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The Challenge Facing Cornwall 
 
Mark Read was appointed as Head of Revenues & 
Benefits for the new Cornwall unitary council in 
November 2008. This was shortly followed by the 
corporate management team’s decision to focus 
on ensuring that key front-line services were fully 
operational as soon as possible after the new 
unitary Cornwall Council go-live date of 1st April 
2009. The new unitary Revenues & Benefits 
service has been established from the unification 
of the following former district and borough local 
authorities: 
 

• Restormel Borough Council 

 
The need to implement a unified Revenues and 
Benefits organisation as quickly as possible was 
regarded as a priority and therefore a target date 
for the end of June 2009 was set for assimilating 
staff from the six former district and borough 
councils into the new structure.  
 
The challenge facing Mark Read was therefore 
considerable and involved delivering the new 
service from twenty two One Stop Shops across 
the county, including ten new sites established as 
part of the new council.  
 

 
To achieve this objective, job descriptions and role 
profile questionnaires required development for 30 
new roles.  More significantly there was a 
requirement to understand, in detail, the roles of 
the staff in the six former councils and then match 
these roles to posts in the new county wide 
structure.  
 
The Approach 
 
Given the tight timescales, assistance was 
required from experienced consultants who could 
pick up and run with the project and also 
demonstrate the following skills: 
 

• A sound understanding of the business, as 
there was no time to be acquainted with 
the complexities of the various processes 
and terminology. 

• The ability to identify potential gaps in the 
new structure and make recommendations 
to plug those gaps. 

• An understanding of HR processes, 
especially within the context of organisation 
redesign and assimilation. 

• An appreciation of how complex and 
disparate the six separate organisations 
were likely to be, albeit that each had been 
delivering the same range of services. 

 
Indigo Edge was able to satisfy the above criteria 
and therefore commissioned to assist Cornwall in 
achieving their objective of a fully operational 
unified Revenues and Benefits service by the end 
of June 2009. 

• Caradon District Council 

• Carrick District Council 

• Kerrier District Council 

• North Cornwall District Council 

• Penwith District Council 

Developing a Revenues & Benefits Service for a new Unitary Council 
 
“The timescales for assimilating staff from the previous 
organisations to the new unitary council were extremely challenging 
but with Indigo Edge’s valuable input the new structure was 
implemented on time”  
 
Mark Read, Head of Revenues & Benefits, Cornwall Council 



 
Indigo Edge felt it important to spend a large 
proportion of their time in the six district/borough 
council offices alongside managers and staff to 
gain a full understanding of their existing roles.  
 
The task was made easier because of Indigo 
Edge’s knowledge and experience of the business. 
This also had the added advantage in gaining the 
trust and respect of the staff affected.  
 
They were able to reassure staff that the project 
was being carried out professionally and 
objectively and not simply a remote desk exercise 
that took no account of the actual day-to-day 
situation. 
 
Throughout the project Indigo Edge provided 
regular feedback and analysis and was able to 
challenge some of the assumptions and proposals 
for the new organisation design.  This was 
essential in assisting the decision-making process 
during the assessment of the impact on individual 
roles within the re-structure.    
 
“Indigo Edge added real value to the project, their 
experience of working with other local authorities, 
both as practitioners and consultants, provided a 
wider perspective on some of the organisation and 
business process issues”.   Mark Read 
 
The investment in time spent with the service 
providers at the six locations to gather detailed 
information about their respective roles, proved 
extremely beneficial in being able to accurately 
match staff to posts in the new structure.  
 
It is interesting to note that under the terms of the 
council’s HR policies staff are able to appeal 
against assimilation decisions, but in the case of 
Revenues and Benefits very few staff did appeal.  
 

“The minimum number of appeals received from 
staff is a reflection of the thoroughness of the work 
undertaken by Indigo Edge”.  Mark Read 
 
The Outcome 
 
The target implementation date of the end of June 
2009 was achieved against a background of 
business as usual and also coinciding with the 
year-end process.  
 
Clearly, now that the organisation has bedded 
down, there is need for ongoing review of the 
service and some further initiatives are already 
planned including: 
 

• A review of the customer requirements at 
the One Stop Shops and the relationship 
with Customer First services. 

• The setting up of two back-office 
processing centres. 

• The migration to one core system 
database. 

• The migration to one document 
management system. 

The smooth transition to the new structure has laid 
firm foundations for achieving these initiatives and 
developing the Revenues and Benefits service 
further.   The progress Cornwall has now made 
would not have been achieved without the 
assistance of Indigo Edge.   
 
“I was particularly impressed with Indigo Edge’s 
overall business knowledge and professionalism 
and the manner in which they were able to gain 
the respect of staff and managers throughout the 
project, and achieve the required outcomes within 
very challenging timescales”.  Mark Read 
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