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1.0 Expected Outcome
1.1 By improving our systems and providing more self-service options for residents, 

business and visitors, we will reduce processes to free up staff to assist our most 
vulnerable communities and driving prosperity for all. The new operating model will 
be remodelled around customer needs and outcomes. This new approach and 
culture will combine competencies, knowledge and capability of staff in a slicker more 
joined up way which will provide more efficient, sustainable and cost effective 
delivery of services in the future. 

2.0 Recommendation
2.1 Cabinet is requested to recommend to Council:-

(1) Approval of the Business Case as attached at Appendix 1 to this report, 
including the new operating model for the Council;

(2) The approval of the budgetary provision detailed in section 7 of this 
report under Financial, Resources and Procurement and delegate the 
changes to any profiling and funding to the Section 151 Officer 
(endorsing the inclusion in the Medium Term Financial Plan elsewhere 
on this agenda); 

(3) That the Council approve the use of the North East Purchasing 
Organisation’s framework agreement for Specialist Consultancy 
Services to award a contract to Bloom Procurement Services Limited 
with Ignite as the sub-contractor to implement the programme of 
change as detailed within the report. 

(4) That it notes that following approval of the business case the 
implementation of the programme will commence and that a further 
report will be brought to a future Council meeting to agree the revised 
Senior Management Structure of the Council 

(5) Confirms delegation to the Chief Executive (Head of Paid Service), in 
consultation with the Section 151 Officer, to proceed with the 



implementation of the proposals detailed in this report within the 
approved budgetary provision. 

3.0 Background and Proposals
3.1 In September 2016, Cabinet agreed a Programme Definition Document for the 

delivery of the Customer Connect Programme which set out how it would contribute 
to a sustainable budget through increased value for money services, improve 
customer service and develop a skilled and flexible workforce that puts the 
customers’ needs first (minute CEX/62). The programme set out how it would deliver 
its outcomes through the implementation of a new operating model by January 2020.

3.2 The Customer Connect Programme established three key areas of the business to 
develop; Digital, People and Place. In March 2016 Cabinet approved the Digital 
Business Case (minute CEX/144) and work has been progressing well since then to 
implement new technology including a new accessible website and a replacement 
Revenues and Benefits system.

3.3 Over the past few years South Lakeland has fared well in meeting its efficiency targets. 
However, in order to achieve the aims of the Customer Connect vision and continually 
meet customer and community aspirations, it is clear that further innovative thinking is 
required. The Council now faces some difficult decisions based on increasing demand 
from customers, increased use of technology, reducing support from Government and 
the uncertainty of future government funding mechanisms. 

3.4 The Places element of the Programme will be governed by the Asset Management 
Programme, a report will come to a future Cabinet meeting setting out the 
accommodation needs of the organisation which will support the new ways of working 
for staff, support improvements to front line customer service and provide opportunities 
for income generation from other organisations leasing space.

3.5 As part of the People (Members) element of the Customer Connect Programme the 
Member Development Strategy was updated and approved at Council on 27th February 
2018 setting out how Members would be equipped with the skills and technologies to 
support their roles in their communities, and the district as a whole. There were also a 
number of developments being undertaken to support the role and activities of 
members, including updated Member role profiles (minute C/87).

3.6 As the final part of the Customer Connect Programme for People (Employees) a 
comprehensive business case has been developed (as attached at Appendix 1). This 
business case sets out a detailed plan to remodel 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. The new model will provide:

 a completely new way of working for staff
 teams organised around the customer and activity, not services
 breaking old habits and the forming new ones centred around the 

customer
 new roles across the organisation
 more clear career progression pathways
 different way of working for Members including skype for business, thus 

reducing travel and having direct contact with the locality teams to enable 
local issues to be resolved locally. 

3.7 To implement the change, the programme will adopt a set of design principles that 
will underpin the concept of the Future Model – every element of the design for the 



future way of working will align to these principles and deliver the benefits required by 
the Council. There are four benefit drivers:

 Customer Enabling - reducing or shaping demand to reduce the level of 
service required from customers, e.g. early intervention and prevention, 
education campaigns to change behaviour, better information for 
customers so they can answer their own questions

 Customer Self-Service - enabling customers to do more for themselves 
and reducing council workload in the process, e.g. end to end on line 
processes, self-tracking and problem solving, supporting alternative 
channels

 Internal Remodelling - improving productivity and releasing capacity in 
the organisation through the reallocation of work, workforce optimisation 
and better workforce practices, e.g. shifting work and knowledge closer to 
the customer by embedding rule based ‘knowledge’ into processes and 
scripts, developing agile working and genuinely customer centric attitudes 
and behaviours.

 Technology/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

3.8 The business case describes the substantial efficiencies which can be delivered by 
designing an operating model which maximises the above drivers. It is estimated that 
each will contribute to an overall reduction in staffing costs of £1.55m per annum and 
a reduction in staffing levels by 43 full time equivalents from the current level of 416 
by January 2020.

