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Summary 
 
This report provides an update on activity being undertaken to reduce agency spend.  

The report provides an overview of actions being taken, demonstrates the trends of 

progress and outlines next steps. The Council’s overarching aim was for a 50% 

reduction in agency spend by 31 March 2021, bringing us from the top quartile spend 

to the lowest quartile of spend across London borough benchmarks.  The target would 

reduce agency spend from £25m to £12.5m.  Although significant progress has been 

made, in circumstance that were more testing than envisioned, we are currently 

forecasting a total spend of £17.98m at the end of the year, a total reduction of 28% 

on last years’ spend.  

 

 
Recommendation 
 
1. That the committee notes the progress made and plans going forward. 
 

 
Wards Affected - None 
 

H&F Values  Summary of how this report aligns to the 
H&F Priorities  

Creating a compassionate council Reducing agency spend aligns with the 
council’s vision to improve employment and 
career pathways opportunities for the local 
community and the workforce ‘grow your own’ 
initiatives.  

Being ruthlessly financially efficient Reducing agency spend aligns with the 
council’s objectives of being ruthlessly financial 
efficient in reducing agency spend by 50%. 

Taking pride in H&F Reducing agency spend aligns with the 
council’s priority of taking pride in H&F by 
offering internal and external opportunities for 
employment and personal development which 
aligns with the vision of making H&F a great 
place to work. 



Contact Officer: 
Name:  Mary Lamont   
Position: Strategic Head of People & Talent   
Email:  mary.lamont@lbhf.gov.uk 
 

 
Background Papers Used in Preparing This Report - None 
 

 
Background  

 

1. The main source of the information contained in this report is drawn from the 

workforce dashboard, a Business Intelligence application that was introduced to 

the strategic leadership team (SLT) at the beginning of July 2020.  The data feed 

for the workforce dashboard comes directly from the HR self-service system. 

Datasets have also been collated from information provided by our agency 

provider, Pertemps and Corporate Finance. 

 

2. Workforce datasets referred to in this report are up to and including 31st January  

2021 (Quarter 3). Datasets relating to spend have been validated by finance 

colleagues. 

 

Measurement/performance  
 
3. The total agency spend for 2019/20 was circa £25m. The target reduction for 

2020/21 was £12.5m (50%) by 31st March 2021.  This stretch-target was set 

internally, and it was noted from the outset that achieving the target would be 

challenging.  The target was known to be challenging even before the Covid-19 

pandemic.   

 

4. Trends have been identified throughout the report to demonstrate the 

performance of H&F and to highlight the distance travelled from initial baselines 

as well as the direction of travel. Throughout the report there is a narrative which 

seeks to provide a commentary on the data produced in each area with 

recommendations as to possible management action.  

 

5. The key headlines this quarter are: 

 

a) Total reduction of agency headcount to date from its highest point in Q3 

2019/20 from 531 to 284. A total headcount reduction of 247, representing 

a 47% reduction.  This does not take account of further reductions 

anticipated during the remainder of Q4. 

Quarter 3 

(19/20) 

Quarter 4 

(19/20) 

Quarter 1 

(20/21) 

Quarter 2 

(20/21) 

Quarter 3 

(20/21) 

Quarter 4 

To date 

531 469 415 338 328 284 

 



b) We are now averaging £0.250m per week compared to a high point of over 

£0.600m pw in Q3 19/20 which represents a 58% reduction in weekly spend.   

 

c) As of the end of Q3, we are forecasting a spend of around £17.98m by year 

end. This is based on £15.48m spent at the end of February, and an 

average monthly spend based on the last 2 months of £1.25m.  This will 

return a total reduction in spend of around £5.5m. 

 
d) In addition to the £5.5m reduction in Pertemps agency spend, a further £1m 

reduction has been made to ‘off-contract’ agency spend.  ‘Off contract’ 

relates to specialist frameworks which are used for hard to fill specialist and 

senior roles. To date, £0.883m of the agency spend has been directly 

attributed to Covid-19, bringing the total cost reduction for 20/21 to circa 

£7.4m. 

 
e) Additionally, in excess of £1m has been directly attributed to posts directly 

funded (from specific grants/funding such as DSG) which will have a net nil 

impact on our budgeted expenditure. 

 
f) Agency worker assignments of between 7 to 12-month tenure have reduced 

from 140 compared to 38 at the end of February 2021. 

 
g) In November 2020, agency spend was adjusted up by £23,240, resulting in 

a negative impact towards our target but which was required to 

accommodate pay parity arrangements back dated to April 2020.  This 

adjustment was required to ensure that we were compliant with the new 

agency regulations which came into effect from 6 April 2020 entitling all 

temporary agency workers to pay parity with directly hired employees after 

12 continuous calendar weeks in the same role. 

