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1. Execu)ve Summary 
Over the last year the Council has explored the various op8ons available to deliver 
Waste/Recycling and Street Cleansing Services from 2026, when the two key commercial 
contracts with the current market provider (Veolia) end. The Council has engaged East of 
England LGA (‘EELGA’) to provide experience and exper8se to support officers through its 
associate ‘Talent Bank’ with the ini8al Op8ons Appraisal and now the further development of 
the Outline Business Case for the future delivery model for these services. Essex County 
Council is retained to provide procurement services.  
 
The approach to this work draws on the HM Treasury ‘Five Case’ model for developing 
business cases, which has been widely used across the public sector for over 10 years. Using 
this approach the business case is con8nually developed, ini8ally assessing the strategic case, 
then the outline business case (this stage) before moving to full case and implementa8on (see 
Appendix A).  
 
This Outline Business Case builds on an ini8al Op8ons Appraisal, which considered five 
poten8al delivery models: 
 

1. Retender Waste/Recycling and Street Cleansing Services as a single contract 
2. In-house delivery, excluding as a LATCo  
3. Tendered Waste/Recycling Services, in-house Street Cleansing Services 
4. Outsourcing (peer to peer Joint Venture (JV) with Norse) 
5. Shared service (discounted by Officers based on ini8al conversa8ons with 

neighbouring authori8es) 
 
Strictly speaking, no ‘do nothing’ op8on was considered – although currently these services 
are the subject of two contracts, they are delivered with understood cost efficiencies by one 
commercial provider. As such, op8on 1 (retender exis8ng services as a single contract) is most 
comparable to the current arrangement. 
 
This report includes the Op8ons Evalua8on. The Evalua8on Matrix was designed to enable the 
Council to assess the merits of each op8on. It does not present a defini8ve ranked assessment 
of the op8ons. Rather, it presents a quan8ta8ve view of the rela8ve merits to help indicate 
the poten8al ‘fit’ of each op8on, reflec8ng the breadth of the Council’s 
requirements/expecta8ons. 
 
The Evalua8on Matrix strongly indicates that Op8on 1 (Re-tender both services as a single 
contract) would be most advantageous to the Council as the preferred op8on for future 
delivery of the in-scope services; it is the recommended op8on 
 
This outline business case includes the emerging contract principles, and an explana8on of 
the procurement stages.  A decision on these recommenda8ons is required to progress with 
this approach to delivering these services beyond 2025.  
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2. Introduc)on 
This Outline Business Case has been developed with Tendring District Council (‘Tendring DC’, 
or ‘the Council’) to allow it to make appropriate and prudent prepara8ons in rela8on to the 
future delivery of Waste/Recycling and Street Cleansing services, most of which are currently 
provided by Veolia Ltd.  
 
The Council has engaged East of England Local Government Associa8on (EELGA) to support 
the produc8on of this report; input has also been contributed by Essex County Council in 
rela8on to procurement services. 
 
The Council requested that this case be delivered such that: 
 

• The work builds on previous assessment and informa8on already collated by Council 
Officers. 
 

• The Officers and Elected members have adequate 8me to properly consider the future 
delivery op8ons at the Council’s disposal. 

 
• Sufficient 8me is allowed for reports to advance through the Council’s governance and 

decision-making arrangements – providing appropriate oversight, scru8ny and 
transparency. 

 
• The Council is provided with the sufficient 8me to prepare for an orderly transi8on to 

any new or adapted delivery arrangements. 
 
Working closely with key internal stakeholders has been important to ensure that this Outline 
Business Case is ‘joined up’ and takes into account the wider organisa8onal changes ongoing, 
and the impacts of this process on the Council’s opera8on. Key informa8on sources drawn 
upon in developing this work include the Council’s own data and internal informa8on, data 
supplied by Veolia, dialogue with Officers (supported by site visits), informa8on from Essex 
County Council procurement team, the Norse Group and East of England LGA exper8se and 
background research.  
 
A process of analysis has been undertaken in order to: 
 

• Understand the current ways of working and opera8on of exis8ng contracts and the 
market and geography in which they operate.  
 

• Iden8fy the key challenges facing both the Council and any delivery agent in this 
context. 

 
• Ensure the Council is fully sighted on the opera8onal, financial, governance and 

commercial opportuni8es and risks that may impact on the Council in the immediate 
and medium term. 
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• Offer observa8ons on the opportuni8es this process affords for improvement in 
service delivery, both in advance of and as part of a new contract arrangement.  

3. Report purpose and format 
 
In line with Treasury guidance the 5-case approach includes a number of decision-making 
‘gateways’, which can be set in the context of the governance processes the Council operates: 
 

• Gateway 1 – ‘Business Jus1fica1on’ prior the detailed planning phase. This is a 
straigh>orward case – the Council has no procurement extension op1on, the services 
covered are a core part of the ongoing business cri1cal opera1onal requirements of the 
Council, including statutory services. Overseen by the Waste Project Board, officers have a 
clear remit to progress appraisal of op1ons for delivering these services.  

• Gateway 2 – ‘Delivery Strategy’ prior to the procurement phase – for Cabinet approval. This 
Outline Business Case is now presented for agreement to the delivery strategy - the route to 
ensuring services are delivered beyond 2025.  

The ongoing programme of work to deliver these services is overseen by Damian Williams, 
Corporate Director Opera1ons and Delivery, and will in due course lead to further gateway stages, 
decisions determined by the scheme of delega1on: 

• Gateway 3 – ‘Investment Decision’ prior to contract signature. 

