the outcomes agreed in the SLAs.
Staffing
The team structure is set out below. There are currently 45 FTE members of staff in the
service.

Figure 13: Land management team structure
The structure is based around 2 supervisors who work together to manage job allocations,
and it is noted that staff reporting is shared across these Supervisors. Some staff,
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(predominantly the park staff) are assigned to specific locations, most others are in flexible
teams under the supervisors and they are moved to different activities depending on the
scheduled jobs. There is also a mechanic as part of the team who specialises in small tools
and is based at the Burnt Lane site. Overall, based on the consultation, the staff group seem
happy with the current working arrangements.
Staff Turnover (12 months to February 2019) is 17.7%, with 7 starters and 8 leavers which is
lower than average within States Works. Sickness days lost for the same reporting period
were 394 which equates to 3% p.a. (based on 47FTE). This compares favourably with the
APSE benchmark of 4.55% for similar workforces in a sample of UK local authorities.
Management have reported that recruitment has not been an issue for permanent roles. It
is perceived that this is because pay and conditions (guaranteed work, etc.) are considered
better than the private sector contractors, etc. This was backed up by discussions with staff
who felt that working with States Works was better than the private sector because of
health and safety, training and development and the associated terms and conditions.
There is also a recruitment route through the Committee for Employment and Social
Security led Community and Environmental Projects Scheme (CEPS). This is a return to work
initiative providing placements for people who are not working due to unemployment and /
or long-term illness. Between 2014 and 2018, 27 individuals secured work with States
Works through the scheme, most within the Land Management service.
Staffing levels are perceived by the management team to be about right based on the
workload. However, this is largely based on practice rather than on any data driven analysis
of staffing needs. There is a current focus on succession planning with staff being trained in
targeted skills, especially where there is a critical reliance on a small number of staff. For
example, training is underway to ensure more staff are able to do the ‘carpet’ designs on
flower beds and there has also been investment in driving skills so that 4 staff members are
now able to drive tractors (historically there was a dependency on a single driver).
Further to this, a current objective is to build the overall skillset internally (through in-house
training and development) and support a shift to managing the environment. Despite this
focus, staff reported that there was difficulty accessing the training needed to do their job.
In particular, lack of specific technical training was limiting the ability of the workforce to be
as flexible as possible and there was benefit seen from increasing levels of technical training
(e.g. digger driving) to increase flexibility and reduce the reliance on external contractor
input to the team.
Evidence from the consultation indicated that there is scope for working with the staff
group to increase confidence, skills and capability across the range of work undertaken to
ensure that the team is more flexible and able to work across different areas of operations.
This could be done through changing the approach to induction, spending more time
explaining the range of work and demonstrating different activities, additional skills training
and also time spent on the job in different areas.
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Ways of working
The workload for the team is set out based on detailed schedules which form the basis of
service level agreements. For example, the schedule for a school site as part of the
education contract is set out below:

Grass cutting (High & Low Frequency)
Weedkill (Hard Surfaces)
Border Maintenance
Cut Hedges
Streams & Douits

Frequency
(Maximum) January February March
18
3
8
2
2

Pitchcare
Mowing
Mowing field by Greenhouses
Verti Drain
Fertilize
Herbicide Treatment
Rolling
End of Season Renovations
Hand fork goal mouths
Line marking of football pitches
Line mark summer sports

30
2
3
4
1
3
1
4
41
12

MUGGA Pitch
Weed removal
Moss & algae treatment

8
8

April

May

June

July

August September October November December

Figure 14: Example spreadsheet-based schedule

Based on this information, the supervisors work out weekly and daily schedules. Staff are
allocated to jobs based on scheduled requirements, availability, and also to cover sickness,
etc.
The SLAs and schedules are maintained in spreadsheets and job sheets are on paper. The
work is managed by the supervisors (and their teams) based on their detailed knowledge of
the sites and the work required to maintain them to an appropriate standard and years of
experience. Much of the critical information is not written down, but in the shared memory
of the supervisors and teams.
There have also been many staff changes on both client and States Works teams in this area
since the original agreements were put in place. Requirements and working practices have
evolved over time. However, these changes have not always been recorded consistently
and so there is a mismatch between the schedules and the work actually completed to meet
the desired outcomes.
There is a recognised risk that this knowledge is easily lost to the organisation, with a key
dependency on a few staff. This is being addressed through an exercise underway to
capture this detail. The SLAs and work schedules are being picked apart in detail and built up
to:
•

ensure that they match the outputs required by the clients.
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•
•
•

clarify the land covered by the agreement.
clarify the works required for that land.
confirm the inputs required to meet the client’s required outcomes.

This is a large and time-consuming exercise which was started in 2017. There is a priority to
complete this work by the end of 2019. States Works is leading on this but there is a need
for input from the clients to confirm outcomes and also provide input regarding changed
requirements relating to the service standards and environmental policy (e.g. wildflower
meadows, pollinators etc).
The limitations around data also impact on the ability to assess and maximise the use of
staff and vehicle and plant resources. This is managed based on staff experience and
although thought to be efficient based on years of experience, there is limited data to
evaluate this. Better data will allow this type of analysis and create opportunities for
improvement. At this stage it is difficult to evaluate questions including:
•
•
•

Could activities be scheduled so as to optimise the use of time, for instance route
optimisation, different groupings of activities?
Could a different shift pattern maximise the use of vehicles and machinery?
Would a different mix of vehicles impact on efficiency of the service?

Overall performance of the service is thought to have improved, with clients reporting a
noticeable improvement over recent months and general satisfaction with the work
completed and the knowledge and attitude of staff involved. One area for improvement is in
communication and reporting. This is currently limited by the ICT, but it is possible some
interim solutions could be put in place to meet clients’ needs in the short term.
Financial analysis
A breakdown of the income and costs for the service is set out below.
2018
Actual
£'000
Income
Internal income (net)
Wages
Salaries
Other direct costs
Depreciation
Overhead allocation
Total expenditure
Surplus/deficit

2019
Budget
£'000

% States
Works
Budget

2,086

2,040

18

-53

1445
54
233
109
201
2042

1419
53
172
110
226
1980

62

7

12%

22%
3%
3%
7%
11%

*internal income is shown net of internal charges from other services
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Figure 15: Projected sources of income
The main SLA (£0.9m) is with Agriculture, Countryside and Land Management Services
(ACLMS) for grounds maintenance, litter and cliff path maintenance. This SLA was
developed in 2014 for an initial 5 years (as part of the corporate provision of land
management services SLA) and has been rolled forward into an extension for 2019. This SLA
is based on detailed service standards. It is acknowledged that it needs revision and update
and improvement of reporting and audit processes.
The pricing in the SLAs is built up on activity-based cost models using the following
parameters:
•

•
•

•

Input: This is based on listing the activities at the site and estimating the planned
frequency to achieve the specified standards. As noted above, there is a detailed
review ongoing of the input per site which will ultimately impact on the overall SLA
values.
Staff costs: Day rates are based on the States Works ‘Daywork Rates’ which are set
annually based on wage rates and include overheads, social insurance, pension,
holiday and management time and also an allowance for surplus and risk.
Vehicle rates: Rates for vehicles and plant are based on cost, depreciation,
maintenance, fuel and asset life, etc. The rates are largely based on historic
calculations which are rolled forward. It is acknowledged that there is a need for
review.
Materials: Based on the cost to States Works, including tip fees, plant costs, etc.

The projected cost for each site is amalgamated into the overall fixed price SLA for delivery
of all of the specified services.
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The SLA values roll on year on year over the period of contract length and in general rise by
the public service employee wage settlement agreement (circa RPI) unless by prior
negotiation and agreement with the client. In the past few years contract prices have not
been increased and/or below RPI increases have been agreed.
In practice, the SLAs are not operated on a full contractual basis and are much closer to a
partnership or arrangement between two internal committees of the same organisation.
States Works plays an important role in specifying the requirements as well as delivery. The
boundary between client and service provider is blurred. The client does not have the
capacity or deep knowledge of the land to specify the work required in most areas.
In monitoring delivery of SLAs, clients have demonstrated a mix of outcome focus and input
focus. For example, there are monitoring visits which are focused on confirming that the
land in question is maintained to the expected standard. At the same time, in discussion,
one of the concerns of the clients is that they don’t know whether they are getting the
inputs in terms of time that they have paid for. This is exacerbated by limited availability of
data highlighted earlier.
This arrangement means that the land management service provided is responsive and
commensurate to need. In this arrangement States Works takes on the financial risk from
the Committee, providing a full land management service for a set budget and effectively
operates as a separate budget centre of the Committee. The terms and conditions and
detail within the contract are of limited purpose.
This arrangement works where the contractor (States Works) is a trading asset and invested
in the best outcomes for the people of Guernsey. However, where profit is the primary
driver, a more clearly specified and managed contract needs to be in place with variation
arrangements and sharing of risk as key elements.
Contribution to social, environmental and economic benefits
The Land Management team makes a significant contribution to the social, environmental
and economic goals of States Works.
Key schemes supported by the team include:
•
•
•

Community and Environmental Projects Scheme (CEPS) which provides temporary
work and training for people who are not working due to unemployment or longterm illness.
Guernsey Employment Trust to support disabled people to prepare for, find, and
maintain work in Guernsey.
Giving Opportunities which trains people with mild learning and communication
difficulties, mental health disorders and ex-offenders for work.

As well as other work with organisations such as GROW, schools and individuals on work
rehabilitation or phased returns to work for staff from other SOG Committees.
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The greenhouse provides a valuable environment for the operation of these programmes
and the staff based at the greenhouse provide lots of support to these schemes which have
a wider social benefit for the island. Without the greenhouse, the beneficial opportunities
within States Works available to these community schemes would be limited.
There is little specific funding for these initiatives to cover the States Works staff time spent
supporting this work and this cost is absorbed. To some extent the work hours provided by
the scheme participants will offset this to a degree. Overall, it is evident that this is a big
part of the work for some members of the team and that through this work, significant
value is provided to the island. There is scope to report on and publicise this work more,
both to demonstrate the social value provided by States Works and also for the benefit of
key staff involved in the programmes, supporting staff satisfaction and retention.
Outside of the social benefits, the team also contribute through:
•
•

Floral displays which support to the tourism and visitor economy
Operate as a key enabler in the implementation of the island’s environmental
strategy and policies.

There is also a perception that the role of States Works in these areas is overlooked and
voluntary and community groups are often credited where States Works staff have provided
much of the input. There is opportunity in these areas to promote the role of States Works
in these areas of particular public interest.
Current technological capabilities
The Land Management service is currently supported by the Servitor system. A detailed
review of this system has not been undertaken as it is acknowledged that it is no longer fit
for purpose and a process is underway to source and implement a replacement system as
part of a wider ICT strategy being implemented across States Works and more widely across
the States of Guernsey. This implementation is being run outside of States Works to
corporate timelines and as such there is limited control over the timing and speed of
implementation.
In preparation, data is being recorded into a new Microsoft database to facilitate upload
into the replacement system.
The current system is limiting the ability of the organisation to report and monitor the work
done and undertake any meaningful performance reporting. The ability to report to clients
is also limited. It is fundamental in the specification of any new system that these
capabilities are built in to support the business.
Technology is also changing the ways of working in the sector. Some examples of
developments are:
•

Auto scheduling of activity using software which can take into account weather
conditions, route optimisation, staffing availability and other factors (e.g. exam
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•

•

periods in schools). Artificial Intelligence and machine learning can also be applied to
further inform the optimal scheduling of works.
With regard to playing fields, there is a shift to 4G pitches, especially for schools in
the UK. This has implications for maintenance and also enables income generation
through letting.
Machinery and equipment are also evolving with new technology such as robot
mowers, multiple use vehicles and alternative treatments impacting on the way
services are delivered.

Benchmarking
Context
Across the UK, the context of land management shows an evolving picture. From a policy
perspective, the importance of parks and other green space is increasing based on the
contribution these spaces, if appropriately maintained, can have to topical issues such as
the tackling of climate change, fighting the obesity epidemic, helping patients manage longterm health conditions and by providing educational opportunities for children to learn
about their environment.
However, Land Management services have been hard hit by reductions in local government
spend across the UK. The Heritage Lottery Fund report entitled ‘State of UK Public Parks
2014’ found that over three quarters of local authorities have reduced staff with the
numbers of management staff being cut the most. Over three quarters of authorities have
lost operational staff and 1 in 5 authorities have lost more than 20% of their operational
staff. This is also reflected in the APSE benchmark data on average hectares maintained by
local authorities which demonstrates a fall from 1001ha in 2014/15 to an average of 764ha
in 2016/17.
These changes are driving fresh approaches to the sustainability of public parks and spaces,
including changes in the park’s management and maintenance regimes, more diverse
sources of funding and resources, including the involvement of the community and social
and private enterprises and the exploration of new uses and activities within parks.
There is significant variation in the resources allocated and the model of delivery. APSE data
from 2016/17 demonstrates that the councils in the analysis spent between £1.9k per
hectare and £10.5k per hectare on parks, open spaces and horticultural services. The
average was £5.0k. The Park Managers Survey (Heritage Lottery Fund 2014) found that over
half of authorities currently maintain their parks through in-house services (98/176 - 55.7%)
compared to just under a quarter that have contracted this out (41/176 - 23.3%) whilst most
of the remaining authorities have a combined approach of in-house and contracted-out
(33/176 - 18.8%).
This variation and the impact of austerity and service cuts on UK land management
provision limits the usefulness of any benchmarks, particularly in terms of spend. However,
there is potential to learn from innovation in productivity and new models of ownership,
driven from the need to do more with less in the sector.
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A growing trend of asset transfer to community groups was noted in the survey. Overall,
there has been a significant rise in the number and membership of park friends’ groups with
park managers reporting a 30% increase in groups over the last three years. Friends groups
responding to the survey demonstrate that they can play an important role in the resourcing
of parks. Collectively they have raised over £6.6m in funding over the last three years which
equates to over £30m annually across the UK. On average groups provide 183 volunteer
days to support their local park each year. The economic equivalent of this equates to
£45.7m of time given in-kind by all friends’ groups in the UK.
Developing new income streams to fund Land Management activities is also a key area of
development and innovation. For example, councils are exploring new concessions and
events, ecosystem development and other commercial developments.
Price Benchmarking
There are two components to benchmarking the price for this work which match the
components underpinning the calculation of the SLAs.
•
•

Rate per hour.
Input hours (Productivity).

Hourly rates
Analysis has been undertaken to compare States Works hourly rates to those for some key
comparators from UK contractors, on island contractors and local authority providers.
This shows an overall price range of between £10 and £33 per hour for grounds operatives –
the States Works rates sit well within this range and close to the median.
It is recognised that the UK comparators are only a guide as there are specific factors
relating to operating on-island. As part of this work we have not approached private sector
contractors on Guernsey for their rates due to commercial sensitivities. It is reported that
States Works rates are typically used as a benchmark for other companies and as such it is
likely that similar organisations will be operating at a similar hourly price.
Productivity
In terms of land management, productivity relates to the work rate for undertaking the
agreed inputs (e.g. mowing X hectares of playing fields).
There is limited data available to assess at a system level or job level the productivity of
States Works in comparison to industry benchmarks. Discussions with the team indicates
that they are not currently in a position to calculate or review data based on cost per m2 or
similar benchmarks. There are two main reasons for this, both of which are being addressed
by States Works.
a. IT capacity and the limitations of the Servitor system. This is being addressed by the
planned upgrade to SAP and potential investment in appropriate operational logistics
software which will allow much more data about activity to be collated and analysed.
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b. The scope of work is not fully accurately documented. As outlined earlier, the timings
used in the SLAs are based on historic experience and the deep knowledge of the land by
the team in place (particularly the experienced supervisors). There is very little data to
measure or monitor productivity on this basis. A detailed review of the SLAs is
underway which is primarily focused on confirming the work done at each site, as over
time this has evolved due to changing needs. This is a time-consuming process and the
findings are being documented in a database in a format which should facilitate the
integration with a new IT system to maximise the benefits.
Without this data there is little scope to be able to benchmark the service. The table below,
taken from Core Cities provides an indication of the sorts of measures and benchmarks that
could be adopted by States Works to monitor and report on service delivery standards.
These are benchmarks from an urban context, and it is recommended that States Works
considers the measures and adapts to what is reasonable in an island context.
Maintenance item

Grass, cut 12 times per year, per m²
Grass, weed control around mowing obstacles, per No
Hedges, weed control along hedge bases per m
Hedges, mostly cut once per year, per m
Trees, weed control around tree bases in grass, per No
Trees, maintain stakes & ties, per No
Trees, Prune broken/dangerous branches,suckers, epicormic growth, and to clear lamp columns, per No
Shrub beds, weed control, per m²
Shrub beds, Maintain grass edge, per m
Shrubs, maintenance/ encroachment pruning, per m²
Woodland floor, Spot treat weeds, and strim, per m²
Woodland, Maintenance/encroachment prune, per m²
Woodland, Prune broken and/or dangerous branches, suckers and epicormic growth, per m²

Benchmark £ per
m²
0.02
0.05
0.05
0.18
0.05
0.20
0.10
0.05
0.02
0.14
0.02
0.14
0.16

Figure 16: Example measures
At a service level there are also some standard benchmarks used in the sector. The table
below shows a selection of the relevant performance indicators used by APSE to benchmark
land management services. (Source APSE Parks, Open Spaces and Horticultural Services
whole service summary 2016/17).
Key Performance Indicator

Average

Highest

Lowest

PI 12 Number of hectares
maintained per FTE frontline
employee
PI 13a Percentage staff
absence
PI 22 Customer Satisfaction
Performance Indicator
PI 34 Environmental Practices
Indicator

10.81

25.79

2.54

States
Works
12.86

4.55%

11.07%

0.70%

3%

57.23%

63.76%

51.30%

N/A

30.69

67.00

5.00

N/A
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PI 41 Maintenance cost per
£5,024
hectare of maintained land
PI 42 Maintenance cost per
£18,767
1000 head of population
PI 26 Front line staff costs as
66.37%
a percentage of total cost
Figure 17: Sample of APSE KPIs

£10,538

£1,855

£3,090

£47,346

£6,324

£27,513

81.10%

37.76%

68.4%

This shows that there is considerable variation in the benchmarks for the councils in the
sample. However, compared to the sample States Works benchmarks well within the range
(where it is possible to calculate a comparator) suggesting that the service is providing value
for money in this context. Given the island context, it is expected that cost per head of
population would be higher than average. Although it is a useful guide, there are limitations
in relation to this data:
•
•
•
•
•
•

Quality and consistency of data will vary across the sample.
The level of management and co-ordination is varied.
Variations, particularly relating to weather and seasonality e.g. wet periods and dry
periods can alter the growth patterns and change the inputs required to meet
particular land management specified outcomes.
Different landscapes and land types require different levels of effort, so a broad per
hectare measure does not account for this complexity.
Lots of smaller plots of land v big open areas.
The way that land is managed (e.g. some areas may not be maintained to allow for
growth of pollinators, other areas may be mowed on a regular basis for recreational
use).

Guernsey Housing Association Tender
Tender processes are a good measure of time, cost and quality. Recently, the service has
been successful in acquiring new work through competitive tendering to Guernsey Housing
Association. Although not a direct benchmark, this indicates that the service is operating
competitively based on external analysis.
Wider components of benchmarking and value for money
Value for money needs to be considered at a broader level than measures of direct price,
but rather a broader commercial return. In particular, States Works provision operates in
the context of a wider ‘system’ incorporating the other Trading Assets, the States and the
island as a whole. Within this context there are some wider considerations:
•

Coordination / one-stop shop
States Works provides a complete consolidated service to the States through the
corporate land management SLA. Part of this service is the coordination of the range
of activities which need to be undertaken as well as appreciating the
interdependencies between activities.
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This also means that the service is able to be flexible and responsive to requests, not
sticking rigidly to a specification with bureaucratic change mechanisms, but working
more broadly in partnership towards outcomes for management of States land.
If an alternative approach was taken, it is likely the contract would need to be
broken into chunks and a number of separate contractors managed to achieve the
same outcomes. This would result in an additional cost elsewhere in the States to
coordinate and manage a range of contracts as well as a risk that work would fall
through the gaps.
However, in delivering the overall contract, it is possible that States Works are
undertaking activities which they are not best placed to do. Without detailed market
analysis, it is difficult to make informed judgements about the best place for the
work.
In summary, to replace the co-ordination role undertaken by States Works requires
increased contract management capacity and capability in the relevant committees
plus a strategic understanding to be developed of the market on the island for land
management related services.
•

Quality, regulatory compliance, health and safety
States Works as a Trading Asset adhere to health and safety and quality
accreditation. Anecdotal evidence from the consultation indicates that other
operators do not have the same focus. It is possible that, for external contractors to
take on large chunks of land management work from the States, there would need
to be support and development to the market in terms of achieving the required
standards and accreditations (e.g. ISO 9001).

•

Knowledge
The States Works team bring deep knowledge of the land and what needs doing,
implication of variations due to weather, etc.
The staff working on the land know the land in more detail than those
commissioning the work, in particular due to staff turnover. This was acknowledged
by all parties during the consultation and reported that on site visits the knowledge
and range of work completed at a site is often beyond expectation.
This knowledge is transient and dependent on the current workforce. States Works
are aware of this and putting in place succession planning initiatives and also the
detailed exercise which is ongoing to record information about sites and activities.

•

Other considerations
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o Economies of scale - The scale of the contract means that peaks and troughs
of work across seasons are more easily managed with a stable staff group.
o There has been investment in equipment by States Works which would not
be commercially viable for the private sector, for example the large mowing
equipment for playing fields. It is possible that there are some tasks which
would not be done if States Works does not undertake the work. However,
for States Works just to do these activities would not be viable.
o Fair employment – States Works staff are employed on States terms and
conditions.
o Redundancy considerations if States Works is no longer the main provider of
services.
o Social Value / CEPS and the other schemes – as noted earlier, States Works
supports a range of schemes which add value in the wider community.
Overview of the market on the island for alternative provision of the service
As such, there is a relatively large and established market in the sector operating in the
ground’s maintenance, gardening and tree surgery market. The capacity to provide the
range and scale of works provided by States Works is untested. However, through the
consultation process a range of parties expressed concerns about the capacity and also the
quality aspects (particularly health and safety considerations) of some of the private sector
companies operating in the market.
Market development and more detailed market analysis is part of the remit of the category
management approach of the procurement team. In future, it is likely that a mixed
economy will prevail in the sector which will maximise the benefits from working with the
private sector.
Wider context
Emergency response
Land management as a service provides limited input to the day to day emergency response
service. The workforce is factored into the wider planning for a major incident.
Procurement
A focus on improving procurement across the States includes a move to category
management, a strategic approach which organises procurement resources to focus on
specific areas of spend. This enables category managers to focus on the supply market and
conduct in depth market analysis to fully leverage their procurement decisions on behalf of
the whole organisation.
Land management is one of the categories to be managed in this way. States Works will be a
key stakeholder in this as a major provider in the market. There is also potential for States
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Works to be involved in the category management strategy when this is developed. In
particular, there is limited capacity within procurement to progress this work and as such
the knowledge and skills within States Works will be key.
As highlighted earlier, there is a large and relatively mature market of providers in the land
management sector and it is likely that the outcome of the strategic analysis underpinning
the system-wide strategy, will advocate a mixed model where States Works is one of a
number of providers.
In this model there is also an opportunity for States Works to play a wider role coordinating
provision, managing contract relationships (as well as continuing to provide some services in
house).
Opportunities
Potential impact of technology in delivering an improved service and smarter ways of
working
The planned system upgrade from Servitor to SAP and the new operational logistics
software will deliver significant benefits to ways of working. A key enabler for these
benefits is the completion of the review of the data underlying the SLAs, this is a priority for
the managers of the team. Good quality data, combined with a new system/s with
improved functionality, will improve allocation of work and allow continuous improvement
based on evidence.
There is also potential to achieve incremental benefits in terms of productivity and quality
by adopting technology in ways of working such as machinery and treatments. One way of
approaching this is to create a small budget for trials and tests of new technology.
Opportunities for improvement including efficiencies and savings
Key improvement opportunities emerging from the review are:
•

Monitoring and reporting. At the moment, the extent of performance and activity
reporting, monitoring and benchmarking is limited (both for internal management
purposes and in reporting to clients) primarily because the current ICT system does
not support this. A process is underway to procure and implement a replacement
system/s. This is a real opportunity to ensure that the system/s will be able to
support the business in driving continuous improvement through measuring and
monitoring activity, performance against outcomes and other measures including
productivity.

