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Commercialism in Public Services



About Human Engine

▪ Financial Times top-ranked management consultancy

▪ Worked with all tiers of local government and NHS trusts

▪ Hundreds of public sector professionals have attended one of our training courses, workshops or events

▪ Specialists in commercial skills and culture

▪ Creating a commercial community through training, social media and events



What is ‘commercial’

and why does it matter?



98%
of organisations globally say commercial awareness is needed to achieve main business outcomes

- Financial Times



4%
of public sector leaders believe they have the commercial skills they need

- CIPFA and Civica: The Commercial Imperative (2016)



What is ‘commercial’?

Create a more commercial culture 
Ensuring members and staff have the relevant skills, experience 
and mind-set to generate new revenue streams and make 
efficiency savings for the Council. 

Diversify the Council’s commercial portfolio 
Undertaking new income generating projects, which offer social returns 
on investment and financial benefits for the council. 

We use our commercial expertise to help buyers in 
central government and across the public and third 
sectors to purchase everything from locum doctors 
and laptops to police cars and electricity.

We will be commercially focused where needed and become

financially self-sufficient to ensure we can continue to achieve

value for money for the taxpayer.

It’s about the exchange of resources for value

The Council will aim to leverage its assets and skills base 
to generate additional income. 

The council’s Commercialisation Strategy aims to 
take a broad view of commercialisation, to include 
all aspects of service reviews and redesign, the 
commissioning cycle, shared services, 
multiborough joined-up services, new 
opportunities for revenue generation, and pricing

ensuring contracts and relationships with suppliers realise 
value for money and result in delivery of high quality public 
services

In essence it comes down to income generation or, at 
least, a return on investment

Income generation

Contract management

Property investment

Culture and mindsetSocial Value

Best use of assets

Operating Models

Providing customers with choices to have a better day

To grow turnover as far as market conditions allow





What’s the recipe for commercial success?  Or….

How do you make the perfect 
commercial sandwich?



Commercial Maturity Model
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“We will develop a commercial culture through 
the adoption of appropriate behaviours and 

decision making whilst retaining strong public, 
community and social values.”

“Our commercial approach aligns with our 
approaches around Place, Customer, Digital 

and People.”

Theme 1:
Strategy and Alignment



72%
of councils expected their commercial 

revenues to grow between 2019 and 2021

£2.8bn
of commercial revenues forecast to be 

lost by end of 2020/21

Local Government Chronicle Institute of Fiscal Studies

Theme 2:
Income Generation and Demand Management



“We will adopt an evidence-based approach to 
commissioning, considering a range of data 
and insight to shape our understanding of 

local, regional and national issues.  

This will include ‘hard’ data, facts and figures 
as well as ‘soft’ intelligence and user feedback 

to give us the richest possible picture to inform 
decision making.” Themes 3 and 4:

Commissioning and Market Insight



“Commercial spend on goods and services

across the public sector is almost £200bn –

even the smallest improvements in capability

can unlock massive value across the system”

Theme 5: Supply Management



of public sector leaders believe commercialism is held back by restrictive organisational culture

40% 

- CIPFA Survey (2016)

Theme 6:
Skills, Culture and Engagement



of people who attended the Commercialism in Public Services webinar believe that 

commercialism is held back by organisational culture

84% 



Types of Commercial Culture

Takes RisksManages Risk

Centralised Control

Devolved Control

The Cost Controllers The Charismatic 
Gamblers

The Entrepreneurs
The Upside-Down 

Managers



Common Themes and Top Tips

Strategy and Alignment Organisational CultureDemand Market Insight Supply

▪ Clear thread between 
overall strategy and 
commercial strategy –
not a ‘bolt on’

▪ Plans and policies 
effectively 
communicated

▪ Effective and 
proportionate 
governance in place

▪ Clarity over risk 
appetite

▪ Distinguish between 
‘good’ and ‘bad’ 
demand

▪ Understanding costs 
of services

▪ Prices based on value 
and demand – not 
just on cost

▪ Joining up the 
customer experience 
to create more 
opportunities

▪ Making decisions 
based on evidence

▪ Understanding 
customers, 
competitors and 
suppliers

▪ Collecting data once, 
use many times

▪ Join up with partners

▪ Invest in skills to turn 
information into 
insight

▪ Set a strategy for your 
‘delivery economy’ –
allow exceptions

▪ Understand impact of 
your spend

▪ Proportionate 
approach to supplier 
management

▪ Key skills such as 
negotiation and 
influencing

▪ What ‘flavour’ of 
commercial culture?

▪ ‘In it together’

▪ Communicate through 
actions as well as 
words

▪ Consistency and 
feedback



Commercial Maturity Model



Commercial Academy

Establishing Commercial Acumen

▪ 8th December 2020

▪ 12th January 2021

Business Case Basics

▪ 9th February 2021

▪ 23rd March 2021

Establishing Effective Contract Management

▪ 9th March 2021

Establishing Market Insight

▪ 26th January 2021

Commercial Recovery: 
Collaborative Workshop

▪ 23rd February 2021

97%

Said they would 
recommend to a 

colleague

“Excellent course with great delivery and content.” 

“I’ve come away with the tools I need.”

“Enjoyable, interactive course. Very worthwhile.”
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