
Appendix 2

Summary of the Outline business case for Gloucestershire County Council to 
become a shareholder in UBICO Ltd for the operation of the Household Waste 
Recycling Centres

1. Introduction

Ubico Ltd is a politically neutral, not for profit, local authority company that is jointly and 
holly owned by six shareholder authorities. Ubico is on target to deliver savings of more 
than £5 million in the first five years of trading, with benchmarked contract values and 
cashable efficiency savings benefitting all shareholders. Independent benchmarking 
indicates that per capita costs for Ubico services are highly competitive.

The current shareholders are: Cheltenham Borough Council, Cotswold District Council, 
Forest of Dean District Council, Tewkesbury Borough Council, West Oxfordshire District 
Council, Stroud District Council.

2. Strategic context

The Ubico model provides service integration and maintains local authority control over 
high profile front line services at an affordable and sustainable cost. 

In 2010 the Gloucestershire Joint Improvement Board agreed that by working together 
the Gloucestershire authorities will deliver more efficient waste services. A jointly 
commissioned report identified potential savings arising from rationalising assets, joint 
service management, increased purchasing power, fleet efficiencies and increased 
productivity through serving a larger geographical area. The report highlighted that 
some savings are potentially achievable through changed working arrangements by 
individual authorities but the full savings are only achievable through a larger 
partnership.  It went on to say that where authorities work towards savings in isolation 
opportunities will be missed and a wider, more efficient partnership may be harder to 
achieve in the long term.

A factor in creating Ubico as an arms length local authority company was to create 
conditions for a fully inclusive partnership through the aggregation of service contracts 
which would maximise efficiency savings to all shareholders. The potential transfer of 
staff from four or more private contractors also influenced the choice of a jointly owned 
local authority company, retaining lower operational costs without diluting local authority 
control.

3. Tangible benefits delivered to shareholders

Ubico is a not for profit business and our focus is on driving down costs, not on 
maximising profit. Ubico has delivered significant savings for existing shareholders and 
cumulative efficiency savings in the first three years of operation exceeded £3.9m. All 
income from recycling and other sales is retained by the originating shareholder and 
any Ubico underspend at year end is credited back to the relevant authority.



Ubico work closely with service commissioners to implement service improvements 
such as kerbside plastic recycling in Cotswold DC and the bulking of recycling at 
Cheltenham BC.

Expenditure on each shareholders service is ring fenced so there is no cross subsidy. 
Only corporate overheads are proportionately distributed according to turnover of each 
shareholder authority. Assets are generally owned or leased by the shareholder 
authorities and provided to Ubico under a contractually embedded lease arrangement. 

4. Governance

Control over the company is exercised by the Shareholders and the Board of Directors. 
The Shareholders approve the annual business plan and the Board meet, at least 
quarterly, to monitor progress and the overall performance of the company. The broad 
principle, however, is that all partners have equal shareholding and rights. 

The company’s Strategic Business Plan 2016 - 2021 demonstrates how the Board of 
Directors and the management team at Ubico will move the company forward and build 
on success achieved to date.  New shareholders of Ubico will of course have significant 
influence on future business plans and the overall strategic direction of the company.

Ubico has an established performance monitoring and reporting system for 
shareholders and service commissioners. An Environmental Services Partnership 
Board comprising of officers and appropriate elected members meets quarterly to 
review performance and projects. This ensures lead members are fully involved in 
contract monitoring and are assured that the specified outcomes are being delivered. 

Customer contact is handled by the local authority, thereby retaining control over the 
customer/council interface and providing unbiased data on the quality of services 
provided. Ubico can, however, deal with the customer interface where necessary. 

5. People

The Ubico philosophy is to motivate staff to deliver quality services and achieve 
challenging targets by giving them competitive pay and conditions, personal 
development opportunities and effective management support. The business case and 
budget estimates for this service include a dedicated manager and administration team, 
increased supervision, an increased bank of LGV drivers and sufficient resources to 
cope with peak demand.

The management team at Ubico has both public and private sector experience and the 
necessary mix of skills, qualifications and knowledge to successfully manage a high 
profile front line service such as the Household Recycling Centre service. 

