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1. Introduction and Context 

1.1 Hammersmith and Fulham Council initiated a new corporate ZBB and 
Efficiency programme in March 2019.  The work is led by the Public Service 
Reform Department within the Chief Executives Directorate and is fully 
aligned to the council’s financial management framework led by Finance and 
Governance.   

1.2 This report provides an introductory briefing to the Committee and is 
supplemented by a set of appendices that provide some further detail.   

1.3     The committee is asked to consider the briefing and the key considerations for 
policy and scrutiny activity set out in section 7.

mailto:Martin.Calleja@lbhf.gov.uk


2. What does Zero Based Budgeting mean and how does it relate to 
efficiency savings? 

2.1 Traditionally the budget setting process involves reviewing and adjusting 
historical budgets.  This approach tends to limit change and cap ambitions for 
delivering efficiencies.  Zero based budgeting requires senior management 
teams to start from a ‘zero position’ and fundamentally reviewing what 
outcomes they need to deliver, how they can best do that - and then - set out 
what resources and budget is required.  

2.2 ZBB fundamentally challenges the status quo and calls for a transparent and 
evidence consideration of the relationship between spend and outcomes 
delivered.  If applied well and consistently across large complex organisations 
it can significantly help identify and deliver a much greater range and level of 
‘more for less’ efficiency opportunities. 

2.3 Our existing focus on being ruthlessly financially efficient (RFE) and the 
development of commercial ventures very much plays to the robust approach 
to resource management and bold development that is needed in taking a 
ZBB approach.  

3. What is the business case for this programme in Hammersmith & 
Fulham Council?

3.1 There are three main reasons for establishing this new programme of work;

 A reduced level of efficiency saving and increased level of growth in recent 
years.

 A projected further reduction of funding from existing sources in the region of 
£50m over the 2020-2024 medium term – mainly associated with further 
reductions in government settlement, levels of unavoidable increased 
demand for services and inflation. 

 Our statutory requirement to balance our budget alongside our continued 
ambitions to deliver our vision and priorities for our residents and avoid the 
need for cuts to vital services.  

3.2 Our vision and priorities are consistent with ZBB.  We are ruthlessly financially 
efficient which means challenging waste and old-fashioned thinking. Our 
vision also sets us apart as a different kind of council – creative, pioneering 
and relentlessly searching for better answers.     

4. What has been done to date?

4.1 Work to establish the new programme began in March this year since then 
arrangements have been made to translate the concept of ZBB to a practical 



programme of delivery.  To support this work, Martin Calleja, assistant director 
for efficiency and ZBB, has now been appointed through our Get Ahead 
scheme. He is working closely with senior managers and is putting into place 
the framework, resources and support that will be needed to translate the ZBB 
concept to continued success in our ‘more for less’ journey.   

4.2 Key achievements to date include;

 The budget review process for this year will be anchored around a ZBB 
review model and detailed guidance.  All service leads will need to apply 
this model to provide a clear account of the value for money they are 
currently providing and a robust diagnostic of opportunities to improve it.  
This will be used to set out clear proposals for 2020/21 along with a view 
of options and possibilities for the whole medium term.  A first look is 
needed by the end of June this year - and a more detailed plan by the end 
of September.  [see appendix 1]

 A rolling programme of in-depth service reviews is now kicking off with the 
first wave of eleven service areas due for completion by the end of 
September 2019.  The programme includes major areas of the Council’s 
business including customer contact and transactional services, people 
and talent management and staff resources, commissioning and contract 
management and social care demand management.    [see appendix 2]  

 Some key principles and ways of working have been set out to support a 
corporate approach to this work – this will be developed further along side 
Directorate work so that a joined- up approach is taken.  [see appendix 3]  

 Specialist advisory services have been organised to support senior 
management teams to deliver the work in the areas of customer services 
and social care.

 An on-line insights system has been purchased to support value for money 
analysis including how spend levels and unit costs for a range of Council 
services compare to similar councils.  

 Options for a new partnering approach to continue to develop commercial 
interests and further improve income levels are being explored.