•

Flexibility of staff across the service and more widely across States Works. There
are benefits for the organisation in having a flexible workforce able to move around
the organisation to meet peaks and troughs of demand. Consultation and
engagement during the review indicated that staff do not feel sufficiently supported
to work in this way and additional focus, particularly on induction activities and skills
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sharing within the organisation would go some way to address this and enable more
flexible working.
Opportunities for growth, development, expansion, partnerships
There are several opportunities for growth and expansion of the services offered by the land
management team. Some of these are already in development, others would require
additional input.
There are a number of commercial opportunities focused on generating additional income.
As capacity is perceived to be limited, the cost of additional staff to implement potential
opportunities needs to be factored into the evaluation of this potential by States Works.
•

Expand the private garden maintenance market, targeting larger sites. For
example, continuing to grow the relationship with Guernsey Housing Association and
marketing the service for other commercial clients.

•

Expansion of the display plants business. A range of plants are cultivated and
maintained in the greenhouse for leasing to events and other activities. As the plants
are already in place, further costs of expanding this service are minimal (mainly
delivery costs covered by the clients). Pricing for this service needs to be reviewed to
ensure that it is operating on a fully commercial basis. There is an opportunity to
further market this service to generate additional income.

•

Selling plants to the public. Although there is much interest in this opportunity,
preliminary analysis has been undertaken which suggests that it is not commercially
viable. The additional costs for overtime and insurances as well as the risks
associated with having the public on site outweigh the potential income generated
(especially in light of competition from keenly priced competitors). The cultivation of
plants is closely matched to the requirements for the island’s parks and gardens, any
surplus (which is part of a contingency) is currently donated to the charitable sector.
Consideration could be given to alternative options such as running occasional plant
sale events at alternative locations to sell surplus plants and also marketing the local
and environmentally friendly cultivation of the plants.

•

Wildflower ‘carpet’. The use of land and horticultural skills to cultivate wildflower
turf for sale is a potential opportunity being evaluated by the team. This is a growing
market across the UK and is worth further evaluation to assess whether States
Works is able to operate competitively in this market.

•

Training. There is an opportunity to train the trainer so that there is the capability in
house to run training (e.g. for example equipment, health and safety and trailer
driving training). This will save on training costs (with external providers). There is
also an opportunity to generate income through offering these services to other
service providers on the island which would also support improvement of health and
safety overall on the island.
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•

Partnership with the College of Further Education. From consultation, there is
potential to make stronger connections with the horticultural course operated by
the college. For example, the college has no green house facilities and so part of the
Burnt Lane facility could be leased to the college for this purpose or States Works
engaged to deliver the practical elements of such courses. This is also an opportunity
to build in recruitment pathways, apprenticeships and other staff development.

•

Publicity. There is scope to more actively publicise the work undertaken by the land
management team managing the environment around the island, building the floral
displays and in relation to community projects. For example, more active use of
social media, press releases and other forms of publicity. This will raise staff morale,
increase the profile of the service and underpin the development opportunities
outlined above.

Risks
Risk impacting on the service:
•
•
•
•

There is a risk in the current service as lots of knowledge is held by key individuals
who may leave the organisation. Work is underway to capture this knowledge and
information and this needs to continue at pace.
ICT change does not progress at pace and evidence is not available to provide insight
for continuous improvement / positioning in relation to the wider market.
Market is disrupted by a new entrant bringing additional capacity, skills and
technology and changing pricing structures in the local market.
Impacts of changing environmental policy, climate change, variability in weather
conditions changes the workload and nature of work required.

Recommendations
The recommendations are focused on the medium to long term sustainability of the service.
Recommendation
Next 12m
3.1 Continue with
comprehensive review of
SLAs, including focus on
improvement, alignment
with practice and
modernisation of the
schedules.

Justification

Investment required

Robust data to underpin
activity, continuous
improvement and strategic
planning.

Ongoing as part of business
as usual.

3.2 Consideration of
introducing some shorterterm solutions re: reporting

To increase communication
with clients and improve
service delivery.

Ongoing as part of business
as usual.
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Recommendation
e.g. development of a clear
set of KPIs.
3.3 Review, analysis and
updating of the rate card.

Justification

Investment required

To ensure that pricing is
undertaken on a
commercial basis and the
cost structures and cost
drivers underpinning service
delivery are fully
understood and evaluated
in commercial decision
making.
3.4 It is recommended that
To consolidate States Works
resource is directed to
position in what will most
preparing for a new model
likely be a mixed economy
of operations, including
led by procurement.
gaining clarity over States
Understanding areas which
Works’ strengths and unique are not potentially
selling points in relation to
commercially viable on a
the market e.g. competitor
standalone basis but are
analysis, market analysis
provided by States Works as
(working with procurement). part of a wider range of
services.
12-24m
3.5 Develop specification for Increased productivity,
replacement IT system(s).
removal of manual
Procure and implement new intervention.
system(s).
Better management and
monitoring of activity
including optimisation of
scheduling.
Enabling the provision of
data for reporting and
benchmarking of services.
3.6 It is recommended that
To consolidate States Works
resource is directed to
position in what will most
preparing for a new model
likely be a mixed economy
of operations, including
led by procurement.
gaining clarity over States
Understanding areas which
Works’ strengths and unique are not potentially
selling points in relation to
commercially viable on a
the market e.g. competitor
standalone basis but are
analysis, market analysis
provided by States Works as
(working with procurement). part of a wider range of
services.
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Cross-cutting project to be
led by finance.

Project resource either
existing resource or new
investment.

Project team to be created.
Investment in IT system,
implementation and
support. (Estimate £150k
per capital plan).

Project resource (either
existing resource or new
investment).

Recommendation
3.7 Evaluation of setting up
an innovation fund to allow
testing and trialling of new
technology, methods,
treatments, etc.

Justification
Adapting and innovating to
be well positioned to
support the changing needs
in land management in the
context of changing
environmental policy, new
approaches and techniques
and technology.
3.8 Strengthening of
States Works should focus
commissioning and contract on this in light of the
management skills to
combination of limited
support a range of
capacity within the
subcontract arrangements
procurement function, deep
with the private sector, to
expertise and knowledge
coordinate a mixed
held within States Works
economy which maximises
and a need to prepare and
benefits for islanders.
position within the market.
3.9 Evaluation of the
Recruitment and retention
opportunity to become a
of skilled staff.
Centre of Excellence, leading To support other providers
the sector. Key elements of
to operate more
this role would be offering
professionally (e.g.
training and development,
maturity, systems and
apprenticeships and possibly processes and health and
working in conjunction with safety) to improve ability to
the College of Further
work effectively with the
Education and other
States of Guernsey.
partners.
Potential income
generation.
3.10 Development of a
This will underpin the focus
commercial strategy for land and decision making in
management, aligned with
relation to commercial
the broader analysis of
opportunities and
States Works strengths and
development of new
position in the market.
services and innovations.
Core to this is data which
will enable evidence-based
analysis of the business case
for individual commercial
opportunities.
Beyond 24m
3.11 Adopt and implement
Improved customer service
automatic and dynamic
and productivity.
scheduling and customer
notification, on-line job
sheets, predictive analytics,
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Investment required
Small investment pot to be
created, plus project time to
test and evaluate.

Project resource (either
existing resource or new
investment).

Project resource (either
existing resource or new
investment).

Project resource (either
existing resource or new
investment).

Further stage of ICT
procurement.

Recommendation
etc, based on testing of
innovative technology.
3.12 Review resourcing and
make any changes to
working patterns or
procedures. This should
include consideration of
greater flexibility.

Justification

Investment required

Better use of resources can
result in a more efficient
operation and greater levels
of public satisfaction.

Resources to develop the
overall strategy and
business cases for each
vehicle type.
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Target operating model options
In light of the findings from this review of the Land Management service, potential options have been evaluated for the future provision of the
service.
As noted earlier, limitations in availability and quality of data means that detailed modelling of options has not been possible. Options have
been scored on a relative basis, validated through discussion with the States Works’ management team using the evaluation criteria and
scoring matrix set out in section 3.3 and based on consideration of the pros and cons of each option derived from the review and analysis
undertaken.
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14

4

Revised total

• This option ensures that existing community and environmental
schemes are maintained.

3

Achievability

• There is not considered to be a single provider in the current
market able to take on the overall contract.

4

Total

• Retains expertise of States Works team.

3

Risk

• Limited capacity or capability within the States committees or
States Works to specify/manage contracts for services with a range
of suppliers.

4

Soc, Env and Ec

• High level benchmarking indicates that services are within the
range of UK APSE benchmarks indicating overall value for money.

benefits

1. As-is
through States
Works

Cost

Key Considerations

Quality

Option

18

Restructuring costs may apply.

•

Loss of States Works deep expertise and knowledge of land
management on the island.

•

Risks associated with health and safety and environmental
protection are increased.

•

Fragmentation of supply may impact on ability to implement
changes to environmental policy, but private sector may bring
innovation, new ways of working and efficiencies.

•

Loss of wider benefits through CEPS and other community
schemes.

•

The cost of procurement which would be reflected in price across
the term of the contract.
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1

6

1

Revised total

•

1

Achievability

Data is not currently available to underpin detailed specification
process.

2

Total

•

2

Risk

Limited capacity or capability within committees to specify and
manage contracts for services with a range of suppliers.

Soc, Env and Ec

•

benefits

2. Outsource
fully to private
sector,
individual
committees
manage the
contract
relationship

Cost

Key Considerations

Quality

Option

7

• Loss of wider benefits through CEPS and other community
schemes.
• The cost of procurement which would be reflected in price across
the term of the contract.
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9

2

Revised total

• Fragmentation of supply may impact on ability to implement
changes to environmental policy, but private sector may bring
innovation, new ways of working and efficiencies.

2

Achievability

• Risks associated with health and safety and environmental
protection are increased.

1

Total

• Restructuring costs may apply.

3

Risk

• Data is not currently available to underpin detailed specification
process.

3

Soc, Env and Ec

• Limited capacity or capability within States Works to specify and
manage contracts for services with a range of suppliers.

benefits

3. Outsource
fully to private
sector,
individual
committees
manage the
contract
relationship

Cost

Key Considerations

Quality

Option

11

• Market analysis of the capacity and strengths of the sector is not
available to inform future strategy for a mixed economy of
provision
• Fragmentation of supply may impact on ability to implement
changes to environmental policy, but private sector may bring
innovation, new ways of working and efficiencies to delivery of the
service
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11

3

Revised total

• Data is not currently available to underpin detailed specification
process

2

Achievability

• Limited capacity or capability within the States committees or
States Works to specify and manage contracts for services with a
range of suppliers

2

Total

• Able to subcontract specialist services and bring in complementary
strengths within the private sector

4

Risk

3

Soc, Env and Ec

• Retain expertise of States Works team

benefits

4. Mixed
economy,
Committees
specify
requirements,
contract
delivery
managed by
States Works
through
combination
of in house
and
subcontractors

Cost

Key Considerations

Quality

Option

14

Conclusion
Option 1 is recommended. In the current context, States Works is the best provider of
consolidated land management and provides best value for money in the wider sense,
based on the information available. There is scope for States Works to improve efficiency
and provide better value for money. However, Committees do not currently have capacity
to specify, procure and manage the range of land management services provided by States
Works. Change at present would be too disruptive, as the wider system (specifically
Committees and the private sector) is not in a position to respond. As such there remains a
significant benefit in States Works providing the coordination and delivery of services.

Fleet, Stores and Garage
Current business model
The service is currently comprised of three interdependent services which are operated as
an integrated service:
•

Fleet – overall management of the States Works’ fleet and fleets of vehicles for some
other Committees, including procurement and lifecycle management. This includes
vehicle tracking and the monitoring of utilisation of vehicles in relation to own fleet.

•

Stores – this includes purchasing, stock control and issuing of materials (for all States
Works services) combined recently with customer service and scheduling for the
garage. The service provides a broad stock base from kitchen units to sandbags.

•

Garage – in conjunction with the fleet management function, the garage provides
scheduled maintenance and ad hoc repairs of predominantly commercial vehicles for
States Works and other States Committees such as Guernsey Water, Health and
Social Care and Education. The garage maintains an average of 500 vehicles and
other plant and machinery items each year including small vans, specialist drainage
and wastewater vehicles and large plant e.g. waste compactors.

A decision has been made recently to incorporate Stores into the Fleet and Garage function
for management purposes as a significant proportion of the stock relates to service parts.
The aim is that in future the Stores will be more proactively stocking service parts and
building service packs for the scheduled work and delivering customer facing services on
behalf of the garage.
Staffing
The staffing structure for the service is set out below.
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Manager, Stores
Fleet & Garage

Customer
Services
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Customer
Services
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Master
Technician

Master
Technician

Master
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Diagnostic
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Diagnostic
Technician

Diagnostic
Technician

Vehicle
Technician

Vehicle
Technician

Diagnostic
Technician

Vehicle
Technician

Vehicle
Technician

Vehicle
Technician

Vehicle
Technician
Apprentice

Vehicle
Technician
Apprentice

Vehicle
Technician
Apprentice

Assets &
Contract
Manager

Figure 18: Fleet, Stores and Garage structure
The service is undergoing a process of continuous review and modernisation and the
structure has been updated and changes implemented recently. As a result, there are some
vacancies and roles which are being recruited to.
Key changes are:
•

•

Introduction of a ‘career scale’ for the garage, comprising a structure through which
mechanics can progress as they gain skills and experience from apprentice through
to master technician. This is aimed at addressing the difficulty recruiting as well as
providing a development and professional structure for the service.
A new structure for Stores incorporating the Customer Service element of the
garage, so clients are met by this team when they bring vehicles in. This restructure
has resulted in the recruitment of an additional staff member within the Stores and
the Assistant/Tyre Fitter role is due to be advertised.

Typical staffing ratios in the UK for operator licence vehicles, by vehicle standards guidance
are 8 to 10 vehicles per mechanic dependant on vehicle complexity /duty and age. Analysis
of the staffing and vehicles on the island indicates that there are currently 7 mechanics in
post and 425 vehicles (including 240 States Works vehicles) plus plant. On a linear basis,
without being able to split the vehicle types, this gives a ratio of 61 vehicles to a mechanic.
This needs to be further investigated in the context that UK inspection requirements are
more stringent (vehicles on municipal duty service are inspected on average every 6 to 8
weeks), tyres are excluded from the UK benchmark but are part of States Works’ activity
and the ratio required for smaller vehicles is lower, but needs to be calculated based on the
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manufacturer’s guidelines and age of the vehicles. However, it can be clearly concluded
that the service is currently significantly understaffed.
We understand that there are currently 7 vacant posts. This is a relatively large number of
posts and reflects a combination of factors:
•
•
•
•

Opportunities that are being explored that require additional resource.
Recent restructures creating new/different posts.
A legacy of limited succession planning and so there has been a recent loss of skills
and experience as a number of long serving mechanics retired over a short period of
time.
Difficulty recruiting skilled mechanics in the current competitive job market on the
island (it is reported that there are over 1000 jobs unfilled on the island and 300 job
seekers).

Several initiatives are underway to address this situation:
•

Introduction of the career scale (outlined above), which addresses succession
planning issues and enhances staff retention by giving existing staff the opportunity
to climb the ladder, take on more responsibility, and ultimately earn more. This is
also aimed at providing a clear development structure to attract recruits. Initial
observations suggest that there has not been a drastic improvement in recruitment
and recent recruitments for Diagnostic and Master Technicians did not result in a
significant number of applications.

•

Employment of apprentices. It is reported that there is a ready supply of candidates
for apprenticeships in the Garage and there are currently 4 apprentices in post.
States Works has an opportunity to build on this and work with the college to
develop a solid skill base of mechanics on the island. Although this is limited by the
ratios of apprentices to FTE workers in place.

•

Market Forces Supplement. Agreement has been sought for introduction of a
Market Forces Supplement to support recruitment and retention of skilled trades
such as mechanics. However, there is limited appetite to implement this option
because of the following and indeed States Works would like to understand whether
the accessibility of a market forces supplement does actually result in attracting
applicants through a successfully recruitment process. Therefore, this approach is to
be trialled within Engineering Services (recruitment of electricians) before any
further commitment is made, an approach it is hoped will avoid any unnecessary
increase in costs without any tangible benefit being realised.
The supplement only applies for 3 years, so application could generate issues
in the medium term.
o It is not available to all States Works employees, so could be seen as unfair
and create staffing issues.
o In general, the private sector use States Works as a benchmark and will
monitor and match any increase, potentially negating the benefits.
o
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Typical skilled mechanic salaries on the mainland are in the range £30-35k which is broadly
comparable to States Works, although in London and the South East rates can range from
£35-50k. There is also some variation due to shift working, experience and HGV licences.
The engineers and other garage staff work 7.30am to 4pm and half day Friday and this
works at present in light of the high level of spare vehicles and the difficulty in recruitment.
Good practice is for shifts to operate in line with the start and end of shifts for the operating
vehicles, because this is when defects are usually presented. In future, if more staff are
available and there is an increased maintenance regime and less spare vehicles, there may
be a need to introduce shift patterns.
Training and development of staff is key to running a successful Garage to ensure mechanics
have up to date skills relating to changing technologies. In particular, the team requires
specialist skills relating to servicing of commercial vehicles. Consultation with staff reported
satisfaction with the training opportunities provided and were particularly supportive of
initiatives where training was shared with other commercial garages on the island (e.g. Iveco
training with Rabeys). No analysis has been undertaken of the qualifications and experience
of staff to work on existing vehicles and equipment and also in preparation for future
changes in the service. Good practice is for a training plan to be in place which includes
upskilling and refresher training to meet the needs of the garage.
Ways of working
Garage
In relation to the garage there are three main elements of work:
1. Scheduled maintenance of vehicles.
2. Ad hoc repairs.
3. Emergency/breakdown response (in and out of hours).
Scheduled maintenance
There are plans in place for the scheduled maintenance of vehicles, which are currently
managed by spreadsheets. This structured approach has been put in place recently, over
the past 12-18months. Previously, there was limited scheduled routine maintenance with
most work ad hoc as needed. For the Education vehicles, work is planned around the school
holidays to ensure they are available for term time. Other vehicles are scheduled based on
an annual plan, linked to operational schedules. The ability of the garage to work in
conjunction with clients in this way and schedule maintenance in alignment with key
operational requirements is seen as a strength of the service by internal and external
clients.
Scheduled maintenance is a relatively new focus for the fleet maintenance service. This is
understandable in the island environment where there is limited regulation and
understaffing, so breakdowns and ad hoc repairs are prioritised in the limited staff time
available. However, as recognised by the management team for the service, scheduled
maintenance is at the heart of a successful fleet maintenance provision. A good practice
schedule blends operational, manufacturer, safety and government needs with the aim of
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maximising asset ‘up time’, minimising asset deterioration and providing a safe asset on the
road until the next inspection.
Without this, the long-term result is simply more ad hoc work and disproportionate number
of breakdowns due to faults developing unchecked. In short, if preventative maintenance is
not prioritised there will be:
•
•
•
•
•
•
•

more failures.
more breakdowns.
more vehicle down time.
too many spare vehicles.
poor morale.
larger parts bills.
unsafe vehicles.

Spare vehicles are provided where this is practical and feedback suggests that this generally
works well, although on occasion there is not a vehicle available. It is understood that
additional vehicles are in the process of being sourced to address this.
A benefit of more focus on preventative maintenance is the need for fewer spare vehicles.
In a well-managed service, for heavy vehicles or specialist equipment a rough rule of thumb
is 1 spare per 10 front line units. The figure for light commercial is 1 to 20 or 30. Limitations
on the island for the provision of hire vehicles, the age of fleet and average duty load will all
influence the requirement and must be considered when setting spare vehicle levels. In
practice, assessment needs to be made of vehicle age and availability of hire vehicles on the
island, balanced against critical operations and an acceptance that in some cases a risk of
downtime may be better in terms of value for money.
The planned maintenance schedule forms the basis of the workload for the team of
mechanics. At the moment, the ICT system does not effectively support operations and the
scheduling of work is very much a manual process.
Service schedules are currently maintained on spreadsheets, with job lists created manually
as set out in the high-level process map below.

This is very time consuming. Significant effort is being focused on improving the quality of
information in relation to the vehicles and service schedules for each section. The aim is to
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minimise the time off road for the vehicles, as they are key assets for States Works and
other clients.
Ad hoc repairs
Ad hoc repairs, where issues arise with a vehicle between services, follow a requisition
process. Consultation with clients (internal and external) found that this is a strength of the
garage with the provision of ‘an instant response and ability to fit them in quickly’. This is
based on a real understanding of the importance of getting vehicles on the road quickly
compared to private garages on the island which are not perceived as prioritising
commercial vehicles.
Until recently, when a vehicle had an issue, the team used to drive over to the garage and
get it fixed there and then. This impacted on the productivity at the garage as jobs were
interrupted, meant that jobs were not prioritised appropriately and that whole teams of
workers were waiting at the garage for an issue to be fixed, creating a health and safety risk
as well as impacting on productivity elsewhere.
As part of the work ongoing to continuously improve and monitor scheduling and
productivity of the team, a formal process has been put in place for registering a fault and
for the garage to prioritise and schedule this in.
This needs monitoring and review, but based on feedback from the fleet management team,
seems to be driving improvement across the system. This is not popular with staff in other
areas, seen as bureaucracy with no purpose and creates frustration as vehicles can be out of
action for longer than was previously the case. For example, the Sewage collection team
suggested that there could be a separate store of bulbs for the sewage carts which they
could change themselves to avoid having to fill out all the forms and go in line to get a bulb
changed on a vehicle.
Where appropriate based on health and safety and other considerations, there is scope for
minor ad hoc repairs (e.g. bulbs, wiper blades) to be managed within States Works’
operational teams. This a good solution for remote vehicles. Documented training must be
applied, even if just to ensure the drivers are capable, safe and comfortable (and may
demand additional pay for operatives depending on workforce agreements). Experience of
this approach involves the risk of managing remote stock levels. An alternative approach to
be considered is having a mechanic call into the remote depot on the way to or from their
normal place of work or based on vehicle checks being completed at the end of each shift.
This may be easier for larger numbers of vehicles as it keeps repairs, data, health and safety,
spare parts and consumables under workshop control.
Ad hoc repairs are expected and a normal part of everyday fleet operation. Monitoring and
analysing the repairs can provide valuable insights to drive improvement. For example,
patterns or re-occurring events/failures, extended downtimes or large costly repairs can
indicate a problem which can be resolved through training, adapting behaviours or working
with other sections such as stores, operations and manufacturers/suppliers.
•

Do we need a more rugged component?
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•
•
•

Do we need to fit a guard?
Does the driver need some training?
Is the driver pre-checking the vehicle?

