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Thank you for the opportunity to give evidence at your meeting on April 22. 
 
As you may recall, we discussed in some detail Liverpool Direct, BT’s joint venture 
with Liverpool City Council, and I undertook to provide further information. 
 
Please find enclosed a leaflet on Liverpool Direct, plus a booklet providing an 
overview of other successful strategic partnerships in Rotherham, Suffolk and 
Edinburgh. 
 
We would be delighted to provide any further information, and could call upon 
colleagues from Liverpool Direct to give evidence in person if required. Likewise, we 
could arrange a visit to Liverpool if appropriate. 
 
As stated in our evidence, we believe properly constructed commercial partnerships 
between the private and public sector can deliver real benefits to citizens – 
particularly in the area of large-scale IT and ICT projects. 
 
There are a number of potential models – however the key to success is ensuring the 
partnership is based upon a shared interest in the successful delivery of measurable 
outcomes. 
 
We believe the Finance Committee should retain an open mind to the potential 
benefits available to Scotland’s public sector through partnering with the private 
sector, and should keep the door open to partnerships of this nature in the future. 
 
If you have any other queries, please do not hesitate to get in touch. 
 
Yours sincerely, 
 
Martin Southern 
Senior Consultant 
BT Public Sector Scotland 
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Efficient government

Harnessing the power of partnership



Nothing ventured, 
nothing gained

If you deal with citizens in a variety of un-coordinated ways, no
one really knows who has spoken to whom, about what and when.
Citizens become exasperated by being passed from pillar to post.
Staff morale plummets and transaction costs hit the roof. 

A modern communications infrastructure can eliminate silo
working, substantially reduce transaction costs and enable you to
provide service access to everyone – citizens and your own people
alike – on a need-to-know or need-to-do basis, whenever they
require it, from wherever they happen to be. 

But that’s only half the story. What we’re really talking about here is
business transformation. While technology is a vital enabler of that
transformation, it cannot in itself deliver efficient government. Only
people can do that. That’s why we need to create a shared vision for
every partnership, based on agreed objectives and a common
strategy, after which we can start to put together a service plan that
brings everything and everyone together. 

In so doing, we recognise that each local authority has its own
unique set of geographic and demographic influences – from
something as basic as a requirement for road grit, to the complex
impacts caused by an ageing population, unemployment and
crime. However, when you get down to core business processes –
such as council tax and business rate collection and the payment
of housing benefit – they are pretty much the same.

Based on a unique combination of existing local authority staff and
the learning gained through our partnerships to date, we can help
you to implement best practice right across the service board. It
won’t happen overnight and there will be obstacles to overcome,
particularly in relation to culture change.

Staff will need to accept new ways of working. Managers will have
to adopt new ways of managing, particularly when supervising
people working from home. Staff will need to be refocused,
redeployed, retrained and upskilled.

We can help you to deal with all these issues, negotiations with
unions included, again based on our experience with our existing
local authority partnerships, as well as our practitioner experience
in transforming an organisation as large and cumbersome as BT
was a few years back.

Business transformation is not an easy journey. However, it’s one
well worth making for the substantial benefits on offer – not just in
efficiency gains; not just in increased citizen satisfaction; but also
for your own people, in the growing satisfaction and pride that
comes from working for an organisation recognised for its
achievements by central government, its peers, opinion formers
and the media.

According to the Department of
Communities & Local Government (DCLG),
the partnerships we’ve established with
Liverpool City Council, Suffolk County
Council/Mid Suffolk District Council and
Rotherham Metropolitan Borough Council
occupy 2nd, 4th and 6th positions,
respectively, in the Local Authority
Implementing eGovernment efficiency gains
table. Our partnership in Scotland, with The
City of Edinburgh Council, is proving to be
just as successful in terms of the efficiency
savings it’s making.



Compelling evidence

BT partnerships with local authorities can be based on a secondment model, or the more familiar TUPE
model. With the former, staff transferring to the new organisation retain their existing pay and
conditions of employment, including their pension rights; while the latter involves the complete transfer
of people to the new organisation, with new contracts of employment and pension rights for everyone. 

The secondment model certainly makes it easier to release people back into the council for
redeployment in other service areas at the appropriate time, should you so choose. Or you could
retain your partnership headcount and start providing services to other organisations.

Either way, BT makes a substantial up front investment in the partnership – a projected total of more
than £325m with Liverpool City Council alone – which is repaid by the local authority over the term of
the agreement.