Ubico are operational every day of the year from early morning to late evening. To 
effectively manage this they have 24 hour management cover including weekends and 
bank holidays.  This also supports our commitment to support shareholder authorities in 
any emergency situation. 



Ubico has productive industrial relations with the Trades Unions. They formally 
recognise GMB and Unison and have positive informal relations with Unite. They  have 
established an effective employee consultative framework which is flexible and allows 
additional teams to be added as new shareholders join the company. This arrangement 
is supported by an internal communications framework including fortnightly briefings, 
monthly newsletters and quarterly meetings for all employees with the Managing 
Director.

They have not adopted a Living Wage Policy but in 2015/16 all Ubico employees were 
paid above the Living Wage as set by the Living Wage Foundation. It is also thier policy 
not to use zero hour contracts. They are committed to providing local employment 
opportunities and supporting the local economy.

6. Pensions

Under TUPE Regulations, employees transferring from one organisation to another 
must be provided with a broadly comparable pension scheme.  Employees transferring 
to Ubico from the private sector and all new employees are offered a group personal 
pension scheme operated by Scottish Life. The employer contribution rate for this 
scheme is 3% compared to 18–25% for the LGPS.

The Department of Work and Pensions expected around 30–40% of employees to opt 
out of auto enrolment. Evidence from organisations that have already introduced auto 
enrolment suggests that only 9% are opting out in the first year.  It is reasonable to 
assume that costs will increase in future years as attitudes to pensions change and 
occupational pension schemes become commonplace and more widely accepted in 
society and so they have factored in a 100% take up in their budget estimates.

7. Vehicles and plant

We have effective systems in place to support the management of a large portfolio of 
fleet and engineering plant operating from multiple operating centres. 

This includes preparing routine servicing and inspection schedules to protect the value 
of assets and ensure that the maintenance of the fleet meets operator licence 
standards set by the Vehicle and Operator Services Agency. To maintain operational 
readiness and achieve contract standards they deliver effective and timely repairs for a 
broad range of vehicles, plant and equipment. This is done either in-house or via an 
external provider, whichever guarantees a quick response at affordable cost. The fleet 
team also manages the supply of fuel, including providing individual vehicle fuel 
efficiency reports.

8. Health and safety (H&S)

Waste and recycling activities and fleet maintenance are all high risk activities and 
UBICO take their responsibilities for H&S very seriously. The H&S management system 
is compliant with HSE 65 and they will achieve ISO 45001 accreditation by 2018. To 
develop management competence and demonstrate leadership and commitment they 
ensure that as a minimum every manager and supervisor is Institute of Safety and 
Health (IOSH) qualified.



They publish an annual H&S plan with a focus on mitigating risks and ensuring the 
health, safety and welfare of employees and members of the public who may be 
affected. 

9. Corporate social responsibility (CSR)

Ubico is committed to adopting best practice in CSR and embedding the principles into 
our policies, plans and business practices to the benefit of staff, the wider community 
and the environment  It is our policy to use local suppliers, partner organisations and 
the voluntary and charity sector wherever possible, providing quality standards and 
value for money can be achieved. 

Our CSR policy was approved by the Board of Directors in 2013 and aims to support 
shareholder councils in delivering social, economic and environmental benefits for their 
area.  When money is spent on a public service we will, wherever possible, provide 
additional gains for the community and society.  These include local employment 
opportunities, good employment standards and practices for employees, 
apprenticeships, opportunities for life long learning and development, local sourcing of 
goods and services and opportunities for disadvantaged groups. 

10.  Budget estimate

Ubico requested and received data on the existing HRC service and have applied 
industry experience and unit cost data to estimate a service budget of £2,226,755.  This 
draft budget represents gross operating cost. Under the Ubico model, income from the 
sale of materials is retained by GCC and this should be factored in to give a net 
operating budget.

11. Mobilisation

Should agreement be reached for Ubico to deliver this service on behalf of 
Gloucestershire County Council a jointly sponsored project will be initiated. Ubico will 
provide a Prince 2 qualified project manager and will commit to providing a full time 
dedicated management resource and appropriate support personnel to deliver a 
smooth transition.