Council establishment 

 
6. Chart 1 gives a summary of the workforce as at the end of February. Workforce 

headcount was 2,149 (2,004 Full Time Equivalent) compared to 1,959 in Q1.   

Chart 2 gives an overview of the breakdown of departmental agency spend to 

date. 

7. It was always accepted that there would need to be some movement from agency 

to permanent or fixed term as the agency reduction programme took effect and 

this is reflective in some of the increase in headcount.  To explain this, prior to 

the introduction of our new recruitment portal, due to difficulties with onboarding 

experienced by managers, there were instances where vacant posts were filled 

with agency staff as opposed to direct employment as it was more effective and 

efficient to do so. 

8. It has been important and necessary to retain specialist skills through the 

onboarding of agency staff and whilst this has had an impact on headcount, the 

costs associated with retention are lower.  It is also important to note that 



addressing the high numbers of long-term agency assignments needed to take 

precedence ahead of any wider workforce review.   

Chart 1 : Summary of the workforce as at the end of February 2020 

 

 

 

 

 

 
Chart 2 : Departmental breakdown of agency spend : 20/21 to date 
 

 
 
Overview of the agency reduction programme 
 
9. Our overarching aim was to deliver a 50% annual reduction in agency spend over 

12 months effective from March 2020 bringing us from the top quartile spend to 

the lower quartile of spend across London borough benchmarks.   

 

10. The 50% cost-reduction target was set internally by Transformation, Talent & 

Inclusion (TTI) (formerly People & Talent) and it was accepted from the outset 

that this was a highly ambitious target and that there would be inherent risks.   

 

11. Based on the departmental commitments that were provided leading up to 

November 2020, TTI reported that it was still possible to deliver a reduction in 

spend of £12.5m. However, caution was highlighted in terms of continued 

emerging factors associated with the Covid-19 pandemic and the risk that some 

departments would not be able to deliver their commitments, which has proven 

to be the case.   
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12. As of the end of Q3, agency spend was at 62% and the target had been missed 

by  12%.   

 
The stretch target has not been met for the following reasons: 

 
➢ There were a small number of Covid related breakouts which required 

whole services to be resourced at short notice for a short period of time to 
ensure critical front-line services could continue to run. 

 
➢ There was an adjustment of £23,240 associated with applying pay parity to 

agency workers which was backdated to April 2019. 
 

➢ There were some delays in movement for some agency staff to fixed term 
contracts which was mainly due to ensuring compliance with right to work 
checks and references. 

 
➢ There were requirements to continue to resource major projects on an 

interim basis such as pensions, civic campus and safer neighbourhoods 
(enforcement).   

 
13. Chart 3 shows the original forecast  at the end of August 2020 which projected 

that we potentially could have met the 50% target. 

 

 
Chart 3 

 

14. Chart 4 shows where the forecast changed since November 2020 and 

projections through to the end of March 2021.   

 

 
Chart 4 

 



15. At the PSR PAC on 16 November, it was recorded that forecasts had been 

provided by departmental leads of the proposed reduction in agency usage for 

each of their respective service areas (refer to chart 3) by year end.  The 

forecasts were not met for the reasons given above.  That said, reduction in 

agency spend to date has been significant and is consistent with the Council’s 

Value of Ruthlessly Financially Efficient. 

 

16. In the event that the current rate of spend continues, the projected Pertemps 

agency spend over the whole financial year would be estimated at £17.98m, this 

is based on £15.48m spent to date and an average monthly spend based on the 

last 2 months of £1.25m.  Over the same period, the spend on our directly 

employed workforce is circa £107.7m.   

 
17. If the council can continue the current trajectory, officers are forecasting further 

reductions in spend between now and the end of the year.  When factoring in 

reductions associated with Pertemps, ‘off-contract agency spend’ and Covid 

associated spend, this will deliver a total cost reduction of circa £7.4m by the end 

of March 2021.   

