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1. Executive Summary 
People increasingly do many of their communications and transactions online, especially using 
mobile devices, and this is now the most efficient and cost-effective way to deliver services and 
to communicate with our community.

Councils now face growing demand from residents and government to embrace digital technology. 

The SLDC Customer Contact strategy will enable the council to continuously improve the lives of 
our residents, businesses and visitors by delivering what they require in a way which suits them 
and provides best value for taxpayers. Research shows 80% of people in South Lakeland are major 
users of the internet in their everyday lives, though some will continue to rely on telephone and 
face-to-face contact for a few years to come. We will not be dis-enfranchising any part of the 
community through the delivery of this programme.

Economic, demographic and technological pressures are forcing councils to re-think the way they 
deliver services and this has left councils with difficult choices about either reducing levels of 
service, increasing charges, changing or reducing the ambitions they have for local communities 
or innovating and changing what they do. 

This business case sets out a detailed plan to re-model the council around customer outcomes, to 
maximise self-service and leave specialists to focus on complex cases. It introduces the concept 
of locality working and creates a major opportunity for the workforce to work differently by 
removing unnecessary process and geographic and organisational silos.

It explains how external support has been procured from Ignite consultants to help develop a 
Blueprint based on detailed service by service activity analysis, refined maturity assessment, cost 
analysis and a technology assessment. Ignite have considerable experience in working with 
councils which have delivered similar types of models elsewhere.

The Blueprint has identified a Future Operating Model (FOM) for the council, an implementation 
plan for a radical transformation of the technology architecture and a benefits realisation 
forecast to support the investment. This will be underpinned by significant people and culture 
change, understanding of the commercial aspirations of the council and the localisation agenda. 

Using this model, all activity across the council has been mapped, identifying the roles and 
level of cost involved. This analysis describes activity types and the cost to deliver particular 
services to customers. 

The current staffing number or FTEs (full time equivalents) have been mapped from the 
activity analysis and the finance reconciliation of establishment and actual FTEs. As a result of 
this proposed transition to a new FOM, the number of FTEs is reduced by 43.0 FTE (10.3%) with 
a corresponding reduction of £1.55m (11.1%) of full salary cost per annum. These are the 
additional totals to be achieved in future years. A total of £80k of efficiencies has already been 
achieved in previous years.

To support the significant change envisaged, there are a number of implementation costs 
which are described in the business case. These include implementation, external partner, 
redundancy and digital costs and total £3.848m. These are essential to delivering a new 
operating model to support the annual savings of £1.55m. This results in payback over 2.5 
years. The Medium Term Financial Plan has included these estimated costs and savings. 

There are no alternatives to this approach other than a continued reduction of front line and 
back office services over the course of the next 5 years and beyond. Our ability to achieve the 
planned financial savings required via future government funding options will significantly 
affect our ability to achieve our Council Plan objectives.



4

2. South Lakeland Context
It needs to be recognised that advances in technology and changes in customer and resident 
behaviour mean different forms of service delivery organisation are now possible and customer’s 
expectations of different types and levels of service are changing significantly. 

The business sector (e.g. retailers and banks) have started to embrace different ways of working 
and provide services through different routes and this has been embraced by parts of local and 
central government (e.g. DVLA). The key lesson from the business sector is that benefits cannot 
be bolted on to existing business models and service delivery; the whole business and operating 
model needs to be reviewed and transformed. 

South Lakeland current Council Plan recognises some of these challenges and have highlighted 
them in the following areas:

Through a flexible and skilled workforce

 Through our Customer Connect Programme staff will have the ability to work more efficiently 
for the customer and our workforce plan development will set out future requirements for the 
organisation. We will continue to develop our skilled workforce with more digital skills, agility 
and a more flexible, coordinated approach to working across services. 

Through our community leaders

 Our elected Members act as community leaders and are advocates for local people. We will 
ensure they are given the training they need to effectively represent their residents and 
support their communities to become more sustainable, within the new context.

 Our elected Members will regularly monitor delivery of the council plan and its measures of 
success through its Cabinet and Overview and Scrutiny Committee. Through the Customer 
Connect Programme, Members and customers will be able to access interactive performance 
data via our website giving customers the ability to hold us all to account more easily.

 Members across both the district council and county council will work collaboratively to 
deliver joint projects and activity so that duplication of work is reduced and efficiencies 
gained.

Through a sustainable budget

 We will ensure we have proper arrangements in place for securing financial resilience. The 
Medium Term Financial Plan details our financial position and the resources allocated to 
service areas and capital projects that will enable the council priorities to be delivered.

 Significant resource pressures in the future will impact on our deficit projections. Through our 
Medium Term Financial Strategy, the challenges of a reduction in support from central 
government funding and the impact of the economic climate are regularly reviewed.

 Proposals to resolve potential short and longer-term deficits have been developed. Invest to 
save projects will achieve efficiencies and generate income, supporting this organisation to 
become sustainable in future years, whilst retaining the optimum level of value for money.

Through improved customer engagement and communication

 Through our Customer Connect Programme, our single view of the customer will put them at 
the heart of everything we do and enable them to have better access to services at times 
which are more convenient to them.

 Our customer feedback will continue to be used to inform and improve service delivery.
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SLDC has also developed a Customer Connect Programme based upon its Customer Connect 
Strategy. 

The vision of the Programme being:

 To improve the lives of our residents, businesses and visitors by delivering the services and 
support they require in a way which suits them and provides the best value for money for 
taxpayers.