A good example is where the same vehicle has had 3 clutches worn out in as many years.
Spotting this pattern, it appears that the driver cannot break a habit of riding the clutch.
Savings could be achieved from allocating an automatic vehicle to that driver.
Although, there is a high level of satisfaction with the service, there are reports of some
vehicles being off the road for long periods. Generally, these relate to vehicles that must go
through the dealership because of issues covered by manufacturer’s warranty, largely out of
States Works’ control. There are occasionally issues where there is a need to wait for a
specific part (for some of the older vehicles where the parts are no longer in production and
difficult to source). This is being addressed by the fleet transformation programme
(outlined in more detail later) which includes vehicle replacement for all vehicles over 10
years old and plans to standardise vehicles reducing the range of parts required. The
planned improvements in Stores and management of stock will also seek to further address
these delays, for example holding parts relating to critical plant. Finally, it is standard
practice in the garage to have all the parts required before starting a job.
Emergency/breakdown response
The Garage also provides an emergency breakdown response for vehicles belonging to
States Works, Health and Social Care, Education and Guernsey Water. This can also cover
other States vehicles as part of the wider role of States Works in the provision of an
Emergency Response.
There are two elements of the service – in and out of hours. Out of hours, calls are routed
through JESCC who then contact the States Works duty manager who will arrange for the
mechanic on-call to attend to the vehicle. This includes Friday afternoons as States Works
operational staff finish early on Fridays.
Clients use this service in combination with other providers. For example, Guernsey Water
use another commercial garage for flat tyre replacement as they are quicker, cheaper and
more responsive than States Works and can do the change at the side of the road. However,
they have found States Works to be the best option for all other services. Education rely on
States Works for tyres, despite testing the market, but would consider the private sector for
general breakdown support.
A one-hour response should be easily achieved due to the geography of the island. Having a
dedicated breakdown service with tasks allocated to one or two individuals, rather than
whoever is available at the time, allows the identification of repeat faults and better
stocking and tooling of the vehicle in response to these patterns. They will also get to know
crews, routes and vehicles making the operation more efficient and reducing downtime.
Good quality data is important for breakdowns to understand patterns, document
downtime (which can be a matter for contention between the garage and operational
teams) and incentivise speed of response. Good practice elsewhere involves blank
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‘breakdown’ documents to be available by each phone station to prompt the responder to
get all details (e.g. driver details, detailed fault report, accurate location, time of call and
caller details) to form part of the ‘breakdown log’ that will be populated as the breakdown is
actioned and a resolution achieved.
As operations are the ‘front line’ many times the best solution for the organisation as a
whole is for the garage to take out a spare vehicle for crew, who then become immediately
operational and the fixing/recovery of the vehicle is then a low pressure event and maybe
the repair is better undertaken back at the garage (in contrast to roadside with 3 operatives
who want to get finished watching the fitters every move and almost creating the perfect
environment for a rushed /poor quality fix that will reoccur in a day or 2). The geography of
Guernsey is perfect for this roadside swap system and does not require a skilled mechanic to
complete the swap.
Vehicle recovery in our experience is dangerous and highly specialised, also infrequent so if
possible subcontracted to expert companies with the appropriate equipment. This can also
cover batteries, jump starts, bulbs, etc. which can erode valuable mechanic time in the
working day.
Stores
Stores holds the stock base for the whole of States Works and is responsible for purchasing,
ordering, stock control and dealing with requisitions. As mentioned earlier, this has recently
been incorporated into the garage function to capitalise on synergies between the two
services. The recent restructure and transition of this service to be more customer service
focused is part of the transformation. Stores is very much the interface of the garage with
the customer and there needs to be a continuing focus on customer service and ability to
communicate between the garage (shop floor) and the customer.
It is planned that the replacement ICT system will further enable change and improvement
in management of stock in the Stores. It is reported that supply chains are generally reliable
and are able to get relevant supplies on island quickly to support key business activities,
particularly in the garage. Procurement and purchasing - There is an opportunity to be
smarter when buying and to test markets more. There is also opportunity to be smarter in
the stock holdings for fleet, aligned with a more standardised approach to vehicles where it
is more practical to hold service packs and critical parts for a larger proportion of vehicles
(as these will be common across the fleet).
Good practice in stores is for there to be a resource, well experienced with vehicle parts and
engineering to communicate effectively between suppliers and mechanics. Vehicles and
plant are not getting simpler, quite the opposite. Cutting edge technology is at the heart of
modern machinery and OEM parts is the main income stream for manufacturers and they
are very good at supplying large assemblies, but smaller components are often dropping
from availability. In a modern garage the stores function must have the capacity to consider
alternatives and identify the suppliers of OEM parts. It is also a skill to know when non-OEM
parts will be satisfactory and where non genuine spares represent a risk. There is also
potential to challenge OEMs with the cheap offers from other suppliers as it is surprising
what deals they will offer to keep these suppliers away from their customers.
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Impressed stocks and suppliers holding spares at a minimum quantity for fast despatch can
keep stockholdings to a minimum and remove the danger of redundant stock should a
model of vehicle go off fleet. This should be supported by strict KPIs with suppliers with
penalties for late delivery. Supply lines for parts and services are set up correctly, audited
for price and suitability on a regular basis and monitored for availability. At the point of
order or tender stage, impressed stock to an agreed value should be part of any successful
bid to supply equipment and fitter training and diagnostic equipment should form part of
the procurement. In some instance stores staff would benefit from product training to a
lower level, training designed to understand the new product and the online parts system
and reference points, etc.
In the context of Guernsey where the fleet is older, there is likely to be a well-established
non-OEM market and established competition which can lead to lower prices than the
comparable new parts. Allowing stores staff to be creative, sourcing second-hand parts is
not a sign of cutting corners, more a great way to cut costs especially as assets come near
end of life. Clearly common sense must prevail, but many companies operate quite a slick
used part service and are no longer ‘scrap yards’ but vehicle recyclers.
For example, a replacement Volvo Penta engine and compaction blade from Dennis Eagle
for a 6 year old refuse vehicle would cost c£18k. Used and warranted engine and packer
blade from Euro municipal, a municipal vehicle breaker in Nottingham, plus replacement
bearings from a bearing specialist (not Dennis Eagle) plus pivot pins manufactured by an
engineering shop in Guernsey, could cost only £5-6k. More can be saved in this section and
more easily it can simply be achieved through improved working practices. To support this
approach, stores operatives need to be appropriately incentivised as this is more difficult
than the easy route of purchasing direct from the manufacturer based on a chassis or part
number.
Fleet management
This includes the management, maintenance and servicing of the vehicle fleet for States
Works and Guernsey Water which includes:
•
•
•
•

Planning and coordinating the operation of the vehicle maintenance and repair
programme.
Receiving and processing vehicle accident and damage reports.
Planning and organising vehicle replacement and end of life disposal programmes.
Carrying out annual visual inspections and advising and reporting on condition of
fleet.

Current data quality on the condition of vehicles is inconsistent and unreliable, spread
across different systems. Work is ongoing to consolidate and validate data. However, there
is an urgent need for the implementation of a replacement system to support this
improvement.

90

Equipment
Historically the investment in equipment in the garage has been ad hoc based around
replacement when items fail. However, in recognition that a more proactive approach is
essential, an equipment replacement programme is being drafted which includes
considering new equipment to enhance service delivery and prioritise renewals based on
health and safety and other operational considerations. Decisions to purchase equipment
are based around mini business cases. There has been recent investment in new lifts for
vehicles to modernise the garage. Diagnostic software and links back to the manufacturer
can often be supplied by manufacturers as a condition in relation to tenders for the supply
of vehicles and equipment.
Current technological capabilities
The service is supported by the Servitor system. A detailed review of this system has not
been undertaken as it is acknowledged that it is no longer fit for purpose and a process is
underway to source and implement a replacement system as part of a wider ICT strategy
being implemented across States Works and the wider States of Guernsey. This
implementation is being run outside of States Works to corporate timelines and as such
there is limited control over the timing and speed of implementation.
The most likely replacement system will be SAP, aligned with the rest of the States. The
team is currently undertaking testing of the SAP asset management modules to make sure it
meets the needs of States Works, but also with a view to ensuring it can accommodate the
wider fleet management requirements across the States. Depending on the outcome of this
review, it is possible that other systems will be considered for integration.
In the meantime, considerable effort is currently being focused on improving the data (in
particular information held about vehicles and scheduled maintenance planning). This is
being carried out outside of the system in spreadsheets and is very much still in
development. In the current system, to understand what is happening with a single vehicle
there is a need to access different systems and several screens which can take a long time.
Data is also inconsistent. There is also limited reporting capacity for management
information.
Prompt invoicing is an issue for the service at the moment. This is largely felt to relate to
the limitations of the Servitor system:
•
•
•

it is not possible to date the invoice with the date the work was completed.
invoicing can only be done once a job is completed on Servitor.
it is also not possible to input notes to help the customer understand the invoice.

This means that invoices are often delayed as jobs are not closed on Servitor until all aspects
of the job are followed up. This can also create considerable extra effort (failure demand) as
clients call to chase invoices or check what individual invoices are for as the date and
information on the invoice are not adequate.
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Clients report that invoicing is late and sporadic, creating issues for budgeting, year-end and
cashflow management. The inaccuracy and inconsistency of the date information also
creates issues, most recently in demonstrating the date a repair on a vehicle was completed.
Although as noted, Servitor limits the extent to which this can be improved, there is scope
to review processes and consider alternative ways of working, e.g. interim billing, creating
separate jobs for standard services and follow up work.
Financial analysis
2018 Actual

Income

2019 Budget

Fleet Fleet
Fleet Fleet
% States
maint hire
Stores Total maint hire
Stores Total
Works
£'000 £'000 £'000 £'000 £'000 £'000 £'000 £'000
Budget
571
99
456 1126
674
91
434 1199
7%

Internal income (net)

479

17

-34

462

501

15

-23

493

Wages
Salaries
Stock issues
Other direct costs
Depreciation
Overhead allocation
Total expenditure

322
69

0
0

458
23
188
1060

73
4
0
77

39
41
328
13
2
8
431

361
110
328
544
29
196
1568

348
74
154
303
22
199
1100

0
0
5
51
5
61

30
60
309
15
10
-66
358

378
134
468
369
37
133
1519

-10

39

-9

20

75

45

53

173

Surplus/deficit

6%
7%
62%
7%
2%
7%

Fleet maintenance is the largest element of the service. The projected income for 2019 is
split as follows.

Figure 19: Project sources of income for Fleet Maintenance
This shows that most of the work relates to internal States Works’ vehicles. Health and
Social Care and Education vehicles are also a major source of work.
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Service Level Agreements
External work with Trading Assets and States of Guernsey Committees is priced based on
either SLAs or daywork rates. There is a formal SLA in place with Guernsey Water, work
carried out with Health and Social Care, Education and other committees operates on an ad
hoc basis with invoices being raised for work completed.
The rates are based on cost of labour plus overheads (the provision of the garage and the
associated running costs, equipment depreciation and replacement, training, health and
safety, etc.) linked to an historic calculation and are uplifted annually to reflect wage
increases and inflation. There is scope to review these rates to ensure that the full costs are
understood and allocated.
The servicing costs are based on industry times to carry out a service on that particular
vehicle using AutoData as a source, these times are then sense checked against historic data
to ensure that they are reasonably accurate.
Other factors charged to clients are parts, a 5% charge for general consumables (grease, oil,
disposal of waste oil, etc) which is standard practice and a 7% management fee which is a
charge for managing the fleet (provision of loan vehicles, assistance with strategic planning
around fleet condition and replacement and assistance with end of life disposals).
Benchmarking
Case study – Comparable Island Context
Vehicles are managed through a Fleet Management section of a government Department,
which is responsible for the supply and maintenance of all fleet vehicles. Vehicle charges to
departments fund the long-term maintenance and replacement of vehicles and items of
plant. The owned vehicle fleet is internally leased to Departments by the Fleet Management
section. The indicative programme for 2019 is £1.6m. A particular focus is on fuel usage
which dropped by 6.25% in 2018 with a continued reduction in the use of diesel products
compared with unleaded petrol. The fleet size during 2018 generally remained at a similar
level to 2017, reductions can be attributed to the procurement of more fuel-efficient
vehicles.
The majority of vehicles are lease-hire pool vehicles. This differs from the Guernsey model,
where vehicles are owned.
Where vehicles are owned, the costs for maintaining those vehicles in 2018 was £676,840
Type of vehicle
Car
For lift truck
Four-wheel drive
Gully jet-vac

Number owned
53
10
35
3
93

Type of vehicle
Heavy lorry
Heavy mobile plant
Heavy motorcycle
Heavy tractor
Heavy van
Light lorry
Light tractor
Light van
Mechanical sweeper
Medium lorry
Medium tractor
Medium lorry
Medium tractor
Medium van
Mower
People carrier
Motorised access platform
Road marking equipment
Septic tanker
Telehandler
Total
Figure 20: Comparable Island Fleet List

Number owned
7
3
2
1
4
20
4
41
3
17
3
17
3
100
2
6
1
1
6
2
324

Price benchmarking
The main price comparator in the sector is hourly rate. States Works rate for a
Mechanic/Vehicle Technician were compare with 3 other local operators and the current
States Works rates were found to be below average.
A study undertaken by Motoreasy9 in 2017 found that there is considerable variation in
hourly rates for vehicle technicians charged by garages. They determined an average labour
rate of £99 per hour for franchised workshops and £56 for independent garages is charged.
Overall, on this basis States Works benchmarks favourably in terms of the price being
charged to clients for an hour of labour. In this context, and observations on the rate card
earlier, it is recommended that the rates are reviewed to ensure that the investment and
training and other overheads associated with being appropriately skilled for commercial
vehicle maintenance now and an in the future are fully incorporated. It is also common for a
two-tier rate to be in place for small and large vehicles to reflect the different skills and
equipment required.

9

https://www.honestjohn.co.uk/news/parts-and-accessories/2017-04/garage-labour-rates-vary-by-gbp160-per-houraccording-to-new-report/
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Quality, regulatory compliance, health and safety
Price is one element of benchmarking; this needs to be considered in the context of
measures of time and quality.
One element of this is the time per maintenance or repair task. States Works use AutoData
which is an on-line tool providing technical information for vehicle servicing, maintenance,
diagnostics and repairs. It also includes timings for tasks, which are used by the team in
States Works as benchmarks to work towards.
We have not been able to review other measures or KPIs as part of the review. Key
benchmarks which are considered good practice to be monitored are shown below, these
need to be adapted to the island context:
•

•
•
•
•
•
•
•
•
•
•
•
•

Scheduled maintenance/servicing for non-compliance - Inspections usually 6 weeks
for HGV (over 7.5t), 12 weeks for Vehicles (3.5 - 7.5t), 6 monthly for cars and vans
(under 3.5t). Review missed service dates, loler (lifting equipment inspections)
inspections, road fund licence or equivalent, etc.
Breakdown Response - Attend all roadside vehicles (within 1 hour) with time back in
service, travel time, repair time all captured.
First fix / Mot pass rate - MOT Pass Rate (UK standard) 95%, General Maintenance &
Defect Rectification first time fix 98%.
Ratio of Engineers to vehicles and equipment - DVSA (UK) recommend 1x Mechanic
to 10 HGV vehicles.
VOR / vehicle uptime - Vehicles not ready for next shift (daily report dependent on
customer requirements).
Defects - Report by vehicle, type of defect, action taken and total number (daily
report).
Vehicle performance comparisons by manufacturer/type - Amalgamated data from
above reports (annual report).
Tyre monitoring and performance - Requirements set out in Tyre Policy – service
usually sub-contracted (monthly report).
H&S monitoring - As per recommendations of HSE (UK).
Individual vehicle costs - Parts and labour spend and depreciation/finance/lease/hire
costs (annual report).
Repairs times - Job card data, comparison with standard labour times and market
data (AutoData).
Parts spend analysis - By vehicle, department/customer and part type (monthly
report).
Engineer utilisation - Comparison to available hours and wage detail (monthly
report) type of work and understanding of how fitters spend their time, this can
identify sub-contracting opportunities.
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Overview of the market on the island for alternative provision of the service
There is one other operator on the island that specialises in commercial vehicles which
focuses on selling, maintaining, hiring and equipping commercial vehicles, with an extensive
portfolio of supplier franchises for light commercial, heavy goods, material handling and
agricultural vehicles.
Other garages on the island are mainly dealerships and small garages which are
predominantly focused on servicing the island’s private vehicles.
Wider context
Emergency response
This is primarily an out-of-hours breakdown response for vehicles which are operating
outside of States Works normal garage operating hours.
Corporate Fleet Transformation Programme
There is work being led by the States’ Central Procurement to rationalise and improve fleet
services across the States of Guernsey. Fleet management across the States is ad hoc, with
several different areas purchasing and maintaining small numbers of vehicles. This is not
considered to be efficient and also creates risk. For example, vehicles tend to be a small
part of lots of people’s job, resulting in inconsistency and partial focus, and procurement is
variable with lots of one-off vehicles bought by committees
There are several interlinked strands to the transformation programme:
1. Category management – a category manager has been put in place within the central
procurement function and the initial focus is on consolidating the information from across
the States on vehicles and their age and condition, pulling together an asset register and
data on maintenance costs. Initial findings indicate there are approximately 620 States’
vehicles in 7 categories of vehicle type. A single common fleet policy is also being developed
and ICT is being standardised to support a corporate approach.
2. Vehicle replacement - in recognition of the aging fleet in some areas of operations, £2m
funding is being requested to replace vehicles over 10 years old. A vehicle replacement
policy is being developed and it is expected that this will recommend replacement every 8
years (to reflect the island’s lower mileage combined with best practice in the sector of 5
years).
In the UK, refuse trucks 7.5t and over will typically have a 5-year life however will operate
for 7 years plus, with a mid-term refurbishment. This is the same for most heavy plant and
equipment. Generally, vehicles between 3.5t - 7.5t will operate for 5 years but their value at
this point negates any investment in refurbishment, it is just as economical to replace as
running them on any longer is uneconomical. Cars and vans are similar to those vehicles in
the 3.5t - 7.5t range but can be run on beyond the 5-year point economically as they are
rarely used as workhorses like the heavier fleet.
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3. Standardisation of vehicles – another aspect of the transformation is standardising the
range of vehicles so that vehicles are consistent. This will support improvements in
management and maintenance, streamlining of parts, will increase buying power rather
than individual vehicles being purchased as one-offs from individual committees and also
increase the scope to introduce green technologies, particularly electric vehicles.
4. Creation of a single, centre-led fleet team – the aim is to bring the management of all
fleet together. There is ongoing consultation to agree whether this will include blue light
assets and vehicles belonging to States’ Trading Assets. There are different options:
• Fleet is centrally owned and sub-leased to Committees and Trading Assets
(management and procurement would sit in a central team).
• Fleet is owned by States Works and sub leased to Committees and Trading Assets.
States Works would have a team focused on management and procurement of fleet.
• Consideration of a new operation ‘Guernsey Fleet’ performing these functions.
Initial work by the group recognises the important role that States Works provides in
relation to commercial vehicle maintenance on the island in a market where there is limited
capacity. It is expected that regardless of the approach taken to structuring corporate fleet
management States Works will continue to provide maintenance for commercial vehicles
and consolidation of capability into a single focused maintenance function could see this
role increase.
It is likely that there will be a role for other garages, particularly in relation to cars where
most work will be under manufacturers’ warranties and other areas targeted to best
complement the internal skills and workload.
Advising on the preferred option States wide is beyond the scope of this review.
Opportunities
Potential impact of technology in delivering an improved service and smarter ways of
working
ICT - There is considerable opportunity to implement technological change to improve the
efficiency and effectiveness of the service. As a priority, the ICT upgrade /replacement
needs to be implemented as soon as possible and should be specified to provide a modern
integrated system which will allow:
•
•
•
•
•
•
•

Asset management and an asset register.
Job management.
Parts management.
Integrated workflow.
In-vehicle / workshop access e.g. tablets.
Invoicing.
Reporting.
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Vehicle technology - We are at the beginning of a transport revolution driven by the need
to reduce the harm vehicle engine emissions are causing the environment. Local authorities
in the UK are generally leading the way in shifting to electric vehicles (EVs) in the
commercial vehicle sector, the simple reason for this being it is not yet cost effective for all
but specialist hauliers to operate EVs. Reduced range, product availability, capital cost and
lack of infrastructure being the main drawbacks. Local authorities are also leading by
example and investing in this area to generate improvements and drive wider change. It is
understood that there is appetite for Guernsey to shift relatively quickly to EVs, facilitated
by the low mileage typical on the island and the control over electricity supply. This will
likely extend to commercial vehicles and as such the medium-term planning from both a
fleet management and maintenance perspective needs to reflect this shift.
Telematics and remote monitoring are significant trends in the sector. Implementation
relates to the requirements of the individual operational services. There is future
opportunity to collect data on vehicle usage, using this technology, which can be used in
conjunction with improved ICT to predict workloads
Smart application of new technology – in both the garage and fleet – based on:
• Fact finding: detailed research, usual trusted brands and supply lines may not be as
dependable as with conventional equipment and in many cases the brands you have
not ever heard of may have the best solutions. Trade shows and the industry press
are good for ideas, but a similar user’s (e.g. UK council) first-hand experience and
reliable references is by far the best. Technology is developing at speed and valuable
testing is being compromised e.g. some EV’s lose up to 40% of range at sub-zero
temperatures.
•

Local analysis: e.g. is there enough electricity supply to charge a fleet of large
vehicles simultaneously? Other local factors include geography, travel distances,
roads, low bridges, location of tips, night-time location of vehicle, etc.