 Advice, support and assurance arrangements are being put into place that 
connect our ZBB and efficiency work to our recently established 
programme and project management office, research and innovation 
function and our system for meeting the Council’s commitment to co-
production.  These services along side People and Talent and 
Communications services form the new corporate Public Service Reform 
function.  

 A small team of two service review and business case development 
officers and a programme support officer have been recruited to and will 
start work in early June.    

5. What are the next steps and key milestones for 2019/20? 

5.1 The aim is to provide an initial indication and then solid plans for delivering 
2020/21 savings requirements of £17m by the end of June 19 and October 19 
respectively - along with a strategic plan, pipeline of business cases and 



improved level of assurance for the further savings that are required over the 
medium term.  The delivery programme will then be developed further and 
through a second wave of service review programmes so that by the end of 
the financial year the focus of the programme will have shifted from review, 
analysis and planning to delivery.  

6. What governance arrangements have been put into place and how will 
cabinet be involved?

6.1 Strategic Leadership Team and Finance Board will provide the officer 
strategic board and management delivery group structures focusing on ZBB 
once a month. Heads of Finance will be joined by nominated lead Assistant 
Directors from each Directorate and representatives from HR, IT and 
Communications at the monthly management delivery group.

4.2 A core focus is a consideration of how Council’s developing system for 
resident co-production and implementation of resident led commissions will 
support continuing efficiency and improvement and lead major service 
redesign projects.   

4.3 The budget setting process has and will continue to be driven through lead 
member challenge sessions taking place in July and October each year.  The 
July sessions will provide a first look at ZBB review work and associated 
savings opportunities and commitments.   At this point monthly tracking of 
progress on detailed savings commitments and pipeline opportunities will be 
established across the 2020-2024 medium term.

4.4 Weekly conference calls are taking place with the lead members for public 
service reform and finance and commercial services to track progress with 
this work.  

4.5 For further details on our ZBB approach and the arrangements that are being 
put into place to support it go to the new ZBB page on the intranet.

7.      What are the implications for Policy and Scrutiny Committees – both 
within PSR PAC and beyond? 

7.1 Progress in delivering required savings and the wider mandate for ZBB, 
research and innovation and programme and project management are the 
responsibility of Finance and Governance and Public Service Reform PACs 
respectively.  These committees should ensure that their forward plans reflect 
the key milestones set out in 5.1 with some consideration to cross committee 
collaboration for scrutinising progress and challenges.

https://officesharedservice.sharepoint.com/sites/intranet/hf-corporateservices/Pages/Zero-based-budgeting.aspx


7.2     The new ZBB and Efficiency approach puts the onus on Directorates and 
associated PACs across the Council to provide assurance and transparency 
on value for money and identifying and delivering all opportunities for 
delivering further efficiency savings as quickly as possible.  They are also the 
sponsoring leads for the ZBB service review programme.  As such forward 
plans for all PACs should ensure that the content and timing of associated 
scrutiny is appropriate.  

7.3 As detailed options, major business cases and delivery projects come 
together PACs will have vital role to play in both scrutinising and supporting 
change.  This will need to be facilitated in a way that recognises the need for 
change that takes account of the scale of continued savings that are required.  



Appendix 1: High level overview the ZBB review model 

  

Stage 2:  Set Out Value for Money Context for the Service and its associated budget

Policy context 
including Statutory 

status and new 
national and local 

aspects 

Spend, income, 
activity levels and 
key management 

and unit costs

Trends and projections in 
performance, demand 

costs and savings 

Comparative position 
including VFM benchmarks, 
market options, trends, and 

innovations.  

Local needs, 
preferences, 
choices, and 

feedback

Quality, Outcome, 
value, and Return 

on Investment 
position 

Stage 1: Scope and Readiness for Review Assessment 

Stage 3:     Analysis and Review - Answer key questions, gather existing evidence and apply tests to provide additional evidence