The strategy set out guiding principles on which it would be delivered:

 Fully understanding what our customers require
 Maximise the use of digital channels
 Empower customers to self-serve
 Support access and independence
 Deliver services in a streamlined way
 The customer channel of choice is accessible 

To deliver the strategy the scope of the programme needed to be based on the delivery of 
organisational transformation more than service improvement and therefore it is necessary to 
understand the difference between the two.  

In the Council Plan there are four priorities; Economy, Housing, Environment and Culture and 
Wellbeing. To deliver on the priorities the council wants to ensure it’s equipped to provide the 
best, most cost effective services.  This will be delivered through the Customer Connect 
Programme. 

Following on from the Council Plan and building on what has been required to deliver its 
promises, South Lakeland District Council (SLDC) will embark upon a major programme to 
transform the way the council operates, delivers services to customers and meets its future 
service and financial challenges. To do this SLDC has developed the concept on a new Future 
Operating Model (FOM) that identifies a different way of working for the council.

The aim for SLDC is developing an organisation that is efficient and fit to serve its community and 
meet the aspirations of its communities, in the context of reduced resources, human and 
financial, over time. 

Service Improvement (Design Principles)
 Retain vertical service units
 Improve efficiency in theses verticals 

(Silos)
 Line of business applications integrates 

more effectively with portal and customer 
management.

Benefits:
 Remove Waste
 Reduce paper
 Increase automation
 Digitise end to end 
 Remove unnecessary approval processes
 Improve access 

Organisational Transformation 
 Remodel around customer outcomes, 

maximise self-service, leave specialists to 
focus on complex/ vulnerable cases

 Data management drives delivery 
 Relationships built & data shared across 

specialist areas that support customer 
requests to get things right first time 
(thus reducing avoidable contact) 

Benefits:
 Use workforce differently 
 Remove unnecessary silos
 Drive self-service and reduce other 

channels for simple cases
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In October 2017, SLDC engaged external support consultants, Ignite, to help develop a Blueprint 
based on detailed service by service activity analysis, refined maturity assessment, cost analysis 
and a technology assessment.

The activity has identified a new operating model for the council, an implementation plan for a 
radical transformation of the technology architecture and a benefits realisation forecast to 
support the investment. This will be underpinned by significant people and culture change, 
understanding of the commercial aspirations of the council and the localisation agenda. 

A challenging timeline has been identified in the Blueprint for full implementation of the model. 
This includes all technology fully implemented, new ways of working both process wise and 
behaviours embedded, and benefits realised. This has resulted in this business case being 
produced for consideration by Cabinet and Council in July 2018. 
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3. Overview of the Future Operating Model

The Future Operating Model (FOM) provides a model of how the council can deliver services to 
customers and how the customer will interact with the council. This provides the rationale for 
how the work is done and what types of roles are required to deliver the work. 

Understanding the difference between the operating model and organisational model is critical to 
helping articulate to staff in the council about what type of activities it completes and how they 
relate to one another. 

The organisational model provides an internal framework for how the council organises itself to 
deliver the operating model. This organisational model sets out where the work gets done, and by 
how many of each role. This drives considerations on spans of control, levels of seniority within 
role families and management structures required. 

Inherently there will be choices the council will need to make around the organisational model 
regarding any further changes to teams and individuals’ roles to respond to any changes in the 
other parts of the operating model. Ignite have worked with the council during the Blueprint to 
build a picture of the current ‘as is’ organisation, the effort and cost associated with different 
activity types and propose a new operating model for the ‘to be’ organisation. 

Following on from this work, Ignite advocate a focus on the key four following areas:

 Organisational re-design

 Culture, change and learning and development 

 Service re-design

 Technology and systems upgrades

Ignite’s experience is that a transformation programme across all four of these aspects is 
essential to release the full potential benefits of the FOM approach.

The Blueprint analysis provided an initial view of the numbers against each area of the model. 
Based on the choices made, the organisational model will develop through detailed design aligned 
with the agreed design principles, local constraints and corporate ambition

The model as shown below has been established in a number of local authorities. This framework 
forms a starting point for the design of a FOM; challenges and considerations specific to SLDC 
have been addressed through the Blueprint and Mobilisation phase. 
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The key components are:

• Customers: different customer groups access services in different ways. Some groups can 
be encouraged to self-serve online or draw on support from customer service staff only, 
whereas others may need to access the support of specialist staff more quickly 

• Strategy & Commissioning: translates community/customer intelligence and political will 
and ambition into strategic direction, and commissions what’s required to deliver this 

• Customer Enabling: helps the community and customers to help themselves so as to 
address aims and reduce demand for services

• Universal Customer Contact: all activity associated with customer contact, customer 
service, managing cases, resolving questions and issues (simple and complex), and 
scheduling input from others where required

• Delivery: delivery of core services e.g. waste collection, street cleaning, etc.
• Support Services: non-customer facing back office functions, much of which is 

transactional but some requiring organisational specific intelligence.
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4. Blueprint Approach

The ‘Blueprinting’ phase delivered:

 A blueprint 
o detailed service by service activity analysis 
o refined maturity assessment 
o cost analysis, including technology

 An indicative target Operating Model for South Lakeland, aligned to the Future Model, 
including 

o indicative organisational design, 
o role descriptions and 
o technology model

 High level plan for implementation 

a. Design principles
Alongside an overview of the Future Operating Model, the Blueprint engagements also introduced 
the concept of ‘design principles’. These were reviewed in conjunction with the wider 
participation group at several workshops and were compared with the Customer Connect design 
principles. The group agreed that they felt each of the Customer Connect principles was 
represented. 