•

Working groups: Invariably not everyone welcomes new equipment that either
comes with new or additional responsibilities, also many of the clean air solutions
result in a vehicle or equipment being not as effective as the unit it replaces. For this
reason, taking operatives and managers on the journey of trial and elimination is
vital if they are to understand and respect the end result and the resultant changes
in working practices. As the main users, operatives can also bring significant insight
especially for equipment such as in-cab telematics. Sharing budget costs for new
equipment with operatives can also have a positive effect, especially when they are
at the cutting edge (driving an electric vehicle costing more than a Ferrari!)

•

Trials/Demonstrations: Structuring these and planning in advance with all
stakeholders including operatives to ensure all questions are captured and the trial is
a working demo including driving/testing, health and safety, controls, etc.
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•

Cost Analysis: Ensuring future software can compare whole life costs for different
vehicle technologies.

•

Wider impact: Considerations including current infrastructure, impact on fuel prices
if usage varies, working practices, skills required in the garage and facilities.

Opportunities for improvement including efficiencies and savings
Continuous improvement supported by improved activity and performance data. This is
outlined in detail in the cross-cutting themes section of the report and is relevant across the
organisation. As noted earlier, significant improvements have been made in this area in
relation to fleet management and maintenance. However, there remains potential for
improvement supported by ICT developments.
Consideration of an agency agreement with equipment suppliers - Dennis Eagle, Johnston
Sweepers, Isuzu, John Deere are examples of producers of municipal equipment that could
be approached to award dealer or agency status to the States of Guernsey. This works for
the supplier if capital sales are part of the deal (and may also be advantageous in relation to
sales on other Channel Islands). In turn high level training is provided as well as an
equipment and spare parts discount structure. A useful side of an agency agreement for the
remote customer is the ability to assign and carry out warranty work on purchased assets
avoiding the wait for the engineer from the mainland. This is also a good route to aftersales
work / parts sales to 3rd parties across the Channel Islands.
Opportunities for growth, development, expansion, partnerships
There are a range of opportunities for growth.
1. Public Service Vehicle Inspections – the inspections of buses and taxis are currently
carried out by the police garage. However, they are no longer wanting to undertake this
work and so there is an opportunity for States Works to incorporate this role into the garage
operations from August 2019. Training has been undertaken to incorporate this work into
the States Works schedule.
2. MOTs – new regulations are being introduced which will mean that vehicles on the island
will need to be inspected. This will apply from 2021 for HGVs, public service vehicles and any
commercial vehicles that are to be driven off-island. From 2023, all vehicles will need to be
inspected. There is some overlap with the public service vehicle inspections work, however,
there will be a need for mechanics at the garage to undertake additional training in MOT
style inspections. The current plan is to focus on providing MOT style testing for commercial
vehicles.
The extent of the regulations and requirements is not fully understood and as such it is not
possible to evaluate at this stage the additional resource requirements to meet this change.
It is good practice to have a separate MOT inspection facility, outside of the normal
operating centres. This serves the purposes of:
• Impartiality in statutory testing of own fleet.
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•
•

Avoid staff ‘migration’ between operations to MOT.
Maximise custom from other HGV, public service and private vehicles on the island.

3. Tyres – there is an opportunity to increase the capacity and skillset for tyres and look to
expand the service as a specialist in commercial tyres for both States Fleet vehicles, but also
for the private sector.
Alternatively, tyre management is almost always outsourced by UK municipal fleet
operators, with the exception of maybe car/van or specialist tyres such as ride on mowers
and plant. Tyre fitting is a semi-skilled activity and not a good use of the limited resource of
trained vehicle mechanics who could be freed up to undertake more valuable work. There
are specific risks associated with the service and it requires investment in specialist
equipment and training. These also indicate that outsourcing to a specialist is a better
option.
The capacity on the island to deliver this has not been fully investigated through market
testing, but it is recognised that there is potential. A first step would be a soft market test
advertised to tyre companies, preferably for a fixed price tyre contract based on whole fleet
with only damage and abuse charges being the monthly adjustment. The tyre company
ideally take on the responsibility for all aspects of tyre care including weekly inspections,
repairs/ punctures roadside repairs, turning of tyres to maximise lifespan, stock holding to
support fleet, re-torqueing of wheel nuts following tyre change, re- cutting of tyres where
allowed.
A 5-year contract, for example, would allow a supplier to gear up to supply in terms of
assets and staff. An initial tyre condition report would be required and carried out by the
tyre company. It is expected that there will be an initial spike in tyre budget as the tyres are
brought to an acceptable condition of adoption. Through this, States Works would be able
to secure a good rate and with careful inclusion of KPIs, most likely a better tyre care
provision for the fleet.
4. Centre of Excellence – there is real scope in bringing together all of the States employed
mechanics on the island (airport/blue light and linking with the college, providing
apprenticeships and other training opportunities. This would start to address the
recruitment and retention issues, attract staff because of the training and overall
environment. This could also be linked to the introduction of new vehicle technology and
the resultant upskilling of staff required. This needs to be fully evaluated to consider costs,
benefits and risks (including the possibility that this investment may serve to create a feeder
service for private sector garages).
5. Physical Capacity – States Works has the capacity to expand the commercial garage
operations, there are various buildings available and owned by States Works which could be
fitted out for this purpose.
6. Corporate Fleet – as outlined in earlier section of the report.
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Risks
Recruitment of mechanics - The clearest risk to the current fleet provision is the chronic
understaffing of the garage highlighted earlier, impacting on the capacity to deliver the fleet
maintenance required for a safe operational fleet of vehicles. Availability of skilled
mechanics on the island is also risk to the success of the wider corporate fleet
transformation plan.
Preventative maintenance – In the current regime, where vehicle service intervals are up to
12 months and there are no MOTs or independent audits of vehicles, there is a risk that
heavy vehicles are missing service dates due to operational pressures. This is compounded
by staffing pressures and an historic focus on responsive maintenance. This practice,
compared to the mainland, is below both manufacturer’s and best practice standards for a
northern European transport operator and would be seen as a serious non-compliance in
the mainland regime where average municipal service intervals range from 6 to 8 weeks.
Island conditions can explain this to some extent. However, it is felt that the current
approach remains medium/high risk.
Skills around broader fleet management – Taking on the corporate role will require
considerable recruitment and upskilling to ensure that appropriate fleet management
capability and capacity is available in the organisation.
Changing vehicle technology – Introduction of electric vehicles and other technology
changes mean that there is a risk that the service will not be able to ensure that skills
remain up to date.
Recommendations
Recommendations emerging from the review are set out in the table below. Limitations on
data mean that more work is required to develop the cost benefit justification for
undertaking some of the recommended improvements:
Recommendation
Next 12m
4.1 Ongoing focus on
recruitment and retention
of staff, including:
• Workforce planning
(including succession
planning and role of
apprenticeships).
• Targeted recruitment
campaigns to fill
vacancies.
• Evaluation of centre of
excellence concept and
other initiatives.

Justification

Investment required

Benchmarking and analysis
indicate that the service is
under resourced and
additional resource is also
required to meet new
opportunities and address
changing technology.

Advertising, training and
development.
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Project management of
specific initiatives.

Recommendation
4.2 Ongoing continuous
improvement in:
• Ways of working –
modernisation, training
and development.
• Scheduling.
• Key performance
indicators.
• Benchmarking time –
AutoData.
• Machinery / tools.
4.3 Review, analysis and
updating of the rate card

4.4 Implement process
improvements to invoicing
(e.g. part invoicing).
4.5 Evaluate cost/benefits of
minor repairs (e.g. bulbs,
wipers) being carried out in
remote teams.
4.6 Develop a clear and
agreed strategy for States
Works moving forward
based on strengths,
opportunities and the wider
island economy. In
particular, this should
include strategy for:
• Tyres.
• Breakdown support.
• MOT style testing.
• Fleet management.
12-24m
4.7 Create a staged plan for
the increase in capacity to
deliver on opportunities /
working with procurement
and others to maximise

Justification
Ongoing improvement
based on momentum and
changes made to date. Will
allow improved resource
allocation to release skilled
mechanic time and
generate service
improvements.

Investment required
Within business as usual
unless specific projects are
identified.

To ensure that the rates
cover all costs of operation
and pricing is undertaken on
a commercial basis. Also, to
consider two tier rates for
HGVs and other vehicles
where more skills and
experience are required.
To improve cashflow for
States Works and clients.

Cross-cutting project to be
led by finance.

Project resource to review
processes and recommend /
implement improvements.
Training and set up costs for
depot-based repairs.

Increase operational
efficiency, less vehicle
downtime. Reduce demand
on mechanics for minor
repairs.
States Works has a clear,
Management time to
achievable direction of
develop strategy.
travel to support planning
and engagement with
partners through a period of
significant change.
To be supported by market
analysis.

It is essential to take a
managed approach to
significant change and
growth expected in the
service. Clear plan for
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Project resource to develop
and manage planning and
implementation.

Recommendation
benefits and build on States
Works Strengths:
• Vehicle inspections.
• MOT style testing.
• Corporate fleet.

Justification
resources and physical
assets.

4.8 Develop specification for Increased productivity,
replacement IT system/s.
removal of manual
Procure and implement new intervention.
system/s.
4.9 Introduce an investment
pot to support testing of
new technology (could be
implemented organisation
wide)
Beyond 24m
4.10 Adopt and implement
automatic and dynamic
scheduling and customer
notification, on-line jobs
sheets, predictive analytics,
etc, based on testing of
innovative technology.
4.11 Ongoing
implementation, based on
planned approach, of
vehicle inspections, MOT
style testing and corporate
fleet.
4.12 Review resourcing and
make any changes to
working patterns or
procedures. This should
include consideration of
greater flexibility.

Investment required

Project team to be created

A learning exercise to
inform fleet development,
implementation of new
technology.

Investment in IT system/s,
implementation and
support.
Small investment pot to be
created, plus project time to
test and evaluate
technology.

Improved customer service
and productivity.

Further stage of ICT
procurement.

It is essential to take a
managed approach to
significant change and
growth expected in the
service.

Project resource to develop
and manage planning and
implementation.

Better use of resources can
result in a more efficient
operation and greater levels
of public satisfaction.

Resources to develop the
overall strategy and
business cases for each
vehicle type.
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Target operating model options
In light of the findings from this review of the services, potential options have been evaluated for the future provision of the service.
As noted earlier, limitations in availability and quality of data means that detailed modelling of options has not been possible. Options have
been scored on a relative basis, validated through discussion with the States Works’ management team using the evaluation criteria and
scoring matrix set out in section 3.3 and based on consideration of the pros and cons of each option derived from the review and analysis
undertaken.

3

12

4

Revised total

• Retains risk around recruitment and retention

3

Achievability

• Integration with core operational services, retains control
over operational vehicles and downtime

3

Total

• There is not a single provider in the current market able to
take on the overall contract

3

Risk

• Retain expertise of States Works team

Soc, Env and Ec
benefits

1. As-is - through
States Works (ad
hoc provision for
selected
Committees)

Cost

Key Considerations

Quality

Option

16

• Data is not currently available to underpin detailed
specification process.
• Loss of States Works knowledge and expertise.
• Transfer of risk of recruitment and retention to private
sector.
• Increases risk of downtime and unavailability of key
operational assets.
• The cost of procurement which would be reflected in price
across the term of the contract.
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2

7

2

Revised total

• Limited capacity or capability within States of Guernsey or
States Works to specify and manage contracts for services
with a range of suppliers.

1

Achievability

• There is not a single provider in the current market able to
take on the overall contract.

2

Total

2

Risk

• Restructuring costs may apply.

Soc, Env and Ec
benefits

2. Outsource fully
to the private
sector

Cost

Key Considerations

Quality

Option

9

Revised total

Achievability

• Retain expertise of States Works team.

Total

4. Managed
service, as 3
above, with some
elements
subcontracted to
private sector by
States Works

Risk

• Retain expertise of States Works team.

Soc, Env and Ec
benefits

3. Expansion to
provide Fleet
Management and
Fleet Maintenance
across the States
of Guernsey.

Cost

Key Considerations

Quality

Option

3

3

3

2

11

3

14

4

4

3

2

13

3

16

• Potential for pooling of skilled mechanic resource into a
‘centre of excellence’
• Benefits of synergies from consolidation of fleet
maintenance and fleet management.
• Retains risk around recruitment and retention (for both
mechanics and fleet management expertise).
• Potential for pooling of skilled mechanic resource into a
‘centre of excellence’
• Benefits of synergies from consolidation of fleet
maintenance and fleet management.
• Retains risk around recruitment and retention (for both
mechanics and fleet management expertise).
• Able to subcontract specialist services and bring in
complementary strengths within the private sector,
maximising resource availability.
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Revised total

Achievability

Total

Risk

• Retains maintenance expertise of States Works team.

Soc, Env and Ec
benefits

5. Centralised Fleet
Management
(States
Committee), States
Works providing
Fleet Maintenance

Cost

Key Considerations

Quality

Option

3

3

3

2

11

2

13

3

3

2

2

10

2

12

• Potential for pooling of skilled mechanic resource into a
‘centre of excellence’.
• Focus on key strength of fleet maintenance.
• Loss of synergies between fleet management and
maintenance
• Retains risk around recruitment and retention (for
mechanics).
• Data is not currently available to underpin detailed
specification process.

6. Outsourced
Fleet
Management,
State Works
providing Fleet
Maintenance

• Retains maintenance expertise of States Works team.
• Potential for pooling of skilled mechanic resource into a
‘centre of excellence’.
• Focus on key strength of fleet maintenance.
• Loss of synergies between fleet management and
maintenance
• Retains risk around recruitment and retention (for
mechanics).
• Data is not currently available to underpin detailed
specification process.

107

Conclusion
Option 4, Expansion to provide Fleet Management and Fleet Maintenance across the States
of Guernsey as a Managed Service, with some elements subcontracted is recommended. In
the current context, States Works is the best provider to provide overall value for money
based on costs and the deep understanding of the commercial fleet vehicles (including
several older assets) and the focus on supporting the operational services which rely on the
vehicles. Based on a high-level analysis of the local market, there is not another provider
who could take on this work. However, there is scope for continuous improvement and the
work underway in this area needs to be continued.
In the medium term, there is a strong case for States Works to provide the States of
Guernsey with a wider consolidated Fleet Management and Maintenance provision,
bringing together and maximising the skilled resources available across the States of
Guernsey and building on the synergies between management and maintenance of the
island’s fleet. As outlined in the recommendations, States Works needs to implement a
range of improvements and increase capacity and skills to deliver this option and additional
investment is required.

Signs and Lines
Current business model
The Signs and Lines team operates as part of the wider Highways function within States
Works in terms of organisational structure and reporting lines and carries out duties under a
separate SLA with the States (Traffic and Highways Services). The service provides:
•

A road signs and markings service, with the objective being to maintain and improve
road safety and traffic management within the parameters of the SLA, undertaking:
o Temporary Sign Services – this aspect takes priority over all other works and
includes placing and then collecting temporary road signs, bus stop and
parking suspended signage, cones, lamps, etc. It also includes checking the
temporary signage on major and extended works and regularised checks to
ensure that that the signage is still in place;
o Routine maintenance of road markings, including application after a major
resurfacing project; renewing markings or introducing temporary markings to
the highway or site.
o Maintenance of filters (in turn junctions) and associated signage and poles;
o Checking and maintenance of road markings at traffic signal junctions and
roundabouts, including monitoring traffic signals and reporting any defects to
the client;
o Maintenance of pedestrian crossings;
o Routine maintenance of mandatory, warning and information road signs, this
appropriate to the category of the sign;
o Replacement of stolen, damaged or vandalised signs;
o Storage of the signs, poles and attachments that are purchased by the client
but kept at States Works’ site.
o General maintenance of the signs which includes ensuring that vegetation is
not overhanging signs, and where needed is cut back.

•

Project resource for work outside of the standard SLA, such as public and private
carparks with terms agreed with the client at the point of commissioning the work.
Sign Zone Revamping – no longer within the SLA but identified as possible alternative
work for the crews during periods of downtime due to inclement weather.
Emergency sign works that are initiated by the Police or Guernsey Fire and Rescue
Service.

•
•
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Figure 21: Example of Signs and Lines work
Staffing
The current staffing structure is set out below:
Manager, Highway
Services

Assistant Manager
Signs & Lines and
Cleansing

Supervisor,

Supervisor,

Supervisor,

Signs & Lines

Highways

Cleansing

Lead Hand
Signs & Lines

Lead Hand,
Highways

Lead Hand,
Cleansing

Operatives
x6

Operatives
x 13

Operatives
x 15

Figure 22: Current staffing structure for the States Works Signs and Lines team
A shift pattern is in operation for frontline staff. The foreman and all bar one of the
operatives work an early shift from 4.30am to 12.30pm Monday to Thursday, finishing at
10.30am on Friday. The remaining operative is a day driver, who starts on a later shift at
8.00am, providing cover through to 4.30pm. The Manager and Assistant Manager usually
work office hours.
It is reported that there are capacity issues in the service because of the recent retirement
of an experienced and knowledgeable lead hand. A new lead hand role may be introduced
reporting into the foreman to provide additional supervisory capacity. There is some
evidence of succession planning and stronger resilience/business continuity, with back-up
resources to cover for holiday and sickness at lead hand/foreman level. However, the
current back up arrangements may impact upon the ability to use the optimum team sizes
that are explained later in this report.
In addition, there is evidence that during a peak period in 2018, staff were redeployed from
other teams within States Works to ensure delivery against the SLA, although it is not fully
understood what caused the team to get behind in their work. More intelligent systems
capturing the data and assisting in the deployment of resources, may have helped to avoid
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this, ensuring better planning and being able to obtain a balance between private and SLA
works.
The team is reported to be hard working and works well together as a unit. Managers’
report that team members are good at coming up with ideas, however staff feel that
feedback could be improved. There appears to be lots of ‘goodwill’ relied upon and this
helps the service through difficult peak periods. However, it should be borne in mind that
this is generally not sustainable, particularly if staff have other concerns such as a lack of
communication, feedback or praise.
Sickness days are relatively high compared to other teams within highways, with 23 days
lost for the period March 2018 to February 2019 (3.28 days per employee, based on seven
staff). This however is low when compared with a UK average of 8.4 days per employee in
2018 (CIPD, 2019).

Ways of working
The existing teams deliver three different functions. The first is setting up and erecting
traffic management, diversions and temporary road closures; the second is the repair and
replacement of road signs and other street furniture and the third is the renewal and
painting and laying of temporary or permanent line markings. The teams operate in a
traditional way and use standard vehicles and equipment to deliver the service. The line
markers are skilled in the use of Pram and Shoe-type operations and the use of hot and cold
paint, thermoplastic and resin tape.
From the interviews conducted with parties and the subsequent discussions held with the
teams and service managers, we have established that the work instructions are issued in
the following ways:
•

Permanent Signs and Lines – Planned Work
Requests to install, amend or remove signs and lines are issued by a works order
created from an Access database. This is maintained by States Works for the States
of Guernsey under the SLA.
Additional chargeable project work relates to permanent assets i.e. lines or signs on
the public highway but constitutes work that is over and above the SLA contract. A
project ‘ticket’ is issued and rated between 1 and 4 to determine the urgency, with 4
being the usual and meaning that it needs to be undertaken within one month. It
seems to be accepted by the client that a project job price may attract a higher
labour rate because there are capacity issues during the normal working week, so
additional work may have to be undertaken during evenings or weekends. Due to a
lack of available data, it is not clear what level of overall service impact the urgent,
unplanned or emergency jobs have on normal work. Where work is chargeable
because it is over and above the normal SLA, a purchase order is issued.
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The majority of equipment is ordered directly by the Client and provided to States
Works, with the exception of paint for line work.
•

Road Closures – Planned Works
Staff collect work on a daily basis from the client’s office for the next 7-10 days,
which includes jobs that are required the following day (e.g. ‘Parking Suspended’
signage), or within the next 7 to 10 days (e.g. roadworks, bus diversions).

•

Road closures – Emergencies/Urgent Changes
These jobs usually begin with a phone call from the client to the staff team and are
then issued to States Works by fax (as not all staff have access to email or mobile
working devices) or in person (dropped off by the client or collected by the staff
members) and then is again entered onto a system, resulting in some duplication of
effort.
For emergencies that are out of hours, the initial call will go to the Joint Emergency
Services Control Centre who will then call out the on-call coordinator. The coordinator consults their list of on-call contacts and will call the nominated individual
from Signs and Lines, requesting that they put out necessary minimum signage
required. The client then checks the next working day and requests any
additional/supplementary signage.
Handwritten signs are in use, but this is client-driven as they seem to respond to
businesses’ requests for changes to be made during road closures, so there are lots
of individual signs, rather than consistent and standard messaging. This, whilst no
doubt satisfying local businesses is likely to be an inefficient practice and could prove
costly.
Evidencing that work has been undertaken is sometimes problematic due to lack of
data held on the database, and sometimes involves further discussion and
negotiation between the client and States Works. This includes accounting for the
number of checks undertaken under the SLA.

•

Private Work/ Additional chargeable work
Quotations are provided on a reactive job by job basis, based on the experience of
the individual staff member. There does not appear to be a standard approach or
consideration of total costs, material and resource planning. In addition, it does not
appear that any modelling has been undertaken to determine the optimum job-size
that States Works could undertake efficiently and effectively to break-even or
generate a profit, nor what pieces of work would fall outside of these parameters.

Financial Analysis
Service Level Agreements
The current SLA between the States of Guernsey’s Traffic and Highways Service and States
Works has a value of £363,972 and has been rolled over to cover the period January 1st to
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December 31st, 2019. The SLA is incomplete and there are a number of schedules that do
not contain any information or are marked as ‘to be populated’. It has been reported by the
client that even with an improved SLA, some working practices tend to be historic and do
not change. Investigations have also determined that there is a relatively informal annual
review undertaken against the specification.

