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1. Background

1.1. Ubico was created in 2011 by Cheltenham Borough Council and Cotswold 
District Council who established a council-owned Teckal company to 
deliver a range of environmental services. In 2015, Forest of Dean District 
Council, Tewkesbury  Borough Council and West Oxfordshire District 
Council joined the partnership followed by Stroud District Council and 
Gloucestershire County Council in 2016 bringing the total number of local 
authority partners, each with an equal ownership of the Company, to seven. 

1.2. As a Teckal company, Ubico’s Local Authority shareholders can passport 
work and services to the company without having to follow a procurement 
process. However, the Teckal exemption only remains if the following tests 
are met: 

1.2.1. The shareholding council(s) must control the company and its activities 
in the same way as they do they own departments and activities. This 
is also known as the control test.  

1.2.2. The company must predominantly undertake work for its controlling 
council(s) – any activity undertaken for external bodies or 3rd parties is 
no greater than 20% of turnover. This is known as the function test.

1.2.3. No private share capital is provided to the company.

1.3. To meet the conditions of the Teckal tests set out above, Ubico’s 
governance documents include key measures within Ubico’s shareholder 
agreement to ensure that shareholding councils retain their control over the 
company. Key control measure include: 

 The approval of the Ubico business plans and individual annual 
contract sums 

 The appointment and removal of Non-exec Directors to the 
company 

 The appointment of Executive Directors of the company (e.g. 
Managing Director) 

 Changes to the shareholders agreement have to be agreed 
unanimously by all shareholders 

1.4. Ubico is still a young company when compared to established businesses 
delivering services within the environment sector. However, Ubico is a 
comparatively experienced Teckal company when compared to other Local 
Authority Trading Companies. This is due to the drive for greater 
commercialisation within local authorities being a relatively recent 
development within the public sector. Ubico’s success and rapid growth has 
meant that it is a very different organisation today when compared to the 
company that was originally established. In 2018, Ubico has a turnover of 
over £32m, employs over 650 staff and operates over 400 vehicles, 
machinery and plant across 10 sites.  



1.5.Ubico now deliver the following range of services: 

 Waste & recycling collection 
 Storage and processing of recyclable material 
 Household recycling centre operation  
 Street cleaning services
 Building & public convenience cleaning. 
 Grounds maintenance & nursery operation
 Fleet maintenance 
 Winter maintenance

2. Ubico Business Plan 2018/19. 

2.1. The Ubico Business Plan for 2018/19 was agreed unanimously by all 
shareholding councils. 

Ubico Consolidation 
 

2.2. 2017/18 Ubico Business Plan included a number of measures to 
consolidate and build operational and corporate resilience within the 
company. Key actions and milestones in the 2018/19 Business Plan 
include: 

 Working with commissioned providers of support services such as 
HR, Finance to ensure that they better meet the needs of Ubico. 

 Developing Ubico’s finance capabilities 
 Embedding and reviewing corporate and operational restructures 

implemented in 2017 
 Develop improved engagement protocols to ensure owning 

councils are better informed and engaged in improving their 
services

 Work collaboratively both with individual council members on 
service changes and improvements and collectively with the 
Gloucestershire Joint Waste Committee 

 Increasing opportunities for shareholder partners to provide 
services back to Ubico

Health and Safety ISO 45001   

2.3. Achieving continuous improvement in Ubico’s Health and Safety practices 
remains a priority for the company. The 2018/19 Business Plan includes a 
commitment for Ubico to achieve the recently published international 
standard for Health and Safety Management Systems known as ISO 
45001. 

2.4. Ubico is currently working in partnership with our Health and Safety 
advisers to review our existing internal management systems in order to 
identify any areas that need further development in order to required ISO 
standard. At present it is expected that Ubico will aim to achieve ISO 45001 
in Spring 2019. 



2.5. As part of a wider commitment to Health and Safety, Ubico engages with 
regional forums to discuss issues and share examples of good practice. 
One area of recent focus has been operational activities on high speed 
roads as a result of updated WISH guidance (Waste Industry Safety and 
Health forum). Ubico has a number of operatives that work on high speed 
roads and Ubico has been both reviewing risk assessments and working 
practices to ensure that we retain a high standard of compliance. 

Contract Sums & Financial Information 

2.6. Ubico identified a key strand of the consolidation of the company 
surrounded improving both financial reporting and the contract sum setting 
process with commissioners and shareholders. 

2.7. Ubico’s expansion of services and shareholders, combined with increasing 
pressure on Local Authorities to generate efficiencies, increased the 
demands on Ubico to better meet commissioner need with respect to 
financial reporting. 

2.8. To respond to need, Ubico has increased finance capacity within the 
company to ensure that financial reporting is more detailed, forecasting 
becomes more accurate with risks clearly identified and actions to mitigate 
are taken earlier. 

2.9. Ubico has also endeavoured to improve engagement with S151 and 
finance officers and brought forward the process to set 2019/20 contract 
sums earlier to ensure that Ubico is better aligned with council budget 
setting.   

Board Effectiveness Review 
2.10. In 2017, a Board Effectiveness Review was completed by an external 

company to provide recommendations as part of maintaining good 
corporate governance. The effectiveness review was based on interviews 
with Ubico Directors and Shareholders and a review of all Board papers 
and governance documents. 