These design principles will help SLDC make decisions that are consistent and in line with the 
benefits of the programme. These principles will assist SLDC to move forward as an organisation 
with a shared, common purpose, helping staff establish an understanding of “business as usual” in 
the transformed organisation. They will also be used throughout the proposed implementation to 
support decision making, particularly in the redesign of the councils’ processes.
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b. Benefit drivers
By embedding the design principles, and aligning the people approach and technology 
requirements, benefit can be identified from these four drivers. 

 Demand management (customer enabling): reducing or shaping demand to reduce the 
level of service required from customers. Examples include: early intervention and 
prevention, education campaigns to change behaviour, better information for customers 
so that they can answer their own questions.

 Channel shift (self-serve); enabling customers to do more for themselves and reducing 
council workload in the process. For example, end-to-end online processes, self-tracking 
and problem solving, supporting alternative channels.

 Remodelling (new structures and ways of working); improving productivity and releasing 
capacity in the organisation through the reallocation of work, workforce optimisation and 
better workforce practices. This will be achieved by shifting work and knowledge closer to 
the customer and embedding rule based ‘knowledge’ into processes and scripts, 
developing agile working and customer centric attitudes and behaviours.

 Efficiency (technology and process improvement); stripping out waste and ‘non-value 
added’ activity from journeys and processes. E.g. end-to-end workflow, document 
management and integrated systems, single view of the customer, mobile/agile working 
and simplified processes.

c. Create workshops
The final set of engagement workshops focused on key areas with smaller working groups, 
exploring in more detail:

1. Locality working and community/customer enabling
2. Leadership & management
3. Support services 

These workshops brought together the outputs of other Blueprint activities including the activity 
analysis, the maturity assessment of the overall organisation against the benefit drivers, 
organisational change readiness assessments and the technology spectrum of options.

The purpose of these sessions was to explore the elements of the Future Model that have a 
number of flexible options around design and delivery. The outcomes of these discussions have 
been reflected in this business case.
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5. Mobilisation

a. Mobilisation Phase
A timeline has been identified in the Blueprint as the target for full implementation of the model 
including all technology fully implemented, new ways of working both process wise and 
behaviours embedded, and benefits realised. Work was undertaken in the following areas: 

 Understand the need for clear governance and accountabilities for the delivery of the 
programme are key.  

 The key design principles that will guide the detailed work. 
 Structuring the customer journey and process design work.  
 Resourcing the customer journey and process design work. 
 Supporting SLDC within technology. 
 Human Resources and restructuring support. 

As part of the mobilisation phase a number of work packages have been developed to support the 
implementation phases of the programme, they are:

b. Change and Engagement
The change and engagement work is about ensuring that all stakeholders of the programme are 
engaged, supported, involved and inspired. It ensures that the people of the organisation are kept 
as the priority throughout change, maximising the benefits and minimising any potential negative 
effects on all stakeholders.

Some high-level objectives to achieve the above were: 

 Develop a change and engagement strategy for implementation
 Develop a plan of change and engagement activities for implementation, which 

demonstrates the dependencies between other implementation activities (i.e. 
HR/restructure, transition management and communications)

 Build knowledge and capability within the programme team in relation to managing 
change

Some of the activities to achieve the above were:

 To develop and deliver activities to build knowledge and capability within the programme 
team in managing change

 To develop and start to deliver activities to build change leadership capability
 To develop a vision for the programme and contribute to the development of a set of key 

messages
 To develop a strategic vision and associated set of values and behaviours
 To recruit and induct a network of change agents/champions
 To develop a plan for how organisational readiness will be assessed and tracked 

throughout implementation
 To showcase examples of the types of workshops that can be delivered during a 

mobilisation e.g. change resilience.
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c. Communication
The communication work package is about relaying up to date information from the programme 
out to the relevant stakeholders, ensuring that they remain informed and engaged. The 
Communication work package enables and ensures that other work packages communicate in a 
consistent and joined up manner, ensuring high quality of content, appropriate channels used and 
giving stakeholders somewhere to feedback to.

To achieve the above the key outcomes of the work package are: 

 A comprehensive understanding of key stakeholders for the Customer Connect programme
 A plan to manage these during the mobilisation phase
 A set of communications principles and key messages for the programme
 A comprehensive strategy and plan to communicate with and engage a range of 

stakeholders into the implementation phases of the programme
 A clear understanding of the resource required to support implementation communication 

activity including any related costs

d. Human Resources
The Human Resources work package aims to enable the process of staff changing from one role to 
another in a fair, legal and equitable manner, whilst ensuring the wellbeing of all staff is 
considered.

Some of the key outcomes were:

 Introduce the principles and required approach to manage the magnitude of the 
HR/restructure activity within a Future Model transformation. 

 Develop and deliver a short-term action plan of activities that need to be completed 
during mobilisation to prepare for implementation. 

 Develop a plan of HR/restructure activities for implementation, which demonstrates the 
dependencies between other implementation activities (i.e. change/engagement and 
communications). 