In return, the authority benefits from predictable Information Communications Technology (ICT)
budgeting and efficiency gains that can be plouged back into delivering even better frontline services;
for instance, by investing in walk-in centres where staff are empowered to answer the majority of
citizen queries on the spot.

The Liverpool partnership is an example of how much can be achieved in a relatively short timeframe.
Over five years, it has reduced Liverpool City Council’s cost base by an incredible £100m, while
developing a number of exciting and rewarding new revenue streams. 

The Rotherham partnership is not far behind. Their eProcurement system is so efficient that they’re
already buying goods and services on behalf of a number of other local authorities in the region. The
same applies to their payroll service. The Rotherham partnership is currently in discussions to grow
their business in that direction too. 

But partnership is not the only way for local authorities to realise the cost savings advocated in the
Gershon Report and the efficient government agenda. The Shared Services Forum estimates that local
government could save £40bn over 10 years by sharing back office services. 

It’s not always necessary for money to change hands with such arrangements. You could, for instance,
have a reciprocal agreement with another local authority, whereby they look after your HR & Payroll
and you look after their citizen enquiry service. Then again, you could handle each other’s overflow
calls at peak times. 

The partnership with Suffolk County Council and Mid Suffolk District Council is a reassuringly
successful example of how two-tiers of local government can come together to share services. This
arrangement is driving efficiency and creating cashable savings for reinvestment into priority areas, as
measured by the Comprehensive Performance Assessment. 



Liverpool City Council

Liverpool Direct Limited: 
10-year partnership launched in 2001,
recently extended to 15 years.

Recognition 2005/2006: 2nd in the Local
Authority Implementing eGovernment efficiency
gains table. Won Best in Public Sector at the Call
Centre Association Excellence Awards; won Best in
Public Sector in the North West Call & Contact
Centre Awards; and shortlisted in the Contact
Centre Association awards for the Best Customer
Focus in the Public Sector. The contact centre was
also recognised for Excellence by the European
Foundation for Quality Management; and won
the Professional Planning Forum Public Sector
Innovation Award. They also won the Revenues &
Valuation Award for excellence in customer service
from the Institute of Ratings; and their website was
commended by the Society of IT Managers as a
“high performing transactional site.” 

“We’ve been able to take advantage of BT’s
expertise in communications technology and their
unrivalled support for the process of business
transformation. They’re two pretty compelling
benefits! As an example, we’ve moved much of
our HR administration from a high cost
transactional business into an intranet based self
service system.” 

Colin Hilton, 
Chief Executive, Liverpool City Council. 

Highlights

The partnership has reduced housing benefit claim processing
times from 143 days to 28 days and received the highest possible
Comprehensive Performance Assessment score of 4, ranked
as ‘excellent’. 

It has also increased business rate collection from 93% to 99%,
generating an additional £45m in revenue, collected over £70m in
debt and now answers over 2m calls a year on behalf of the council. 

On the ICT front, the partnership has developed an entirely new
infrastructure based around a new data centre. This includes a
mirrored back up facility that’s ready to take over from the main
data centre at a moment’s notice, should the need arise. 

Over £6m has been invested in staff training and in developing and
gaining Investors in People accreditation.

After re-engineering the relevant business processes, introducing a
document management system and rationalising the number of
databases and servers, a backlog of 50,000 Revenues & Benefits
queries was quickly reduced to 11,500 items (well within guidelines
for an authority that receives more than 10,000 items of post a
day). 

The contact centre resolves 90% of citizen enquiries on the spot
and abandoned calls account for less than 10% of all received calls.
Citizens can also access the contact centre via email, text and the
web, or if they prefer they can always visit a walk-in centre to have
their queries and requests dealt with on the spot. 

New technology in the contact centre space has transformed the
management of calls relating to educational grants, school meals
and transport costs. While this is highly seasonal work – with a peak
in summer before the new school year begins – the call success rate
has rocketed from a miserable 4%, to over 90%!

While all this has been going on, the partnership has been busy
developing exciting and rewarding new revenue streams. For
example, the ICT service is providing technical design, managed
services and more to a growing number of external organisations,
such as Liverpool’s new Arena & Convention Centre, Stockport
Metropolitan Borough Council and Stockport Schools Consortium.

Revenues

Investment in the revenues service has transformed collection
performance and the citizen experience across council tax, business
rates, corporate debts and rents. 

The partnership proactively manages debt – from taking measures
to prevent rent payers falling into arrears, through to court cases
and the engagement of bailiffs to recover debts. 

