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Update 24th August 2026 

Waste & Recycling Service 
Recovery & Stabilisation Delivery Plan 

Recovery & Stabilisation Plan – Rationale
The Waste & Recycling Recovery & Stabilisation Plan has been developed in response to increasing operational pressures that have affected service performance, workforce resilience and fleet reliability following the integration of Environmental Operations into Cheshire East Council in April 2025. While statutory services have continued to be delivered, this has increasingly relied on overtime, temporary arrangements and short-term mitigations that are not sustainable in the long term. 
The need for intervention is evidenced by a number of significant service challenges. Frontline vacancies have exceeded 10% at times, alongside relatively high sickness absence levels, resulting overtime costs having increased by over 55%. Staffing shortages have resulted in 10–15% of collection rounds being stood down on some occasions, potentially affecting up to 16,000 households. At the same time, nearly half of the workforce is aged over 50, creating additional succession planning and recruitment challenges.
Fleet resilience has also declined. Approximately 29% of refuse collection vehicles are now five years old or older, resulting in increased maintenance requirements, vehicle downtime and operational disruption. Combined with difficulties recruiting and retaining qualified mechanics, this has reduced the service's ability to recover from operational pressures and maintain consistent service delivery.
These underlying issues culminated in significant service disruption during the summer of 2026. Periods of exceptionally high temperatures exacerbated existing staffing and fleet pressures, resulting in the loss of eight collection rounds in a single day and leaving some missed collections unrecovered despite overtime, weekend working and recovery arrangements. This followed earlier severe weather impacts, including the cancellation of 49 collection routes during winter conditions, demonstrating that current arrangements lack sufficient resilience to respond effectively to major operational and environmental events.
The Recovery & Stabilisation Plan therefore focuses on immediate actions to restore service reliability, reduce missed collections, strengthen workforce and fleet resilience, improve customer experience and ensure successful implementation of Simpler Recycling. The plan includes targeted interventions across people, fleet, operations, depot readiness, digital systems, performance management and resident communications.
Importantly, this plan represents the first phase of a broader Waste & Recycling Transformation & Improvement Programme. Alongside stabilising current operations, the council will develop a new waste strategy, commission future residual waste treatment and disposal arrangements, review and redesign the long-term service operating model, and deliver a programme of continuous improvement focused on productivity, resilience, environmental performance and customer outcomes. Recovery and stabilisation is therefore essential to create the operational capacity, resilience and foundations required to deliver these wider transformation ambitions and the successful implementation of Simpler Recycling.

Elements of this plan have been redacted for commercial reasons.





	Waste & Recycling Service Recovery & Stabilisation Delivery Plan

	Recovery & Stabilisation Objective:  PEOPLE:  To ensure the service has sufficient staffing levels to meet the needs of the current and future service and provide operational resilience, through active recruitment, retention and improved productivity.

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update & RAG Rating 

	Temporary recruitment to key positions to reduce and improve the recovery of missed collections:
· Approach temporary staff suppliers to improve pipeline.
· Reach out to council contractor supply chain to identify.
· Appoint additional temporary staff additional.

	A-ML
(LW)
	1 MONTH

· Jul 2026
· Jul 2026
· Jul 2026


	· Agencies approached but there is a shortage of supply drivers.
· Council contractors approached but their supply chain unable to assist.
· Loaders have been secured but not temporary team leaders or technicians.
	

	Permanent recruitment to new positions to support the delivery of the new Simpler Recycling service: 
· Recruitment open days.
· Advertise new roles.
· Appoint new colleagues.
· On board new colleagues.
	A-ML
(LW)
	3 MONTHS

· Jul 2026
· Aug 2026
· Oct 2026
· Oct 2026
	· Open days completed.
· New driver roles and salary scheduled to be advertised 28th August
· 20 out of 27 loaders appointed
· 6 out of (up to) 20 drivers appointed
· Appointments to be made no later than 2nd October. 
· Mechanic recruitment is proving difficult. Boosting apprenticeship opportunities to support recruitment pipeline further.
	

	Recovery & Stabilisation Objective:  PEOPLE:  To ensure the service has sufficient staffing levels to meet the needs of the current and future service and provide operational resilience, through active recruitment, retention and improved productivity.

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update & RAG Rating 

	Review pay and grading for drivers to determine appropriate renumeration:
· HGV Driver pay analysis and comparison with public private sector.
· Identify recruitment incentive opportunities.
· Market scarcity & recruitment incentive business case for approval.