 Appoint interim management arrangements in readiness for implementation.

e. Service Re-design
The service re-design stream is about the enhancement of existing, and the delivery of new, 
capabilities within South Lakeland District Council to improve the service & experience delivered 
to citizens and staff. To achieve this, service re-design will have some primary aims: 

 Eliminate (or stop) processes that do not add value to the organisation or its customers.
 Simplify processes as much as possible to give a good customer experience for customers 

and staff.
 Standardise processes where possible, to speed up the build of new technology and 

provide a consistent experience for customers and staff.
 Automate any steps and stages in processes that remove manual effort.
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The service redesign stream needs to make sure that the processes in scope for redesign, which 
the council delivers to citizens, staff and members are:

 The right processes, re-designed and delivered in a way that makes significant 
improvements in customer satisfaction in the key targeted areas.

 Re-designed in way that makes it better and easier for colleagues to deliver services to 
citizens and colleagues. 

 Aligned to the new organisation design, new roles and ways of working.

Get these right and it is expected that there will be the following outcomes:

 Reduction in customer contacts & complaints to the contact centre. 
 Improvements in staff morale who perform the work. 
 A significant increase in the take up of self service capabilities, new efficient ways to 

deliver services, requiring less resources, resulting in the realisation of financial savings.  

Central to the operating model is making sure the organisation and its processes are designed 
around the customer. To ensure the teams always have the customer at the forefront when 
redesigning a process the team will constantly refer to the design principles most aligned for that 
process. They will utilise customer personas to understand and empathise with the proposed 
customer in order to design a process to meet the need of the customer. 

Existing customer journeys will also be used to ensure the overall customer experience is 
enhanced. At the heart of the Service Redesign approach will be the testing of assumptions, 
solutions and redesigned processes with SLDC customers through regular customer focus groups 
throughout the programme. This will allow the team to gain rapid feedback from the customer 
and learn quickly what will deliver an exceptional customer experience. 

Once the team has been recruiting, the team will explore and adopt agile working principles and 
adapt them for what works best for SLDC. There will be tailored training and coaching for the 
service redesign team to help them understand the agile mindset and how they can apply the 
ethos of delivering value incrementally and frequently, developing an environment of fast 
feedback, short decision cycles and learning on how they continually improve their approach to 
delivery. 

An enabler to this will be how the service redesign team work together and focus on priority 
capabilities or processes that SLDC require. It will be important that the IT configuration analysts 
work alongside business analysts, the key subject matter experts and SLDC customers. This allows 
for rapid decision making, early IT intervention and an overall reduction in documentation being 
created and passed to IT as they will be part of the service redesign team. 

A high-level approach for the team will be fully documented prior to implementation and it will 
be tested. However, the team will need to create an environment of continuous improvement to 
develop the approach throughout the programme as they learn and their maturity increases.  
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f. Technology Assessment
Improved and better integrated technology and systems are key to delivering the new ways of 
working advocated in the Future Operating Model. The table below highlights the core 
capabilities of what the technology needs to be able to do, against the FOM activity types. 

The adoption of a ‘master’ customer record and a customer relationship management system has 
been a fundamental principle throughout Ignite’s experience of working with other councils 
implementing the Future Model. 

South Lakeland has been developing the new strategic approach for a Digital Council. This work is 
on-going working with Meritec, which is supplying South Lakeland with its digital platform. 
Following a review of the Enterprise Solution Design (ESD) it is clear that it is a great foundation 
for the FOM-enabling technology. All key components of the technology map are in place. 

The additional technology requirements are largely around:

 enhancements to the ESD to support the single customer contact team, i.e. it needs to 
ensure telephone and face-to-face contact is also well catered for

 enabling enterprise workflow by ensuring all incoming cases and requests are visible to 
and managed through a single corporate workflow solution 

 electronic document management integration with the digital platform to enable a 
consistent and agile approach to case management (specification of this is underway).

In summary the additional technology requirements have been captured with cost assumptions 
that will need further review and validation at the start of implementation. 
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g. Transition Management 
Transition management is the work package accountable for ensuring that the transition from one 
state to the other is successful. This involves ensuring that the ‘lights are kept on’ and services 
are continued to be delivered while transitioning and that skills, knowledge and contacts are 
handed over when appropriate. This is also where the staff moving into new roles are trained, 
engaged and supported to deliver the council services.

Some of the key outcomes are:

 Understand the purpose and scope of transition management activity required during an 
implementation

 Develop a plan of transition management activities, which demonstrates the dependencies 
between other implementation activities (i.e. HR/restructure, and change/engagement) 
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6. Business Case

a. Staffing cost reductions

The current FTEs were mapped from the activity analysis spreadsheets and the finance 
reconciliation of establishment and actual FTEs. As a result of this proposed transition to the 
FOM, the number of FTEs is reduced by 43.0 FTE (10.3%) with a corresponding reduction of 
£1.55M (11.1%) of salary cost per annum.

The savings identified in the table above are based on the benefit drivers being applied to the 
existing services and their mapping of activities to the FOM areas. 

b. Breaking down the benefits by phase

The transformation has been divided into phases which would reflect the reality of 
implementation. Each phase has been broken down and described in more detail below.

Phase 1 total benefit: £682k

i) Phase 1A: Remodel leadership and management activity 

To support the implementation of the new ways of working, there is a proposed change to the 
leadership and management structure. This new structure delivers leadership, management and 
supervision across the council through simplifying the organisational structure and embedding 
matrix management of functional and operational components.