The revenues service also provides a wide range of payment
methods and is always seeking to challenge current practices and
drive business improvement. For example, eBilling has been
introduced for council tax and business rates. And payment
booklets have been replaced with payment cards.

Schools

The partnership’s schools delivery team provides a growing
catalogue of products and services to the education sector and
offers impartial advice, project management and consultancy.
Achievements include successfully migrating all schools to a new
high speed network and partnering with the BBC to provide them
with digital content. 

In fact, the schools relationship has proved so successful that the
partnership has been confirmed as the approved ICT supplier for the
Liverpool Building Schools for the Future Programme. A major
government project that aims to rebuild or significantly refurbish
every secondary school in the country over the next 10 to 15 years. 

HR & Payroll

Historically, Liverpool’s HR & Payroll service consisted of a number
of fragmented departments, each working independently, with
little scope or opportunity to share best practice. 

The partnership resulted in a complete rethink of payroll and pension
provision and the introduction of a single online system that’s
delivering substantial cost savings and service improvements. 

It has transformed HR from a high cost transactional system, into a
low-cost, self-service one. Staff are encouraged to log on to access
information about everything from maternity leave entitlement, 
to flexible working options, discipline and grievance procedures. 
If they can’t find what they require online, they can email HR for 
an answer. If they need to speak to someone with specialist
knowledge, they can do so at any time.

Employees can also access their pay details and personal
information online and interact with the system. For example, they
can input exceptional pay and mileage claims directly to the system
for authorisation by their manager. With the press of a button, the
claim can be approved and payment made automatically on the
due date. Moreover, the quality of the management information
enables the effective and timely analysis of staff related costs.

Externally, the partnership’s award winning HR function provides a
comprehensive range of support services to public and private sector
organisations across Merseyside and beyond, covering everything
from job analysis and design, to report writing, assistance at
employment tribunals and a full payroll and pensions service. 

For example, the schools service includes the processing of teacher
salaries, expenses, deductions and provision of earnings
statements. One large private company has seen late payroll
submissions reduced from 4,000 per month, to less than 50. They
have also saved £40k a year by taking the partnership’s advice and
putting payslips online. 



Suffolk County Council & Mid Suffolk District Council

Customer Service Direct Limited: 
10-year partnership formed in 2004

Recognition 2005/2006: 4th in the Local
Authority Implementing eGovernment efficiency
gains table; commended for innovation at the
Government Computing Awards and took the
runners up award in the Shared Services category;
and reached the final stages in the eGovernment
National Awards in the Government Excellent
Joined Up Services category. 

“Our two-tier partnership with BT enables citizens
to have the same first point of access, irrespective
of whether it’s a county or district issue. In
addition to eliminating the unnecessary
duplication of services, both authorities are
benefiting from the economies of scale generated
by sharing services.” 

Mike More, 
Chief Executive, Suffolk County Council.

“The whole perspective of this was: How does the
citizen want to access our services? It was not an
inward-looking case of how we wanted to provide
those services to them.” 

Andrew Good, 
Chief Executive, Mid Suffolk District Council.

Highlights

This partnership really does believe in access – any way the citizen
wants it; face-to-face, by phone, text messaging, web and email.
Within five months of signing the agreement with BT, the first of
three customer service centres opened in Mid Suffolk. Today all
three are fully-equipped, walk-in shops and contact centres. 

Now that core services like HR & Payroll, Benefits & Revenues and
ICT are bedded down and joined up, the partnership is working
even more closely with both authorities. It’s about adopting a fresh
approach to delivering their objectives. And it’s about achieving
even more together in the months and years ahead. 

Possibilities under discussion include empowering social workers
by enabling them to transmit their assessments straight back to a
central system after each interview. This should free them up to
visit even more clients, as they won’t have to return to the office
to file their reports. 

Using standard forms for remote reporting is another potential
efficiency enhancement under discussion. When implemented, it
should provide greater clarity and faster responses, making this a
win-win scenario for everyone. 

Working from home is more problematic. It’s not as easy as
introducing a flexible working initiative, providing staff with the
access they require and telling them to get on with it. Anyone can
do that piecemeal and store up major problems for themselves in
the process. 

Any successful flexible working initiative must fit Suffolk’s strategic
objectives and deliver real business benefits right across the piece.
The partnership is discussing flexible working with both authorities
at the moment. 