 
18. The Covid-19 pandemic has naturally had an impact on the pace of change as 

the council’s focus has been, and continues to be, primarily on delivering front 

line critical services.  This has had significant implications on the agency 

reduction programme, however, despite everything we are continuing to 

decrease our agency numbers and reduce spend. 

 

19. The reduction of agency headcount from 531 as at October 2019 to 284 as at 

December 2020 and the continuing downward trend provides the council with 

assurance that our agency levels are truly reflective of interim needs. 

 
20. Additionally, this provides assurance that we are using agency staff appropriately 

for short-term and specialist task and finish programmes which is manageable 

and controlled and regularly audited.   

 
21. Culturally, the landscape is changing in terms of agency usage.  At the end of 

February 2020, there were 140 agency workers in assignments of between 7 to 

12-month tenure compared to 38 at the end of February 2020. There will continue 

to be a focus on reducing the length of assignments over 12 months. 

 
22. An internal audit has been planned for early 2021.  The audit will provide 

assurance in terms of the measures in Appendix B and identify whether there 

are any further measures that could be incorporated.  We are also currently 

reviewing the existing processes in order to streamline and automate them. 

 
23. Pertemps have developed a new Power BI database (in collaboration with 

People and Talent) to provide access to datasets to improve monitoring, control 

and reporting of agency usage and assurances that we can accurately report on 



the diversity of our temporary workers which aligns with our equality, diversity 

and inclusion agenda. 

 
24. The table in Appendix A is an extract of agency spend across London Councils 

which was published in 19/20 and which was shared with PSR PAC back in 

March 2020.  The benchmark data for 20/21 is not yet available but referring back 

to the benchmark data, allowing for a reduction in spend of £7.4m and based on 

an FTE of 2,004, this would place us just above lowest quartile at £6,660 cost 

per FTE.   

 

25. At the end of this financial year, we are forecasting that our weekly agency spend 

will be at approximately £240,000pw.  If this trend continues we will meet the 

50% target by the end of the next financial year.  Therefore, going forward, the 

resources management board will monitor deviations against the £240,000pw 

with a focus on further reducing agency assignments over 12 months and those 

with daily pay rates over £400 per day, where they do not contribute to major 

programmes which are of a specialist nature and with a fixed term duration.   

 
26. In addition to the continued focus on agency reduction and controls, there are a 

number of key lines of enquiries that are also being explored to deliver further 

workforce efficiencies over a 2-3 year period.   

 

• Voluntary redundancy scheme  

• Reduction of overtime payments  

• Review of  allowances 

• Review of market supplements 

• Review of honorarium and acting up payments  

• Review of spans and layers 

• Removal of PRP schemes (2 remaining and under review) 

  



 

Appendix A 

Benchmark data of agency spend across London Councils published in 19/20 

 

 

This table shows the movement in terms of cost reduction against the original 

benchmark data which places us just above the lower quartile.   

 
  



Appendix B 
Summary of regular activity  

 

• Monthly ‘check and challenge’ Resource Management Board (RMB) sessions 

with the Senior Leadership Team led by Chief Executive. 

• Detailed agency reduction action plans owned by each SLT member   

• High level agency reduction action plan overseen by the Strategic Head of 

People & Talent 

• People & Talent initiative of ‘deep dive’ workshops with Department 

Management Teams to review all agency posts held monthly led by Lucy 

Robinson, Strategic Resourcing Lead 

• Monitor, control and limit all new agency bookings and extensions in 

partnership with agency provider. 

• Agency Watch - monitors agency assignments over 12 months and over 

£200/per day rate. 

• Renegotiating agency rates in line with salary equivalents in partnership with 

agency provider. 

• Move high cost interims/consultants to lower cost frameworks or apply 

alternative arrangements. 

• Provision of People & Talent strategic advice where alternative resourcing 

arrangements are being investigated. 

• Use People & Talent expertise to reduce executive agency advertising costs 

• Increase use of the apprenticeship levy and other creative resourcing 

solutions – e.g. ‘Earn while you learn’ and ‘workplace degree scheme’  

• Increase ambitions for Get Ahead to ‘grow our own’ talent and reduce churn   

• Progressing integration of agency workers into IBC HR management system 

for improved monitoring and analytics. 

• Regular review of several lines of enquiry 

 