The proposed scope of Phase 1A comprises any role across the organisation that will therefore 
allow activities in phase 2 to largely report to the new leadership team as they are intended in 
the Future Operating Model. In doing this, key specialist knowledge will also be in scope, allowing 
Functional and Specialist leads to be appointed.

ii) Phase 1B: Co-ordination of Strategy 

Strategy activities are currently dispersed throughout the council’s existing structures and while 
it contains some significant good practice, it is acknowledged that there is some variability and as 
such, there are opportunities to better co-ordinate and improve.

By centralising a critical mass of this activity, the Council has the opportunity to create a stronger 
‘corporate core’. This will support Members directly to deliver their ambitions for South Lakeland 
and provide the evidence-based strategic framework which can drive all council activity. As part 
of the first phase of work, the creation of this central ‘hub’ will deliver savings through more 
effective, consolidated capacity.
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iii) Phase 1C: Future Operating Model for Support Services (excl. IT) 

A number of fundamental changes will need to be implemented in order to successfully deliver 
this operating model for Support Services and the full amount of associated savings:

 Elimination and simplification of policies and procedures across the full range of Support 
Services provided in order to significantly reduce activity in this area where possible

 Capturing significant amounts of information currently held by specialists across Support 
Services into online portals and self-serve systems, improving information, advice and 
guidance to enable staff to self-serve easily and effectively

 Expecting managers and staff to self-serve for a large number of simpler support service 
enquiries and activities that will be embedded into the council’s intranet and automated, 
giving them enough guidance and support to ensure it becomes genuinely self-serve

 Introducing generalist business partners from Support Services for teams across the council 
to better direct support activity for these customers.

iv) Phase 1D: Shared IT Services 

 Due to the Shared Services arrangement with Eden DC, the timing of changes in IT Services 
will not coincide exactly with the rest of the support services function. 

Phase 2 total benefit: £868k

v) Phase 2A: Technology enabled customer service and locality working 

This significant saving is a core outcome of implementing the future operating model and many of 
the functional requirements that are specified for the integrated technology solution enable this 
saving. It is delivered by:

• Centralising a single customer service team for the vast majority of activity – effectively 
creating a single ‘front door’ into the council for all customers

• Providing access to a single integrated customer record
• Implementing better scripts to enable more activity to be “one and done”
• Better integrated advice, workflow and data to drive customer service efficiency and 

effectiveness in leaner processes.

vi) Phase 2B: Technology enabled, centralised case management & service redesign across 
specialists 

As with the centralised customer services, this significant saving is a core outcome of 
implementing the future operating model. It is delivered by:

• Centralising a case management for all activity
• Redesigning processes to deliver majority of cases in a rules-based approach
• Implementing a standardised workflow system across all rules-based processes
• More integrated advice, workflow and data to drive customer service efficiency and 

effectiveness through leaner processes
• Better utilisation of specialists to manage challenging cases and sign off case work
• Developing professionals with the skillset to deliver high volume throughput of case 

management activity
• More effective operational management to drive the performance of the case management 

team.
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Components of the new ways of working that will contribute to driving savings across the 
‘specialist’ population of South Lakeland District Council include:

• Separating out the operational (including utilisation) and functional (including professional 
governance) leadership and management activities

• Providing clearer more co-ordinated strategy, direction and priorities to better harness 
the efforts of the specialists in the council

• Breaking down the current silos in specialist teams, forming communities of practice to 
encourage multi-disciplined teams to come together to address the priorities of the 
council

• Redesigning processes to further reduce the burden on the specialist and focus on 
eliminating, simplifying, standardising and automating activity 

• Joining up and clustering processes to enable significant efficiency to be realised

Several specific benefits from new technology will also be realised including:

• Simpler access to data needed to perform jobs
• More intuitive workflows and systems
• Better integrated technology providing a ‘joined up’ experience
• Better access to systems including through mobile devices where appropriate
• Using the right systems for the right job
• Removing duplication between teams and with delivery partners
• Enabling the right governance and checking environment and ‘right sizing’ compliance 

type activities. 

c. Implementation Investment

Implementation delivery

To deliver this scale of change, there is a need for a range of internal and external expertise to 
support the successful implementation of this operating model and technology solution. An initial 
assessment is described in the table below.

These include implementation, external partner, redundancy and digital costs and total 
£3.848m. These are essential to delivering a new operating model to support the annual 
savings of £1.55m which results in payback over 2.5 years. 

The Medium Term Financial Plan has included these estimated costs and savings. The costs will 
be met from capital receipts and existing reserves as appropriate. There still exists a c£600k to 
£2m annual revenue deficit after these savings are included in the financial model. Further 
options to meet this are being developed for the Council to consider. The net gain from this 
project totals circa £8m over a ten year period (including the effect of discounting the cash 
flow).

Title Investment Description
Interim South Lakeland 
District Council 
resource

£757k  Business and technology analysts to map processes and develop 
scripts

 Additional IT capacity to support the implementation and 
change to systems

 Functional experts from across the council to specify services 
policy and ensure that these policies are embedded in the new 
ways of working
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External Change and 
Implementation 
expertise

£520k  Design oversight to ensure that the aspirations and principles of 
the Blueprint are achieved

 Change management expertise to bring best practice approach 
to implementing such a complex multi-faceted change 
programme

 Expertise to train, develop and support the wider team in 
technology implementation 

 Leadership of the process design, build and test sprint cycles
 Business analysis expertise and experience working with other 

Councils to implement similar transitions

Functional support £200k  HR, change and communications support to ensure the change 
processes are implemented and the workforce is supported 
through the change

Training £190k  Training and development to transition to new ways of working 
and to support the adoption of new technology

Technology £440k  To develop and implement appropriate systems. As previously 
described in the Technology findings section, there are further 
technology requirements that have been captured with cost 
assumptions that will need further review and validation at the 
start of implementation.