2.11. Emerging findings of the review were completed in December and an 
action plan has been developed. Actions for implementation focus on: 
 Consideration of board composition and skills
 Managing risk and audit 
 Performance and financial information 
 Reviewing induction and training of Directors 
 Meeting frequency and engagement with shareholders

Delivering Shareholder Value 

2.12. The 2018/19 Business Plan includes proposals that will aim to increase 
Ubico’s capacity to deliver shareholder value (through delivering 
efficiencies or commercial returns). Opportunities include: 
 Developing a fleet of vehicles that can be operated as a hire fleet. 

This will reduce the need for spending on externally hired vehicles, 
but will also allow for vehicles to be hired to 3rd parties for 
commercial profit. 



 Ubico operates three fleet maintenance workshops and Ubico’s 
experience in maintaining large vehicles and spare workshop 
capacity can be utilised by shareholders to deliver efficiencies or 
used to maintain 3rd party vehicles 

 Ubico’s multi-shareholder governance model and the company’s 
experience as a successful Teckal company have created 
intellectual property that has commercial value. Ubico has already 
provided support and advice to other local authorities and will 
present a paper to the Ubico Board in the coming months which will 
explore the potential to expand this high margin service offer. 

2.13. Ubico is currently working with shareholders to develop a longer term five 
year business plan for the company. At an informal shareholder 
presentation in September, initial proposals for discussion explored: 

 Further service integration and commercialisation of services  
 Better use of assets to generate efficiencies and commercial returns
 Expansion of services delivered through the Teckal model 
 Introduction of technology to deliver efficiencies and increase 

potential for trade waste operations 
 Commercial potential in green technology and vehicles 

3. Ubico Operation of GCC Household Recycling Centres (HRCs)
 
3.1. Ubico has been operating HRCs on behalf of GCC since 7th August 2016

3.2. The Ubico operation was originally mobilised under a tight time schedule. 
However, the transition to Ubico proceeded smoothly and little or no 
disruption to services was experienced. In addition, service complaints 
have remained low, which is another good indication of service 
performance and that staff have adapted well to working for a new 
employer. However, since taking over the operation of the HRCs Ubico has 
worked in partnership with GCC to both identify and address operational 
challenges. These can be summarised below. 

3.3. Site infrastructure: Ageing static compactors that are no longer fit for 
purpose have proven costly to repair which has resulted in maintenance 
costs being higher than predicted. Keeping compactors operational is 
critical to delivering the service. In addition to compactors, some of the 
recycling skips need replacement , improved signage is required and road 
surfaces need to be repaired. Ageing infrastructure has been largely 
responsible for additional contract sums being required for operation of the 
HRCs. In a Teckal company model, the financial risk resides with GCC as 
the commissioner, therefore, it is essential that action is taken to mitigate 
the financial risks of ageing infrastructure.  To that end, Ubico has worked 
in partnership with GCC to prioritise investment in sites to improve the 
visitor experience and reduce unnecessary costs. The results of planned 
investment are already visible at sites like Pyke Quarry, which recently 
underwent a programme of refurbishment along with the introduction of a 
new mobile compactor.  A further programme of compactor replacement 
and refurbishment is already scheduled for Hempsted in December with 
plans being established for the remaining sites next year.



3.4. Reduced Opening Hours: GCC has announced that reduced Opening 
Hours for the HRCs will begin at the end of October 2018. Ubico has been 
working in partnership with GCC to minimise the impact on existing staff. 
Ubico has succeeded in being able to implement the changes without the 
need for redundancies. However, the change in opening hours will result in 
shift pattern changes for existing staff and has resulted in staff having to 
work every weekend. Ubico is working with operational staff to listen to 
concerns and is providing support to staff to adapt to the new working 
arrangements. A new Operations Manager for the HRCs has also recently 
joined Ubico and is focused on mitigating risks relating to staff recruitment 
and retention. 

3.5. Environmental Compliance: Since Ubico mobilised operational 
responsibility for the HRCs the company has worked to train more staff 
across the organisation to increase the company’s capability and resilience 
with regard to maintaining compliance with the environmental permits and 
responsibilities of operating HRCs. It is positive to report that many more 
staff across the company have now achieved Certification of Technical 
Competence (CoTC) with more currently in training. 

4. Future Efficiencies and Delivering Value for Money

4.1. A key advantage of a Teckal model is that it provides the shareholder with 
greater flexibility to change services more easily than if a service was 
delivered by an external 3rd party provider under a service contract. Ubico 
is currently working with GCC officers to investigate the feasibility of income 
generation across the sites and remains ready to work in partnership with 
GCC to implement further service changes in the future, providing 
operational advice and support where required, to ensure that GCC is able 
to make informed decisions on the future of the HRC service. 

4.2. Ubico is also confident in its ability to deliver an efficient and value for 
money HRC service. Ubico has worked in partnership with other 
shareholding authorities and external partners such as APSE to assess 
Ubico services to provide assurance to commissioners that the company is 
delivering value for money. 

4.3. Going forward it is Ubico’s ambition that it will be able to make a further 
contribution to GCC through delivery of greater commercial activity that will 
make a greater financial contribution back to GCC as a shareholder. In 
addition, Ubico remains open to explore further opportunities to work with 
GCC to broaden the services delivered for GCC and to strengthen the 
partnership.