Value (£430,000 turnover)
Diversions (including bus
stops)
Signs

16%
1%

41%

Lines

35%

Database Maintenance
7%

External Income

Figure 23: Split of SLA
The current SLA is split out over the service as follows:
Service block
Value (£)
Diversions (including bus stops)
176,656
Signs
32,418.
Lines
152,676
Database Maintenance
2,222
Maximum SLA value
362,972
Figure 24: Service Level Agreement Values for Signs and Lines
Temporary signage jobs within the SLA are limited to 2,140 per year, with any over and
above this being charged at £40.00 per job at year end. If the number falls below 2,000, the
difference is paid back to the client at the same rate.
This is a total of £362,972 from an available client budget of £364,000. Ad-hoc work on top
has to date been absorbed by States Works into the SLA and comes mainly from the Active
Travel unit, who are seeking to improve the island’s infrastructure. The Active Travel budget
is unknown but is a likely potential area of increased income for States Works. However,
this needs to be agreed to be included in the SLA and resourced accordingly.
Traffic signals are subcontracted to States Works by Siemens (contract value is
approximately £40k per year from the £176,656 Diversions allocation).
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Additional work is priced based on the SLA and calculated based on hourly rates for staff
and equipment. These rates were calculated quite some time ago and have been increased
by a percentage each year, generally in line with RPI, unless otherwise influenced by budget
and/or operational constraints the detail of which is agreed through consultation with the
client. The detail behind this, whilst is reported to be out of date, is still likely to be
applicable because it applies to labour, on costs and a surplus element.
Financial Challenges
The States Committees are able to manage their own risks through the use of a fixed
contract with States Works, yet as the work grows through changing requirements on the
public highway or new initiatives, so too does the risk for States Works in being able to
deliver the service (absorbing additional work), without matching income or additional
capacity. Essentially, risk is being passed from one part of the States to another, rather than
being effectively managed.
The States Works team report that the SLA is very out of date and that the workload has
grown by at least a third. Although the client acknowledges the growth, the figure reported
is unverified as data is not available to do this. This also links back to the ‘ways of working’
identified above; the lack of proper asset management recording, the reactive nature of
dealing with additional signs and lines and not challenging whether it should be done under
the current SLA terms, could be having a knock-on effect on the rates and levels of
absorption.
Demonstrating value for money to the States is an issue; although the client is aware that
the revenue into States Works only just covers the service (including extra work absorbed),
they are still unsure if they are getting value for money. There is a perception that the
current ways of tackling the workload could give rise to jobs being undertaken when higher
rates of pay would apply (whether or not this is the case). The client is currently using the
corporate provision of land management review (part of the transformation project), to give
them confidence that States Works is providing value for money services, in the absence of
anything else.
The client has reported that there are more project funds available to States Works, but that
there is not currently enough resource available to undertake additional work, impeded
further by the working patterns described in the staffing section above. We understand
that there are discussions in progress, with a suggestion that projects could be undertaken
in normal working hours using fixed rates and a draw-down arrangement to give States
Works the confidence to employ more staff. However, this all comes down to effective
resource management and additional funding allocation being available.
Contribution to social, environmental and economic benefits
There is evidence available that demonstrates that the current rounds are structured in a
way to have lower impact on traffic at peak times. The Signs and Lines team appears to be
adaptable to accommodate local business needs, but this is also a weakness in terms of
being reactive to these requests and may not be an efficient practice.
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Other considerations relate to heightened environmental concerns about the use of plastics
in society, with a number of reports in recent years concerning the level of micro plastics in
the paint used for road markings and repairs, particularly when located near to previously
untainted water courses. Current advice is to highlight that local authorities must adhere to
the British Standard paint10 but concerns about micro plastics finding their way into
streams, rivers and oceans, continues to gather momentum and is something to be aware
of, particularly with growing public interest.
Current technological capabilities
As in other service areas there is inadequate IT to assist the teams in their daily operation
and the managers in the planning of workloads. The current system does not manage the
asset condition nor allow for realistic valuation of the asset infrastructure. An Access
database is all that exists to record work undertaken and to issue work orders, with nothing
to help teams in the field. Service requests to States Works as described in the ‘Ways of
Working’ section above are via fax or email. Hard copy maps are provided for road repair
teams which is not the most effective way of working.
The client can access the States Works database, raise orders and view, but not add or
delete assets. There are no photos available on the database of the asset (signage, etc) and
information is limited to its overall condition and value. Invoices as a transaction could be
reduced if photographic evidence was provided once a job is completed and then payment
could be issued. As with cleansing, the team have reported that they would greatly
welcome additional IT such as iPads/mobile working devises in the field to enable better
route and priority works planning. This would help solve the issue of evidencing to the
client that work has been undertaken and completed.
In terms of an inventory of what exists in the public realm such as street signs and the lines
on roads, information is very dated, however this is what the structure of the SLA is
currently based upon. This can cause issues as already mentioned, in terms understanding
the assets that States Works are actually maintaining, compared to what they are being paid
for via the SLA.
The Servitor system supporting the equipment and plant inventory, in addition to stock
control is reported as not working well, resulting in too much stock or not enough stock
being held for the appropriate lengths of time. It is anticipated that a replacement SAP
system will be implemented during 2020.
We are advised that improvements to the scheduling and managing of works are currently
being explored by States Works, including consideration of software to assist in the
operational process and to manage the existing SLA by using route optimisation, resource
management, auto scheduling and utilising mobile technologies to move away from the
paper-based approach that is currently used. This review is reported to be at the point of a
scoping exercise with a local company called Integrated Skills Limited.

10

The Independent (2016) Britain’s rivers and lakes polluted by microplastics in paint used for road markings.
Available at: https://www.independent.co.uk/environment/microplastic-paint-pollution-rivers-lakes-roadmarkings-yellow-lines-a7340071.html
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The aim is for this scoping work to identify the requirements for a specification for tender
and a clear business case that compares or aligns the proposed systems, with SAP. SAP’s
ability to provide the necessary functionality (e.g. in relation to granularity of assets) also
needs to be reviewed through consultation with relevant stakeholders.
There are no plans for States of Guernsey to invest in a new highways-related system,
although they are currently upgrading the Island Road Information System which is GISbased and publicly accessible. This new improved system will be able to issue workflows to
the team responsible for road closure signs. We are advised that Integrated Skills Limited
are also undertaking this work. It may mean an element of duplication in terms of recording
jobs, but the system should be able to do this automatically. The States are aiming to
launch this in Summer 2019, but we understand that testing involving States Works, has yet
to take place.
Discussions with both the client and the operational team found that there was general
support for a ‘See it, Report it’ function, whereby any employee can report any problem
easily using a mobile device whilst out in the field. This should be explored in line with the
suggested wider IT system review and could be temporarily introduced via a simple set of
web-based forms that feed into the new system when it is purchased.
Telephony can also be problematic but is key to current ways of working. The team report
that they receive many calls directly through to them (routed via States Works reception)
about signage issues for road works, which they cannot immediately action. There is no
simple way to capture this information and instead callers are directed to call the client
directly, the client then approves the request and sends it back through to States Works to
action.
Benchmarking
Context and available comparators
In terms of local specific context for the signs and lines service, there is an identified
frustration from the client who also works with private sector contractors, and reports being
able to have more robust conversations with these providers than with States Works in
relation to the contract and performance outputs. This comment seems to stem, not from
a lack of willingness or transparency per se, but from a lack of high quality, reliable data to
support both States Works’ pricing and performance outputs. A number of key areas which
have been identified are set out below:
•
•
•

There is limited States Works data available to enable effective benchmarking. A
clear unit cost and performance analysis is needed of the current service and its
outputs.
However, staffing ‘basic salary rates’ compare favourably with the market and would
attract new employees when needed.
The Planned Works programme can be impacted upon due to other priorities and
emergency work demands. This is a common occurrence across local authorities due
to the lack of effective resource planning and restricted available budgets.
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•

•
•

Job costs often include double-time labour rates due to the possibility of work being
undertaken outside the normal working day – this may make the service
uncompetitive if compared with the current market who would be pricing for such
works in the normal day.
Live data and auto scheduling of works is not available causing service inefficiencies,
again this may result in the service not maximising productivity and not being
competitive.
Data relating to the condition of assets is lacking, impacting on the ability to
programme work effectively.

It is clear from the review that robust benchmarking is an area that needs to be
strengthened across the States Works SLA agreements to enable the services to
demonstrate value for money and quality outputs.
As part of the benchmarking exercise, several comparisons were considered including
Jersey, Alderney, mainland UK and Europe. The focus of the benchmarked data has been
aligned with Mainland UK and the major core cities. The following outputs are typical of
those currently used in mainland UK, where long-term contracts have been established or
large works are being tendered for in a competitive market.
The following benchmark is based on teams of two operating 8-hour days, with an expected
average daily or weekly income generation expected:
• A daily income target £550 - or weekly income target £2,750.
• On average a team removing and re-applying with a pram or shoe completes
17-22 junctions per day.
• Road marking larger transects:
§ Road marking removal (night work) with Hydro Blaster removes 3,200
linear metres per 8-hour shift (usually done with below as a single
operation).
§ Road markings sprayed on (night work) with laser lining sprays 3,200
linear metres per 8-hour shift (with crash cushion).
Quality, regulatory compliance, health and safety
Guernsey does not have to comply with U.K. legislation but does aim to meet U.K.
standards. The local legislation/policy is referred to within the SLA and States Works are
expected to meet the guidelines. Teams have scope to make on-site decisions (i.e. height of
sign within the legislation), with the client also specifying certain aspects.
In the U.K, the Traffic Signs Regulations and General Directions (TSRGD) was revised in 2016.
Whilst the States of Guernsey is not legally obliged to follow these regulations, it has
become apparent during the course of this review, that the standards are used as a yard
stick, by which to ensure that the island’s operations are compliant with what is taking place
on mainland U.K.
As with other States Works services, the standards of Health & Safety (H&S) and training are
arguably higher and easier to demonstrate than immediate/potential competitors. It is
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important that States Works continue to provide high levels of H&S attainment, through
clear risk management and mitigation and ongoing staff training.
Overview of the market on the island for alternative provision of the service
From our desktop research and interviews with both the client side and the teams within
States Works, it appears that whilst there are potentially other suppliers on the island
already undertaking highways type activities, that could expand their operations to include
signs and lines markings to the role, they would need to gear-up first and this would be
likely to include significant investment.
The client uses other external suppliers on occasions for other small, but related jobs i.e.
pole installation for signs to be attached to. A local company expressed an interest in
bidding for the SLA work but there is uncertainty around their ability to gear-up and deliver
at the price that States Works achieves, without having long-term commitment within the
contract to allow any initial capital outlay to be recovered. However, it should be noted that
States Works is currently absorbing a lot of additional cost for the signs and lines work, and
there is a question over how sustainable this is longer-term and what the true cost of the
service operated by States Works actually is.
There are no obvious alternative suppliers which the service could be easily outsourced to,
without providing longevity of contractual commitments to allow any mobilisation and
capital cost outlay by a new provider to be recovered.
Wider context
Links and dependencies to other teams
There is a degree of flexibility within States Works currently, enabling capacity issues in one
team to be overcome by utilising the staff from another team such as cleansing to help out,
thereby ensuring that the SLA is delivered. This occurred last summer within signs and lines
and seems to have ensured continued resilience of the service.
The team have a close working relationship with very regular (daily and weekly) contact
occurring with client team. The client must provide additional advice in terms of sign
placement or height, so open communication between the parties on jobs is highly
important.
Emergency response
As highlighted earlier in this report, the Emergency Response Service operates well and this
is echoed by the client’s reports. For normal hours’ jobs that require an emergency
response, these will be communicated by the client to the team. The out of hours’ service
requires an on-call coordinator, who operates across States Works services and ensures that
the right representation for the issue at hand is mobilised. On the latter types of calls, the
client is then involved again the following day to ensure that all requirements are met and
duties fulfilled.
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Opportunities
Potential impact of technology
Both the States Works teams and the client are currently reliant upon an Access database of
information about assets on the public highway, which is very much out of date. Improved
technology for work planning and having an accurate asset database, would go a long way in
ensuring that routes and planned works are optimised, this in part linked back to the new
Island Road Information System.
The scoping exercise being undertaken by Integrated Skills Limited will consider the best use
of software to assist in the operational process and delivery of the SLA including route
optimisation, resource management, auto scheduling and mobile technologies. In particular,
greater visibility on completed works would be advantageous going forward. The client is
clear how many jobs have been issued, but not necessarily how many are completed. The
team would greatly welcome additional IT such as mobile devices in the field to be able to
help solve this.
Opportunities for improvement including efficiencies and savings
1. A key opportunity linked to the technology and data improvements, involves a
comprehensive review of the SLA. This has been due to take place for several
months but has possibly been suspended whilst this review is undertaken.
Reviewing the SLA and ensuring that it is based on concrete, robust data relating to
the asset base. However, this is the only way to ensure that a complete record is
captured and that States Works are being asked to deliver services that are aligned
with what is actually out there in the public realm, rather than absorbing and
maintaining a lot of extra assets outside of the original SLA. This could provide an
opportunity to seek additional income from parties such as Active Travel.
2. Linked to point 1 above, there is the opportunity to re-think the way that the SLA
and charging for additional work is structured. Discussions with the client suggest
they have been looking at producing a list of jobs to help give States Works
confidence that they will have a call-off arrangement and can employ additional
resources to provide more capacity. The client has stated that there is additional
funding available for project work. They could look at pre-purchasing a number of
days to call off within a year to guarantee certain levels for States Works. Current
working patterns are not helping and the client is in discussion about how to tackle
this going forward i.e. undertaking some work in normal working hours via fixed
rates and a draw-down arrangement to give States Works the confidence to employ
more staff.
3. States Works need to produce a standard Rate Card, setting out the true charge for
specific works such as a) 400mm wide line per linear metre, b) Mini roundabout
4.0m diameter with arrows (1 item) and so on. This type of approach will help speed
up job costings and provide clear information as to the capacity available within the
teams, whilst identifying if it is possible to undertake the works in core time or if
additional premium rates will have to apply based on demand or urgency.
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4. It is not clear if the existing system allows for accident and damage total cost
recovery from independent insurance companies and individuals. This should be
explored and where identified capitalised by States Works or the States as an
expenditure offset by a revenue income. The highways asset database/list should be
updated with a new maintenance regime based upon the age and condition of the
asset.
5. There are a number of benefits from the introduction of a comprehensive asset
management database system that would enable:
a. Work to be auto-scheduled based upon priority.
b. Operate scheduling in real time with the nearest priority job being issued to a
crew on completion.
c. Live performance data on each job allowing true costs to be identified and
managed.
d. Live operational data can be assessed by the public or used to inform
operational logistics and residents of expected delays, etc.
e. A history of asset repairs and fixes to allow for better strategic asset
management planning and replacement.
f. Accurate cost breakdown of materials and labour for each type of job.
g. Removes duplication of paperwork and effort and prevents down time.
6. It has been suggested that States Works could take on responsibility for the ordering
of assets and equipment (they already provide the paint for road lines and storage
space for the signs). This would link to better inventory management systems and
ensure that there is more efficient ordering, stock control, and understanding of true
service costs.
7. Linked to work planning is the tendency to be over-responsive e.g. driving to the
other side of the island to deliver a sign that has been requested, but that is not
required immediately. This is an example of well-meaning but inefficient practice. A
route planning system would help to deal with and plan in this type of request more
effectively (see item 3 above)
8. Better use of performance data and resource allocation based upon teams
generating average daily income targets or achieving prescribed line removal and
replacement targets, etc.
9. Existing resource models would benefit from a closer review to ensure that the
working patterns accommodate for seasonal trends and down times associated to
inclement weather.
10. Existing resource numbers do not allow for the maximisation of three teams of two,
operating throughout the whole year. The service may want to explore other
operating and resourcing models that provide for twenty percent holiday and
sickness cover and that manages leave and absenteeism, whilst undertaking
seasonal operational hours, working longer in the summer and less in the winter
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periods when the roads are wetter and the early mornings darker. Apprenticeships
can assist in ensuring that service gaps are covered, whilst training individuals as part
of the organisation’s succession planning process. It is also suggested that as part of
the review, consideration is given to staggered start and finish times to ensure
service coverage.
11. The existing out of hours’ arrangement is part of the wider Emergency Response
service. Delivery of the out of hours’ service should be reviewed in line with the
recommendations in the Emergency Response section of the report to improve
allocation of costs of delivery. In particular, alternative models which reduce the
occurrence of operatives on call exceeding their driver operating hours for larger
HGV vehicles.
12. The existing vehicle assets and plant would benefit from a review, to ensure that the
equipment is fit for purpose and will maximise productivity. Exploring the use of the
latest technology from hydro blasters to laser lining spray equipment for larger
vehicles, either purchased or hired in for parts of the year to complete set
programmed work. There will always be a place for use of the existing pram and
shoe type operation currently used by the teams.
13. Consideration should be given to a continued rollout of illuminated street signs and
lighting with new LED systems that auto fault report. These types of assets require
less maintenance due to a longer life span and would allow expansion of the
operations into other areas such as on-street charging points in the future.
14. Planned traffic management is used for grass cutting or road sweeping,
consideration should be given to align these to allow the use of one management
system that gives access to all services needing to work on the highways (lighting,
signage, grass cutting, gully cleansing, road sweeping).
Opportunities for growth, development, expansion, partnerships
The following are other potential growth areas:
• Project work – i.e. dealing with requests for additional private and public work.
• Moving to printed signs rather than handwritten, could be expanded to cover wider
offering across the island.
• Capitalising on the work that Active Travel are undertaking using their ring-fenced
budget to increase cycle lanes, etc. States Works has already undertaken some of
the work that they are commissioning, but it is being absorbed into the SLA, with no
ongoing additional maintenance costs. If States Works can demonstrate robust costs
for maintaining the asset (plus the original project costs if applicable), then working
in partnership with the highway’s client team, this additional work could be
incorporate into the renewed SLA.
• Schools are a potential area of growth, although it needs to be considered that the
work lasts longer and therefore would need to be on a longer programme i.e. 5
years.
• Training staff ready for the provision of on street charging which will reach the island
in the coming years.
121

Risks
There are a number of considerations that need to be taken into account when undertaking
business change. To assist States Works in mitigating the risks associated to the change, we
have captured below the main areas where attention and support will need to be focused:
There is a concern that the project work could take precedence over the SLA work. This
would need to be agreed and understood from the outset that the priority is the delivery of
the SLA. A discussion with the team manager suggested that a good way to mitigate this
would be to split the existing resources into an SLA team and a project-work team.
Pricing of jobs needs to be realistic and informed by more intelligent work planning and
asset management software. To price based on double-time rates to account for
undertaking work at the weekend runs the risk of being uncompetitive and not providing
value for money.
There is a risk that by growing the private business without first understanding the optimum
performance and productivity of the service, that it will become inefficient. It is likely that
there will be an optimum size of job that is worth States Works undertaking and whilst a few
smaller and less optimised jobs could be absorbed, there is a danger that too many will
cause inefficiency.
There is also the risk that the smaller companies on the island who may be able to
undertake these small private jobs i.e. office carparks, might be supported politically.
There is a risk associated to the transformation and development of the workforce culture.
Staff need to be engaged and supported through change and that means making clear
investment into supporting, training and promoting the benefits and outcomes of change
positively.
The upskilling of the workforce in the use of IT systems and mobile devices brings its own
risks and challenges that should not be underestimated.
Recommendations
This review has not established any sound reason for the exploration of other service
delivery options for Signs and Lines. There is little to no competition on the island to test
the market with and the limited data and qualitative information made available during the
review has not caused any red flags. Given the absorption of the additional work, it is likely
that once true data and intelligence is able to be gathered, that the States are receiving
good value for money. However, the question of sustainability remains and this needs to be
borne in mind going forward.
Set out below are the recommendations for inclusion in the future delivery of the service in
the context of States Works as a whole.
States Works currently provide a traditional service with competent and knowledgeable
resources. However, there is a need to continue to look forward across the medium and
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long-term, with the client, to ensure the right investment in systems, resources and assets
are made to both operational and physical infrastructure.
Recommendation
Next 12m
5.1 Develop a set of Key
Performance Indicators to
enable better use of
performance data and
resource allocation based
upon target income
generation and
performance targets.

Justification

Investment required

Some benchmarking data/
targets has been provided in
this report. States Works
should analyse current
performance and begin
collecting data where it
doesn’t exist to enable
comparisons to be made.

Resources to research and
work with managers to
develop suitable data and
intelligence.

This will enable confidence
to be built in the service,
enable more effective
management control and
benchmarking and increase
transparency.
12-24m
5.2 Research and review the
options for an effective
Asset Management System

5.3 Consider use of
telematics and in-cab
technologies.

A good asset management
system will enable task and
job assignment for crews
including recording of
breaks, time off-site, autoscheduling, job pricing and
maintenance regimes to be
captured in one place. It
also links to the systems in
the following
recommendations. Risks on
the public highway are
effectively managed. This
will also help to combat the
tendency to be over
responsive to requests for
additional signage (which
may not be urgent) and can
cause service inefficiency.

Some work is already
underway; continue to
resource to enable
thorough research and
review of options (this does
not need to be a bespoke
system).

Improves intelligence and
contributes to raising
productivity levels of both
the staff and machinery
used. Enables a more

Resources to research and
analyse options.
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Recommendation

Justification
informed approach to asset
purchasing and planning

Investment required

5.4 Undertake a review of
the SLA as it is reported to
be absorbing a large amount
of extra work (including
Active Travel).

Reviewing the SLA and
ensuring that it is based on
concrete, robust data
relating to the asset base.
This will enable true service
costs to be understood and
negotiated, reducing the
risk of unsustainability.

Resource to collect and
examine baseline data. This
will feed into any new
database system too,
ensuring that records are
accurate from the start.

5.5 As part of the SLA work,
consider pitching to take on
responsibility for the
ordering of assets and
equipment (they already
provide the paint for road
lines and storage space for
the signs). Also consider
sign zone revamping –
possible alternative work for
crews during inclement
weather.

This would link to better
inventory management
systems and ensure that
there is more efficient
ordering, stock control, and
understanding of true
service costs.

Resources to set up initially.
Thereafter, should become
more automated than the
current arrangement
(discussions may take place
in the next 6 months, but
implementation may be tied
into the system work, so
more medium-term).

5.6 Consider working with
the client on an
arrangement whereby a
number of days per year are
purchased to call off
against.

Current working patterns
are not helping and the
client is in discussion about
how to tackle. This
arrangement helps to
guarantee certain levels of
income for States Works.

Additional resource may be
needed, but with the
guarantee of additional
extra days’ work per year
from the client.

5.7 Develop and produce a
clear Rate Card, setting out
the true charge for specific
works.

This is important to ensure
consistency of pricing across
private and States business,
as well as transparency for
the States as client.
Optimum job sizes being
determined will ensure a
more commercial approach
to private work.

Resource (will need to
include Finance) to gather
data, analyse and produce
models to realise optimum
prices.

Sign zone revamping as an
additional responsibility
would help to ensure
productivity levels are
maintained during
inclement weather.
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Recommendation
5.8 Planned traffic
management is used for
grass cutting or road
sweeping and therefore
consideration should be
given to align these to allow
the use of one management
system that gives access to
all services needing to work
on the highway.

Justification
Exploiting synergies that
exist between services, to
ensure that disruption is
minimised and service
efficiencies are maximised.

Investment required
Resources to identify where
the synergies exist and to
plan steps to exploit these.

5.9 Develop specifications
and undertaken
procurement exercise for
technology/systems.
Implementation and staff
training to ensure proper
use.

Increased productivity and
maximised use of resources,
greater oversight and
business intelligence,
removal of manual
intervention.

Project team to be created.

5.10 Develop a vehicle
replacement programme, in
conjunction with fleet
management, to cover the
next three years, to include
whole life costs, associated
vehicle technology and
benefits.

This will enable true costs to
be identified plus any
opportunities to increase
productivity, reduce fuel
costs, or utilise new,
emerging alternative fuels.
It may also offer an
opportunity to reconfigure
capital and revenue budget
spending.
Whilst there will always be a
place for use of the existing
pram and shoe type
operation currently used by
the teams, new technology
may aid the efficiency of the
operation and have wider
benefits.

Resources to develop the
overall strategy and
business cases for each
vehicle type.

Whilst it is reported that
work takes place during
inclement weather, there is
a lack of data to support
productivity levels or
potential redeployment to
other activities. Analysis
would help with this.