• Gateway 4 – ‘Readiness for Service’ prior to ‘going live’ and implementa1on of the scheme. 

• Gateway 5 – ‘Opera1onal Review and Benefits Realisa1on’ following delivery of the project, 
establishment and/or decommissioning of the service. 

 
The format of this Outline Business Case follows the Five Case model, examining: 
 

Strategic Case: demonstra8ng the need for change, and how the in-scope services align 
with the Council’s corporate objec8ves and strategic priori8es. 
 
Economic Case: presen8ng an analysis of how the op8ons considered meet the 
requirements of Economy, Efficiency and Effec8veness – at this stage a shorter list of 
op8ons may emerge. 
 
Commercial Case: examining how the in-scope services interact with the market, 
highligh8ng opportuni8es for income genera8on and considering procurement strategy. 
 
Financial Case: providing a compara8ve cost profile and understanding of financial risk for 
each of the op8ons under considera8on. 
 
Management Case: a review of the opera8onal arrangements and risks ahached to each 
op8on. 

 
This case:  

• assesses five poten8al delivery models for the future provision of Waste/Recycling 
and Street Cleansing Services; and 

• provides an outline business case suppor8ng a specific recommenda8on as to a 
preferred solu8on for Member considera8on. 
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As delivery of these services currently accounts for around 30% of General Fund revenue 
expenditure, incorporates statutory du8es and directly affects every resident and visitor 
experience, they are clearly linked to the Council’s aims, objec8ves and strategic aspira8ons.  
 
The contracts were last procured in 2011, services started in 2012 for an ini8al seven-year 
period, and in 2019 were extended by a further seven years. Efficiency savings and service 
varia8ons have both featured in this 8me. Notably an en8rely new garden waste service has 
been introduced. The Waste and Recycling contract has an end date of 31st January 2026; the 
Street Cleansing contract has an end date of 31st December 2025. 
 
The five poten8al approaches to delivering these services can be summarised as: 
 
Op#on 1: Re-tender Waste/Recycling and Streets services as a single contract. 
This will require the contract to be substan8ally amended to reflect the exis8ng varia8ons and 
necessary updates for legisla8ve requirements. The case for con8nuity with, where viable, 
marginal improvements to the current opera8ng model provides the financial ‘baseline’ 
against which other op8ons can be compared. If this op8on is then developed, other changes 
can be considered as part of the specifica8on/nego8a8on process to bring addi8onal benefits 
or risk reduc8on (for example asset ownership, recyclate sales, trade waste service 
development). More ac8ve contract management and monitoring would be required on an 
ongoing basis. As the service commissioner, the Council needs to be certain that the capacity 
and capability exists in the market to meet its needs on a viable financial basis. It is already 
being delivered by Veolia. It is considered likely to ahract addi8onal tenders from others given 
loca8on, other operators in the area and the likely scope of the contract.  
 
Op#on 2: In-house delivery (not a LATCo). 
Delivering the services through DSO or ‘in house’ arrangements; this eliminates external profit 
and contract procurement costs but increases other costs such as pensions, support services 
staff, IT provision. This typically involves TUPE of affected staff from the current contractor to 
the Council (no8ng differences in terms and condi8ons), ownership and opera8on of 
transi8on arrangements and fleet assets.  There is more direct control of the service being 
delivered and future changes in scope. This op8on s8ll requires ac8ve outcome management 
and monitoring of services delivered.  The exclusion of Local Authority Trading Company 
(LATCo) arrangements is at the request of the Council and reflects no appe8te to operate these 
arrangements due to previous experience of them. However, it is observed that similar level 
of involved and dedicated governance, risk management and approach to business 
management is required to operate a Joint Venture successfully and if ‘in-house’ delivery is 
felt a preferred op8on then it is suggested the rela8ve merits of opera8ng those 100% council 
owned arrangements as a LATCo could be further inves8gated at that point. The differences 
are considered unlikely to change the outcome of the Op8ons Evalua8on. 
 
Op#on 3: Tendered Waste/Recycling Services, In-house Street Cleansing  
This op8on would involve the tender of Waste/Recycling services in an updated specifica8on 
to the current contract, and the bringing in-house of the Street Cleansing services. This would 
reduce the efficiencies of scale and opera8onal flexibility offered to a commercial company 
tendering for the work. This would eliminate external profit and increase the flexibility and 
control of street cleansing by the Council. However it also increases costs such as pensions, 
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support services staff, IT provision. This typically involves TUPE of affected staff from the 
current contractor to the Council (no8ng differences in terms and condi8ons), ownership and 
opera8on of transi8on arrangements and fleet assets.   
 
Op#on 4: Outsourcing (peer to peer Joint Venture (JV) with Norse) 
This op8on would see the setup of a joint venture company co-owned by Tendring and Norse 
Commercial services, which is part of the Norse group (a Local Authority Trading Company 
owned by Norfolk County Council). This partnership would involve co-management of the new 
company and provide a profit share arrangement. Staff would TUPE to the new company. This 
would provide more control to the Council over the services delivered, and varia8ons would 
be managed by partnership agreement rather than contractual changes. It would require 
short-term legal and finance input to establish the company and ongoing governance support 
(provision of company directors; ac8ve partnership input). The Council has engaged in talks 
with Norse and has received a partnership proposal (Sept 2023) which has fed into this Outline 
Business Case. This proposal excludes provision of fleet; this is reflected in the finance analysis 
sec8on.  
 
