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� Kent was one of 13 national pilot areas for the 
Total Place initiative, announced in the Budget 
on 22 April 2009.  

� The aim of Total Place was to further extend the 
findings of the Operational Efficiency 
Programme by taking a comprehensive view of 
the total public expenditure in a ‘place’ (the 
‘counting’ element) and taking a whole-systems 
approach to identifying the potential efficiency 
improvements (the cultural element). 

What is Total Place? 



Total Place Pilots



Under the Coalition

• The Total Place pilot ended in March 2010

• Brand will not continue, but principles will

• A new focus on transparency, “sponsored 

disruptive redesign”

• Use Total Place to give added momentum to work 
streams and partnerships e.g JCP 

• It is up to us to make this happen and we can’t 

wait for a template from Government



Total Place - Kent
• Kent has a population of 1.4 million
• Local government: County Council, 12 district/borou gh councils 

and the neighbouring unitary authority Medway Counc il
• Many other key partners such as: Kent Police, NHS, Kent Fire & 

Rescue, voluntary Sector, central government depart ments, GOSE, 
Universities, business community etc.

• Kent Partnership & Kent Public Service Board
• £8.25 billion public sector spend in Kent
• £5 billion + capital assets
• Total Place consisted of:

• Counting Exercise
• Inspection & Regulation Costs
• Themes for Change:

• Gateway
• Margate
• Asset Management

• Voluntary sector are a key part of this delivery 
programme



Gateway – multi-channel programme

• Gateway puts the citizen first and improves their 
experience of public services

• Access to public and voluntary sector services 
should be simple, friendly, non-stigmatising and 
effective

• Face-to-face, telephone and online access 
• It is a strong working partnership
• Gateway is a strategic plank of public policy in 

Kent with demonstrable service improvements 
both for citizens and organisations

• Offers the potential for significant savings 



Barriers - Gateway
National
• Data ownership, storage, confidentiality and sharing
• Existing out-sourced contracts from central 

government agencies services (eg DWP/JCP) are inflexib le 
• Nationally prescribed performance frameworks 

National initiatives that fail to take account of l ocal 
synergies and opportunities

Local 
• Cultural issues
• “Letting Go” in order to transform
• Brand identity/sovereignty  
• Inconsistency in the degree of risk partners are willing  

to take
• Invest to save & budget alignment



Gateway - Solutions

Key Proposals:
• Greater flexibility, involvement & integration of 

central government departments (e.g. Jobcentre 
Plus)

• Evidence that rationalising business processes will  
save money 
and improve customer experience – case studies

• Improved & enhanced data sharing (as per Tell Us 
Once)

• Developing a financial model for savings realisatio n
• Gateway champions at all levels to drive through 

cultural change



Margate Task Force

• Margate:  Margate Central and Cliftonville West – from h igh 
deprivation to flourishing, independent communities

• Currently:
– Disproportionate public spend on a small number of 

people in disadvantaged communities e.g. benefits, NHS, 
crime 

– High concentration of vulnerable individuals and fam ilies
– A history of failed public policy across central and local 

organisations
– High rates of transience therefore limited community 

ownership
• The future will see Margate once again as a flourishin g 

seaside town



Barriers - Margate
National
• No link between the housing benefit system for priva te 

rented tenants and property condition.
• There are no national measures in place to reduce, the 

placement of homeless vulnerable people. 
• Data protection and data sharing protocols across centra l 

government and local agencies are inadequate or restric tive. 
e.g. cost of high cost families

Local 
• Culture 
• Local behaviours and decisions being driven by dispara te 

organisational requirements. 
• Freedoms to flex local budgets Lack of alignment bet ween 

ambition and targeting our resources.
• The lack of local ownership and limited personal 

aspirations of many but not all of the 
residents of these two wards.



Margate - Solution

Key Proposals:
• Strategic housing vehicle to drive forward the radi cal 

changes necessary to transform the housing stock
• Margate Agreement – Memorandum of 

Understanding to stop placement of vulnerable 
people in the area

• Tackling worklessness through devolved services 
and stimulating economic development

• Regulating the private rented sector
• Special Intervention Area – increased local flexibil ity
• Devolving appropriate powers and flexibilities from  

central government



Assets & Management

• Mapping assets across the public sector in Kent

• Book value £5billion+

• Sharing properties – front and back office

• Targeting service delivery (Mosaic)

• Buildings following service need

• Analysis of quality and purpose of estate – “Deep Div e”

• Link to flexible working

• = Rationalise front and back office estate



Map of Public Sector Assets in Kent



Barriers

• Politics large and small

• Governance arrangements

• Poor data on assets

• Control over assets

• Lease arrangements



Assets - Solutions

• Explore different vehicles for asset 
rationalisation

• Formula for savings

• Local freedom / support for national 
organisation assets

• Strong governance – partnership of the willing

• Clear democratic ownership 



Potential for Savings
• Gateway - recent analysis of one process (redundancy) 

shows a £2.2m (one third) saving on front office acro ss Kent

• Predicted savings through Gateway in the region of tens  of 
millions of pounds across the public sector in Kent

• Asset Management - Revenue savings of approximately 
£40m across Kent through the rationalisation of assets

• Significant revenue savings over the next ten years t hrough 
the Cliftonville West and Margate Central theme by red ucing 
dependency  

• Total estimated expenditure on Inspection & Regulati on in 
Kent is £7m. Savings could be realised if 

processes rationalised



What we have Learned 

• There is real appetite for change

• Changing relationship between central 
government and local public sector

• Political leadership and behavioural
change is key

• Current organisational and legislative structures 
seriously constrain our capacity to collate, share 
and interrogate data and information

• Total Place methodologies need to 
become embedded



The Future of Total Place 
in Kent

• Key deliverables to build momentum
• Imperative from central government to “get on 

with it”
• Focus on geographical areas and service 

perspective
• Relationships important – “partnership of the 

willing”
• Democratic ownership is critical
• Window of opportunity ahead of CSR to make 

propositions to Government