Mindful of Suffolk’s green agenda and the drive to reduce carbon
dioxide emissions, the partnership is already starting to think about
ways in which both authorities can achieve even more
electronically; thereby further reducing their reliance on paper and
ensuring that fewer journeys need to be made. 

From the partnership side, staff can quickly call up the information
required to satisfy citizen enquiries during a telephone
conversation or a face-to-face meeting, complete with prompts
and suggestions that enable them to progress the vast majority of
queries themselves. This removes the need for onward referrals that
serve only to confuse, frustrate and anger citizens. A unique
reference number is also allocated to each citizen enquiry, enabling
quick retrieval as and when required.

In addition to ICT, the two councils now also share HR & Payroll and
will soon be sharing the Finance function, all three of which were
previously individual directorates. The outcome, right across the
piece, is that disparate functions have been centralised based on
citizen needs rather than administrative boundaries.

The efficiency savings have been substantial and are projected to
increase going forward. That’s because the two councils
deliberately chose a partnership model that was both scalable and
capable of evolving over time, enabling them to introduce new
ways of working they hadn’t envisaged at the outset.

The story so far 

Long-standing confusion over demarcation lines between local
government responsibilities in Suffolk had affected the efficiency
of service delivery across the board. Citizens often contacted
county council officials about issues that were part of the district
council’s remit, and vice versa, causing frustration and delay. 

Market testing was carried out on the feasibility of making the
conventional two-tier system more transparent. A two-year
procurement process followed, attracting 149 notes of interest.
BT was granted preferred bidder status and, after completing
due diligence, won the ten-year contract, with an optional
five-year extension. 

The initial objective was to transform county and district council
service provision by amalgamating disparate functions within a
single partnership. This has been delivered through business
process re-engineering, change management and training.
Staff have also been able to take advantage of career development
opportunities through secondments.

In the first instance, a team of specialists began to shape the
business processes and technical improvements needed to fulfil the
council’s shared vision of integrated services. They focused on
implementing the networked IT services infrastructure required to
support this strategy. Another team was assigned to manage the
cultural shift towards delivering citizen-centric services. 

As a result, the partnership has created a seamless service that has
transformed citizen perceptions. 80% of enquiries are now resolved
at the first point of contact. The introduction of internet telephony
has provided further integration benefits and will ultimately result
in significant cost savings and service enhancements. 

The website permits citizens to log queries, complete transactions
and view detailed information or advice about everything from
births, to council tax, housing and transport. 



Rotherham Metropolitan Borough Council 

RBT (Connect) Ltd:
12-year partnership launched in 2003

Recognition 2006/2007: 6th in the Local
Authority Implementing eGovernment efficiency
gains table. Winner, eGovernment Awards for
eProcurement; achieved Beacon status for
eProcurement; won best use of Self-Service
Awards for Procurement at the CeDar National
Awards; won the prestigious Private Partnership
Achievement of the Year Award from Municipal
Journal; received a complimentary review from
Investors in People, praising training and
developing good practice; commended in a
Benefit Fraud Inspectorate report for improving
performance in all Best Value Performance
Indicators, in excess of the standards required. 

“We’re already looking ahead – to 2010 and
beyond. Our transformation was never just about
the use of ICT, but about clarity around our role in
commissioning and providing services and the
balance we aim to achieve between the two. It’s
also about partnering with other authorities and
building capacity amongst potential new service
providers, such as the voluntary sector and social
enterprises. These are exciting times for us and
hopefully even better times for the citizens we
answer to on the service delivery front.”

Mike Cuff,
Chief Executive,
Rotherham Metropolitan Borough Council. 

Highlights

Right from the outset, Rotherham viewed the partnership with BT as
an opportunity to enable the borough to realise its vision of putting
the citizen at the centre of service delivery. They were adamant that
they didn’t want to go at it piecemeal. They wanted to provide an
improved citizen experience right across the piece, from Revenues &
Benefits, to HR & Payroll, Procurement and ICT services. 

Backed by a very strong system of governance to ensure that
individual projects delivered maximum organisation-wide benefits,
BT’s business transformation and technology integration expertise
has helped to create a seamless, customer-focused organisation –
one that’s capable of innovating, driving change and inspiring staff
to develop and deliver increasingly effective and efficient services.

The partnership has managed change well, adapting the
organisation to new demands and building capacity, whilst at the
same time improving outcomes. This has seen the borough move
from a “weak” to a “good” Comprehensive Performance
Assessment rating and, most recently, an “improving strongly”
rating. They hope for an “excellent” next time round.