Op#on 5: Shared service  
Opera8ng a service in partnership with another local collec8on authority has previously been 
discussed by Tendring. This typically requires a ‘lead’ authority to operate the service on 
behalf of another, with an Agreement for provision of services and a recharge arrangement. 
Whilst there is ongoing discussion across Essex authori8es about the principle of future 
sharing of services, there are no ac8ve discussions on op8ons for Shared Waste and Streets 
services. Given the 8mescales and certainty required for a known outcome by mid 2025 this 
is not recommended for further assessment. Aner discussion with officers, this op8on is being 
discounted at this stage. 
 
 
 
  



 

 9 

4. Op)ons Appraisal – Summary Outcome 
 
The Evalua8on Matrix below is intended to enable the Council to assess the merits of each 
alterna8ve service delivery op8on when compared to the current delivery model by assessing 
each op8on against a standard set of criteria. 
 

Council Objec#ves and aspira#ons Observa#ons 

Strategic alignment 
• Pride in our area and services to residents. 
• Raising aspira1ons and crea1ng 

opportuni1es. 
• Championing our local environment. 
• Working with partners to improve quality of 

life. 
• Promo1ng our heritage offer, aZrac1ng 

visitors and encouraging them to stay longer 
• Financial sustainability and openness. 

 
 
 
The Council will wish to ensure that any future 
delivery model balances financial benefit 
against a wider range of strategic objec1ves. 

Council control (improvement over current) 
• Driving Efficiency/Improvement 
• Responding to Change: 

Development/Innova1on 

It is an1cipated that a new delivery model will 
offer the Council an increased amount of 
influence and control over this service por>olio. 
The Council wishes to be more direc1ve in 
terms of how these services develop and are 
performance managed in terms of KPIs and 
outcomes. 

Financial impact 
• Net Opera1ng Cost (medium term and 

future) 
• Transi1on Investment Cost 
• Client-side Development Costs 

The Council wishes to demonstrate cost-
effec1veness and an overall recurrent reduc1on 
in net opera1ng costs. However, there is a 
recogni1on that with this type of transi1on, 
there is an investment cost/opportunity cost to 
be borne due to the change and transi1on 
period. 
In addi1on, the Council will wish to, as far as is 
prac1cable mi1gate the addi1onal costs of 
increased legisla1ve burdens (Environment Act 
2021). 

Deliverability and risk 
• Commercial Impact (Customers/Value) 
• Complexity/Poten1al Disrup1on 
• Change Management Requirement 
• Familiarity with new opera1ng model 

 

The Council understands the risk of disrup1on 
that change can present and the importance of 
resourcing change in an appropriate way. It also 
recognises that service quality and effec1veness 
must be maintained during transi1on.  

Service quality 
• Customer Perspec1ve – Stability 

Being customer facing, these services are of a 
cri1cal nature and there is a need to ensure that 
the perceived quality of delivery is not adversely 
impacted by the introduc1on and opera1on of 
a new delivery model. 

 
 
 
 



 

 10 

Evalua'on criteria 
The following table is not provided as a defini8ve ranked assessment of the op8ons. Rather, it 
presents a quan8ta8ve view of the rela8ve merits of each op8on in rela8on to the criteria 
listed in the table below. The scoring helps to indicate the poten8al ‘fit’ of each op8on, 
reflec8ng the breadth of the Council’s requirements/expecta8ons. 
 
 

Criteria Weigh#ng  

Op#on 1 
Contract out 
all services  

Op#on 2 
Bring all 
services in-
house (not 
via a LATCo)  
 

Op#on 3 
Waste & 
Recycling 
contracted 
out, Street 
Cleansing in-
house (not 
via a LATCo) 

Op#on 4 
Outsource 
(peer to peer 
Joint Venture 
(JV) with 
Norse or 
similar) 

Strategic alignment 4 3 4 3 2 

Degree of Council control 3 4 5 3 2 

Financial impact 5 5 2 2 3 

Deliverability and risk 2 3 2 2 4 

Service quality 3 4 4 3 3 

Total (Weighted)  67 57 44 46 

 
Explanatory Notes 
1. The Weigh8ng of the criteria reflects their rela8ve importance to TDC  
2. The individual scoring of criteria are as detailed in the table below. 

 
Scoring Impact compared to current 
5 Significant addi8onal advantage to TDC 
4 Marginally favourable to TDC 
3 Neutral 
2 Marginally disadvantageous to TDC 
1 Significant nega8ve impact on TDC 

 
The scoring presented above is not intended to be the sole basis for a ‘stop/go’ decision but 
the outcome does provide a clear perspec8ve to support the recommenda8on to take forward 
Op8on 1: Contract out all services (i.e. re-tender Waste/Recycling and Streets services as a 
single contract) as the preferred op8on. 
 
The remainder of this Report cons8tutes the Outline Business Case (OBC) for that Op8on.  
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5. Strategic Case 
 
This sec8on focusses on illustra8ng how the preferred future delivery op8on of re-
procurement aligns with the Council’s vision and strategic plan, and with changing legisla8ve 
requirements which impact this work. 
 
Corporate Plan – the new plan was adopted in November 2023, with ini8al highlight priori8es 
agreed in Scru8ny Commihee in January 2024. With a cross-cuong theme of puong 
community leadership at the heart of everything it does, the Council’s vision is focussed 
around five emerging themes. The table below illustrates how the in-scope services support 
these, including 2024/5 priori'es: 
 

Pride in our area and services to residents 
Put residents first, promo8ng 
clean and 8dy communi8es 

These services directly affect every resident and will help 
maintain and improve the local environment 

Geong the basics right on our 
services 

The waste and street cleansing services are a key basic 
service delivered by the council and review of their 
provision gives an opportunity to improve and op8mise 
them.  

