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In line with all shared service/shared working arrangements, it is necessary to undertake an annual 
review of the arrangement.  The purpose of the review is two-fold; to ensure that the shared service 
is delivering against its agreed objectives and to identify any improvements/changes that need to be 
made to ensure the successful continuation of the arrangement.

The objectives identified for the Licensing Shared Service are as follows:

 Efficiency savings. Realising actual financial savings across the two sites but maintaining delivery 
of the service. 

 Added resilience across the two authorities. There will be a larger pool of officers covering both 
authorities providing additional resilience to cover sickness absence/vacancies or increased 
workload should this be required 

 Availability of specialist skills across both authorities leading to increased efficiency; potential for 
a reduced requirement for external support from contractors etc. 

 Sharing of best practice in the delivery of the Licensing Service

 Expansion of knowledge base of individual officers 



Review of the Licensing Shared Service

February 2020

Page 3

Review Findings
How is the shared service operating?
1. Has the shared service delivered on the objectives that are set out on page two of the review 

document?

Yes  No In part

Please provide details of how the objectives have been met.  If they haven’t been met or have 
been met in part, please provide the reasons for this and any action identified to rectify this.

1. Efficiency savings. Realising actual financial savings across the two sites but maintaining 
delivery of the service. 

The Service has already made notable progress in developing/implementing more 
efficient processes for the mutual benefit of service users and officers such as the 
provision of online applications and payments, coupled with automated post-application 
processes and population of data into the back-office system, for Temporary Event 
Notices as well as Personal Licence, Taxi/Private Hire Driver Knowledge Test, and 
Taxi/Private Hire Vehicle Licence applications.  

The Team will soon be further expanding Gravesham’s suite of online taxi and private hire 
application forms to Medway applicants, following the completion of the data migration 
project in mid-January, which will transform the service provision.

Following the TUPE transfer of all ex-Medway employees of the licensing team in January, 
the shared service underwent a comprehensive restructure which took effect from April 
and which achieved shared savings in the region of £50,000 which were split in 
accordance with the legal agreement.

Further information relating to actual financial savings realised is given in Question 4 of 
this review.

2. Added resilience across the two authorities. There will be a larger pool of officers covering 
both authorities providing additional resilience to cover sickness absence/vacancies or 
increased workload should this be required 

The aforementioned restructure retained the same number of posts as previously existed 
across the two separate teams, resulting in a larger, single pool of officers to provide 
added resilience to cover the work of both Licensing Authorities, whilst also creating a 
clear structure to provide career progression/development opportunities for all staff.

3. Availability of specialist skills across both authorities leading to increased efficiency; 
potential for a reduced requirement for external support from contractors etc. 

Access to a wider pool of specialists across both council’s, e.g. Public Health, IT, Digital, 
Environmental Health, Legal and Finance, has diversified the advice and guidance 
available to the Shared Licensing Service to inform decisions, facilitate change, and 
expand knowledge.

4. Sharing of best practice in the delivery of the Licensing Service, &

5. Expansion of knowledge base of individual officers

All five front-line members of the team, i.e. the two Licensing Officers, two Senior 
Licensing Officers and the Licensing Manager have now completed and passed the 
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Institute of Licensing accredited Professional Licensing Practitioner Qualification (PLPQ), 
making them a formidable team of licensing practitioners.  

Staff frequently liaise with one another in the office and at weekly team meetings to 
share information, collectively ascertain how to deal with particular matters, or share 
ideas for service improvements, for example. 

Their knowledge and approach towards embracing change rather than relying on a ‘we’ve 
always done it this way’ mind-set, coupled with a high level of managerial, administrative 
and technical support has been invaluable in progressing the shared service to date. 

Regular attendance at the Kent and Medway Regulatory Licensing Steering Group and IOL 
Regional Training Events, etc. also supports these objectives.

2. Have there been any other, unforeseen benefits, as a result of the shared service? 

Yes No 

Please provide details of any other benefits, which were not anticipated at the start, which 
have come about as a result of the shared service.

N/A – all expected benefits have been/are being realised.

3. Have there been any unforeseen issues or problems resulting from the shared service?

Yes  No

Please provide details of any other issues of problems that have arisen which were not 
previously identified and how these have been managed/rectified.