Resource to analyse and
make recommendations.

5.11 As part of the above
work, explore the use of the
latest technology from
hydro blasters to laser lining
spray equipment, either
purchased or hired in for
parts of the year to
complete set programmed
work.
5.12 Undertake review and
analysis/comparison to best
practice, to ensure that the
working patterns
accommodate for seasonal
trends and down times
associated to inclement
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Investment in IT system,
implementation and
support.

Resources to research and
test new technologies.

Recommendation
weather and seasonal
trends.
5.13 Consider exploring
other operating and
resourcing models to
provide greater service
resilience and be more
responsive to the seasons.
5.14 Consideration should
be given to a continued
rollout of illuminated street
signs and lighting with new
LED systems that auto fault
report.
Beyond 24m
5.15 Develop customerreporting tools to expand
the ‘see it, report it’ way of
working already
implemented amongst
crews. Enable this to have
an automated feedback
loop to keep the customer
up to date.
5.16 Review opportunities
to develop the business for
the signs and lines service to
include more private work.
This could include use of
vehicles to advertise own
and others’ services to
generate interest and/or
additional income.

Justification

Investment required

Other models exist that
provide for holiday and
sickness cover, manage
leave and absenteeism and
employ seasonal
operational hours.
Life span is improved and
costs reduced in terms of
running.

Resource to analyse and
make recommendations.

This will reduce complaints
because swift action can be
taken and the customer is
kept up to date.

The new AMS and autoscheduling should support
this with minimal (if any)
staff intervention required.

It is important to get the
current ‘in house’ service
right and working well first,
with the right equipment
and technology to then
support a move into
additional private work.
This can help to generate
income for the company
and potentially help to
reduce the contract/SLA
price back to the States.

Resources needed to
develop a commercial
business plan (requires
strong business and
commercial nous).

126

Resources to work with the
States to consider this
rollout. Investment would
be likely to come from the
States.

Target operating model options
In light of the findings from this review of the Signs and Lines Service, potential options have been evaluated for the future provision of the
service.
As noted earlier, limitations in availability and quality of data means that detailed modelling of options has not been possible. Options have
been scored on a relative basis, validated through discussion with the States Works’ management team using the evaluation criteria and
scoring matrix set out in section 3.3 and based on consideration of the pros and cons of each option derived from the review and analysis
undertaken.
Revised total

Achievability

• There are limited suppliers on the Island and with such a small
contract, the likelihood of attracting an offshore operator is
limited and likely to result in a more expensive less adaptable
arrangement.

Total

2. Outsource
fully to the
private sector
(Contracted by
E&I)

Risk

• Effective service and scope for service improvements
highlighted in this report

Soc, Env and Ec
benefits

1. Service
continues to be
provided by
States Works
(As-is)

Cost

Key Considerations

Quality

Option

3

3

3

3

12

4

16

2

3

2

2

9

2

11

• Alignment with other States Works services including fleet
maintenance and out of hours emergency response
• Synergy with other States Works services managing teams of
manual operatives.

• Limited capacity or capability within the States committees to
specify and manage external contracts.

Revised total

Achievability

Total

Risk

Soc, Env and Ec
benefits

Cost

Key Considerations

Quality

Option

• Restructuring costs may apply.
• Data is not currently available to underpin detailed specification
process and would result in high levels of risk being reflected in
the final contract price.
• Risk of loss of States Works deep expertise and knowledge.
• Private sector may bring innovation, new ways of working and
efficiencies to delivery of the service, (however with the right
support States Works can attain the same results).
3. Outsource
fully to the
private sector
(Contracted by
States Works)*

• There are limited suppliers on the Island, who are able to gear
up with the level of investment needed.

2

3

2

2

• The likelihood of attracting a big UK operator to the island is
limited and likely to result in a more expensive less adaptable
arrangement.
• Limited capacity or capability within States Works to specify and
manage contracts for services with a range of suppliers.
• Restructuring costs may apply.
• Data is not currently available to underpin detailed specification
process.
• States Works involvement would add an extra layer of cost to
the arrangement.

* A mixed economy/managed service model is not considered a viable option due to the small scale of the contract.
128

9

1

10

Conclusion
Based on the above table, option 1 (As-Is) is recommended.
In the current context, States Works is the best provider of the Signs and Lines Service and
provides best value for money in the wider sense, based on the information available.
Committees (particularly Environment and Infrastructure) do not currently have capacity to
specify, procure and contract manage an external signs and lines provider. The ability to
attract the right company either from the island or to the island is a risk. As such there
remains a significant benefit in States Works providing the coordination and delivery of
services.
However, it is recommended that the current SLA needs to be revisited to provide clarity
over term, cost and investment. This would ensure certainty on outputs and performance
expectations for both the States and States Works.

Emergency Response Resource
Introduction
Emergency response is provided by States Works as part of a statutory duty and relates to
supporting the island response to emergencies and major incidents. This inclusive of but
not limited to the following:
•
•
•
•
•
•
•
•

Implementation of road closures and diversions around the scene.
Provision of manual labour, transport and plant for site protection and clearance.
Provision of sand bags for property protection.
Maintenance/control of the islands foul and surface water pumping stations.
Provision of sewage tanker fleet.
Drain clearance.
Provision of additional emergency pumps.
Front line manual/mechanical support for marine pollution incidents on beaches.

These are as defined in the Guernsey Strategic Coordinating Group Manual (10th Edition,
May 2015).
In the event of an emergency where States Works support is required, the JESCC will contact
the named on-call coordinator/duty manager for that day who will co-ordinate the
appropriate response.
Typically, responses are straightforward and are completed within 2 -3 hours. The
coordinator/duty manager will make contact with the appropriate operatives/on-call staff
who will undertake the work required. On a few occasions, the incident is more complex
and requires the coordinator or senior management to attend. If there is a major incident, a
call will go out to all relevantly skilled staff (not just those on call) and there is an
expectation they will make themselves available, although this is not a contractual
obligation.
In practice, the response is based on a standby rota of on call staff which is organised by a
co-ordinator. There are 6 staff on standby each day in the following teams:
•
•
•
•

General Call Out Team, which will generally consist of 3 staff (Mechanical Fitter, HGV
Driver and Vehicle Technician).
Electrical and Mechanical Team (1 Mechanical Fitter or Electrician), mainly for
Guernsey Water pump station problems.
Signs and Lines (1 Operative), to respond to road incidents where a road needs to be
closed or signage placed.
Sewage Collection Service (1 Driver/operative), for out of hours urgent cesspool
emptying and support for pump station breakdowns.

Staff on the rota are paid a standby payment and also paid overtime rates (either time and a
half or double time depending on the timing of the incident) for any hours spent on a
response (based on a minimum of 3 hours).
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The standby arrangements, coordination and some of the costs associated with vehicles,
equipment and communications are funded by an SLA with Traffic and Highways Services.
The costs of a response are generally charged to the relevant committee or landowner
(where they may be recoverable by insurance). Funding for significant responses may be
required to be recovered through the Policy and Resources Committee.
There are also a range of vehicles and equipment that are owned by States Works and used
as part of the Emergency Response. This includes the Jet Vac tanker, sewage tankers,
mechanical road sweepers, pumps, generators, breakdown vehicle, snow gritters, tipper
trucks and a crane lorry. Access to these vehicles and qualified drivers is critical to operation
of the emergency response service.
Costs of delivery
The cost of delivery of the service is not currently monitored and data is not available to
fully understand the impact on States Works. For example, the impact on delivery of SLAs
with other clients is not captured and the associated overtime costs are not fully captured
separately, however it is understood that States Works heavily rely on the retention of the
SLAs to fund the staff and equipment required for the emergency resource, these resources
being funded through their daily use within the SLAs.
The elements of cost relating to the provision of the emergency response service are set out
in the table below:
Cost driver
Standby rota

Incident – direct
costs

Incident – indirect
costs
Administration costs

Management of
service

Causes of costs
• Number of staff on the rota
• Rate of pay for standby payments
• Managing / co-ordinating the rota
• Number of incidents
• Type of incident
§ Number of staff attending
§ Which staff attend (overtime rates)
§ Length of time staff attend
§ Vehicles/plant/equipment required
§ Materials/stock issues required
• Hours lost on business as usual because of working time limits
• Cost of overtime to catch up on SLA commitments
• Recording and managing information about events, overtime
• Administration of standby and overtime payments
• Raising bills to charge landowners/committees
• Debt collection
• Time spent on training exercises
• Management time
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A summary of the costs of each element is set out below:
Cost driver
Standby rota

Estimated annual cost
£42k

Incident – direct costs

Varies depending on number
and type of incident, in 2018
£38k total.

Incident – indirect costs

This is not captured directly,
but calculated based on the
charge to
landowners/committees
Not captured directly

Vehicle and equipment costs

Not captured directly
£7k included in SLA for
dedicated vehicles, £7k for
vehicle (de-icer) storage and
£11k for equipment, phones
and radios.

Management and
Administration costs

Not captured directly –
unknown whether costs are
recovered

Recovery of costs
SLA with Traffic and
Highways Services includes
£30k for standby and £12k
for coordinator time
Target is 100% recovered
from
landowners/committees.

Absorbed into each of the
services
A vehicle rate and materials
costs are included in the
invoice costs to landowners
based on standard States
Works vehicle rates.
In the SLA, the cost of
dedicated vehicles and some
equipment is covered.
An overhead charge of 11%
is factored into the direct
costs of incidents.
£4k is included in the SLA to
contribute to management
and administration time.

This shows that the majority of direct costs are covered. There are some indirect costs,
particularly associated with the impact on services from overtime where hours are lost from
business as usual which are not monitored, quantified or recovered. Similarly, it is not fully
understood whether the management and administrative time is fully covered based on the
£4k contribution and overhead charge.
Where landowners are invoiced, on the whole payment is received for services provided.
Some issues arise where JESCC have not contacted the landowner for permission before the
work goes ahead. In these circumstances, States Works are bearing the risk and may not get
paid. Furthermore, in relation to a significant response where a request for funding is
required to retrospectively be submitted to the Policy and Resources Committee, then
recovery of costs is not guaranteed. Similarly, there have been GDPR issues with States
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Works experiencing difficulties in obtaining customer details from JESCC for invoicing
purposes.
Costs for standalone provision
If emergency response was not to be provided through States Works, but through a range of
standalone out of hours’ contracts, it is anticipated that there would be additional costs to
the States of Guernsey to having this service on standby. These costs would include:
• Internal costs of managing relationships, training and contracting with several
different parties.
• Additional co-ordination and administration across a number of providers charged as
part of the standby cost.
• Potential additional standby costs for within hours support as well as out of hours,
which is currently absorbed by States Works.
• Equipment related retainer/standby costs to ensure that key assets are able to be
made available as required.
• Costs associated with having large number of staff available if there was a major
incident. At present this is provided by States Works at no additional cost, but it is
anticipated that private contractors would charge a retainer or other charge for
having a large number of people available if required.
In summary, depending on the organisations involved and the agreements contracted to,
the additional cost could be at least £100k but could be much higher in the range of £300500k.
Staffing requirements
There is no summary information available about the numbers of different types of incident
to do analysis of key skills required and number of staff. The level of dependency of
Emergency Response on the different States Works services is outlined in this table based
on information on typical incidents provided.
Service
Waste Management

Level of dependency of
Emergency Response on
service
Low

Stores, Garage and Fleet
Management
Land management
Sewage Collection

High

Electrical and Mechanical

High

Low
High

Key points
Some collection of fly
tipping.
Breakdown cover.

Out of hours call out for full
or overflowing cesspits or
pump station
breakdowns/over pumping.
Out of hours’ technical
response to attend to
critical infrastructure
breakdowns.
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Drainage
Highways - Cleansing

High
Medium

Highways – Signs and lines

High

Blocked drains/flooding
Specific support for road
sweeping (severe weather
clean-up operations)
Out of hours’ response to
road incidents.

Overall, the service can be summarised as a mix of three elements:
• Out of hours’ provision for key services (sewage collection, breakdown response,
drainage, waste collection and sign and lines).
• Coordinated response to more complex incidents (severe weather, road incidents,
marine pollution).
• Access to larger skilled workforce and equipment in case of major incidents.
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Target Operating Model Options
Based on the analysis undertaken, the following options are available for taking the service forward:
•
•

•

As-is (managed by Traffic and Highways).
Restructuring of contract arrangements to include:
o Out of hours services related to existing SLAs, funded through those SLAs based on standby requirements and shift patterns.
o A separate SLA with Emergency Planning for general emergency response to more complex incidents and those outside of the
existing SLAs.
Centrally co-ordinated pool of resources and assets from different sources. This could include a mix of States Works, other Trading
Asset, States of Guernsey and Private Sector.

As noted earlier, limitations in availability and quality of data means that detailed modelling of options has not been possible. Options have
been scored on a relative basis, validated through discussion with the States Works’ management team using the evaluation criteria and
scoring matrix set out in section 3.3 and based on consideration of the pros and cons of each option derived from the review and analysis
undertaken.

3

3

12

4

Revised total

2

Achievability

4

Total

Retains control over resources (people and assets).
Responders are trained and have knowledge of machinery.
Response, supported by States Works ethos
Major incident response resource is based on current size of
States Works.

Risk

•
•
•
•

Soc, Env and Ec
benefits

1. As-is

Cost

Key Considerations

Quality

Option

16

Revised total

Achievability

Total

Risk

Soc, Env and Ec
benefits

Cost

Key Considerations

Quality

Option

• Service not fully funded, substantially subsidised by SLAs with
regards to personnel and equipment, and in particular in
relation to overtime to catch up on SLA commitments due to
out of hours responses.
2. Restructuring
contract
arrangements
to separate outof-hours
services from
Emergency
Response.

•
•
•
•

4

4

3

3

14

3

17

3. Central coordination of
response.

2
• Risk over ability to control mobilisation for a major incident
• Control over resources (response at short notice / agreement of
rota)
• Additional cost of co-ordination and management of
administration, payroll, etc
• Access to and ownership of key machinery assets (e.g. de-icer)
• Cost of additional training

3

2

2

9

3

12

Retains control over resources (people and assets).
Responders are trained and have knowledge of machinery.
Response, supported by States Works ethos
Major incident response resource is based on current size of
States Works.

• Funding aligned to use of resources.

• Access to a wider pool of staff and skills
• No direct reliance on States Works if structure and functions
change over time
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Conclusion
It is recommended that a review is carried out to restructure the emergency response
service based on (a) out of hours’ response as part of existing SLAs and (b) a new SLA
(ideally) with Emergency Planning, to cover wider and more complex response
requirements. To achieve this, a review should be undertaken of current SLAs, standby
payment arrangements and current practice in terms of allocation and charging.
Further to this, there are improvements that can be made to the service to make Emergency
Response even more resilient.
Key recommendations are:
Recommendation
6.1 It is recommended that
a review is undertaken of
current SLAs, standby
payment arrangements and
current practice in terms of
allocation and charging.
6.2 Development and
recruitment of additional
on-call staff resources from
within States Works and
focus on addressing skills
gaps
6.3 Review and updating of
job descriptions to include a
clear requirement for States
Works employees to
participate in the
Emergency Response
standby rota.
6.4 Improvement of data
collection (aligned with
improvements across States
Works).

6.5 Review practice. For
example, can the focus of
Emergency Response be
limited to making a site safe
and further work be

Justification
To understand current
funding of out of hours/
Emergency Response
services and provide
evidence to support
restructuring of
arrangements.
There is a need to address
gaps in the rota and over
reliance on a small number
of staff.

Investment required
Project resource to
undertake review.

There is a need to address
gaps in the rota and over
reliance on a small number
of staff.

Project resource to
undertake review.

This will have the benefit of
being able to better target
resource, standby
arrangements and analyse
patterns of incidents (e.g.
can changing shift patterns
reduce the number of out of
hours callouts).
This approach may limit the
knock-on effects on shift
arrangements and overtime
requirements.

Incorporation of improved
data collection into business
as usual.

Support from HR and
Service Managers.

Time to engage with clients
and service managers to
identify opportunities to
change approach.

Recommendation
completed during normal
working hours, (e.g. HGV
drivers are less likely to be
required to make a site
safe).
6.6 Review invoicing
arrangements to ensure
that invoices are sent out in
a timely manner improving
cashflow and likelihood of
prompt payment. This
should also include
consideration of
mechanisms to ensure that
SW gets paid.

Justification

Investment required

There is scope for
improvement in invoicing
and collection of payments
due to States Works.

Project resource to
undertake review.
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Private work
Key findings
The following findings have been identified and consolidated from the different service
reviews:
•

There is no overall strategy in place to guide private work. Similar organisations
generally have a Commercial Strategy, or similar plan in place to set out the
overall direction and guiding principles for pursuit of private work.

•

Existing work has built up on an ad hoc basis over time.

•

Data is not available to undertake analysis of the financial impact of existing
private work:
o Work is generally priced on an ad hoc / reactive basis which results in an
inconsistent approach.
o Data is not easily available to assess whether the activities are profitable.
o There is a mix of marginal costing and full costing which is not supported
by a clear strategy or principles.
o The rate cards in place, where used, are based on historic data and need
to be reviewed and updated to ensure they represent total costs.

•

•

o The recent success in securing Land Management contracts with Guernsey
Housing Association indicates that the charging structure is competitive in
the market.
Assessment of capacity is anecdotal and based on observation and experience
rather than robust activity data and monitoring. This means that it is difficult to
make informed decisions about available capacity to take on new or additional
work. Work is taken on based on filling capacity and helping manage peaks and
troughs of work. In practice, the limitations of the current data mean that this is
not fully understood and there is no analysis to indicate whether this work does
serve this purpose in the context of the wider schedule and workload.
There is limited market analysis available to support decisions about the
implications of taking on private work for the wider economy of the island.

Overall recommendations
The findings of this review indicate that States Works is embarking on a period of
transformation, predominantly led by improvement in technology enabling changes in
working practices and provision of data, information and business intelligence guiding
smarter working.
There are also other key developments including the corporate fleet transformation
programme which will further impact on levels of capacity in States Works.
In this context, it is recommended that seeking additional private work is not a priority for
States Works in the short term. However, there is a role for States Works in this market
and as part of the programme of improvements, it is recommended that:

1. Rate Cards are updated for all areas of activity which cover the full costs and can be
used to guide pricing and quoting.
2. Team capacity is fully understood to minimise the use of overtime to fulfil (or backfill
for) private contracts whilst ensuring that any downtime is identified and linked to
opportunities for private work.
3. Market analysis is undertaken to formally understand and analyse the key players in
each sector and the impact that States Works taking on private work may have in the
local market.
4. A clear commercial strategy is developed, based on 1-3 above which sets out clear
principles for developing opportunities for private work in each service, including:
- size and scale thresholds for taking on work (by service).
- types of work and client by service (e.g. households’ v commercial).
- acceptable profit margins and / or marginal costing as appropriate where there is
spare capacity in the service.
- capacity to deliver / additional resource required.
- impact on the local market.
5. Business development resource is made available to advise on bidding and sales
activities in line with the commercial strategy.
These actions will take time to be completed and are dependent on other projects in the
organisation. In the interim period, where opportunities arise, these should be evaluated
on a case by case basis, considering the following suggested principles:
•

States Works is the only potential provider for a service which is required in the
best interests of islanders or States Works entry to a market will address risks of a
monopoly market and act in the best interest of islanders.

•

Market analysis indicates that States Works operation in a market will not impact
to the detriment of the overall island economy.

•

Cost-benefit analysis, considering full costs of delivery, demonstrates a positive
return for States Works.

•

The work can be completed within current service capacity without additional
resource requirements or if additional resources are required, this risk can be
managed within the contract arrangements.

•

The size and scale of the opportunity exceeds an agreed threshold (likely to vary
by service, e.g. signs and lines may be a small one off job that fills capacity,
whereas in land management the threshold may be a commercial grounds
maintenance job worth >£2k over a 12m period). Analysis and consultation need
to be undertaken to agreed specific thresholds for each service.
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Summary of opportunities by service
Service
Wastewater collection

The current scope for private wastewater collection is
limited.
There is possible scope to develop add on services to fix
and improve cesspits (subsidised or flexibly financed)
generating long-term benefits for the overall service.
Considerations include:
• Are the skills available across States Works to do this?
• How does that fit within the current market on the
island? Are there are others providing similar services.
• Is there an economic or statutory incentive for
property owners to test/make repairs?