Promote pride in our 
communi8es 

A clean and well serviced environment is one residents are 
proud of. The 2024/5 priority for this area includes 
delivering the Op'ons Appraisal for waste and street 
cleaning strategy. 

Harness the power of digital 
delivery of services while 
ensuring that no resident is len 
behind. 

These services can be con8nually improved - both behind 
the scenes and to support customers’ increasing use of 
digital technology to engage with the council. 

Raising aspira8ons and crea8ng opportuni8es 
Allow businesses to thrive in 
our District 

Businesses linked to tourism benefit from a well-maintained 
District  

Encourage responsible 
tourism, develop our cultural 
sector and economic growth 

Tourism can be supported by a well-maintained District; the 
local economy depends in part on tourism 

Championing our local environment 
We believe our environment is 
special…. and therefore, 
deserves protec8on.  

Services provide for maintaining and improving the look of 
the District and reducing the environmental impact of liher 

We want to maintain spaces 
for leisure, wellbeing and 
ac8ve lifestyles 

Residents and visitors enjoy environments which are well 
maintained and managed 

We will be tough on those who 
do not respect our environment 

Enhancing capacity to be tough on those that lijer and fly-#p 
on land for which the Council is responsible.  

Working with partners to improve quality of life 
Build on joint working… to 
improve the quality of life for 
our residents 

These services, however delivered, will involve working with 
community groups and businesses to support and deliver a 
well maintained environment, key for a good quality of life 
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Promo8ng our heritage offer, ahrac8ng visitors and encouraging them to stay longer 
We want to boost our tourism by 
aZrac1ng more visitors to the 36 
miles of sunshine coast  

Residents and visitors enjoy environments which are well 
maintained and managed 

We will support our unique 
heritage, work with our partners, 
run events and promote the 
district for the benefit of our 
residents and to encourage 
visitors to come and to stay for 
longer 

These services can include scope for post event cleaning/ 
enhanced cleaning and collec8ons around the 8me of 
events. 

Financial sustainability and openness 
Carefully planning what we do, 
managing capacity and 
priori8sing what we focus our 
8me, money and assets on. 

These services account for a significant part of the Council’s 
budget and ensuring they are op8mised and delivered 
efficiently is cri8cal; some are statutory and therefore a 
priority. 

Tough decisions will not be 
shied away from, but will be 
taken transparently, be well-
informed and based on 
engagement with our 
residents. 

Carefully plan the Council’s budget and taking appropriate 
ac'on to respond to liabili'es / costs pressures. There are 
many op8ons on how to deliver waste collec8on and street 
cleansing and the Council is challenged by finite budgets 
and the extensive demands of urban and rural areas and 
seasonal varia8ons in visitor numbers – reviewing these 
services will involve engagement and nego8a8on  

 
The dran corporate plan consulta8on process included specific ques8ons on waste and 
recycling, and street cleansing and liher, and key feedback from residents and businesses has 
recently been reported (Mackman Research, dran report August 2023): 
 
• In summary, residents share the view that areas appear unpleasant due to the build-up of 

household waste in front gardens This, alongside liher and dog foul in local streets, make 
towns appear neglected and uncared for to visitors. Respondents have suggested that 
alongside increased street cleaning and rubbish collec8on, repercussions should also be 
in place for perpetrators, such as fines exacted as a penalty. 

 
• Asked ‘If the Council could afford to expand waste and recycling services, what would you 

like to be added to the current service?’, 43% of respondents said kerbside glass collec8on, 
30% raise the range of items to be recycled, and for a recycling service for flats. 

 
• Asked ‘If the Council had to reduce the service, what would you be happy to see change 

or reduce?’, 72% said no change. Mackman Research state ‘An overwhelming 340 
respondents at a district wide level specifically commented for no reduc8on in exis8ng 
services. Currently they describe the service as the "bare minimum" and there are fears 
of increased fly 8pping otherwise.’  

 
• Asked ‘If the Council could afford to expand the street cleaning service, what would you 

wish to see added to the current service?’, 73% of respondents said beher standards and 
increasing the frequency of cleans.  
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• Asked ‘If the Council had to reduce the service, what would you be happy to see change 
or reduce?’, 95% said there should be no reduc8on - residents are unable to foresee a 
scope in reducing waste and street sweeping services. 

 
Waste Strategies – the Council is part of the Essex Waste Partnership which is currently 
consul8ng on a Joint Municipal Waste Management Strategy (JMWMS) covering the period 
up to 2054. The partnership’s vision is to be a zero-waste county, and the dran strategy 
‘brings a new focus on how we will deliver an effec4ve, efficient and sustainable service for 
the future. Following the Environment Act 2021, na4onal policy and the findings of the 
Essex Climate Ac4on Commission 2020, the new strategy updates the EWP’s approach to 
reducing the impact that waste management has on climate change.’  
 
The four priori8es in the dran are to move to a circular economy, deliver the waste 
hierarchy, collaborate and innovate, and educate and engage. With detailed stated aims, 
such as: 
• To reuse, recycle or compost at least 70% of waste by 2030 
• To ensure that all Essex residents have access to comprehensive recycling services for 

plas@c, paper and card, metal, glass, food and garden waste, by 2026 
it is clear that the Council’s contribu@on to the partnership will be intrinsically linked to the 
waste and street cleaning services under considera8on here.  
 