1. The migration of data from Medway’s case management system (IDOX Acolaid) to 
Gravesham’s (IDOX Uniform) was initially scheduled to complete in July 2019.  Due to 
recurrent issues with the accuracy and quality of the data, coupled with limited 
consultancy (IDOX) availability and associated communication issues, this work did not 
conclude until mid-January 2020.  Thanks to the continued drive and determination of 
officers, the team are however now able to start delivering tangible service 
improvements.

2. It was expected and initially advised that licensing emails sent to Medway could be easily 
redirected to Gravesham, as has been done the opposite way around for our other shared 
services.  After approx. a year of officers trying to progress this, in January 2020 Medway’s 
IT Services advised it was not technically possible.  The decision was therefore made to 
set up automatic replies only with immediate effect, advising customers of the need to 
redirect their emails and all future emails accordingly.  So far, no issues have arisen as a 
result of this solution.

3. Time taken to set up computers and printers, etc. on the Gravesham network at Gun 
Wharf for shared service staff to use when working out the Medway offices.  This is still 
yet to happen despite the Licensing Team’s best efforts in trying to progress this, and is 
urgently required to reduce the strain of staff and allow service improvements to be 
made.
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4. Disparities between internal procedures, processes, permissions and systems at 
Gravesham and Medway and a lack of communication; especially in relation to I.T. as 
eluded to above.  It was expected that all relevant departments at both council’s would 
be aware of the shared service and be in a position/be required to assist in facilitating it 
as necessary, but the Licensing Team have found it to be an ongoing struggle in some 
respects. 

5. Morale and stress levels have, understandably, been challenged.  This was not an 
unexpected issue, but was certainly exacerbated by the above factors which were not 
envisaged.   

A lesson learnt is to ensure that the key officers continue to attend a working group until all 
requirements are complete as it has been challenging to drive unmet requirements forward in 
the absence of this forum.

4. What has been the financial impact of the shared service on both authorities? 

Please provide details of the financial impact of the shared service i.e. confirmation of any 
savings achieved, if these are above/below anticipated levels, any costs that were not 
previously considered or have arisen etc.

The initial GBC saving recognised when the shared service was established was £8,580 which 
was reflected from the 2019/20 budget onwards. The subsequent restructure that was 
applicable to 2020/21 budgets onwards resulted in a saving of £12,540 for GBC.

The initial impact in the Medway 2019/20 budget was additional expenditure of £25,000, 
however, a saving of £23,220 relating to the Licensing/Land Charges Manager post had 
already been accounted for elsewhere meaning, effectively, the net effect was a cost of 
£1,780. The subsequent restructure is applicable to 2020/21 budgets onwards, and has 
resulted in a saving of £700.

5. Feedback from officers involved in the shared service:

Please provide details of feedback that you have received from officers involved in the shared 
service.  This section could be completed via a short team meeting for example, whereby 
officers’ views are sought.

Officers were asked for their feedback at the end of January 2020.  Their comments are given 
below:

“Whilst we have been faced with difficulties in relation to data migration and email redirects, 
which have now been resolved, there has been no negative impact on our service provision 
which is supported by no complaints being received from our customers.  We have received 
very positive comments from the taxi trade in relation to looking forward to submitting their 
applications online, which is imminent (if not already in place).   Headway has been made in 
preparation of the debtor migration which it is anticipated will be completed by the new 
financial year.”
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“I don’t think I was really aware of how much work this would really take and how long it 
would take to do it.  There are so many people involved in getting this done and therefore the 
conclusion is determined by everyone getting their bit done.

We have experienced problems with IT situations, Medway access, emails, IDOX etc.  
However I think as a whole the team have managed to work through and beyond these issues.

We have managed so much already with the IDOX data transfer, working on finance transfer, 
using of the online digital forms, folder migration.

There is so much more to come and I think if we work together we will get it all done.”

“Despite external delays affecting our project plan, we’ve been able to launch a range of 
online services for Medway residents. It’s great to see Medway customers engaging with and 
enjoying the digital process. Work has begun on bringing Medway taxi drivers online, and we 
will see some of our biggest gains here.”