Highways Cleansing

Land Management

Fleet, Stores and Garage

Signs and Lines

The following areas of commercial expansion have been
identified:
• Cleansing of private carparks and roads.
• Environmentally friendly weed control and
management.
• Commercial advertising on assets including States
assets such as litter bins, vehicles etc.
• Plant/operator hire.
There is also potential for an integrated offering
(combined with Land Management) of cleansing private
gullies and drains, cutting the grass, maintaining
shrubbery and hard surface sweeping.
There is scope for expansion of current grounds
maintenance and plant hire activities.
Potential for integrated offering detailed above.
Other opportunities including plant sales and wildflower
turf subject to further evaluation.
There are many opportunities to undertake private
work, particularly in relation to private commercial
vehicles and also in light of the introduction of MOT
style testing on the island. However, acknowledged staff
shortages may limit capacity to deliver on these
opportunities.
The areas of potential private works growth identified
are:
• Project work – Undertaking additional private and
public work (line markings/signage to private spaces,
private car parks, play areas, sport facilities, etc).
• Private Signs - Manufacturing printed signs could be
expanded to cover wider offer across the island and
even export to the mainland UK and Europe.
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Service
• Active Travel – this is a key additional source of
income which can be developed by States Works and
the States as client.
• Street charging – The training and development of an
offer to local companies on the provision, marking
and signage for future on street and private charging.
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5. Implications for States Works Target Operating Model
The Efficiency and Benchmarking reviews set out in the document are part of a wider
review and evaluation of the preferred Target Operating Model for States Works as a
whole. The services are the building blocks of the organisation and the findings from
each of the reviews are set out in the following table.
Service

Preferred
Option

Key points

Wastewater
Collection

Service
continues to be
provided by
States Works

• Scope for service improvements / potential for
the SLA mechanism to drive efficiencies and
service improvements
• Alignment with other States Works services:
o Pumping stations
o Wastewater centre
o Sewer cleansing
o Fleet maintenance
o Out of hours emergency response
• Synergy with other States Works services
managing teams of manual operatives
• No immediate market to deliver the service
• Restructuring would apply with other options

Highways
Cleansing

Service
continues to be
provided by
States Works

• Scope for service improvements / potential for
the SLA mechanism to drive efficiencies and
service improvements
• Synergy with other States Works services
managing teams of manual operatives
• No immediate market to deliver the service
• Retain expertise of States Works team

Land
Service
Management continues to be
provided by
States Works

• Limited capacity or capability within the States
committees or States Works to specify and
manage contracts for services with a range of
suppliers
• Retains expertise of States Works team
• There is not a single provider in the current
market able to take on the overall contract,
although detailed market analysis is not available

Stores, Fleet
and Garage

Service
continues to be

• Retain expertise of States Works team
• There is not a single provider in the current
market able to take on the overall contract
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Service

Preferred
Option

Key points

provided by
States Works

• Integration with core operational services,
retains control over operational vehicles and
downtime
• Retains risk around recruitment and retention

Signs and
Lines

Service
continues to be
provided by
States Works

• Scope for service improvements / potential for
the SLA mechanism to drive efficiencies and
service improvements, particularly as a great
deal of additional work is being absorbed by the
service
• Synergy with other States Works services
managing teams of manual operatives
• No immediate market to deliver the service
• Retain expertise of States Works team
• Insufficient capacity at present to expand
operations more widely

Underlying these recommended preferred options, there are a range of
recommendations supporting service improvements across the services to ensure that
States Works maintains quality and focuses on continuous improvement to ensure value
for money in the short, medium and long term.
Extrapolating these findings across other States Works services which have not been
examined in detail, it is recommended that all services remain with States Works. There
is no case for further examining any of these services as there does not appear to be a
strong case for change.
Service
Waste
Management

Key points supporting recommendation
• Value for money from States Works providing this service
evidenced through recent success in open tender
• Synergies with other States Works services, particularly fleet
management
• Avoids a monopoly situation on island

Highways
(resurfacing,
reconstruction and
repair)

• Synergies with other States Works services, particularly signs
and lines service
• Informal reports that reactive maintenance bid was
competitive
• Avoids a monopoly situation on island

Engineering
Services

• Direct synergies with Sewage Collection and Wastewater
• Synergies with other States Works services, particularly fleet
management
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Service

Key points supporting recommendation
• Deep skillset and expertise in States Works re: drainage,
pump stations and other aspects of Engineering Services
• Key assets owned by States Works which support the service
e.g. Jet Vac, gully emptiers, etc
• Integral to provision of emergency response resource
• No clear alternative provider in the market for some of the
more specialist elements of work

Overall evaluation matrix
Across all services the options are varied and specific to the service. However, there are 3
broad types of option:
•

Remain with States Works (subject to recommended improvements)

•

Transfer to Committee or other Trading Asset

•

Outsource to the private sector

For the services reviewed in detail, scoring of the options against the evaluation criteria
are set out in each section of the report. The resulting, preferred options are set out
below, along with the extrapolated recommendations for the other services.
Service

Remain with
States Works

Wastewater
Collection
Highways Cleansing
Land Management
Stores, Fleet and
Garage
Signs and Lines
Waste Management
Highways
(resurfacing,
reconstruction and
repair)
Engineering Services

ü

Transfer to
Outsource to the
Committee or
private sector
other Trading Asset

ü
ü
ü
ü
ü
ü

ü

In conclusion, continuing to provide all services through States Works is recommended
for a number of reasons, in particular:
•

Building on the deep expertise and strong staffing base in place.

•

Ensuring the social, community and economic benefits are retained as currently
provided by States Works.

•

Continued support of a resilient and reliable Emergency Response resource
underpinned by the skills and resources of the organisation.
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Limitations in availability and quality of service-related data across the organisation limits
the potential for comparison of the services and detailed evaluation of the alternative
service delivery options. In this context, on balance, based on analysis of the options on a
relative basis, the option to remain with States Works scores higher than other options
for all services. The key drivers in this outcome are the costs and risks of change,
combined with limited capacity across the States of Guernsey to specify and contract for
services and a paucity of alternative suppliers (although this varies by service).

146

Section B - Target operating model recommendations
Introduction
Target Operating Model - Five worlds: taking a whole system approach
The review of States Works as a whole has been underpinned by the RedQuadrant five
worlds model. This is a simple structural model which enables us to keep in mind and
continually connect the different ‘worlds’ of an organisation. The five worlds’ model is
particularly useful when looking at whole-organisation structures and operations,
because it is based on a systems approach and therefore considers the total picture.
1. citizen world – if the service is effective for the citizen it will be efficient to deliver.
2. service world – the service should minimise the steps, time, cost, and effort from
requirement to service delivery.
3. management world – structures, property, ICT, accommodation, etc, must
support and empower service and citizen world.
4. leadership world – organisational integration and differentiation (within the scope
and across the rest of the public service and any other partners) and culture must
be intentionally shaped and managed.
5. continual learning should happen in each of these worlds, driven by good
measures of purpose and appropriate learning mechanisms.

Figure 25: The Five Worlds Model
Based on this model, for the purposes of Target Operating Model development, the
organisation has been broken down into 13 layers.
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1. Citizen purpose in engaging with the service
2. Organisational purposes at each level
3. Measures of purpose
4. Citizen/organisational contact
5. Service processes
6. ICT architecture
7. Organisational structure
8. People capability
9. Accommodation and other supporting requirements
10. Leadership capability – integration and culture shaping
11. Governance
12. Budget and financial management
13. Learning and improvement mechanisms
The layers can also be conceptualised from the service perspective as a flow.

Figure 26: Target Operating Model Layers
This demonstrates that clarity over purpose (informed by the wider context and
citizen/client purpose) informs the flow of work. In the States Works context this is
primarily the SLAs between Committees and Trading Assets and the organisation. The
service processes are designed to deliver services which meet purpose. The other layers
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of the operating model are in place as enablers to support the efficiency and
effectiveness of service processes.
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Layer 1 - Citizen purpose in engaging with the service
Definition
This layer reflects customer need and how States Works interacts with customer need,
recognising that there are both organisational customers (Committees and other Trading
Assets) and end user customers (citizens of the island).
Future State Target Operating Model
•

Mechanisms in place for States Works to influence SLA specifications to align with
community needs
Meeting community need

States Works does not have a direct relationship with the citizen (aside from sewage
collection and pockets of private work). However, the work that they do impacts on /
interacts with the citizens of the island in a direct way. As a States of Guernsey Trading
Asset States Works’ purpose is implicitly linked to the needs of the island community in
contrast to a private sector contractor.
To better fulfil this role, States Works needs to work in partnership with clients to better
understand citizen and client need and incorporate this into SLAs.
Recommended actions
Recommended Action
1.1 Build an understanding
of community needs into
the development of SLAs.

Justification
Meeting the needs of the
island community is
integral to States Works’
purpose. It is important to
ensure that activities
remain in alignment with
evolving needs and whilst
recognising the need to
balance priorities and
manage citizen
expectations.
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Dependencies
• 4.1 SLA improvements

Layer 2 - Organisational purposes at each level
Definition
This layer is focused on there being clarity over what the organisation is trying to achieve
and whether that understanding is shared within the organisation and with external
stakeholders.
Future State Target Operating Model
•

Clear and agreed organisational purpose

•

Organisational purpose understood at all levels
Clear and agreed organisational purpose

States Works is an organisation that undertakes a diverse range of activities for a number
of different clients. In relation to other organisations, in particular other States of
Guernsey Trading Assets, it is more difficult to define a clear and agreed organisational
purpose for States Works.
It is acknowledged that currently there is no clear shared purpose within or external to
the organisation. This is impacting on States Works in particular because of:
•

Limited clarity or consistency in relationships with clients.

•

No clear guiding principles for new work.

•

Uncertainty over role in relation to the wider market for services.

There is an opportunity for States Works as an organisation to create a purpose which
defines the organisation in its own right rather than in relation to the diverse client
organisations it serves. A clear purpose will create a ‘golden thread’ through the
organisation and a guiding principle at the heart of future decision making. In the
corporate sector, having a clear and lived purpose is increasingly being seen as a marker
for success and profitability11.
Based on our work with States Works, a draft suggested purpose is set out below:
A community focused provider of essential environmental, infrastructure and technical
services, operating for the long term benefit of the island.
This is a work in progress and needs to be further considered by the States Works Board
and management executive.

11

Sinek, Simon (2011), Start With Why: How Great Leaders Inspire Everyone to Take Action
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Organisational purpose understood at all levels
An agreed purpose needs to be communicated within the organisation (with staff at all
levels) and externally to key stakeholders and the wider island community. There are a
number of different approaches to be considered, all of which should be co-ordinated
through a communications strategy to ensure that there is consistency and messages are
targeted appropriately.
•

Communication within the organisation.
This should include:
o Direct communication in management meetings and team meetings focused
on ensuring that everyone at all levels hears and is given an opportunity to
understand the message. In particular, this should be targeted at breaking
down silos.
o Branding of documents, presentations and other communications to
continually reinforce a consistent message.
o Performance improvement programme, linking staff development plans to the
golden thread that defines the organisation.
Successful communication is a challenge and it is recommended that guidance and
support is provided to leaders and managers, for example through training or
provision of a toolbox to build capabilities.

•

Alignment of key guiding strategies and plans
These documents should build on the agreed purpose and set out the principles and
plans underpinning delivery in line with the agreed purpose.
o Business Plan.
o Commercial Strategy.
o Strategic Workforce Plan.
o Organisational Development Plan.

•

Communication to key external stakeholders.
External communication needs to be targeted to each stakeholder as appropriate and
supported by stakeholder mapping and analysis.

•

Branding.
Consideration should be given to analysis of the costs and benefits of whether a
wider rebranding of States Works will enable a more successful transformation for
the organisation. Key considerations include:
o Is there a need to change public (and client) perception?
o Will rebranding support culture change across the organisation?
o Does ‘States Works’ reflect the agreed purpose of the organisation?
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Recommended actions
Recommended Action
2.1 Agree a clear
organisational purpose for
States Works.
2.2 Assess existing
communication skills and
capacity in the organisation
and develop an approach
to address gaps (e.g.
training, external support,
toolbox development).

Justification
To create a guiding
principle underpinning
decision making.
Communication skills are
key to building a shared
purpose and will also
underpin wider culture
change.

2.3 Develop and
implement a
comprehensive
communication strategy.

2.4 Undertake a short
evaluation of the costs and
benefits of a rebranding
exercise.

Dependencies
None.
•

2.1 Organisational
purpose.

•

10.1 Senior
management
development

•

8.4 Manager training /
toolkit.

A planned approach will
ensure consistency and
guide targeted
communication to all
stakeholders.

•

2.1 Organisational
purpose.

•

2.2 Availability of
communication
capabilities.

There may be benefits to
rebranding the
organisation to enable a
more successful
transformation. These
need to be understood and
evaluated.

•

Availability of resource
to undertake
evaluation.
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Layer 3 - Measures of purpose
Definition
The measures such as key performance indicators which demonstrate whether the
organisation knows whether it is succeeding in what it is trying to achieve.
Future State Target Operating Model
•

Interim/transitional measures developed and tested.

•

Suite of measures in place, aligned with organisational purpose.

•

Performance monitoring arrangements in place:
o Developed in partnership with clients and focused on SLAs.
o Within States Works.
Interim/transitional measures developed and tested

As set out in the Benchmarking and Efficiency review section of this report there are
currently a range of challenges in the availability of reliable data for the development of
measures. There is an ICT improvement programme in place which seeks to address this
within its remit. However, it is anticipated that it will take several years for this
programme to come to fruition and further time for the development of a useful dataset.
In the interim it is recommended that interim and transitional measures are developed
and tested using the data available at the moment, whilst being mindful of the
limitations. This will serve the purpose of both testing the usefulness and impact of
specific measures as well as allowing some monitoring of performance. It is understood
that some work is underway to develop a suite of interim measures and it is
recommended that this is continued.
Development of key performance indicators will also inform the specification of the
reporting functionality of the ICT systems.
Suite of measures in place, aligned with organisational purpose
To truly measure achievement of organisational purpose, the focus needs to be on
outcome measures. Most of the things that are easy to measure are not outcome
focused and divert attention.
To design measures of organisational purpose, the focus needs to be on the top right
quadrant of the chart below12. This highlights that real value can be created by
measuring things that matter more to the customer and by doing this in an end to end
way, focused on outcomes rather than inputs.

12

Stephen Parry: http://goo.gl/PcOa7r
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It’s easy to focus on things which matter less to the customer. Most organisations will
create performance indicators which fall into the bottom left quadrant (orange text on
the chart) and it is important to have some ‘hygiene’ measures which measure how well
we are doing parts of the work, but without the outcome measures these will dominate.

Figure 27: Outcome measures
Performance monitoring arrangements in place
To support the development of measures a performance reporting plan and reporting
structure needs to be put in place to integrate the use of data and business intelligence
into business as usual operations within States Works. This includes:
• Agreeing what will be reported to who and when.
•

Agreeing format and content of reports.

•

Roles and responsibilities.

•

Achieving buy in and commitment from key stakeholders.

This is also contingent in having the skills and capacity in place across the organisation,
primarily through recruitment of a Business Development Manager and provision of
training and a toolkit to support managers.
Recommended actions
Recommended Action
3.1 Develop a set of
interim and transitional
measures.

Justification
This will enable the testing
and trialling of different
measures as well as
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Dependencies
• 2.1 Defined
organisational purpose.

Recommended Action

3.2 Define the desired
measures of purpose to
inform the specification of
ICT systems.

3.3 Develop a reporting
plan.

3.4 Implement measures
and supporting data
collection.

Justification
ongoing monitoring of
performance.

Key measures can be
agreed in advance.

Integration of performance
management into business
as usual.

Integration of performance
management into business
as usual.
Supporting transformation
and continuous
improvement.
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Dependencies
• 8.4 Manager training /
toolkit.
•

7.1 Recruitment of
Business Development
Manager.

•

2.1 Defined
organisational purpose.

•

8.4 Manager training /
toolkit.

•

7.1 Recruitment of
Business Development
Manager.

•

3.1 / 3.2 Defined
measures.

•

8.4 Manager training /
toolkit.

•

7.1 Recruitment of
Business Development
Manager.

•

Feedback loop – in that
information required
will also inform the
desired measures

•

3.1 / 3.2 / 3.3 Defined
measures and reporting
plan.

•

7.1 Recruitment of
Business Development
Manager.

•

6.1-6.5 ICT.

Layer 4 - Citizen/organisational contact
Definition
This layer describes the interface between States Works and key customers, both clients
and citizens. In this context, the SLAs in place are a core element of the contact as States
Works does not have a direct relationship with the citizen (aside from sewage collection
and pockets of private work).
Future State Target Operating Model
•

SLAs re-negotiated with clients to include:
o Clarity over specification of work.
o Shift towards a focus on outcomes or outputs.
o Greater understanding of and balancing of risk.
o Effective performance measures and monitoring.
o Clarity over customer contact.

•

Clients and States Works working in partnership to agree joint plans to drive out
inefficiencies and improve service outcomes, including invest to save type models
for citizen education / awareness raising.

•

Agreed elements of customer contact for sewage collection transferred to
Guernsey Water.
SLAs re-negotiated with clients

The majority of the current SLAs underpinning States Works activities are not operated as
full SLAs. At present, the work that needs to be done is specified and delivered by States
Works and in general based on historic practice (‘what we have always done’). There is
significant scope to improve this and there are various aspects to this.
There is clear appetite among clients for a revised and updated model of contracting with
States Works. It is recognised that clients need to provide more clarity about the service
required and this needs to be better linked to purpose. At the moment, there is no
capacity or skillset in many of the client teams to do this and the biggest challenge is that
clients don’t have financial capacity to invest in setting up a new SLA. To achieve an
outcome in their best interests, there is an incentive for States Works to do the work and
create the specification and there is work underway across the organisation to this end.
However, this investment by States Works creates some risks for the organisation, for
example, it is anticipated that clients may choose to use the detailed specification work
undertaken by States Works to test the wider market for services.
To address this risk, it is recommended that the potential for a formal partnership
approach is explored in partnership with existing clients. For example, a memorandum
of understanding (or similar) which governs the sharing and use of the specifications in
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the best interests of the island. In this approach, where specifications are used to test
the market, this is done in conjunction with States Works as part of a managed service
approach.
In updating the SLAs, other considerations are:
•

A need to shift to output (or outcome) based SLAs, giving States Works the flexibility
to build improvements into the delivery of services (e.g. highways cleansing better
using resources to target dirty areas rather than current practice of cleaning clean
roads on a frequency-based schedule). This also links into contract change and
variation arrangements.

•

Balance of risk. At the moment, Committees are passing much of the financial risk to
States Works, but States Works does not necessarily have the flexibility to adapt
service delivery to reflect this (States Works is essentially treated in some respects
like an internal budget / cost centre in the way the work is passed on to States Works
to deliver, but there is little scope for variation or shared management of risk). New
arrangements are being agreed on a cost-plus basis, which addresses this risk and this
approach should continue to be developed in the context of other opportunities,
including considerations such as upper thresholds.

•

There is a need to develop more of a mature true client/contractor relationship,
rather than current blurred boundary, where both parties work in partnership to
drive efficiencies and improve service delivery. This needs to be supported by
reporting and monitoring as data becomes available.

•

Commercial strategy. SLAs need to be developed in the context of the States Works
commercial strategy, particularly in relation to pricing and margins.

•

Implementation of recommendations from the Benchmarking and Efficiency Reviews
specific to SLAs for individual services, including:
o Highways cleansing – consideration of a more outcome-based approach.
o Signs and lines – potential expansion of services included in SLA.
o Land management – evolution to provision of a managed service.
o Stores, Fleet and Garage – expansion of role and remit to include public
service vehicle inspections, MOTs and corporate fleet.
o Emergency Response – delineation of out-of-hours support and wider
emergency response.
Clarity over customer contact

Currently there is limited direct citizen contacts with States Works, mainly limited to
approximately 50 complaints and compliments a year. A wider initiative in States of
Guernsey (Service Guernsey) is focused on overall contact with government services. It is
important that there is clarity on the position of States Works within this programme and
also clarity within each SLA on roles and responsibilities for citizen contact.
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Clients and States Works working in partnership
In developing joint plans to drive out inefficiencies and improve service outcomes, some
approaches worth further investigation are:
• Performance management and reporting based on suites of measures that incentivise
savings and efficiencies.
•

Joint research and investment in new technology e.g. weed management techniques.

•

Invest to save in citizen education / behavioural change initiatives. Significant success
has been experienced elsewhere in investing to change behaviour which will reduce
costs or activities elsewhere in the system. For example:
o The Ballot Bin is an innovative ashtray proven to reduce cigarette litter by 46
per cent (measured by Southend Council in 2017 and Keep Britain Tidy in
2015) which employs two receptacles for cigarette butt disposal. Each
receptacle has a window to display the used butts, allowing a public opinion
poll to be generated. Thirty UK councils now use it to tackle cigarette litter.
o Hampshire County Council has adopted a new targeted approach to improving
recycling behaviours. Aiming to wake people up from their recycling habits, a
combination of digital and offline tactics were delivered across three pilots,
including a pledge tool, bin wraps and volunteer outreach. Digital clickthrough rates reached six per cent, and the majority surveyed reported
changing their recycling behaviours as a result of what they had seen.
Additionally, contamination fell by four per cent in one pilot.

•

A ‘See it, report it’ approach can create a source of additional intelligence (from
States of Guernsey staff and islanders) to target service resources and effort (e.g.
highways cleansing, signs and lines and land management). Consideration should be
given to implementing this approach as appropriate in the SLAs as part of service
modernisation.

Agreed elements of customer contact for sewage collection transferred to Guernsey
Water
There is broad agreement that there is benefit to elements of sewage collection
customer contact transferring to Guernsey Water. A working group has been set up to
take this forward and specification of a replacement ICT system for the service has
commenced.
In redesigning roles and responsibilities, there is a need to understand the process in
detail in conjunction with understanding implications of capabilities delivered by the
replacement software.
The responsibility for scheduling is a key consideration. There are models that operate at
different points on this continuum between the contractor providing a full managed
service to a responsive service. However, typically in this type of arrangement, the
service provider is given flexibility on how service outputs are delivered with a
responsibility for meeting the requirements of the contract (measured through a
performance management framework).
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Considerations include:
•

Designing the process from the customer perspective, for example starting with the
customer journey.

•

Ownership and provision of scheduling tools which are fit for purpose.

•

Integration and alignment with demand management initiatives (e.g. remote access,
connecting properties to the mains).

•

Ability of States Works to resource a model where there is limited control over the
flow of work.

•

Minimising doubling handling and duplication in the process.

•

Clarity around roles and responsibilities and other implications to be included in the
revised SLA.

The working group should undertake this detailed analysis and make recommendations
for future arrangements.
Recommended actions
Recommended Action
4.1 Ongoing process of
review and specification of
SLAs as set out above, to
be informed by data as and
when available.

4.2 Development of
memorandums of
understanding (or similar)
to manage the use of
States Works’ investment
in SLA development on
behalf of clients.
4.3 Clarity over Service
Guernsey and States
Works’ customer contact
arrangements.
4.4 States Works /
Guernsey Water working

Justification
Current SLAs are not fit for
purpose.

Dependencies
• 2.1 Defined
organisational purpose.
•

6.1-6.5 ICT

•

3.1, 3.4 Measures and
data

•

7.1 Recruitment of
Business Development
Manager.

•

8.4 Manager training /
toolkit.

Risk that States Works’
investment in SLA
development is used to
test the wider market.

•

7.1 Recruitment of
Business Development
Manager.

Current lack of clarity over
States Works relationship
to the initiative below
senior management
Clear roles and
responsibilities focused on

•

None – ongoing
engagement.

•

None
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Recommended Action
group to continue to
undertake detailed process
analysis to design revised
customer contact model
for sewage collection.

Justification
customer outcomes, need
to be agreed as part of
redesigning customer
contact.
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Dependencies

Layer 5 - Service processes
Definition
Processes undertaken in the delivery of the States Works’ services.
Future State Target Operating Model
•

Streamlined service processes enabled by technology.
o Manual intervention, duplication and unnecessary data entry largely
eliminated.
o Service delivery informed by business intelligence (e.g. activity data, route
planning, volumetrics).
o Focus on continuous improvement.
Streamlined service processes

There are many opportunities to improve service processes across all States Works
services. These are outlined in detail in the Benchmarking and Efficiency Reviews and not
repeated in detail here. There are several initiatives ongoing within States Works, but in
many cases, this is stalling because of limitations of data to inform decisions and ICT to
support improvement.
There are a number of key themes for improvement:
•

Automation to reduce manual intervention, unnecessary data entry and duplication.

•

Redesigning service delivery based on improved business intelligence about the
service e.g. route planning, volume data.

•

Addressing blockages or issues within existing processes (e.g. remote access points to
change the service process in sewage collection, or changes to invoicing practice in
fleet to address system related issues).

•

Implementation of new plant, machinery or technology.

Elsewhere in this report it is recommended that a ‘transformation manager’ resource is
recruited to the organisation. A key part of their role would be the co-ordination and
integration of the wide range of processes improvement opportunities across States
Works and also to ensure that improved processes are designed in conjunction with the
specification and implementation of the replacement ICT systems.
As outlined elsewhere, the timeframes for implementation of the ICT replacement are
uncertain and largely out of control. As such, there is a risk that improvement activities
are stalled in this period. However, it is important that momentum is maintained.
Recruitment of a transformation manager provides the capacity in the organisation to
develop an interim programme which may include:
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•

Discovery and evaluation of as-is processes.

•

Design work for new processes where appropriate.