Hardware / 
infrastructure

£150k  to support the requirement of additional IT hardware such as 
additional devices to support locality working

Redundancy and 
pension strain Costs

£1,290k  Costs associated with transitioning from the current position of 
416 FTE to 373 FTE.

Existing Digital Budget £301k Current 2018/19 budget
Total £3,848k

d. Benefits realisation and timeline

The financial savings realised through the programme will not be delivered all at once. Therefore, 
the order and timescales of the financial benefit realisation has been estimated based on the 
likely phasing of the programme. This is summarised in the high-level implementation plan below, 
where the overall savings figure is broken down by each phase.

Benefit Phasing
Phase Activity

Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar

Mobilisation Blueprint published and reviewed 1
Mobilisation Senior Management Team Development 1 1 1 1
Mobilisation Mobilisation set up 1
Mobilisation Mobilisation phase 1 1 1 1
Mobilisation Mobilisation phase 2 1 1 1
Mobilisation Implementation programme setup 1 1
Phase 1A Leadership 1 1 1 1 1 1
Phase 1B Strategy 1 1 1 1 1 1 1 1 1
Phase 1C Support Services (excl. IT) 1 1 1 1 1 1 1 1 1
Phase 1D IT Services 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1
Phase 2 2A and 2B 2 2 2 2 2 2 2 2 2 2 2 2 2
Other Data cleansing & migration 1 1 1 1 1 1 1 1 1 1 1 1 1 1

Phase Activity

Phase 1A Leadership
Phase 1B Strategy
Phase 1C Support Services (excl. IT)
Phase 1D IT Services
Phase 2 2A and 2B

Activity

FY 17/18 FY 18/19 FY 19/20

In year savings Q4 Q1 Q2 Q3 Q4

2018 2019 2020

Q1 Q2 Q3 Q4
£218k

£229k
£169k

£66k
£868k

£1,550kCumulative annualised saving Cumulative annualised saving£218k

Proposed implementation and benefits phasing
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It is recommended that this order is followed with leadership, management and strategy moving 
quickly to enable the rest of the programme’s implementation at a quicker pace and with more 
engagement. 

 By having leadership and management in place early on in the transformation, they are 
able to inform key decision regarding their teams during the detailed design

 The transition of leadership and management and strategy is less dependent on the full 
implementation of technology relative to other areas of the model

 The benefits to be released by transitioning these two areas of the model are significant, 
which will assist in the immediate budget pressures facing South Lakeland.

In the above plan, there is an assumption that the financial saving occurs at the end of each 
phase. This assumption has been made as the majority of employees tend to leave at the end of 
the phase. However, financial savings are likely to be realised earlier in the process if employees 
leave earlier than expected. In the above table, there is an annual financial saving of £218k for 
roles included within phase 1A -Leadership (this is the financial saving over a year). This means 
that the savings actually realised from this phase in year 2 (FY 19-20) equates to the full £218k – 
since the benefit release starts in the final quarter of year 1 (FY 18-19). 

For programme phases Strategy (1B) and Support Services (1C), the proportion of savings realised 
in year 2 (FY 19-20) will be slightly lower since savings will only begin to be released at the end of 
Q1 (FY 19-20). Therefore, there will be three quarters of the year left in which to realise a 
proportion of that financial saving. 

Phase of the programme Estimated financial 
saving in Year 
2018/19 

Estimated financial 
saving in Year 
2019/20

Estimated financial 
saving in Year 
2020/21

Phase 1A - Leadership - £218k £218k
Phase 1B - Strategy - £172k £229k
Phase 1C – Support Services - £120k £169k
Phase 1D – IT Services - £16k £66k
Phase 2 – 2A & 2B - £215k £868k
Total Savings - £741k £1.55m

Summary of estimated financial per year by programme phase

e. Programme payback

The above financial savings do not account for the costs of the programme. The table below 
outlines programme costs for which there is more detail in the implementation delivery in part c 
above.

Costs of the Programme Estimated costs in 
Year 2018/19

Estimated costs 
in Year 2019/20

Total

Implementation Costs £576k £1,161k £1,737k
External Partners Costs £290k £230k £520k
Redundancy / Pension Strain Costs £350k £940k £1,290k
Digital 18/19 existing budget £301k £301k
Total Costs £1,517k £2,331k £3,848

Programme costs broken down per year
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Based on the figures in the two tables above, we have sought to model the net position in the 
below graph. This puts the financial savings against the various costs of investing in a large-scale 
transformation programme.

FY 17/18 FY 18/19 FY 19/20 FY 20/21 FY 21/22 FY 22/23 FY 23/24 FY 24/25 FY 25/26 FY 26/27

(£4,000,000)

(£2,000,000)

£0

£2,000,000

£4,000,000

£6,000,000

£8,000,000

£10,000,000

Cumulative Benefit

Cumulative Benefit

Cumulative saving against the implementation investment costs

Our analysis shows the return on investment will be positive from 2021-22.
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7. Organisational Framework

a. Populating the Future Operating Model
The Future Operating Model (FOM) populated with FTEs will provide a baseline for the 
development of the organisational design. As stated earlier the organisational design provides an 
internal framework for how the council organises itself to deliver the operating model. 