3.9 To support the Council through this change there is a need to procure the expertise 
of an external partner which has a proven track record of delivering this scale of 
change. As the services are of a proprietary nature, it is recommended that they are 
purchased through the NEPO framework agreement for Specialist Consultancy 
Services which has been put together as a result of a lawfully tendered competition 
and fully meets EU requirements. The framework has previously been used by the 
Council successfully, and the contracting partner will be Bloom Procurement Services 
Ltd with Ignite as the sub-contractor. 

3.10 As part of the implementation of the new model, a phased approach will be adopted. 
Phase 1 will include the Leadership, Strategy and Commissioning and Support 
Services. Phase 2 will include the Universal Customer Contacts. It will therefore be 
necessary once redesigned to bring the new Senior Management Structure to a 
future Council meeting to be agreed.

3.11 Recently the local government minister Rishi Sunak has announced a new digital 
declaration, backed up by £7.5m funding to help councils transform their online 
services. This declaration affirms a collective ambition for local public services in the 
internet age to:

 design services that best meet the needs of citizens
 challenge the technology market to offer the flexible tools and services we need
 protect citizens’ privacy and security
 deliver better value for money

All local authorities will be invited to join by signing the declaration and committing to 
deliver actions that everyone can benefit from. They want to co-create the conditions 



for the next generation of local public services, where technology is an enabler rather 
than a barrier to service improvements, and services are a delight for citizens and 
officials to use. By developing common building blocks they want local authorities to 
have the ability to build services more quickly, flexibly and effectively using innovative 
solutions. As the Customer Connect Programme meets the requirements set out in 
the declaration the organisation will look to sign up to this declaration and explore 
further the opportunities to pursue any funding opportunities.

4.0 Consultation
4.1 Members have been invited to a number of briefings before Council around the new 

operating model, the case for change, the new technology platform and what new 
technology is available for Members to conduct their business.

4.2 There have been several briefings for staff setting out the new operating model and 
the technology platform. There have also been detailed workshops to discuss the 
vision and values and preparing the organisation for change with Senior 
Management Team and Operational Managers. This will be widened out to the whole 
workforce once the Business Case has been approved.

4.3 There is a communications and engagement work stream set up in the programme 
which identifies the key stakeholders. It will develop a comprehensive strategy and 
plan to communicate with and engage a range of stakeholders through the 
implementation phases of the programme.  

4.4 Trade Union representatives will be involved throughout the programme but 
particularly the people elements.  

4.5 A consultation document will be developed which will become the Restructure Policy.  
The consultation document will be provided to all employees and will include a 
multitude of information; letter from the Head of Paid Service, the reason for such 
radical change, the case for change, the partnership arrangement with Ignite, the 
journey to date, the consultation process with any explanation required, policies 
relative to the programme, the new structure, the assessment process etc.  The 
consultation document will be presented to the HR Committee. Employees will have 
the opportunity to submit any proposals and/or considerations to senior management 
during the consultation process. All roles affected by each phase of the programme 
will be formally consulted. The Council will take a collective approach to consultation.  
This will ensure that consistency is applied through each phase. All employees who 
are in scope for that particular phase will be consulted, however, all employees will 
have opportunity to feedback on the consultation document.

5.0 Alternative Options
5.1 In accordance with the approved Programme Definition Document and the Digital 

Business Case, the Council is progressing the implementation of new technology 
which will support and enable the digital transformation of services. The programme 
seeks to maximise the benefits both for customers and the costs and efficiency of the 
Council’s operations. It requires change in how the Council operates. 

5.2 As an alternative, the Council could seek to deliver the benefits of the programme 
without moving to the new operational model.  This would lead to an approach based 
on the existing departmental organisational model.

5.3 The analysis which has informed the future operating model indicates that 
inefficiencies would remain in the business processes as there would be risk of 
repeat or duplicating of processes and roles rather than considering change on an 
organisational wide basis which unifies processes and practice. The benefits and 
savings enabled by the existing investment in technology would not be optimised.



5.4 Through an approach based on the existing departmental organisational model, cost 
reductions would more likely result in reductions in service as the scale of cost 
reductions through efficiencies could not be maximised. 

5.5 Proceeding on the basis of managing change within the existing departmental 
organisational model is not recommended. 

6.0 Links to Council Priorities
6.1 The Council Plan 2014-2019 states that “we are transforming the way we deliver 

services by maximising digital technology, putting customers at the heart of 
everything we do. Encouraging self-serve while ensuring that those who need more 
complex assistance receive it in a customer friendly way. Improve services, reflecting 
growing customer demand for a simpler way of doing business.”

7.0 Implications
Financial, Resources and Procurement
7.1 The financial implications are set out in the Business Case. These are made up of 

the indicative costs, funding, payback period and efficiency savings. A key 
characteristic of the initiative is that it is developmental. The detailed impacts on 
performance and resources will become clearer as work is undertaken and 
milestones are achieved. The actual funding and profiling of the requirements at this 
stage is indicative. Delegations to the Section 151 Officer are requested as part of 
the recommendations to re-profile the financials with the overall amounts set out. 
Regular updates will be provided to the Customer Connect Steering Group.

