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Preface 

 

 

Reflecting the concern of local authority managers to ensure efficiency and value for 

money, Acclaim collaborated with the London Borough of Newham in 2008/09 to develop 

the Allocations and CBL Benchmarking Service. The first tranche involved 14 authorities 

with a second tranche of councils benchmarking in 2010 . This service has now been 

extended and is available to all English local authorities providing Allocations and CBL 

services. 

Since it was launched, feedback from participating authorities has helped to shape and 

streamline the service. In turn, this has enabled us to make the service itself more efficient 

and pass this on to our customers in the shape of more focused efficiency outputs and a 

reduced fee for the service.  

The greatest change, based on our discussion with those responsible for Allocations and 

CBL services, has been to develop the benchmarking service into a sharper tool to support 

the drive for greater efficiency. The result of this exercise has been the launch of the 

‘Efficiency Cost Model’. 

We are encouraged by the level of interest amongst local authorities who are keen to both 

understand their comparative costs and take the next steps in re-modelling their services 

to ensure cost efficiency and effectiveness. 
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1. Service Outline 
 

1.1. Efficiency Cost Model Schema – The following diagram provides an overview of the 

Efficiency Cost Model summarising: the activities covered; data collection (inputs); 

and the primary outputs contained in the final report. As can be seen from this 

diagram, comparative benchmarking analysis is central to the model: 
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1.2. Activity based unit cost analysis – The primary unit cost measure applied to the 

analysis is the ‘cost per let’. In addition to providing an assessment of total 

Allocations and CBL costs, the ‘cost per let’ is broken down into the following 

activities: 

� Activity One  

 

 

 

 

 

� Activity Two 

 

 

 

1.3. Cost breakdown – Activity costs are broken down in order to identify:  

- the detailed cost composition of each activity  

- the key costs drivers  

- areas where efforts could be focused to realise cost efficiencies [i.e. where unit 

costs are high and/or there appear to be other opportunities for making efficiency 

gains].  

The cost breakdown shows the following: 

� Employee costs (i.e. cost per let) and staff productivity (i.e. lets per FTE)  

� Direct costs: 

- Online Housing Register application systems (per new applicant 

and per let) 

- Medical costs (per let and per medical assessment) 

- CBL Advertising costs (per let and per bid) 

- CBL systems costs (per let and per bid) 

1.4. Like for like comparisons – All submitted information is quality checked and 

validated prior to inclusion in the cost analysis data set.  Once validated, costs are 

adjusted to allow for area cost factors.  This enables comparisons to be undertaken 

between participating authorities on a like for like basis. 

1.5. Identifying areas of high cost and potential efficiency gains – Overall unit cost and 

component elements (i.e. employee costs and direct costs) are compared against 

the comparator group upper quartile (lowest costs) in order to provide an 

‘indicative efficiency gain’ which could be achieved if current service costs could be 

re-aligned to fall within both the median and the upper quartile.  
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1.6. Availability of the service - The Efficiency Cost Modelling Service is available to any 

local authority responsible for directly providing Allocations and Choice Based 

Lettings. Authorities may subscribe to the service either on an individual basis or as 

part of a group of authorities. 

Groups of authorities interested in participating in the Efficiency Cost Modelling 

Service are encouraged to contact us to discuss opportunities to tailor specific 

outputs and the broader service delivery ‘package’ to meet local requirements (i.e. 

the inclusion of specific performance and/or quality indicators). 

1.7. Service cost and support  

The Efficiency Cost Modelling Service is offered on a flat fee basis at a cost of £1500 

p.a. (exclusive of VAT and expenses) per authority and provides: 

- Supply of the Data Entry Form and detailed guidance on the collection of 

cost, performance and workload statistics 

- On-site data collection support (on a one to one or group basis) 

- Telephone and/or e-mail support throughout the data collection stage 

- Quality checking and validation of submitted data to ensure consistency with 

the guidance and methodology 

- Provision of a report setting out your authority’s results compared to all 

participating authorities and a select comparator group, including an 

‘Efficiency Opportunity Costs’ table setting out indicative cost efficiency gains 

based on a re-modelled upper (lowest cost) quartile service 

1.8. Results, Confidentiality and Reporting 

Consultation with authorities participating in the service to date has found a mixed 

response with regard to the level of confidentiality attached to the results. Reported 

results are accordingly provided on a confidential basis.  This allows participating 

authorities to identify their results and the results of other authorities by an alpha 

descriptor. 