Deliver More Efficiently Deliver Very Differently 

Deliver Less  

Stage 4b). Recommendations and Major 
Options for Change and Savings  

ZBB Plan

BAU Delivery 

Task and Finish 

Major Project 
and Business 
Cases

New Medium- 
Term Budget  

Stage 4a). Executive 
Summary: the right things 
to the right level, the right 

way at the right cost

Reduce Management Costs 

Improve processes & controls Better Manage Demand/Pathways

Design new operating model

Reprovide or recommission

New partnering arrangement/shared services

Re-define target/eligibility 

Commercial development 

Service cuts  

Contract renegotiation Digital Delivery

Lower cost alternatives Resolve under- utilisation  

Improve income/review charges 
Resolve low value services  

Improve productivity   

Consolidate common functions 

ZBB aims to avoid  

 End June 19 – 2020/21 Savings Proposals 
and first look plan

 End Sept 19 – consolidted plan including 
Wave 1 Service Reviews  



Appendix 2: Wave One: Initial Service Reviews: April 19 – September 19 

Service Leads Legacy review work already undertaken 
1. Moving on 

Disaggregation 
Environment
Matthew Hooper
Valerie Simpson

 Some aspects associated with disaggregation  

2. Customer Contact and In 
Touch 

Environment
Nichola Ellis 
Karen Sullivan

 Significant – major business case is being finalised 

3. HR, OD, and Staff 
Resource Management 

PSR
Dale Cox
Mark Keeble 

 Some aspects – long list of options for spend management has been produced

4. Communications PSR
Louise Raisey 
Geoff Cowart 

 Limited  

5. Adult Learning and 
Employment Services 

Economy
Joanne Woodward
Eamon Scanlon
Billy Seago 

  Significant – services are framed by detailed statutory returns and evaluation systems

6. Homelessness and 
Housing Solutions 

Economy 
Glendine Shepard 
Paul Cooper 

 Significant – area has been subject to restructure 

7. Commissioning, 
contracts, and 
Procurement 

Finance and Governance - in association 
with PSR, ASC and Children’s Services
Hitesh Jolapara 
Andra Ulianov

 Significant – through PSR development and EY analysis of contracted business

8. ASC Demand 
Management 

Social Care  
Lisa Redfern
Katie Estdale
 

 Significant – range of diagnostic work undertaken 

9. Children’s Services 
Demand Management 

Children’s Services 

Steve Miley
Katie Estdale

 Limited – although significant preparation and project working group set up for SEND 
services and spend 

10. Financial Management 
and Reporting 

Finance & Governance
Hitesh Jolapara 
Emily Hill

 Significant – through recent restructure 

11. Governance Finance and Governance  
Rhian Davies
Kayode Adewumi

 Significant – given small scale team and close relationship to the scrutiny structure and 
programme 



Appendix 3: Towards a New Operating Model for the London Borough of Hammersmith and Fulham 
Some key strategic principles

Why do we need to prepare for a whole new operating model? We need to;

 Manage the reality of continued deficit reduction and austerity for the public sector, particularly local government.

 Look beyond salami slicing and tactical silo working to balance our books.

 Support and prepare for the ZBB budget and service review work that will be taking place this year. We need to ensure that the 
change agenda that is shaped to assure continued delivery of our vision and priorities and our financial viability is strategically 
driven and joined up.  

 Recognise that some decisions we will need to take will not be easy – this should act as a prompt to reconsider things from first 
principles.  What is our core purpose and how do we fit into the wider public sector?

 Understand why a wide range of the societal problems we have statutory responsibilities for and have invested in resolving have 
proven very resistant to interventions from public agencies.

 Own that trying to manage our situation without an overarching plan presents an unacceptable risk to our stability and our 
capacity to continue to represent and meet the interest of residents. 

Key Strategic Principle  What this means – we will: What this does not mean  – we will NOT;



Our overarching focus
Our focus is ensuring we 
have the capacity and 
financial stability to  
continue deliver our 
vision and priorities.

 Have a ruthless focus on financial efficiency
 Have a clear and transparent consideration of the cost and the value of the 

everything that we do.
 Have an appetite for change, risk, and reprioritisation - taking creative and 

pioneering approaches that are resident led.  

 Hold on to things that are fundamentally not 
working. 

 Think that we can continue to balance our 
books simply by doing more of what we have 
done before. 

 Be able to re-invest all money that is not well 
spent – most of it will need to be banked as 
savings.  