Essex County Council (ECC) Waste Disposal Strategy – the County Council has 
responsibility for disposal and aims for no waste to landfill by 2030. Any changes to local 
disposal arrangements have significant impact on the opera8on and costs of Tendring 
District’s contract for collec8on; ECC is currently procuring solu8ons for disposal and there 
will be greater clarity later this year. Ideally this will involve using the Waste Transfer Sta8on 
at Ardleigh (A120); contracts for food/garden waste disposal will also be under review by 
2028. 
 
Council Waste Strategy – the Council does not currently have a waste strategy; this may 
follow from the corporate plan and the agreement of a final Essex Waste Partnership 
Strategy.  
 
Legisla9ve requirements - this is a key area for considera8on for these services at this 
8me. While the current statutory requirements for the Council are well known, and there 
is considerable flexibility in how domes8c and commercial waste collec8on and street 
cleansing du8es are discharged, there are changes contained in the Environment Act 2021 
(EA21). The EA21 represents a fundamental change in how waste management services 
na8onally will need to be delivered and how they will be paid for. These include statutory 
changes and incen8ves - the poten8al impact of these changes may be significant and will 
certainly bring changes up to and beyond 2026. As a result, any delivery method needs to 
ensure flexibility and accounts for these risks to be accommodated. 

 
Government had previously said it wants to standardise waste collec8on in England, 
leading to recyclables and residual waste having to be separated (poten8ally into different 
bins).  More recently, Government has re-commihed to UK Net Zero by 2050 and revealed 
its ‘Simpler Recycling’ plans for England – in summary: 
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• By 31st March 2026 all Authori8es must collect food waste weekly from “most” 
households and recyclable waste in glass, metal, plas8c, paper and card and garden 
waste.  Significantly, dry recyclable materials can now be co-mingled for collec8on, 
reducing the number of bins required; 

•  aner much sector lobbying, garden waste will remain chargeable;  

• Residual waste is expected to be collected “at least fortnightly” in line with the 
perceived issue of ‘smelly bins’; 

• Further changes will follow - recyclable plas8c film and flexible packaging is to be 
collected for recycling from households and businesses by 31 March 2027. 

 
Whilst the ‘what’ and ‘when’ of collec8ons has become clearer, there remain big open 
ques8ons, especially around future funding, including: 
 

• how much material will no longer need to be collected consequent to the Deposit 
Return Scheme (specifically in terms of household glass); 

• how Authori8es will be compensated for consequen8al addi8onal costs / loss of 
pre-exis8ng income (no8ng this has been promised but may not cover full cost given 
wider austerity pressures and historic track-record); 

• on what basis the packaging industry will fund the collec8on of recyclable materials 
under the new Extended Producer Responsibility (EPR) obliga8ons. 

 
The last point warrants specific comment – EPR represents a major cost transfer from 
Government to industry in the order of £2.7 Billion per annum.  The packaging industry will 
pay collec8on authori8es on the basis of what it assesses to be an ‘efficient and effec8ve 
collec8on’ system by reference to a specific peer group of similarly posi8oned authori8es.  
Government will also monitor the posi8on in pursuit of the na8onal target and may penalise 
under-performing authori8es. 
 
If an authority is considered a rela8ve under-performer, then it may only receive around 80% 
of the payments it otherwise would – this, along with the recycling credits currently foregone, 
could have a material, direct financial impact on the Council.  
 
The table below shows the Council’s recycling performance alongside that of similar 
authori8es no8ng that this is not the grouping that will be applied for EPR payment purposes. 
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The % household waste recycling is the key value; it shows Tendring as being a lowest quar8le 
performer and this is likely to have an impact on future income (EPR payments) under the new 
arrangements. This is therefore a maher under the control of the Council and promotes an 
invest to gain ra8onale when determining the specifica8on of the materials and methods of 
collec8on regardless of delivery model.   
 
The current dry recycling collec8on system is based on twin boxes, with one box type collected 
each week along with food waste.  That system typically produces good quality tradeable 
materials (due to improved segrega8on at source) and this is in Veolia’s interest as the current 
contractor as they retain the resul8ng commodity product value. 
 
Many other authori8es choose to co-mingle recyclable materials in a wheelie bin and collect 
it on a fortnightly basis because it is simpler for residents (less containers), more cost effec8ve 
in opera8ng terms and can capture more material but with a lower quality / product value i.e. 
there is a degree of trade-off. 
  
Previously, increased segrega8on of recyclable materials at the point of collec8on was the 
na8onally set direc8on of travel but ‘Simpler Recycling’ effec8vely makes co-mingled 
collec8on the default solu8on.  That solu8on would logically be adopted locally – in turn:  
 

• the new contract specifica8on under development will need to reflect the change of 
waste collec8on system (which retaining as much flexibility as prac8cable to respond 
to future / uncertain legisla8ve developments); and   

• as part of the wider programme of work discussed in Sec8on 5 below, an assessment 
is underway to quan8fy: 

o the foreseeable impact on recycling rate / tonnage; and  
o poten8al impact on EPR / recycling payments – ini8al es8mate is a financial risk 

of up to £275k per annum   

Peer Group - Relative Performance (2021/22)

Authority

Total 
Household 

Waste 
Collected 
(Tonnes)

Residual 
household waste 

per household 
(kg/household) 

(Ex NI191)

Percentage of 
household 

waste sent for 
reuse, recycling 
or composting 

(Ex NI192)

Household 
Waste 

Recycling %  
(Dry Waste excl. 