Acclaim are, however, more than happy to put participating authorities in touch with 

one another should they so wish – for example to enable authorities to drill down 

from their individual results to examine local processes, ways of working and 

compare more detailed/specific costs. 
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2.  Outline Methodology 

2.1. Activity Based Costing - Allocations and CBL Efficiency Cost Modelling applies 

‘Activity Based Costing’ methodology to the strategic housing responsibilities of: 

• Activity One 

Applications and the Housing Register; which is divided into the following 

component activities:  

- Enquiries and processing of new applicants 

- Verification and Eligibility Checking 

- Existing applicants and maintenance of Housing Register 

• Activity Two 

Choice Based Lettings and Direct Offers 

 

Key elements of the data collection methodology are as follows: 

• Tightly defined 

activities 

There are significant variations in the way authorities 

organise and operate their Allocations and CBL services.  

In order to ensure ‘like for like’ comparisons, clear and 

unambiguous activity definitions underpin the exercise 

• Data collection  

guidance manual 

Guidance on data collection and the apportionment of costs 

and resources to specific activities is provided  

• Data Collection 

Support and  

Initiation 

Meeting 

Participating authorities are provided with an on-site visit to 

initiate and support the data collection exercise  

• QA and 

Validation of 

data  

Submitted data must pass quality assurance and validation 

checks to be included in the cost modelling exercise  

• Process and 

‘ways of working’ 

During the Data Collection Support and Initiation Meeting 

existing processes and ways of working will be identified 

and discussed in order to identify innovation and variation.  

By understanding – in outline – an authority’s processes and 

ways of working, submitted data and results can also placed 

into context.  
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3. Efficiency Cost Modelling Outputs  

3.1. Key Cost and Efficiency Indicators 

Efficiency Cost Modelling provides cost analysis and efficiency comparisons in relation 

to the provision of Allocations and Choice Based Letting services. 

Comparisons are provided for each activity on a ‘unit cost basis’. A number of 

efficiency measurements are used to assess comparative costs and productivity. The 

key measurement applied to each of the activities is the ‘cost per let’ and the ‘lets per 

employee’. 

The following table summarises the key cost indicators provided via the service: 

Overall  

(i.e. combining 

Applications and 

Housing Register, 

and CBL Services) 

- Total cost per unit let 

- Total cost per applicant on the Housing Register 

- Total annual spend (actual) 

- Lettings per employee (FTE) 

- Housing Register Applicants per employee 

- Total employees (FTE) engaged in the benchmarked 

activities 

- Average staff pay costs 

- Indicative total efficiency gain based on modelling against 

the median and upper quartile results broken down by 

employees and direct costs 

Applications and 

Housing Register 

Activity 

- ‘Cost per let’ and ‘lets per employee’  

- Cost per applicant on the Housing Register 

- Housing Register Applicants per employee 

- Costs per Housing Register application received in the year 

- Costs per medical assessment 

- Average staff pay costs 

- Cost breakdown showing the £/% of the overall costs spent 

on the three ‘sub-activities’: 

- Enquiries and processing of new applicants 

- Verification and Eligibility Checking 

- Existing applicants and maintenance of Housing 

Register 

- Indicative efficiency gain based on modelling against the 

median and upper quartile results 

Choice Based 

Lettings 

- CBL cost per let 

- Lets per employee 

- CBL cost per applicant on the Housing Register (able to bid) 

- CBL cost and employees per bid made 
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- CBL advertising costs per let 

- CBL advertising costs per bid 

- CBL IT system costs per let 

- CBL IT system costs per bid 

- Indicative efficiency gain based on modelling against the 

median and upper quartile results 

3.2. Cost Analysis and Outputs 

In order to support the analysis of cost results, the Efficiency Cost Modelling report 

breaks down the benchmarked activities to show:  

• Employee 

numbers and 

costs per let 

Results relating to employees engaged in the benchmarked 

activities are presented as follows: 

- The actual number of employees engaged in the 

benchmarked activities is shown on a full time equivalent 

(FTE) basis. This provides useful contextual information on 

each organisations ‘scale of operation’.  

- The lettings achieved in the benchmarked period per FTE.  

This is a key measure of productivity which will have an 

impact on the unit costs results. 

- The employee costs per let. This figure enables the 

impact of staffing levels and productivity to be further 

understood. 

- Average staff pay costs for each of the benchmarked 

activities. This is often a pointer to the general seniority of 

staff engaged on the benchmarked activities and/or 

regional pay differences. 