	CA
(LO)
	3 MONTHS

· Aug 2026

· Aug 2026
· Sep 2026
	· Evaluation of revised driver JD to take place w/c 24th August
· Comparison with public and local private sector HGV class 2 driver roles indicates that the re-grading of drivers will reduce the salary differential but in a very competitive market.
· New salary levels to be advertised 28th August
· Market Scarcity payments will be reviewed following the evaluation of the revised job description.
	

	Deliver Grow your own, apprentice and care leaver pipeline to recruit new permanent loaders and drivers:
· Commence Care Leaver new process (Loader, Driver, Mechanics).
· Launch apprentice programme.
	CA
HR/OD










	3 Months


· Jul 2026

· Oct 2026
	· Targeted communications to Care Leavers to highlight recruitment days.
· Apprenticeship scheme re-launched w/c 17/8/26 for waste. Already have scheme for mechanics but looking to extend further. Funding in place
	

	Recovery & Stabilisation Objective:  PEOPLE:  To ensure the service has sufficient staffing levels to meet the needs of the current and future service and provide operational resilience, through active recruitment, retention and improved productivity.

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update & RAG Rating 

	Improve service productivity and reduce sickness absence:

· ID top 20% long-term absences ensure active management arrangement are in place.
· ID persistent short-term absence and ensure active management arrangement are in place.
· Launch staff wellbeing packages to support effective return to work based upon top absence reasons.
	A-ML
(SW)

	Phase 1              
9 MONTHS

· Aug 2026

· Aug 2026

· Oct 2026

	· Pro-active management of absenteeism including related support and disability adjustments, OHU, warnings and dismissals already in place
· Business case being developed to extend physio support to all colleagues.
· Staff transferred from Ansa have access to additional medical benefits including offsite physio. 
	

	Investigate opportunities and options for providing transport to and from the Environment Hub to support recruitment and retention of staff:
· Cost benefit analysis of providing free transport from Crewe and Macclesfield for approval.
· Consider other opportunities to facilitate pipeline of new colleagues for review and / or approval.
	CA, RK
(MS)
	3 months


Oct 2026

Dec 2026

	


· Not due

· Not due
	

	Recovery & Stabilisation Objective:  FLEET:  To ensure the service has optimal and reliable fleet to meet the needs of the current and future collection services through short-term leasing and a fleet renewal delivery plan.

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update and RAG Rating

	Increase the temporary vehicle fleet:
· Two additional RCVs hired from fleet hire partner.
· Test vehicle resilience with collection and maintenance colleagues (Mercedes v Dennis Eagle).
	CA
(AML, MB)

	1 Month
· Jul 2026
· Oct 2026
	
· Hire of 2 additional RCV’s Completed
· Results not due data currently being gathered
	

	Deliver the Waste & Recycling Fleet Replacement Plan:
· Business Case for the transition to an annual,  5-year replacement programme incorporating the introduction of a new EV fleet.
· Negotiate accelerated procurement via fleet hire partner following a VfM, legal and procurement assessment.
· Procurement approval achieved.
· Commence procurement for fleet replacement programme based on a 5 yearly renewal.
· Contract award.
	CA
(MB, RH)

	3 Month
· Sep 2026


· Sep 2026

· Nov 2026
· Nov 2026

· Dec 2027
	· Business case approved by Capital Programme Board in August. 
· Fleet purchase to commence shortly via existing procurement frameworks and call off orders to improve speed of procurement 
· We are working with a temporary fleet supplier on a vehicle renewal process for our existing hired fleet 
	

	Recovery & Stabilisation Objective:  OPERATIONS :  To deliver key operation changes to collection services to support service recovery, stabilisation and the successful delivery of the Simpler Recycling Service.

	Determine viability and value of introducing Sunday recovery collection services:
· Sunday recover collections considered and recommended and implemented or rejected.
	AML





	1 month

· Jul 2026
	Sunday recovery collections were considered but are not recommended as a routine service. While they could assist in clearing significant backlogs following major service disruption, the benefits are outweighed by compliance requirements around working time and drivers' hours, additional staffing costs, workforce reluctance to forgo a full weekend, and planning restrictions that prevent normal use of the depot/site on Sundays. However, retaining Sunday collections as an emergency contingency option for exceptional circumstances, such as severe weather, widespread missed collections or public health concerns, could provide resilience. 
	

	Recovery & Stabilisation Objective:  OPERATIONS :  To deliver key operation changes to collection services to support service recovery, stabilisation and the successful delivery of the Simpler Recycling Service.