Composting)

East Lindsey District Council  57,499 487.2 40.5% 18.2%
Tendring District Council  52,857 435.9 40.4% 20.3%
Great Yarmouth Borough Council  40,122 569.2 31.0% 20.5%
North Norfolk District Council  45,507 472.9 42.3% 21.2%
North Devon District Council  39,138 427.0 48.2% 21.2%
Thanet District Council  52,829 510.4 34.4% 21.4%
Scarborough Borough Council  45,807 506.5 35.9% 22.2%
Torridge District Council  25,056 349.3 53.9% 22.8%
Arun District Council  60,061 451.6 42.6% 24.7%
Fylde Borough Council  33,093 459.0 44.4% 25.9%
Teignbridge District Council  51,379 359.3 55.6% 26.2%
Dover District Council  41,672 436.0 43.7% 26.3%
Wyre Borough Council  44,030 447.2 45.7% 28.1%
Waverley Borough Council  47,147 353.0 58.9% 30.5%
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This is not the only significant change envisaged in contract specifica8on.  Specifically, street 
cleaning is currently operated on the basis of a set schedule of frequencies i.e. what is 
generally termed an input-based specifica8on.   Market prac8ce, supported by greatly 
improved ICT management and monitoring solu8ons since the original contract was let, is to 
specify the quality of sweeping instead i.e. to have an outcome-based specifica8on.  Again, it 
is recommended Tendring following this standard path, which transfers the quality obliga8on 
to the contractor, tends to be more cost effec8ve in terms of delivery resources and minimises 
the level of contract monitoring resource deployed on the part of the Council.  
 
Determining the op8mum level and type of service that the Council will seek to deliver is 
impera8ve as this will improve the accuracy of likely costs and risks.  A statement of contract 
principles has been developed – the is a ‘live’ document that will be amended in response to 
the developing legisla8ve framework and the feedback of contractors in the son market 
tes8ng process.   The current version agreed at the Waste Project Board 27/02/24 is in 
Appendix B.    

6. Economic Case 
 
As the Na8onal Audit Office diagram below illustrates, VfM is not merely concerned with 
achieving the lowest price or cost but is firmly anchored in the linkage between Objec8ves 
and Outcomes. Therefore, to establish that a par8cular solu8on delivers VfM, it must show 
that it meets three key criteria: 
 

• Economy: spending less - minimising cost, but not sacrificing quality. 
• Efficiency: spending well – to support the delivery of an8cipated outcomes. 
• Effec8veness: spending wisely – intended and actual impact. 
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Economy: spending less - minimising cost, not sacrificing quality 
These services are resident-facing and business-facing services and have a direct impact on 
visitors to the District. The quality of delivery is clearly no8ced by residents and the Council 
recognises that, in changing any of its delivery arrangements, it wishes to ensure that the 
perceived service quality is at least maintained at current levels (insofar as is affordable). 
 
The Council has an opportunity through the re-procurement process to secure demonstrable 
value-for-money, ensure maximum control over future costs and realise the opportunity to 
invest in improvements that will impact on service quality and how residents perceive this.  
 
Efficiency; spending well - to support the delivery of outcomes 
The re-procurement op8on will realise efficiency poten8al and maximise effec8veness in the 
delivery of the service porxolio.   
 
Current arrangements have been in place for many years.  In the intervening period, the 
regulatory landscape has changed but also market prac8ce has moved on with greatly 
enhanced ICT solu8ons etc.  As such, it is 8mely and appropriate not just to review the service 
specifica8on but to ensure there is ‘joined up’ organisa8onal approach to such wider aspects 
as digital strategy / customer interface.    An ongoing programme of business improvement is 
also being proposed and delivered – see sec8on 9. 
 
Effec9veness: spending wisely – intended and actual impact  
Delivery of the future waste / recycling and street cleansing services is not solely focussed on 
saving money and sustaining income. The Council wishes to ensure that its future delivery 
model can support the Council’s wider strategic priori8es and adapt to changing legisla8ve 
guidance and drivers. Regardless of the delivery model, there is an opportunity to design and 
implement improved performance management and monitoring, which members and officers 
are keen to deliver.  
 
Capital cost considera9ons and opportuni9es 
This project acts as a prompt for the Council to consider its future approach to the capital 
funding of environmental service assets regardless of the delivery method adopted.  For many 
years, such opera8ng assets (typically refuse vehicles, waste containers and street sweepers) 
have been supplied and expensed by the contractor (Veolia) meaning the Council was relieved 
of the direct capital expenditure burden but charged for the provision of those fleet assets 
through the annual contract charge – this is therefore recurring General Fund revenue 
expenditure.   Op8ons for alterna8ve financing of these assets have been explored under the 
Business Improvement Plan (BIP).   

7. Commercial Case 
 
Is this service viable; is there a supplier to meet needs?  
With a contractor currently delivering the broad services required there is assurance that 
there is at least one ac8vely interested provider which can meet the Council’s business 
needs.  The Council is in a good posi8on to secure a value for money delivery method as it 
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has access to industry and transforma8on exper8se as well as advice on procurement 
(through Essex County Council).   
 