Rotherham is also one of the few local authorities in the country
that can call on full commodity expertise in everything from energy
to transport. That’s something else the partnership has been
responsible for – taking officers who did a bit of everything and
encouraging them to obtain professional qualifications that
enhance their value to the borough. 

That’s why all the surveys conducted with the partnership’s 600
secondees indicate they are enjoying their work, feel better skilled
and believe they are making a more valuable contribution. 

Certainly, the accurate measurement of staff performance enables
management information on productivity to be utilised to match
workloads and introduce new initiatives. One, a flexible working
initiative, saw a 55% improvement in productivity.

Commenting on Rotherham’s Public Private Partnership
Achievement of the Year Award in 2006, the judges said: “The
partnership is providing impressive citizen service improvements,
efficiency gains and improved productivity, while operating a value
for money approach.”

These views are seconded by Peter Eckersley, eGovernment and IT
Advisor, Chartered Institute of Public Finance & Accountancy/Institute
of Public Finance, in a Business Benefits Review of the partnership,
issued in November 2006, in which he said: 

“…The transformation of most services is almost complete and has
resulted in significant efficiencies and improvements. The vast
majority of service level agreements are being met and efficiency
gains are beginning to come on stream. Progress in the
procurement programme area has been particularly impressive,
with electronic catalogues playing a major role in delivering annual
savings of millions of pounds.” 

Revenues & Benefits

The partnership has given the Revenues & Benefits department a
clear strategic purpose and the necessary investment to modernise
its IT systems in order to provide a more effective and responsive
service to citizens, such as the ability to view their council tax
accounts online. 

The benefits service now automatically interfaces with the housing
rent account, council tax, document imaging, debtors and general
ledger IT systems. As a result, claims are being processed even
faster and Rotherham is able to respond to legislative changes
more quickly. 

A recent Benefit Fraud Inspectorate review was generous in its praise,
with several areas being identified for spreading best practice
nationally, most notably benefit counter-fraud and claims processing.

Procurement

During the last financial year alone, Rotherham’s new eProcurement
system saved them £2.5m, making them possibly the best local
authority example in the country of how efficiencies and wider
economic benefits can be achieved by simply buying things more cost
effectively. Some of this money is being used to help fund six new
one-stop customer service centres across the borough.

The partnership’s procurement transformation programme
amalgamated and re-engineered over 180 disparate processes into
a single automated one. A specialist buying team was then given
responsibility for purchasing all Rotherham’s goods and services,
upskilling staff and putting ordering online. 

Supply chain management has resulted in fewer and better suppliers,
a higher proportion of which are now Rotherham businesses. 

eProcurement has been responsible for putting an end to 
maverick purchasing, boosting the local economy and eliminating
related paperwork. In fact Rotherham is so good at it that the
partnership now procures goods and services for a number of 
other local authorities. 

HR & Payroll 

Administrative intensive HR & Payroll services have been
transformed at Rotherham and funded plans for developing staff
self service will put them at the forefront of local authority eHR
delivery nationwide.

Prior to the launch of the partnership, every programme area had
its own teams operating under a common policy framework, but
utilising local process variations and technologies. Those teams
now all work under the same roof – literally or virtually, depending
on their terms of employment. 

Frontline responders are supported by specialist advice and
transaction processing colleagues and all have pertinent
information to hand. 

The HR intranet has significantly reduced the number of calls from
staff requesting information and stimulated demand for more
added-value information. With more than 20,000 hits a month, it’s
the second most popular page on the intranet behind the
electronic telephone directory!

ICT

When the partnership took over Rotherham’s ICT function, their
infrastructure and desktop equipment was out of date and support
staff were spread all over the place. A major ICT investment has
resulted in impressive improvements in network resilience, storage
capacity and bandwidth. 

A contact centre integrating Rotherham’s front and back office
systems now provides a first point of contact resolution for most
citizen enquiries, including housing, street services, job
applications, planning permission and licensing.



The City of Edinburgh Council 

Smart City:
10-year partnership launched in 2001,
recently extended to 15 years

Recognition 2005/2006: Online benefits service
won a bronze Convention of Scottish Local
Authorities Excellence Award; members of the
online benefits team presented a case study on
the project at the 4th European Quality
Conference in Finland; voted the Most Effective IT
Services Partnership in the Information Age
Effective IT Awards; Planning & Building Services
were runners up in the Government Computing
Awards in the Best Government to Business
Project category.