There are a number of design considerations, including 

 design principles, 
 how management and supervision is incorporated (i.e. how we embed functional and 

operational responsibility and accountability), and 
 how we enable further locality-based work 

b. Organisational design 
As described above, the organisational model is the practical implementation of the operating 
model to meet the needs of customers and adhere to the design principles. 

In conjunction with the business case, the assumptions made against each of the considerations 
above create the rationale for each element of the design including sizing and work type, as well 
as giving initial indications of spans of control and management. 

The requirement for senior management roles can be derived from the overall organisational 
design and will need to be further developed in detailed design. 

The activity analysis by service areas identified the number of FTEs doing management type 
work. (Note - this does not equate to roles as many roles have multiple responsibilities). 

PHASE ONE – Strategy
To be the strategic core of the organisation responding to political will and ambition and 
ensuring this is turned in to evidence-based strategy, and planned services, actions and 
projects, to ensure political ambitions are delivered effectively and efficiently “on the 
ground”.

Strategy Development: To set the corporate strategy and priorities, ensuring these are based on 
evidence (what the district needs and what residents want). Responsible and Accountable for all 
Functional Strategies including HR/Finance/Digital/MTFP and Commercial.

• Corporate strategies, policies & procedures
• Strategic HR
• Strategic IT
• Strategic Commercial
• Organisational and Workforce Alignment
• Strategic Contract Management



23

Communications, Engagement & Marketing To keep internal and external customers informed 
about Council priorities, services and campaigns, lead the engagement of our customers, provide 
a corporate marketing function to the council including customer data and trends and promotion 
of commercial and income generating services, and place-based marketing to support inward 
investment and economic ambitions.

• Press Relations & Media
• Branding
• Communications
• Marketing
• Campaigns
• Strategic Programme  
• Community Engagement
• Community Hubs
• Digital inclusion
• Grant Management
• Consultation 

• Planning/Performance & Compliance: To provide member support and working to ensure 
that the council’s governance and democratic processes are efficient, work effectively and 
support the ambitions of the council. Set the Constitution and governance of the council, 
ensuring that the council is efficient, transparent and accountable to local people. 

• Performance Framework
• Scorecard Management
• Corporate risk mgmt. 
• Co-ordinate Statutory reporting

• Change/Transformation/Intelligence: Ensuring services, programmes, projects and 
employees are working towards a common set of outcomes as specified in the Corporate Plan. 
Building a sound evidence base of data, analysis and interpretation to support the wider work 
of the council. 

• Portfolio and Project Management
• Sharing Best Practice 
• Design Authority
• Transformation & Change
• Information Management
• Insights
• Predictive Analysis

• Theme and Portfolio: Responsible and accountable for existing and future Council Outcomes 
that will coordinate the span of control throughout South Lakeland. 
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PHASE ONE – Business Support

To provide business like and efficient support and advice to teams across the Council, in 
order to improve performance and support them in delivering the Council’s ambitions.

 Business Partnering and Case Management:  To act as the first point of contact to internal 
customers providing a business partnering service across the entire scope of Support Services, 
managing and resolving the vast majority of cases.

 Lead Specialists:  To input to Corporate Strategy, specifying the Council’s policies and 
accountable for ensuring professional service delivery in their area of expertise across all 
parts of the organisation.  Resolve complex cases and deliver relevant Council programmes.

Some assumptions have been made in terms of designing the Support Services element of this 
structure:

 Organisationally the intention is to match universal customer contact as closely as 
possible. This will build-in efficiencies for internal customers in the same way as the 
model does for external customers, which will additionally help embed the same values 
and behaviours across the whole organisation. 

 Once created, this team will perform a thorough review of all administration activity in 
the Council to build on the business support review, to simplify, standardise and automate 
where appropriate.

PHASE 2 - Universal Customer Contact

Deliver efficient, professional and commercially-minded services to the Council’s customers 
that are aligned to the Council’s ambitions, managing performance to meet the desired 
outcomes.

Customer Service:  To resolve a significant proportion of customer queries at the first point of 
contact, providing accurate advice and guidance; and to proactively seek to provide additional 
services to customers where appropriate, in support of the council’s ambitions.

• Multi-function customer service team.

• Accurate advice and guidance to customers.

• Resolution of enquiries at first point of contact

Case Management: To ensure the Council provides integrated services to customers focussed on 
their needs by acting as a single point of contact to the customer throughout the complete 
customer journey, and by managing and resolving the vast majority of cases.

• Deliver core processes efficiently and effectively.

• Deliver standard cases and consult with specialists where necessary.

Specialist Services:  To input in to the design and specification of the Corporate Strategy and 
associated policies and plans. To ensure professional service delivery in their area of expertise 
across all parts of the organisation.  To resolve complex cases and deliver relevant Council 
programmes. 

• Make decisions and provide judgement. 

• Input to strategy 

• Solve problems, 

• Manage complex cases, 

• Work on projects to deliver community & corporate objectives. 