“The last year has been very frustrating and there has been an extremely steep learning curve 
for all the team.  Managing databases and spreadsheets, unlearning old practices and learning 
new ones, and not to mention customers assuming that we only deal with Medway, has been 
testing.  It seemed at one point that procedures were changing on a daily basis: tricky if you 
took a few days annual leave!  So many times I have wanted to bang my head against the 
nearest wall, but…

This is now mostly all behind us. As we move forward I am truly excited to see that the service 
will be brought forward to the 21st century by going fully digital in all its aspects (in time of 
course). This will allow me to dust down my enforcement hat and put it to good use as before.

I would like to thank Vickii and Emily in particular for their patience in answering all questions 
thrown at them without a hint of frustration and would like to apologise for upsetting the 
pleasant, calm and peaceful balance that must have existed before the Medway Mob 
arrived!!”

“It’s a shame our software provider didn’t deliver the data migration on time and put us 
behind 6 months, but that has not been allowed to stand in the way of progress.

Medway are now using Uniform with all the Acolaid data now imported and being used. New 
code lists have been built to incorporate Medway, and bespoke reporting has been built 
around both areas’ requirements. Most notable is the Defra air quality automation.

We have made huge strides forward in terms of our digital offerings for Gravesham and 
Medway. 

Gravesham now has over 75% of its licensing offerings online and Medway now has an 
established TENS, personal licence and knowledge test online offerings and is only days away 
from going live with online Vehicle Licensing, with Driver and Operator to follow shortly.

I can see how the delays in the delivery of the data migration must have been really 
frustrating, but I hope our new colleagues are now starting to see the benefits of Digitisation 
and automation and the efficiencies it will bring going forward.

There is so much more to come and I think if we work together we will get it all done.”



Review of the Licensing Shared Service

February 2020

Page 7

“I think one of the big improvements will be when everything taxi related is on line.  

Medway changing to Gravesham’s online knowledge test application has made this 
administration process streamlined.   The computerised test once a month and marking is also 
a vast improvement.   The time for test results has been cut dramatically.”

“Setting up the shared service has been nothing short of a gargantuan task.  The officers on 
the ground who have driven it forward, whilst continuing to cover their day to day work, 
should be applauded and recognised for their exceptionally hard-work, patience and 
commitment.  Despite the challenges faced, work is well underway to deliver an exemplary, 
modern and efficient licensing service, as has already been recognised by a number of 
council’s across the country who have reached out to us after hearing about our innovative 
approach and achievements.”

“Exciting times, looking forward to going digital so we can streamline our processes and offer 
an even more efficient service to the public. The move to Gravesham Borough Council has 
been a positive move.”

Moving forward with the shared service
6. Based on the review that has been undertaken will the shared service continue to operate?

Yes  No

If ‘No’ please provide details of why it is felt that the shared service should not continue and 
any exit plans that have been discussed/agreed.

If the answer is ‘Yes’ but there are changes that need to be made to ensure the shared service 
is effective, please provide details of the changes that are required and how they will be 
addressed.

 The IT equipment that needs to be set up at Gun Wharf on the Gravesham network is 
needed urgently.  This needs to be driven forwards as a priority by the two IT Services, 
with Licensing kept fully up to speed to ensure their needs are met.

 Key services at Medway, such as IT, need to be made more accessible to, and 
supportive for, shared service staff who are Gravesham employees - existing internal 
procedures and policies do not appear to take account of this (due to them no longer 
using a Medway domain email, not being listed as a Medway employee, or not having 
associated Medway permissions, for example) which has at times made it incredibly 
challenging and time consuming to implement, what should have been, simple 
changes or get issues rectified.

7. If the shared service is to continue to operate, what are the key areas of focus for the coming 
year for both authorities?
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If answered ‘Yes’ to question 5, please provide details of the key aspects of work that 
are going to be undertaken in the year in order to ensure the shared service continues 
and is further strengthened.

 Completing the work required to ‘set-up’ the shared service, with full and 
prioritised support from other services as required.

 Delivering an enhanced digital service, making full use of available technology.

 Ensuring staff are adequately trained and supported.

 Realising procedural efficiencies to enable staff to recommence more field-
based duties.

Summary of recommendations
Please list any recommendations that you feel need to be reviewed by the relevant Directors at both 
authorities.  This may include changes to processes or potential supplement increases (if applicable) 
if it is felt that partnership is working well.

1. Shared Service to continue

2. Outstanding IT requirements need to be completed in full as a priority, in 
conjunction with the Licensing Team.

3. -