“We have achieved together what neither
organisation could have hoped to achieve
separately. The partnership has already 
re-engineered our back office systems. We’re now
looking for opportunities to deliver more frontline
services online and develop innovative new
services, such that citizens will be able to conduct
any business they wish with us at a time and a
place of their choosing. Ultimately, we expect to
be in a position to create new revenue streams by
offering services to other organisations.” 

Tom Aitchison, 
Chief Executive, The City of Edinburgh Council.

Highlights

The first couple of years of the partnership were marked by some
tough challenges – not least culture change and the migration from
legacy mainframes to a modern enabling infrastructure. 

Business cases for any proposed changes – all of which are based
on a projected three to five-year payback – are now developed in
conjunction with the council. This happened when the partnership
re-engineered the planning and building services system, resulting
in the development of an application that enables documents
associated with seeking and obtaining planning permission to be
processed much faster. 

The partnership has just won a contract to create a new eHR system
that will provide council employees with a wide range of self
service options, such as the ability to update personal information
and apply for leave.

Going forward, they are looking for more opportunities to deliver
services that are going to make a real difference to the citizens of
Edinburgh and council employees. Potential examples include more
information sharing with other agencies; as well as home and
mobile working for council employees, enabling them to achieve a
better Work/Life Balance. 

All the while, the partnership’s focus has remained firmly where it
should be – on the citizen. Their initial research confirmed what
they already knew. People generally were becoming impatient with
public sector services and support that was available from nine to
five, Monday to Friday at best and never on a Sunday! 

Citizens wanted to be able to interact with the council at a time of
their choosing. They also liked the empowerment aspect of doing
the front end work online, which in itself has helped to reduce
transaction costs. 

The citizens of Edinburgh can now save time and hassle by doing
exactly that. They can, for example, claim their council tax and
housing benefits online. They can also apply for the social housing
they actually want online, as opposed to waiting to be allocated a
home through a points-based system. 

Finance & eProcurement 

A new finance & eProcurement system has replaced the old general
ledger and accounts payable systems. This has radically transformed
the way Edinburgh handles its purchasing, ordering, payments,
budgeting, financial reporting and core financial management. 

Authorised personnel can search for and order goods and services
via an online catalogue of approved suppliers. Benefits include the
rationalisation of suppliers, better ways of working with them and
significant efficiency savings.

Social work 

The most recent project to come online has removed the need for
paper-based client records. Social workers can access a citizen’s
details through a secure portal, enabling sensitive information to
be shared while still protecting vulnerable people. 

As is the case with other projects, this involved more than simply
putting in a new computer system. A significant effort was put into
changing business processes and cultural change.

Housing 

The partnership has made a radical change to the way in which
Edinburgh manages its social housing stock and how they and their
24 Registered Social Landlords deliver services to more than
25,000 social housing tenants. 

The project required a major migration of disparate housing and
revenues and benefits data to a new server, enabling the new
services to be implemented and estates to be proactively controlled. 

The results are impressive. Refusal of offers is down by 50%, with
more tenancies lasting longer – creating more stable communities.
There has been a high uptake of the online service, with
approximately 14,000 visits per month. 

Between 50% and 70% per cent of bids are submitted online. Rent
loss has declined by 30% and the lower rates of turnover have eased
some of the administrative pressures on the housing department. 

Coupled with the availability of up to the minute market and
strategic information, the City of Edinburgh Council can now make
better informed decisions about future developments one the
housing front. 

Citizens who prefer to talk to someone can still do so by telephone
or face-to-face at a local area office, where they can pay their
council house rent, get benefits advice and request house repairs.

Local area offices are obviously not dedicated walk-in centres in
the conventional sense, nor does Edinburgh intend creating them.
Instead, they are looking at alternative community touchpoints in
which to establish the necessary face-to-face bridgeheads. These
may well include libraries, supermarkets and leisure centres. 

These are just some of the outward-facing benefits the partnership
has brought to Edinburgh. The behind-the-scenes transformation
has been even more remarkable, with a lot more to come! 

Benefits

The popularity of online forms for benefits claims became apparent
early on. Within the first month, 57% of them were from first time
applicants and 70% from members of the public!

As a result, claims processing times were quickly reduced by up to
two thirds, leading to fewer citizen enquiries by phone, which in
turn gave call centre agents more time to deal with calls that
required special attention. 