Can we develop a more commercial approach?  
There are opportuni8es to improve income through this process, for example looking at the 
ownership of recyclates, basis of asset provision etc   However, these are limited, likely to be 
small components of the overall budget and may be dwarfed by the rela8ve impacts of 
reduced income from future EPR payment and changes to disposal costs, which remain large 
uncertain8es. 
 
Procurement strategy and route 
The Council has engaged Essex County Council as its procurement partner. In March, ECC 
issued a Prior Informa8on (PIN) no8ce seeking informa8on from poten8al service providers. 
The request for informa8on closed during the week commencing 25 March and will provide 
the Council with useful informa8on to inform the next stages of the procurement process. 
 
The working contract principles agreed by the Waste Contract Board and shown in Appendix 
B will aid the Council in developing a service specifica8on. 
 
The broad indica8ve procurement 8mescales are as follows: 
 

• April 2024 – comple8on of son market engagement undertaken via the Prior 
Informa8on No8ce 

 
• August 2024 – report to Environment Porxolio Holder seong out the service 

specifica8on that will be used in the contract documenta8on sent out for tender as 
part of the procurement process. Tender exercise launched. 

 
• August / September 2024 - Tender process commences 

 
• July - September 2025 – contract award 

 
These 8mescales will be further refined once the PIN no8ce responses are assessed.  
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8. Financial Case 
Financial Baseline & Informa9on Sources 
The baseline for the financial appraisal is FY23/24 given that this represents the most reliable, 
current informa8on available.   The service budget indicates aggregate contract payments to 
Veolia of approximately £6.8m per annum.  As an observa8on, that figure needs to be set in 
the context of the £22.4m General Fund net cost of all services - the op8mum waste solu8on 
is crucial to corporate financial resilience.  The current contract payments can be split as 
follows:  
 

• waste collec8on: £4.0m 
• street cleaning: £2.1m 
• green waste collec8on: £0.7m  

 
Legisla8ve uncertainty applies to all future delivery op8ons and it is not possible to provide a 
defini8ve statement as to the future financial envelope.  As such, the op8ons appraisal was 
predicated on a largely a subjec8ve assessment of the rela8ve cost and financial risk of the 
various variable op8ons to assist the Council in making an informed decision as to its preferred 
future delivery op8on. 
 
To summarise, the re-tendering op8on is considered advantageous from a financial 
perspec8ve because:  
 

• internalisa8on would be unaffordable primarily courtesy of the need to fund LGPS 
which would exceed any benefit from internalisa8on of current contractor profit;  

• shared service arrangements are not prac8cable / have high delivery risk versus the 
8meline required to procure and ins8gate new delivery arrangements;  

• the JV model is not credible and does not present any material financial advantage 
over straight-forward market provision;  

• market providers have developed a suite of proven, cost-effec8ve opera8ng solu8ons 
that can also provide assurance in terms of regulatory compliance / response; and  

• ac8ve market engagement together with a well-managed compe88ve procurement 
process will assure the best value outcome. 

 
Does the current contract provide value for money? 
This is relevant in terms of the poten8al to improve current efficiency and effec8veness to 
reduce baseline net cost to the Council. EELGA has not conducted a detailed VFM review, 
which would be a costly exercise requiring significant data sets, but there are several reference 
points that assist in forming a view as to the current service and the poten8al to improve. 
These are the White, Young Green (WYG) report commissioned by the Council in 2019, the 
Norse Group JV proposal with ini8al cos8ngs, and a basic assessment of opera8onal 
produc8vity. Given the commercial sensi8vity of some data, it is not presented here, but as 
an overall subjec8ve assessment, the efficiency of the current opera8on could be improved. 
A release in resources could then be used to reduce the impact of previous cuts in provision 
(specifically in terms of street cleaning).   This conclusion informs the approach to business 
improvement, to be captured in a formal, joint BIP.   
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9. Management Case  
The purpose of the Management Case is to consider whether robust arrangements are in 
place for the delivery, monitoring and evalua8on of the proposal under considera8on 
including in rela8on to change and contract management, benefits realisa8on and risk 
management. 
 
There are two key ac8ons which are within the control of the Council, being: 
 

• robust business planning, transi8on management and performance management; and 
• the deployment of sufficient and appropriate resource to assure the delivery of the 

targeted financial and strategic outcomes. 
 
When the Council has determined its preferred op8on and ra8fied the Outline Business Case, 
a fully detailed Business Plan will be required. Currently, the following key non-financial risks 
for management are iden8fied below: 
 
 

Risk area Assessment 
Capacity - 
opera-onal 

Low: Closest to ‘business as usual’. If the contractor changes, likely that most staff will 
TUPE, although not guaranteed for manager roles. Recruitment of opera-onal staff likely 
achievable.  Flexibility across services can ensure core opera-ons delivered. 

Capacity – 
leadership 

Low: Requires short term increased leadership input during procurement and possible 
contract change period. Part of current roles.   

Capacity – support 
services 

Low: Services such as HR and IT unlikely to be impacted significantly. If contractor changes, 
integra-on of systems and assets may be required, but likely supported by contractor 
transi-on team. 
Legal and projects /procurement services involved through to contract award; currently 
planned for. Poten-al for teams to support fleet and depot solu-ons. 

Cultural change Low: Opera-onal staff remain employees of contractor and Council staff retain contract 
management roles although with move to increase contract management and monitoring.   

Opera-onal 
resources (assets) 

Low: Fleet and depot changes could be managed with liVle direct impact – part of contract 
nego-a-on and liaison between contractors as necessary.  