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update and RAG Rating

	Deliver key operational changes to ensure delivery of Simpler Recycling Services with a focus on new food waste collections:
· Revised design of collection round completed to enable resident communications in Sep 2026.
· Food caddy delivery plan completed including customer feedback and response for missed properties.
· Recommendation on ‘Go, No-Go’ decision on new service implementation
	RK, AML
(MS, AS)





Waste Delivery Board

	3 Months


· Aug 2026

· Sep 2026

· 02 Oct 2026

	· A test upload of the routes was completed 14/8. Further test upload w/c 7/9. Further route polishing with drivers, loaders & team leaders takes place throughout September. 
· Final upload of routes w/c 28/9 ahead of publication of a revised resident calendar by mid-Oct (Date changed in line with revised service go live date)
· The caddy delivery plan is behind by c.21,500 properties but within project tolerance of being delivered before go-live.
	

	Develop & Implement Simpler Recycling Transition Resilience Plan: 
· Develop business case for x3 additional back collection crews during Simpler Recycling transition phase (Oct-Dec 2026 and Jan-Mar 2027).
· Determine additional collection capacity and approach for post-Christmas collections / recovery.
· Continue with annual suspension of Garden Waste. Service in Jan 2027.
	CA, AML
(MS)
	9 months

· Sep 2026


· Nov 2026

· Jan 2027
	· Business case development is ongoing. 
· Christmas collection arrangements need to be finalised by the end of Sept so they can then be published.  (supplier route & dates upload circa end Sept ready for mid Oct publication). 
· This will take account of waste transfer & offtake haulier requirements to ensure EA Permit compliance and minimise fire and odour risks
· Ongoing social media and web updates to support resident awareness of calendar & collection changes 
· Garden waste to be suspended as normal from mid Dec to mid Jan.
· Resilience planning to accommodate additional waste, inclement weather and high sickness absence to be developed. Detailing possible contingencies. 
	

	Recovery & Stabilisation Objective:  DEPOT READINESS & ACCESS:  To deliver key improvements and reconfiguration depot facilities to support the implementation of Simpler Recycling Services

	Conversion of vehicle maintenance workshops in support of the Simpler Recycling implementation:
· Temporary maintenance arrangements in place.
· Vehicle workshop infrastructure completed.
	RK, AML
(MB, MJS)

	3 Months

· Sep 2026
· Nov 2026
	· A contingency arrangement is now in place. 
· Vehicle maintenance infrastructure is due to complete 5/11.
	

	Recovery & Stabilisation Objective:  DEPOT READINESS & ACCESS:  To deliver key improvements and reconfiguration depot facilities to support the implementation of Simpler Recycling Services

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update and RAG Rating

	Deliver Food waste collection vehicle EV infrastructure:
· Charging infrastructure completed and operational.
· EV charging procedures signed off to optimise battery performance and reliability. 
	RK
(SD, MJS)
	3 Months
· Sep 2026
· Oct 2026
	· The charging infrastructure is due to be completed by 25/9/26. 
· Driver behaviour training will be provided to maximise range of the new electric vehicles and performance will be monitored.
· Drivers will be informed of suitable recharging locations.
	

	Deliver additional staff parking facilities to enable additional collection colleagues:   
· Temporary parking arrangements in place.
· Construct additional permanent staff parking.
	AML
(MS)
	8 months

· Oct 2026
· Apr 2027
	· Temporary Parking Management Strategy approved by Planning 24/8/26 Ref. 26/2856/DSC. 
· White lining behind G21 completed 15/8/26.
· New car park due to be available following Remediation Strategy sign off (Planning Condition) circa 7/5/27. 42 days allowed post construction for soil sampling, report and sign off.
	

	Recovery & Stabilisation Objective:  RESIDENT EXPERIENCE & COMMUNICATION:  To deliver a comprehensive communication and awareness campaign to ensure residents understand and participate in the new services, supported by digital and telephone advice and information.  

	Implement a key communications and awareness campaign around new service collection schedules:
· Household guide to new services published and distributed.
· Household calendar published and distributed including digital look up information.
· Social Media Campaign Be the Big Difference campaign
· Lead Member social media videos ?TBC
	RH
(LI, AS)
	2 Months

· Completed

· Sep 2026

· Sep 2026
· Sep 2026
	· On-going resident communications plan. Propose holding message included on the ‘check my bin day’/ calendar page to reflect the revised go live date.
· Portfolio Holder agreed 18/8 to delay publication of the new calendar (aim mid-October) to reflect the revised go live date of for the Simpler Recycling food waste service and switch to 3 weekly residual waste (Autumn) - subject to dependencies being achieved.
	