Planning & building standards

Time consuming and costly paper-based planning processes have
been replaced with an electronic system that delivers a better,
more efficient service. Planning applications can now be submitted
and their progress checked online. More than 20,000 such
transactions take place every month. 

Around 50% of Property Enquiry Certificates are now purchased
online. This has reduced turnaround times from days to hours. In
addition, a geographical-based information system analyses all
associated data, enabling better informed and more accurate
decision making.

Payroll

With over 22,000 employees and 23,000 pensioners, Edinburgh has
one of the most complex public sector payrolls in the UK, managing
more than 820,000 separate payments each year. 

The partnership has migrated 31 payroll groups – spread across seven
departments, handling several different conditions of service – to a
single, state-of-the-art system. More than 200 staff currently use the
system, with access available across a range of departments in various
locations, including payroll, personnel, internal audit and accounts. 



Partnerships that work

Faced with a shrinking budget, the efficient government imperative and rising citizen expectations,
only one thing is certain – the funding gap between what you would like to do as a local authority and
what you are able to do is growing year on year. 

Making efficiency savings and improving service delivery may seem like conflicting objectives.
However, they’re effectively two sides of the same coin. You can do both at the same time and you
can do it successfully, by harnessing the power of a partnership with BT. 

We’ve proved it four times over – with Liverpool City Council, Suffolk County Council/Mid Suffolk
District Council, Rotherham Metropolitan Borough Council and The City of Edinburgh Council.

Our specialist networking and IT skills, credible business process re-engineering, change management
resources and financial stability are unrivalled. BT also has a long and successful track record as a
supplier to government. 

We like to think that our partnerships with local government offer exactly the right blend of private
sector focus, discipline, structure and public sector ethos. We hope you agree. 

To find out more about BT partnerships with local government, 

visit  www.bt.com/localgovernment



Case study
Liverpool City Council

“We’ve moved much of our HR 
administration from a high cost 
transactional business into an 
intranet-based, self-service 
system. BT were hugely 
supportive in building this 
platform with us and offering 
their expertise. They are a very 
powerful partner.”
Colin Hilton
Chief Executive
Liverpool City Council

Groundbreaking public private 
partnership helps transform a 
major UK city council 

A joint venture company between BT and Liverpool
City Council is bringing private sector experience to
boost service delivery, propelling the authority
towards top performance standards

Marketplace

Liverpool is the UK’s sixth largest city with a 
population of nearly half a million. It is a 
fl ourishing centre for business and leisure 
and has been designated European Capital
of Culture 2008. Liverpool City Council is the 
largest local authority in the Merseyside
region, employing 13,000 people in fi ve
directorates and managing a revenue
budget of £1.2 billion.

Business opportunity

In 1999, Liverpool City Council was one of
Britain’s worst performing local authorities in
terms of service quality, yet it charged the
highest council tax in the country. Factors
that contributed to this situation ranged from
siloed information and paper-based processes
to outdated technology.

BT solution

Liverpool entered into a partnership with BT
and formed a joint venture company,
Liverpool Direct Ltd (LDL): 80.1 per cent
owned by BT and 19.9 per cent owned by
the council. In total, 800 people have been
seconded (rather than outsourced) to
Liverpool Direct from Liverpool City Council
and BT.

“We’re getting the benefi t of BT’s expertise
in communications technologies as well as
support for the process of business
transformation. I think that’s a pretty
compelling offer,” says Colin Hilton, Chief
Executive of Liverpool City Council. “The
joint venture partnership with BT has been
a huge asset in the recovery of Liverpool
and the transformation of the City Council.”

Service improvement is a specifi c requirement
of the contract. Rather than having a fi xed-fee 
structure, BT gains when targets are
exceeded in a classic win-win situation. Any
profi ts will be shared, but LDL accepts the
commercial risk of implementation and
Liverpool would not be liable if the joint
venture company were to incur losses.



“We’re getting the benefi t of
BT’s expertise in communications
technologies as well as support
for the process of business
transformation. I think that’s a
pretty compelling offer. The joint
venture partnership with BT
has been a huge asset in the
recovery of Liverpool and
the transformation of the
City Council.”
Colin Hilton
Chief Executive
Liverpool City Council 

Results

Since 2001, BT has invested £53m in new 
technology to improve and modernise council 
services in what was originally a 10-year 
£300m deal. The BT investment and expertise 
has helped Liverpool transform from a poorly 
performing Local Authority with outdated 
working practices and computer systems, 
to an innovative, technologically advanced 
City which is leading the way in terms of local 
government modernisation.  Now six years 
into the agreement, BT has signed a further 
deal with Liverpool City Council, extending its 
joint venture to 2017 and bringing the total 
value to more than £800m.