• Direct costs 

per let 
Primarily, four types of direct costs are incurred in the provision 

of Allocations and CBL services, namely: 

- Online Housing Register applications systems. These 

costs are associated with online services provided to 

service users to enable them to assess their likely priority 

for the allocation of accommodation and/or make an on-

line application to join an authority’s Housing Register. 

- Medical costs. These costs are associated with an 

authority’s verification and eligibility activity [NB. 

Authorities employing in-house medical assessment 

officers are specifically advised about how such staff 

should be recorded during the data collection process]. 

- CBL Advertising costs. These costs relate to the (hard 

copy) advertising of properties available to Housing 

Register applicants, including: design, printing and 
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distribution.  

- CBL systems costs. These costs relate to online CBL 

services available to Housing Register applicants to 

enable them to undertake bidding activities. 

 

3.3. Analysis Graphs and Tables 

In addition to tables containing detailed cost results, graphs are also used to illustrate 

each authority’s location within the comparator group. Columns in the summary level 

graphs are colour coded to show the quartile that each authority’s results fall into. 

[Note: In the following graph, organisations P, Q and R have the lowest costs and are 

within the upper quartile. The blue line shows the average number of lets achieved 

per employee (FTE). A clear relationship can be seen in this graph between staff 

numbers and total costs]. 

Table: Total Allocations and CBL costs per let achieved in the year benchmarked 
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Graphs relating to the unit cost per let are also included for each of the benchmarked 

activities. The graph showing the ‘cost per let’ in relation to Allocations and Housing 

Register activity also shows the cost breakdown in relation to the three sub-activities.  
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Table: Allocations and Housing Register costs per let achieved in the year 

benchmarked (broken down by ‘sub-activity). 
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In the above table, each of the participating authorities is able to assess the 

proportion of Allocations and Housing Register cost which relate to each of the sub-

activities which make up this service area. 

 

Further tables are included in the Efficiency Cost Modelling report to demonstrate 

the level of indicative efficiency gains that are potentially achievable for each 

authority (based on modelling each authority’s costs against both the median and the 

upper quartile). 

In the following tables, table one provides the unit cost results for Allocations and 

CBL activity (overall).  

Table two provides a further analysis of the results in table one, comparing each 

authority’s costs against the upper quartile and calculating an indicative efficiency 

gain based on the difference between each authority’s actual results and the upper 

quartile result. 
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Table 1:  Allocations and CBL Costs – Showing Cost breakdown and Colour 

quartile analysis 

  Direct Costs 

Local Authority 
Cost per 

let 
Employee 

cost per let 
Medical 

assessment 
CBL 

advertising 
CBL 

system 

P £  218 £     187 £    12 £    7 £  12 

Q £  271 £     236 £      3 £  10 £  22 

R £  308 £     270 £    15 £    2 £  20 

S £  392 £     289 £      4 £  77 £  22 

T £  420 £     333 £    17 £  52 £  19 

U £  500 £     404 £    18 £  41 £  37 

V £  543 £     414 £    25 £  89 £  16 

W £  455 £     421 £    12 £    5 £  18 

X £  567 £     494 £    21 £  16 £  36 

Y £  722 £     580 £    26 £  78 £  38 

Z £  741 £     583 £    38 £  86 £  33 

Upper Quartile £  350 £     280 £    12 £    9 £  18 

Median £  455 £     404 £    17 £  41 £  22 

Lower Quartile £  555 £     457 £    23 £  77 £  34 

 

The aim of this type of analysis is to enable each organisation to identify specific costs 

to show if they fall within the median or the upper of lower quartile. 

 

 

 

 

 

 

 

 

Example Efficiency Analysis 

Organisation W’s overall costs are in the lower quartile (i.e. their costs are high 

overall). However, the Efficiency Cost Model has identified that Direct Costs (i.e. 