	Implement a customer services readiness plan:
· Customer Services colleague briefing.
· Collection day schedule available for customer services.
	RK
(AS)
	2 Months
· Sep 2026
· Sep 2026
	· Weekly project meetings are taking place with senior and operational customer services colleagues to provide opportunity for two-way feedback and project updates. 
· Contact Centre to assist with Bartec Portal UAT for 2 weeks starting w/c 24/8/26 and input into gov notify templates and configuration of the new Bartec newsfeed function & template messages.
· Calendar revised publication date by mid-Oct to reflect planned service launch date.





	

	Recovery & Stabilisation Objective:  DIGITAL & DATA :  To implement operational and customer facing digital improvements to ensure that operational data is used to manage performance and provide residents with service information.

	Priority Activity / Project
	Lead (support)
	Target Date 
	Update and RAG Rating

	Deliver the key ICT projects including system upgrades and IT integration to provide real time collection service information:
· Digital look up collection timetable information for residents and customer services.
· Implement upgrades and improvement to the Bartec system to enable SMS updates and service Newsfeed.
· Real-time service performance and tracking available to residents.
	AML, SW
(LB)
	6 Months


· Sep 2026

· Oct 2026

· Feb 2027

	· Revised proposed go live subject to dependencies. 
· Ensuring more frontline staff engaged with route polishing throughout Sept.
· Aim to upload new routes into Bartec w/c 28/9 ready for calendar publication for residents circa mid Oct.
· User Acceptance Testing on the new portal features starts 24/8 for approx 2 weeks. 
· Then focus on implementing the newsfeed function & explore options for (Phase 1) passive and (Phase 2) active messaging using integrations with GovNotify & Bartec.
· It is proposed to automate an Assisted Bin review and renewal processes using overnight triggers from Bartec & GovNotify integrations. This is likely to be part of Phase 2.
	

	Implement comprehensive performance management dashboards:
· Implement missed collections performance dashboard.
· Commission Waste & Recycling Service Finance and HR Dashboard
· Commission tonnage and recycling performance dashboard
	CA
(MS)


	7 Months

· Completed
· Feb 2027

· Feb 2027
	· The next phase of performance dashboard development is under the scope of the emerging Place Transformation Programme.
· An initial scoping session was held with Corporate Performance, Digital and TVI colleagues.
	





	KPI / Metric 
	Performance 

	
	w/c 07 Sept  
	w/c 14 Sept 

	PEOPLE 

	P1 
	Number of Agency colleagues (FTE) 
	22 
	25 

	P2a 
	Unplanned absence (Days & %) 
	112 – 13% 
	129 – 15% 

	P2b 
	Planned absence (Days & %) 
	165 – 19% 
	154 – 18% 

	P3 
	Number of additional days worked by colleagues to support service recovery (days)  
	88 
	63 

	P4 
	Number of Drivers and Loaders (FTE) (Baseline of 214 rising to 254 by end of Sep 2026) 
	214 (+11 Simpler Recycling) 
	214 (+11 Simpler Recycling) 

	P5 
	Recruitment of new staff for Simpler Recycling / Food Waste (cumulative) (Target Food 13D + 27L)  
	Loader 
	Driver 
	Loader 
	Driver 

	
	
	7 started12 Offered 
	4 started7 Offered 
	7 started 12 Offered 
	4 started 
7 Offered 

	FLEET 

	F1 
	Total number of vehicle defects 
	70 
	60 

	F2a 
	Total number of vehicles (Target 68) 
	67 
	67 

	F2b 
	Total number of hired vehicles 
	21 
	21 

	F3 
	Number of new food waste and other vehicles (Simpler Recycling) (target food 9 + 2 Spare) plus 2 recovery of non-collections 
	2 
	2 

	OPERATIONS 

	O1 
	Number of missed collections (due to rounds not being sent or by non-completion of the round)  
	Ref 
	Rec 
	Org 
	Ref 
	Rec  
	Org 

	
	
	2570 
	395 
	750 
	5336 
	7810 
	8623 

	O2 
	Percentage of collections returned to and completed 
	Ref 
	Rec 
	Org 
	Ref 
	Rec  
	Org 

	
	
	100 
	100 
	59.2 
	66.5 
	0.1 
	0.2 

	O3 
	Percentage of completed collections completed on time (Baseline of c.250,000 pw) (Target >99.2%) 
	98.51 
	91.29 

	O4 
	Number of missed collections / 100,000 by pop by collection (reported monthly) 
	 
	 

	RESIDENT EXPERIENCE 

	R1 
	Number of resident complaints of missed collections (following failure to collect after 5 days) 
	35 
	24 

	R2 
	Number of reported missed collections from residents via e-forms (includes telephone calls via customer Services) 
	221 
	369 
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