25

Community/Customer Enabling:  To act as ambassadors for the Council in the community, 
dealing with customer and business issues on initial contact as far as possible or referring to other 
teams. They work collaboratively with others to improve customer service: 

• reduce demand for services
• provide a Council-wide service working closely with the other functions to develop and 

implement strategies to:
• providing better guidance to enable right first-time applications
• Generate and support cultural change across the Align campaigns, events and 

programmes of preventative work to make the most of the available resources 
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8. Implementation Plan

a. Proposed implementation plan

Key considerations from the FOM, organisational design, recruitment, process redesign and 
technology specification have been used to develop the implementation plan. These 
considerations drive the proposed high-level phasing of implementation as shown in the critical 
path plan below, the detailed excel version, with more detail under each large section of activity 
is available from the programme office.

The implementation plan has been developed based on best practice from other similar 
organisations and work stream leads to ensure the plan is the best option for SLDC. 
Implementation is split into 2 major phases, Phase 1 includes Leadership and Management, 
Strategy and Commissioning and Support Services. Phase 2 includes Universal Customer Contact 
delivery teams. Whilst the restructuring and HR process is underway for each phase the service 
redesign work stream undertakes a series of workshops and requirements gathering relevant to each 
phase (more information on this in the Service Re-design section).

The ordering of the phases in this way provides a number of benefits:

         Reduces reputational risks by transforming services that interact with the internal 
customer first, learning lessons from phase 1 before moving onto areas of the council that 
impact directly on the customer

        Early appointment of leadership and management roles will provide a team that can 
drive the change throughout the organisation and act as change champions for the 
programme

         Transformed Strategy and Support Service functions will be better equipped to support 
the remainder of the organisation as it moves through its own transformation

         Delivers key technology components and allows concepts to be thoroughly proven 
before they are deployed across the wider organisation

         Builds the structures around customer interaction that will support the later phases of 
the programme in delivering the on-the-ground presence and customer enabling functions 
required to drive efficiencies and channel shift.

b. Implementation approach

The implementation of the programme will be delivered in an agile manner, some key agile 
principles are outlined below

         Programme and project goals are clearly and continuously aligned to business strategy

         Benefits are realised incrementally and as early as possible

         Governance focusses on creating coherent capability

         Decision making powers are delegated to the lowest possible level

Using the agile principles above, and Ignite’s experience in delivering similar programmes, the 
structure and governance of the programme is outlined below. This is a starting point for the 
programme and this will be developed and flexed to suit the requirements of the organisation to 
deliver the best possible outcome for all SLDC and all its stakeholders.
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During the mobilisation period some of the key objectives for the Programme office are listed 
below:

 Establish an agile and flexible transformation programme governance.

 Manage the outcomes and deliverables for the programme, working with the Programme 
Sponsor, Programme Team and External Assurance Group.

 Actively promote trust and close cooperation between stakeholders and promote new 
behaviours in change environments

 Work across the programme to highlight, manage & escalate programme issues, risks & 
dependencies. Provide support to work package leads.

 Maintaining regular communication on all areas of programme activity.

 Develop a financial tracker and process for finance / budget requests.

 To develop new ways of programme reporting and effective programme management 
tools.

Some of the key activities to deliver the above objectives are outlined below 

 Develop a detailed programme plan with activities, dependencies and milestones, and 
keep up to date.

 Compile a programme risk and issue log.

 Set up and monitor and report regular board, assurance or other required meetings.

 Define the overall benefits list and ensure linked activity to the overall programme plan 
and financial savings.

 Development of personas for the programme team – what behaviours are expected and 
how we will interact.

 Develop a set of principles for how meetings will run – what behaviours are expected and 
how the meetings will be conducted.

 Develop an agile reporting process that is value add across the programme.

 Develop a handbook that describes the South Lakeland agile change methodology

c. Proposed Programme Structure

The programme will be structured as below. This will be developed as the programme moves 
forward, ensuring that the programme remains aligned to the agile principles. The work packages 
are to become work streams to match industry standard conventions. The programme will be 
made up of nine separate work streams, Place, Digital, Service Re-Design, Change, 
Communication & Engagement, HR, Transition management, PMO and Design Authority. These 
work stream leads and supporting teams will report into the programme board. The programme 
board will report to the External Assurance board who in turn reports into the Steering Group. 
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d. Proposed governance for implementation

The diagram below outlines the governance of the programme, how the reporting structure will 
be implemented and how the programme will seek to consult and inform the other key 
stakeholders of the organisations where and when appropriate.

 

e. Risk Management

In creating the implementation plan for this significant change programme, risks have started to 
be considered at both the programme and service level. There is in place a risk-register for the 
programme which identifies the key risks and their mitigations. It includes:

         Delay in programme implementation timetable

         Not meeting the financial efficiency savings

         IT delays

         Disruption to staff

         Disruption to customers and business as usual

In addition to these, there are a number of other key risks currently captured and tracked on the 
risk register, the full table of risks is available from the PMO.

In each of the phases shown in the implementation plan, work package leads and the programme 
office will monitor and report risks at weekly Programme Board meetings and where appropriate 
these will be escalated to the External Assurance board. The programme will also track decisions, 
issues and dependencies. 
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9. Conclusion
The Customer Connect programme aims to achieve service improvements and genuine efficiency 
savings rather than service reductions and scaling back the Council’s ambitions. It equips a 
forward thinking and agile Council which better addresses future challenges and opportunities.

Not changing means standing still while the world changes around us. Failing to do this now 
means a greater risk services will not be sustainable in the future, risking a continued reduction 
of front line and back office services over the course of the next 5 years and beyond. 

Our ability to achieve the planned financial savings required via future government funding 
options will significantly affect our ability to achieve our Council Plan objectives.