•

Ongoing implementation of improvements / changing the culture.

Recommended actions
Recommended Action
5.1 Development and
implementation of a wideranging process
improvement programme
across the organisation.

Justification
There is significant scope
to generate efficiencies
through improvement of
service processes.
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Dependencies
• 2.1 Defined
organisational purpose.
•

6.1–6.5 ICT
replacement and
improvements.

•

7.1 Recruitment of
Business Development
Manager and
Transformation
Manager.

•

3.1, 3.4 Measures and
data.

Layer 6 - ICT architecture
Definition
The ICT systems and infrastructure which is in place to support States Works’ service
delivery.
Future State Target Operating Model
•

Replacement ICT systems procured and implemented.
o Tools including in cab and remote working technology in place as
appropriate.
o Robust data design to facilitate effective business intelligence approach to
planning, monitoring and delivery.
o Investment fund in place to fund trials and testing of new technology.
Replacement ICT systems

As outlined in detail in the Benchmarking and Efficiency Reviews and recognised across
the organisation, States Works’ ICT systems are not fit for purpose and due to
be replaced. A replacement programme is underway, with SAP development and
implementation for States Works, progress in relation to which is being influenced
centrally.
A key risk is timeframes, much of the wider transformation is dependent on ICT
implementation, and this may be subject to delays out of control of States Works. There
is also concern that some of the timeframes are not realistic. On this basis, progress
needs to be kept under continuous review.
There are further phases to the ICT improvement requirements:
•

Specification, procurement and implementation of operational logistics systems,
integrated with SAP.

•

Hardware/tools for remote working (e.g. in-cab technology) and to improve
intelligence (e.g. route planners, volumetrics).

These are contingent on the implementation of SAP and as a result delays in SAP will
have a knock-on impact, particularly around the development of robust data to support
business intelligence informing other aspects of organisational improvement.
Other considerations are:
•

Compatibility and integration – it is recommended that States Works develops an
organisation focused ICT Strategy which outlines how elements of ICT replacement
will integrate together and align with wider improvement initiatives (e.g. workforce
development, organisational development and process improvement).
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•

Development of an investment fund – a small fund will allow different technology to
be trialled and researched in the States Works context in advance of development of
specifications for new technology.

Recommended actions
Recommended Action
6.1 Create a States Works
ICT Strategy to outline how
elements of ICT
improvement will interface
with States Works and
other ongoing initiatives.
6.2 SAP – Continue to
engage in the wider SAP
implementation
programme.
6.3 Development of an
investment fund to trial
and test new technology.
6.4 Specification,
procurement and
implementation of
operational logistics
systems to support States
Works services.
6.5 Specification,
procurement and
implementation of
replacement hardware and
technology tools to
support States Works
services.

Justification
ICT is a key dependency for
a range of other
improvement activities.

Dependencies
• 7.1 Recruitment of
Transformation
Manager.

Progress of SAP
implementation is outside
of States works’ direct
control.
There is potential for
technology to support
transformation of
processes.

•

Progress of States of
Guernsey ICT
programme.

•

7.1 Recruitment of
Transformation
Manager.

•

Availability of funding.

Current systems are not fit
for purpose.

•

6.2 SAP
implementation (in
progress).

•

6.3 Outcomes from
trials.

•

6.2 SAP
implementation (in
progress).

•

6.3 Outcomes from
trials.

There is potential for
technology to support
transformation of
processes.
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Layer 7 - Organisational structure
Definition
The structuring and arrangement of management, teams, reporting lines, roles and
responsibilities in the organisation.
Future State Target Operating Model
•

Additional skillset/resources in place to support transformation and continuous
improvement.

•

Flexible business support team in place.

•

Resource allocation, flexibility and working patterns match service need.
Organisational structure

Overall our review has found that the current management and operational structure
meets the needs of the organisation. Throughout the review, there was no suggestion or
observation that there was a need to change the structural arrangements. Typically,
where the structure is not fit for purpose, there are a number of red flags highlighted
during a review, for examples blockages in decision making.
The structure is also comparable to organisations in the UK performing similar activities
where management is aligned with different services (see Appendix 1, demonstrating a
similar structure for Liverpool Streetscene Services). The main alternative approach is for
a place-based structure, but this is more suitable for organisations covering larger
geographical areas. It is also felt that the middle management structure is appropriate
based on the current needs. However, it is recommended that this is subject to ongoing
review as the organisation evolves.
Additional skillset/resources in place to support transformation and continuous
improvement
The review has identified that there are some key gaps in the current structure, in
particular relating to:
•

Transformation and change skills /programme project management.

•

Data analysis and business intelligence.

•

Commissioning and contract management skills.

•

Commercial and business development skills (to support positioning in the wider
market and undertake commercial analysis).

States Works is embarking on a significant transformation programme which will require
these skills to be in place. To ensure the best possible opportunity for success, it is
recommended that additional resources are funded in the structure (most likely in the
Business Support team, reporting to the Senior Manager Business Support):
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•

Business development manager – to lead on business intelligence, performance
management, business development and contract management arrangements (SLAs).

•

Transformation manager (fixed term contract/interim role) – to provide programme
and project management support, manage risks, dependencies and integration across
initiatives and lead on process improvement.

Flexible business support team in place
At the moment, staff undertaking business support activities operate largely in silos
based on specific roles and activities. This is linked to the existing systems and processes
as well as established practice, supported by job descriptions.
Replacement ICT systems and associated process improvement will provide an
opportunity to redesign business support provision in States Works to create a more
flexible, agile and responsive team able to better support the organisation.
Resource allocation, flexibility and working patterns match service need
There is scope for review and modernisation of resourcing arrangements and shift
patterns to better meet the needs of the business. This can also incorporate more
flexible working within and across teams to provide a more agile workforce which will
better enable the potential to unlock efficiencies in service delivery.
The current model does not always align with needs of the services and can also
inadvertently drive additional overtime and out of hours’ payments, as illustrated in the
detailed service reviews. Current arrangements are tied to historic working practices,
SLAs and T&Cs (including overtime and enhancements). T&Cs are subject to a separate
review and are not part of this review. However, it is recommended that the separate
review considers improvements to flexibility of role, working hours and alignment of
enhancements with the needs of the organisation.
The updating of SLAs should also consider resource allocation and working patterns. In
particular, the recommendation to distinguish between out of hours and emergency
response activity in SLA arrangements will further support this.
Recommended actions
Recommended Action
7.1 Undertake recruitment
for new roles (Business
Development Manager and
Transformation Manager)
7.2 Design and implement
new business support
model.

Justification
Additional support
required to enable
significant transformation.

Dependencies
• Availability of funding

There is an opportunity to
create a more streamlined
and agile business support
function.

•

6.2 SAP
implementation

•

5.1 Process
improvements
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Recommended Action
7.3 Undertake review and
modernisation of
resourcing arrangements
and shift patterns,
including flexible working
across services and teams.

Justification
Realisation of benefits.
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Dependencies
• Completion of separate
review of T&Cs
•

6.1-6.5 ICT
improvements
including availability of
reliable data to support
analysis.

•

4.1 Renegotiation of
SLAs.

•

3.1, 3.4 Measures and
data.

Layer 8 - People capability
Definition
Having people with the right skills and capabilities in place to deliver services in line with
the organisational purpose.
Future State Target Operating Model
•

Workforce plan in place and reviewed on a regular basis.

•

Skills gaps identified and filled by recruitment and/or training and development.

•

Managers are equipped with the skills and support for the job.
Workforce plan in place and reviewed on a regular basis

Work is underway to develop a comprehensive workforce plan for States Works. This is a
key link between having the people capabilities in place in the organisation to deliver the
services in a way that is aligned with organisational purpose.
In the context of States Works, key considerations are:
•

Current and future service needs.

•

Changing technology.

•

Succession planning in the context of an aging workforce in some parts of the
organisation.

•

Opportunities to develop apprenticeships and other training programmes.

•

Gap analysis indicating recruitment and skills development needs.

Work to date should be continued as a priority and plans should be subject to regular
review.
Skills gaps filled by recruitment and/or training and development
The workforce plan should be an active document and training should be prioritised in
line with the plan. In particular, future needs and workforce development should be
balanced with the current focus on technical skills (courses required to do job, e.g.
strimmer licence, Cat C, first aid, etc).
This also includes recruitment to key skills gaps supporting transformation and
continuous improvement. These are:
•

Programme/project management.

•

Business intelligence.

•

Business development.
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•

Contract management.

It is recommended in the organisational structure layer of the review that posts are
added into the structure to meet these needs.
Managers are equipped with the skills and support for the job
The review has highlighted that the managers within States Works are technically
competent and, on the whole, do a good job. However, it is acknowledged that there is a
skills gap in relation to more generic management skills and limited targeted support has
been provided to managers to date.
HR is a particular area of focus and the current HR support arrangements do not
adequately support managers to deliver States Works outcomes, especially in the context
of high levels of sickness absence and some poor performance issues. It is recommended
that the support provided to States Works is reviewed and consideration is given to
provision of additional support to managers during this period of change and transition.
More broadly, there is a need to develop a package of training and support for managers
(e.g. a States Works’ managers’ toolkit) which will cover a range of areas including:
•

Performance management and monitoring.

•

Data and business intelligence.

•

Financial management.

•

Staff management/HR.

•

Communications.

•

Change management.

Recommended actions
Recommended Action
8.1 Development of a
comprehensive workforce
plan.
8.2 Ongoing recruitment to
align the people capacity in
the organisation with the
needs of the organisation.
8.3 Ongoing training and
development for all staff to
align the people capacity in
the organisation with the
needs of the organisation.

Justification
To ensure that the people
capabilities in the
organisation are aligned
with service delivery
needs.
Implementation of the
workforce plan.

Dependencies
• 2.1 Defined
organisational purpose.

•

8.1 Workforce plan.

Implementation of the
workforce plan.

•

8.1 Workforce plan.
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Recommended Action
8.4 Negotiation of
additional HR support for
States Works to enable
upskilling of managers and
support during change and
transition.
8.5 Specification,
development and delivery
of a States Works’
managers’ toolkit and
training programme.

Justification
Current arrangements do
not adequately support
States Works.

Dependencies
• None.

There is a need to upskill
managers across the
organisation.

•
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8.1 Workforce plan

Layer 9 - Accommodation and infrastructure
Definition
Accommodation and business-related infrastructure are adequate to support the delivery
of services.
Future State Target Operating Model
•

Arrangements in place to periodically review accommodation and other assets to
ensure changing needs of States Works are met.
Accommodation review

There are currently plans in place to undertake an in-depth surveyor led review of
accommodation to inform the scheduled maintenance arrangements, site utilisation and
site repurposing options. This will form the basis of an Accommodation Strategy for
States Works. This strategy needs to be dynamic and flexible to be able to respond to
changes in requirements (e.g. additional capacity may be required to accommodate
vehicle inspection activities).
Recommended actions
Recommended Action
9.1 Undertake planned
accommodation review.
9.2 Develop States Works
accommodation and
infrastructure strategy in
line with future needs of
the organisation and
findings from the
accommodation review.

Justification
Continuous review of
accommodation and
infrastructure is good
practice.
Accommodation and
infrastructure
requirements will evolve
over time.
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Dependencies
• None.

•

9.1 Completion of
accommodation
review.

•

2.1 Organisational
purpose and associated
plans agreed.

•

5.1 Process reviews to
inform specific
requirements.

Layer 10 - Leadership capability – integration and culture shaping
Definition
The capability in place within the leadership of the organisation to lead transformation
and shape the culture of the organisation.
Future State Target Operating Model
•

Senior Management Team to shape the culture of the organisation to support the
transition to the new Target Operating Model, e.g. adoption of new working
practices and technology

•

Organisation Development Strategy in place to support State Works’ capacity for
change
Senior Management role in shaping the culture

Senior management at States Works have a key role in influencing the culture of the
organisation. The team recognises that as a leadership group there is a need for support
(training, coaching and guidance) about strategies for leading transformation and
changing the culture in the organisation.
As illustrated in the figure below, which outlines a model for leader led culture shaping13,
everything leaders do, shapes the organisation.

Figure 28: The leader’s role in culture shaping

13

Adapted from The Practice of System Leadership, MacDonald et al, and developed with Peter Cooper and
others
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There is a need to develop a culture change programme specific to States Works to be
implemented by the senior managers.
It is recognised and accepted within the States Works senior management team, that
there is a need for targeted development to support their role in shaping the culture and
leading an organisation through transformation.
Organisation Development Strategy
A key building block to support senior managers in shaping the culture and leading
transformation across the organisation is an Organisation Development Strategy which
aligns people, strategy and processes – essentially this is a blueprint for the
transformation of States Works. This will be closely aligned with the Workforce Plan but
takes a more holistic view of the organisation as a whole.
Recommended actions
Recommended Action
10.1 Implementation of
development programme
for States Works’ senior
management, focused on
culture change and leading
an organisation through
transformation.
10.2 Organisational
Development Strategy.

Justification
Culture change and
transformation is complex
and more successful where
support is provided to
leaders.

Dependencies
• 2.1 Defined
organisational purpose.

A clear shared view of the
overall direction of travel
for the organisation.

•
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8.1 Integration with
Workforce Plan.

Layer 11 - Governance
Definition
The layer reflects on whether governance arrangements support management in
meeting the organisational purpose. In the context of States Works, the focus is on
governance arrangements relating to effective service delivery.
Future State Target Operating Model
•

Programme management governance structure in place.

•

Clear governance arrangements supporting client relationships.
Overall governance structure

Clarity over the purpose and role of States Works needs to be ascertained before any
consideration of governance can be undertaken. The limitations in availability of data to
analyse the organisation in detail also means that a transition phase of organisational
transformation is required. Therefore, it is recommended that the governance
arrangements are subject to further review.
Programme management governance
In the context of a period of significant change, it is recommended that governance
arrangements are put in place to oversee the programme of change. Key considerations
for States Works are:
•

Is this the Senior Management Team or a separate group?

•

Group membership.

•

Remit and responsibilities.

•

Regularity of reporting / meeting.

Governance arrangements supporting client relationships
As part of the SLA arrangements outlined in detail in section 4, it is recommended that
for each SLA clear governance arrangements are put in place focused on customer need,
change management, monitoring of performance and driving efficiencies and
improvements.
Recommended actions
Recommended Action
11.1 Programme
management governance
arrangements put in place

Justification
Good practice in successful
delivery of organisational
change.
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Dependencies
• 7.1 Recruitment of
Transformation
Manager.

Recommended Action
to oversee period of
significant change.
11.2 Governance over
client relationships.

Justification

Dependencies

Support improvement of
SLAs and alignment with
needs.

•
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4.1 SLA review /
renegotiation.

Layer 12 - Budget and financial management
Definition
This layer considers the budget and financial management arrangements in place to
support organisational purpose.
Future State Target Operating Model
•

Costs of service delivery are fully understood.

•

Rate card in place to support pricing of SLAs and other activity.

•

Streamlined financial management processes supported by ICT.

•

Agreed approach to management of cashflow and working capital.
Costs of service delivery are fully understood

As reported through this review, data limitations mean that costs across States Works are
not fully understood and unit costs and budgets are typically rolled forward based on
adding an increment to historic analysis.
It is recommended that an improved understanding of the costs of service delivery is
developed to support budgeting, decision making and pricing of services.
Rate card
In conjunction with an improved understanding of costs, there is a need to review and
update the rate cards across all services. This is contingent on ICT replacement systems
being implemented to support the collection of and ability to access and analyse activity
data to understand unit costs better across the business.
The rate card will be a key tool used to give consistency in pricing of services and to
support SLA pricing and negotiation Needs to be supported by the commercial strategy
and clear guidelines on pricing including when to apply marginal costing. Typically:
•

One-off opportunities, making use of existing capacity will be priced on a marginal
basis.

•

Ongoing work will be priced at full cost.

However, a number of other factors need to be considered in making a decision such as
prices in the wider market, will marginal pricing unfairly distort the market and whether
or not this is a gateway to other opportunities for States works in line with the broader
commercial strategy.
Streamlined financial management processes supported by ICT
There are a number of financial management processes where there are
recommendations for improvement, mainly as a result of the limitations of the Servitor
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system. In particular, this involves invoicing processes. It is anticipated that SAP
implementation will enable the process improvements and streamlining of financial
management activities to better support the delivery of services.
Agreed approach to management of cashflow and working capital
There are high levels of working capital in the organisation (higher than industry
benchmarks). Further to this, improvements to invoicing and collection may result in a
cashflow windfall as invoices are sent to customers on a timely basis. There is no clear
guidance relating to working capital management and dividends for States Works.
It is recommended for active management of working capital to be implemented (in
conjunction with the States Trading Supervisory Board), supported by analysis including
capital budgets, medium term financial planning, investment analysis, invest to save
analysis, cashflow projections (short/medium/long term) to guide the ‘margin’ charged
and cashflow.
The development of a States Works’ Commercial Strategy will include agreed guidelines
for cash management and dividends.
Recommended actions
Recommended Action
12.1 Understanding of unit
costs and updating of rate
cards.

12.2 Implementation of
improvement to financial
management processes.
12.3 Development of a
States Works Commercial
Strategy.

Justification
To support budgeting and
pricing.

There is scope for
improvement of current
processes.
Provision of clear guiding
principles to support
commercial decisions.
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Dependencies
• 6.2 SAP
implementation.
•

6.3-6.5 Implementation
of other ICT systems.

•

3.1, 3.4 Measures and
data.

•

6.2 SAP
implementation.

•

None.

Layer 13 - Learning and improvement mechanisms
Definition
The mechanisms in place to support continuous improvement.
Future State Target Operating Model
•

Learning and development programme in place aligned with the Workforce Plan.

•

Continuous improvement embedded in the culture.

•

Centre of Excellence model in place, (depending on further evaluation)
Learning and improvement mechanisms

This layer is integrated with and supports the other layers set out in this report. The
learning and development programme and culture change will emerge from
implementation of the Organisational Development Strategy and Workforce Plan.
Centre of Excellence model
As an example, in relation to fleet services, there is real scope in bringing together all of
the States employed mechanics on the island and linking with the college, providing
apprenticeships and other training opportunities. This would attract staff because of the
training and overall learning focused environment and encourage positive recruitment
and retention. This could also be linked to the introduction of new vehicle technology
and the resultant upskilling of staff required. This needs to be fully evaluated to consider
costs, benefits and risks (including the possibility that this investment may serve to create
a feeder service for private sector garages).
This model could also apply in other areas of States Works too, including land
management.
Recommended actions
Recommended Action
13.1 Learning and
development programme
is developed in alignment
with the Workforce Plan.

Justification
Implementation of the
Workforce Plan.

13.2 Continuous
improvement is a core
component of culture
change.

Core component of
success.
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Dependencies
• 8.1 Workforce plan.
•

8.4 Manager training /
toolkit.

•

10.1 Senior Manager
Development.

•

10.1 Senior Manager
Development.

•

10.2 Organisational
Development Strategy.

Recommended Action

Justification

Dependencies
• 5.1 Process
improvements.
•

13.3 Evaluate the
opportunity to develop a
Centre of Excellence model
for one or more service
areas.

Recruitment and retention •
of skilled staff.
To support other providers
to operate more
professionally (e.g.
maturity, systems and
processes and health and
safety) to improve ability
to work effectively with the
States of Guernsey.
Potential income
generation.
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7.1 Recruitment of
Business Development
Manager and
Transformation
Manager.
7.1 Recruitment of
Transformation
Manager.

Implementation plan
The following high-level implementation plan summarises the recommendations for improvement contained in this report.
Component

0-12 months

Purpose

12 - 24 months

Agree a clear organisational purpose

Beyond 24 months

Integration of business as usual
and performance management

Develop interim and transitional measures
Develop KPI's

Undertake competitor and market analysis
Build an understanding of community needs
Evaluate costs and benefits of rebranding

People

Recruitment and retention of staff

Undertake procedural and cultural change work to support new
ways of working including work patterns

Initiate review of job descriptions etc to support emergency
response standby rota
Establish and run training programme to include commissioning, contract management skills
Negotiate additional HR Support
Develop communication strategy

Review alternative resourcing models to provide greater service
resilience

Recruit new roles

Design and implement new business support
model

Implementation of development programme for senior
management
Develop Organisation Development Strategy
Develop Workforce Plan
Establish programme governance

Process
Wastewater collection

Initiate data collection/validation

Identify good practice and initiate trials

Procurement and implementation of IT System

Include volumetric data in vehicle replacement programme

Adopt and implement dynamic scheduling

Move to volumetric method of billing

Initiate and implement programme of work for remote access points
Establish ToR for partnering meeting with
Guernsey Water

Component

0-12 months
Highways Services

12 - 24 months
Review SLA

Review and update rate card

Beyond 24 months

Research and review options for an
effective Asset Management System

Review opportunities to develop further
services

Research and review telematics and inReview resources to improve efficiency
Anti-social awareness campaign with client
Review emerging weed
technologies

Land Management

Review SLA
Review and update rate card

Fleet, Stores and Garage

Ongoing continuous improvement and
improved invoicing

Development of commercial strategy for land management

Adopt and implement dynamic scheduling

Evaluate option to become 'Centre of Excellence'
Develop plan to increase capacity

Adopt and implement dynamic scheduling

Review and update rate card
Develop strategy

Signs and Lines

Review SLA

Review business development options

Review and update rate card
Undertake review/analysis of best practice

Emergency Response Resource

Review SLA
Review existing practices
Review invoicing

Private Work

Review rate card
Undertake market analysis and develop commercial strategy

Technology

Develop specification, procurement and implementation of replacement IT Systems
Develop customer
reporting tools

Enablers

Ongoing engagement with SAP implementation programme and wider digital improvements
Develop a vehicle replacement programme
Evaluation of setting up an
innovation fund
Undertake planned accommodation review
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Develop accommodation and infrastructure strategy

Appendix 1
Case study – Alternative Operating Structure, Liverpool Streetscene Services Ltd
(LSSL)14
This is a wholly owned subsidiary of Liverpool City Council (LCC) and was formed in March
2016 to deliver a number of essential services across the city of Liverpool, including:
refuse and recycling, street cleansing and grounds maintenance. LCC also awarded the
company the contract for the highways function in 2018, on top of this they became
responsible for managing parks and gardens contract from October 2018 onward. LSSL
has an estimated annual turnover of £26 million.
The senior leadership team is set out below:

The LSSL structure is not dissimilar to that of States Works, although they have recently
introduced a Business Intelligence Manager and Customer and Business Development
Manager (the latter being part of the senior management team).
They also utilise an area-based working model under two Heads of Service and
maximising shift patterns to sweat the assets and improve productivity, where there are
four shift patterns in operation from 4.15am to 11.30pm plus night time city gateway
cleansing. Crews work 35 hours over longer days (four over seven and five over seven
days).
There are no call-out arrangements, instead there is one reactive ‘HIT’ team to target
problem areas and hotspots and implement temporary trafffic management, cleanup of
traffic incidents and react to police enquiries seven days a week.

14

https://liverpool.gov.uk/business/liverpool-streetscene-services-ltd/