Medical, CBL advertising and CBL system costs) are within the upper quartile. The 

benchmarking results (not shown in this table) will show that this organisation has 

a relatively high number of staff in relation to the number of lets it achieves. This 

strongly indicates that efficiency strategies relating to this service should be 

focused on increasing staff productivity/reducing staff numbers. 
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Table 2:  Allocations and CBL Costs – Profile Two: Indicative Value of Efficiency 

Gain when modelled against the upper quartile 

     

Efficiency Focus 

Local 
Authority 

Value of 
Efficiency 

Gain 

Efficiency 
Gain as a 

% of 
Current 
Service 
Costs 

Employee 
cost 

efficiency 
gains - per 

let 

Direct cost 
efficiency 
gains - per 

let 
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P - - - -     

Q - - - -    � 

R - - - -  �   

S £20,847 11% £9 £62 �  � � 

T £205,104 17% £53 £46 �  �  

U £214,187 30% £124 £55 �  � � 

V £314,184 36% £134 £89 � � �  

W £94,273 23% £141 - �    

X £251,153 38% £214 £32 � � � � 

Y £468,902 52% £300 £102 � � � � 

Z £445,994 53% £303 £117 � � � � 

 

The aim of this type of analysis is to enable each organisation to identify the potential 

efficiency gain if costs were modelled on the upper quartile. The Profile One analysis 

is based on modelling costs against the Comparator group median. 
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4. Activity and Indicator Definitions 

 

4.1. Activity Definition: Allocations and Housing Register [NB. The detailed guide to the 

Efficiency Cost Model also provides definitions of the three sub-activities which 

make up this service area) 

a. This activity incorporates the overall process from the registration of new applicants 

to the checking of applications to verify application details and circumstances and 

confirm eligibility. The activity definition incorporates the administration and 

maintenance of the housing register. 

b. The activity definition includes those applicants requiring general needs sheltered 

accommodation and accessible accommodation. 

c. Included within the activity definition are the following:  

• Handling application requests and enrolling new Housing Register applicants 

• Support and assistance to applicants to enable them to make an application 

• Arranging and undertaking medical assessments 

• Verification of applicant’s details and circumstances in order to establish their 

priority category and actual housing need. 

• Home visits  

• Administering and maintaining the Housing Register  

• Re-registration of existing applicants and subsequent amendment 

• Processing change of circumstances information 

• Convening and management of panels 

• Quality assurance and approvals process 

• Processing and communication with applicants regarding assessed preference 

category and bidding number 

• Customer care relating to the Housing Register 

• Monitoring and reporting 

4.2. Choice Based Lettings and Direct Offers 

a. Choice Based Lettings activities – for the purposes of the benchmarking exercise – 

are defined as follows:  

• Upkeep or commissioning of Choice Based Lettings systems  

• Processing details of available property and updating the website 

• Advertising of available properties 

• Support provided to applicants to enable bidding 

• Processing bids made through all available channels 

• Management of automated bidding  

• Selection of applicants for viewing and arranging viewings 

• Allocation of property to successful applicant 

• Processing referrals in relation to Direct Offer applicants 

• Customer care relating to Choice Based Letting 
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4.3.    Benchmarked Activities Performance and Activity Level Indicators 

The following list provides details of the activity and performance indicators either 

used in the body of the benchmarking report or contained in schedules to the 

report. 

A. Housing Register, Verification and Eligibility 

• Average waiting time (yrs) of all applicants on the Housing Register 

• Average number of days taken to register new applications  

• Annual % change in the numbers on the housing register 

• % Applicants re-registered during the year 

• Transfer applicants as a % of total applicants 

• New applicants as a % of available social housing  in local authority area 

• Medical assessments undertaken in year benchmarked as a % of HR 

applicants 

• Home visit undertaken as a % of HR applicants. 

B. CBL and Direct Offers 

• Average time on register of applicants allocated a property (by time band) 

• % of Housing Register applicants (able to bid) who have not bid in 

previous 6 months  

• % of Housing Register applicants (able to bid) who have not bid in 

previous 12 months 

• Average number of bids per let property 

• % of bids made by bidding channel 

• % lettings made to homeless applicants 

• % allocations made by Direct Offer 

• % of total allocations made to the local authority’s stock 

C. Contextual Information 

Housing Supply 

• % turnover of local authority housing 

• RSL stock (to which the LA has nomination rights) as a % of total stock 

• % of Housing Register applicants living in overcrowded or severely 

overcrowded housing. 
 

Satisfaction with Lettings 

• % of rehoused applicants who were very or fairly satisfied with the 

lettings process 
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5. Further Information 

 

For further information about the Allocations and Choice Based Efficiency Cost Model 

please contact John Frankis. 

 

John Frankis 

Office:   020 7345 5126 

Mobile:  07770 938195 

E-Mail:   john.frankis@acclaim-consulting.co.uk  

 Or write to: 

 

Acclaim Consulting 

Docklands Business Centre 

10-16 Tiller Road 

London E14 8PX 

 

 

 

 

  