Liverpool Direct has already helped the 
council to reduce its cost base by over 
£100 million over fi ve years and reduce its 
headcount from 19,000 to 13,000. 

Audit Commission performance indicators 
now place 70 per cent of Liverpool’s key 
services in the upper quartile of the industry 
standard. The City Council has also won 
numerous awards and accolades.

In the ICT department, separate teams were
brought together in a single, central service

delivery portfolio. Newly defi ned hardware
standards ensured that all new PCs and
peripherals met performance criteria. Software
standards were also defi ned to introduce
compatibility and to facilitate the sharing of
information. Today, 85 per cent of
technology-related problems are resolved by a
helpdesk that serves all council departments.
The creation of a council-wide intranet has 
further improved information sharing, and 
was fundamental to the successful rollout of
effi ciency programmes for the revenues and
benefi ts and HR portfolios.

Liverpool Direct re-engineered revenues and 
benefi ts business processes, introduced a 
document management system and rationalised
databases and servers. The council’s
revenues and benefi ts system handles over
one million transactions a month, and BT
played a critical role in managing project
risk. The backlog was reduced to 11,500
items (well within guidelines for an authority
that receives more than 10,000 pieces of
post in a day). Benefi ts compliance with
national performance standards is now at 
94 per cent, up from 54 per cent.
Liverpool also has a near perfect 98.9 per
cent collection for business rates and, in
2003, achieved its highest ever level of
council tax collection at 96.5 per cent.
Within nine months, LDL reduced council
tenants in arrears by 1,500 accounts, which
was worth more than £1 million in revenue.

A 400-seat contact centre is the largest of its 
kind in the UK. It takes around 200,000 calls a
month and aims to handle 80 per cent of the
council’s front-line services. Ninety per cent
of enquiries are resolved at the fi rst point of
contact, with abandoned call levels down
from 35 per cent to less than 10 per cent. The
centre’s outbound calling team has recovered
£1.8 million of council debt in less than 12
months. New contact centre technology has
also transformed the management of calls
related to educational grants, school meals
and transport costs: the success rate for
dealing with these calls has rocketed from
four per cent to over 90 per cent. BT 
recommended a transformation of HR and 

Main BT products
and services

80.1 per cent ownership of 
Liverpool Direct Ltd, a joint 
venture company formed with 
Liverpool City Council
£50 million investment in the 
initiative to date
Wide range of business 
transformation and technology 
consultancy services

•

•

•

Offi ces Worldwide

The telecommunications services described in this publication
are subject to availability and may be modifi ed from time to time. 
Services and equipment are provided subject to British
Telecommunications plc’s respective standard conditions of contract. 
Nothing in this publication forms part of any contract.

© British Telecommunications plc 2006
Registered Offi ce: 81 Newgate Street, London EC1A 7AJ
Registered in England No. 1800000

Why BT?
Long-term experience as a technology provider and strategic partner to local 
government, including developing new commercial models, leading cultural change 
programmes, and managing business process re-engineering
Proven track record and expertise in driving organisational change, including developing 
a shared vision and delivering it as a collaborative venture
Resource and commitment to invest in a joint venture company, together with prior 
investment in and knowledge of the local economy

•

•

•

payroll systems alongside a change in working 
culture. Now, staff are encouraged to log on to 
an intranet site for information on everything 
from maternity leave to fl exible working and 
discipline procedures. If they cannot fi nd what 
they want, they can email HR or speak to an 
experienced HR adviser at any time. The HR 
intranet now receives 30,000 hits a week and 
has enabled the council to re-deploy staff no
longer needed to take phone calls. Employee 
absenteeism has been reduced from 16.5 days 
a year to 10 (below the national average of 
11).

“We’ve moved much of our HR administration 
from a high cost transactional business into 
an intranet-based, self-service system,” Colin 
Hilton explains. “BT were hugely supportive 
in building this platform with us and offer-
ing their expertise. They are a very powerful 
partner.” 

Liverpool Direct already has signifi cant 
business contracts with other large scale public 
sector organisations, as well as private entities.   
Its aim is to accelerate this business with some 
key opportunities which will deliver further 
high quality employment opportunities in 
the area as well as fi nancial returns to the City 
Council.
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