Control over 
services, including 
flexibility 

Medium: Contract provisions for varia-on will need to be nego-ated in light of changing 
legisla-on and ongoing uncertainty. 

 
 
Current arrangements have been in place for an extended period and it is 8mely to conduct a 
systema8c review to ensure the new arrangements are future proofed, affordable and ‘joined 
up’ in wider organisa8onal terms.    EELGA is working alongside the in-house team as an expert 
cri8cal friend on a number of interlined business improvement work-steams, which can be 
summarised as follows: 
 
• Development of the core new contract principles  
• Improving understanding and opera8onal efficiency 
• Improving understanding of future financial posi8on  
• Determining the op8mum solu8on in terms of future asset provision 
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• Interface with the wider Council organisa8on (customer service etc) 
• Geong ready to go to market 

 
Development of a Business Improvement Plan (BIP) forms a key component of this wider 
programme delivery plan, for which the Senior Responsible Officer (SRO) is accountable. This 
plan is live – it adds to ongoing improvements already in progress, aims to enhance the 
management arrangements for the current contract and introduces new items to support 
both the procurement of and transi8on to the new contract, regardless of the operator.  
 
Recommenda8ons are grouped in four areas: 

- Data 
- Performance management 
- Opera8onal improvements (of the contracted services) 
- Opera8onal changes (within the council) 

 
The output of this work will be reported regularly to the Waste Contract Board and inform the 
wider programme delivery plan.  
 
The overall programme is overseen by Damian Williams as Corporate Director with Tim Clarke, 
Assistant Director leading the project delivery.  Jonathan Hamlet as Waste & Recycling 
Manager is leading the development of the specifica8on, liaising with ECC procurement and 
will lead the roll out of the new service in 2026. 
 
A strategic outcomes document will be prepared seong out who is responsible for each 
aspect of the project including who is responsible, accountable, who will be consulted and 
who will be informed of decision at each stage. It is understood that this document has already 
been draned in respect of the procurement phases. 
 
A report due to be considered by the Council’s Cabinet on 19 April seeks approval to progress 
with Op8on 1 and go out to tender along with various delega8ons so that key decisions 
required prior to contract award can be made by the Corporate Director. 
 
Legal considera9ons 
The re-procurement op8on does not present any significant legal challenges – typically advice 
and support could be needed on employment transi8on, partnership agreement and 
landholdings / leasing, transport licensing and data management.  
 
The Council is advised to secure support from specialist legal, accoun8ng and treasury 
advisors. This is understood to be readily available through framework arrangements already 
in place and broad cos8ngs are es8mated by TDC legal at £15-20,000. However the scope and 
full cost of any legal commission will be highly dependent on the procurement route and 
specifica8on. 
 
 
  



 

 22 

10. Recommenda)ons 
 
This outline Business Case provides ini8al ranked op8ons and further develops the case for 
Op8on 1 – contract out all services; it is recommended that the Council adopts this Op8on.   
 
The outline contract principles agreed at the Waste Project Board 27/02/24 (and contained in 
Appendix B) will inform the next stages of procurement and development of the contract 
specifica8on ac8vity and will in turn be updated as informed by those processes. 
 
It is recommended that a formal decision is now made to proceed with Op8on 1 with the 
governance route set out in the Management Case sec8on above. 
 
The final decision in respect of any contract award and seong of a service budget will be made 
by the Council’s Cabinet followed by approval at Full Council. 

Appendices: 
 
Appendix A: Extract from ‘Guide to developing the project business case’ HM Treasury 
2018 
Appendix B: Statement of contract principles agreed at Waste Project Board 27/02/24 
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Appendix A  
 
Extract from ‘Guide to developing the project business case’ HM Treasury 2018 
 
www.assets.publishing.service.gov.uk 
 

 
  

http://www.assets.publishing.service.gov.uk/
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Appendix B 
TDC Waste and Street Cleansing contract principles 
 
The waste Project Board has agreed a set of broad service principles, summarised as:  
 

• A single contract for all services in scope. 
• Expected procurement method is Compe88ve Procedure with Nego8a8on. 
• Outcomes-based contract for all recurring work. Schedule of rates for irregular / ad-

hoc work. 
• Street cleaning work to be based on the standard Environmental Protec8on Act 1990 

standards applied on a local zoning system.  
• Waste collec8on must comply with the Environment Act 2021 requirements. 
• Aspira8on to improve recycling rate. 
• Future contractor expected to largely self-monitor and report on its delivery and 

performance. 
• Future contractor to act as a single point of contact for the management and 

resolu8on of resident and business customer issues. 
• Contractor to take full advantage of ICT in its opera8ons and is proac8ve in engaging 

in the delivery of the Council’s digital aspira8ons. 
• The current spending of £4m on waste & recycling collec8on, £2.1m on street 

cleansing and £0.7M on garden waste collec8on to be the star8ng point financial 
envelope. 

• Preferred contract term to be discussed with the market. 
• The Council is willing in principle to finance the purchase of waste vehicles but with 

full responsibility for their management to rest with the contractor.   
• Current depot at Fowler Road to be offered at a peppercorn rent.  

 
Members of the administra8on have indicated their desire for the Council to con8nue with a 
fortnightly residual waste collec8on from wheeled bins (weekly for black sacks) as opposed 
to moving to a three-weekly schedule. This leaves those submiong bids to run the service to 
determine the most effec8ve means by which to collect recyclable material in order to 
comply with the Environmental Act 2021. 
 
 
 