Improved efficiency will be the focus for delivering further savings in 2020/21……….
We will identify and 
deliver all opportunities 
for greater efficiency, 
productivity, quality and 
value for money – 
ensuring we pay a fair 
price for services  
whether they are 
delivered in house or 
through commissioned 
services.  

 Set the budgets and price we pay for services by taking a Zero-Based 
Budgeting approach.  This will be led by market intelligence and 
benchmarks, good design and quality - focusing on the things that matter 
the most to staff, residents, businesses, and partners. 

 Take a strategic and long-term view of how we will obtain the very best 
value for all our services.  This includes taking a whole view of our business,  
investing in major re-design and recommission projects and partnering 
arrangements to deliver vital outcomes for less money.  

 Relentlessly identify and manage out inefficiencies and under performance 
using the same rigorous approach across all our services.  We will take 
immediate action to deliver improvements as quickly as possible and will 
not tolerate any undue delay. 

 Expect all providers of services to take full ownership and accountability for 
this responsibility and develop our internal management, commissioning, 
and procurement system - including incentives and penalties – to do so.

 Put an increasing emphasis on the added value that services, partners, local 
businesses and voluntary sector and community groups can deliver 
including; additional income and resources, social capital, reducing 
inequalities and contributions to corporate outcomes.  In this context we 
will demonstrate and champion the added value and good return on 
investment that direct delivery of services can achieve.  

 Establish a better commissioning, procurement and contract management 
system that enables delivery of efficiency, good outcomes and added value 
and provides an effective and low-cost compliance and monitoring solution. 

 Reduce prices at the cost of the vital quality 
and outcomes that we need.

 Use high levels of effort to deliver small scale 
savings that are not consistent with larger 
scale opportunities. 

 Tolerate protracted delays and negotiations 
for delivering better value.

 Pay twice for the management of poorly 
performing contracted services.

 Keep all the procurement and contract 
monitoring standards and systems that we 
have.  

 Tolerate delaying action on clear 
inefficiencies and arrangements that do not 
reflect good value for money.  

 Rule out the outsourcing  or bringing back in-
house service – if the business case is 
compelling.

 Delay evoking penalties and, if required 
termination for poorly performing contracts. 

…along with the work that is required to successfully deliver the transformational change that will be needed for the medium- 
term



Key Strategic Principle  What this means – we will: What this does not mean – we will NOT;
We will re-design and re-
organise how we deliver, 
commission, and fund 
our front line and back 
office services over the 
next three years. 

 Bring together and consolidate services and contracts that have shared 
functions and significant opportunities for digital development, resource 
sharing, greater efficiency, and improved outcomes.

 Take demand management and preventative approaches, systems, and 
services to a new level of performance particularly for adults and children’s 
social care services.  In doing so we will significantly improve our return on 
investment, our residents experience, and the life chances of those in most 
need. 

 Systematically review all staff resources to ensure that we have the right 
capacity and capability that we need whilst significantly reducing costs.  

 Manage change carefully and fairly and go the extra mile to support staff 
affected by change.  

 We will strategically manage all our funding streams to deliver better value 
for money and help managing the impact of continuing large-scale 
reductions on the available general fund. 

 Build plans for change that are not supported 
by good analysis, project management and 
reference to what has worked well 
elsewhere. 

 Assume that we will have the same level of 
funding available to develop new service 
offers.

 Make changes to structures and contracts 
without careful consideration of risks, 
disbenefits and consultation requirements. 

We will be an enabling 
pioneering and creative 
partner that puts the 
benefits of local 
economic development 
at the forefront of this 
work.  

 We will aim to maintain and if possible increase investment and support 
levels in the third sector and community groups by strengthening our 
partnering approach and looking to maximise their role in delivering local 
services and outcomes.  

 We will work towards the design of low and no cost service solutions for 
services that are provided on a discretionary basis and/or have significant 
potential to develop their commercial service offer.  

 We will use all our land,  assets, market leverage and potential for 
commercial enterprise to diversify and increase our available budget, better 
manage resources and develop our organisation. 

 That we can guarantee direct funding levels 
at this stage.  

 Offer poor substitutes for vital services and 
outcomes. 

 Pursue opportunities and relationships that 
are not aligned to market realities, have poor 
prospects of success, and/or are not 
supported by the required investment.  