7.2 The financial implications are set out in the tables below:

Estimated Costs
2018/19 2019/20 Totals

£k £k £k

Existing Digital Budget 301 0 301

Proposed Additional Budget 1216 2331 3547

Sub Total 1517 2331 3848

Current CC Reserve (1301) (1301)

Net Additional Requirement 216 2331 2547

7.3 The level of costs are stated at the maximum likely. There may well be a variation 
between the years but the maximum estimate is likely to remain the same. It is 
proposed that these costs are met from existing reserves and capital receipts as 
appropriate. There is capacity to provide for this as set out in the Medium Term 
Financial Plan elsewhere on this meeting’s agenda. 

Estimated Savings
2018/19 2019/20 2020/21

£k £k £k

Salary Savings Cumulative 
Recurring  (43 FTE)

(361) (741) (1550)



7.4 Efficiency savings of £80k have already been delivered in 2017/18 and so the gross 
figure of annual recurring revenue savings is projected to reach £1.630m when fully 
implemented. This level of savings is the prudent level. Indications from other 
authorities’ experiences in the application of the model suggest that there is scope to 
increase this. This will be reviewed as the implementation proceeds.

7.5 Based on these assumptions the payback period is 2.5 years. The accumulated net 
savings over the 10 year period amount to circa £8m (after discounting for cash flow). 
Vacancies are being very carefully managed to ensure the benefits of natural leavers 
is captured and any redundancy costs are therefore reduced.

7.6 These assumptions have been included in the Medium Term Financial Plan further 
on, on this meeting’s agenda. This shows that deficits remain after the benefits for 
this are realised. The annual revenue deficits remaining total circa £600k to £2m by 
2023/24. Other work is ongoing as part of the Council’s Efficiency Plan to provide 
options for Council to consider to provide a balance position in future years. This 
amount does include £500k of growth at this stage.

7.7 External support was procured from Ignite consultants in 2017 to help develop a 
Blueprint for transformation of the Council 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. Further work was commissioned 
from Ignite via Bloom Procurement Services Ltd in May 2018 to review the business 
case for Customer Connect and to help shape the future implementation of Customer 
Connect. Bloom Procurement Services Ltd is the service provider for the North East 
Procurement Organisation’s (NEPO) framework agreement for Specialist 
Consultancy Services. The framework agreement is OJEU compliant and provides 
access to a wide range of specialist consultants. The Council has a good track record 
of using this procurement route successfully over the past three years. Approval is 
sought to procure additional consultancy support for the delivery of the Customer 
Connect Programme. The use of the NEPO framework is the recommended 
procurement route as this will allow a contract award to Bloom Procurement Services 
Ltd with Ignite as the sub-contractor as they have proprietary knowledge. This 
procurement route will comply with the Public Contracts Regulations 2015 and the 
Council’s Constitution, and will avoid a lengthy and costly EU tender process which 
could delay the delivery of the Customer Connect implementation.    

Human Resources
7.8 The new operating model means total business transformation and as such means 

our employees will work in very different ways.  The impact is high but a training plan 
will be developed to ensure that SLDC staff are competent in the new ways of 
working. Due to the fact that colleagues will be involved in service redesign will mean 
they have a good understanding of the new ways of working from the outset.  The 
new operating model will mean that existing roles no longer exist and employees 
invited to apply for roles within the new structure.  This will mean consultation, 
assessment and new terms and conditions of employment being applied.  

Legal
7.9 Providing the Council continues to provide those services that it is statutorily required 

to provide, it has the power to adopt any operating model that it considers 
appropriate.  The proposals contained in this report are intended to best secure 
delivery of the Council’s functions, both statutory and discretionary.

7.10 The procurement route proposed in this report is compliant with the Council’s legal 
obligations.



Health, Social, Economic and Environmental
7.11 The Social, Economic and Environmental Impact Assessment is attached at 

Appendix 2.

7.12 Summary of health, social, economic and environmental impacts:  The assessment 
focusses on the Council as an organisation and its people. Positive impacts are 
assessed for energy consumption, skills and training, and communication methods 
which improve access to services.  Both positive and negative impacts are assessed 
for employment as, whilst there will be a reduction in the number of full time 
equivalent employees, the remodelling of future job roles will provide enhanced 
employment roles in a digitally enabled customer focussed environment. Employees 
will gain relevant, modern and marketable competencies and skills.

7.13 With regard to the impact of the Council, 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. As a result 
the Council will continue and improve its impact on the social, economic and 
environmental wellbeing of the district.  

Equality and Diversity
7.14 Have you completed an Equality Impact Analysis? No     

7.15 Equality issues have been assessed against the digital work and as part of the 
development of the website. The change to a new model in respect of employees will 
be conducted in accordance with HR policies and our equalities scheme. As part of 
this element of the programme Equality Impact Assessments will be completed as 
part of the redesign of processes and activity before implementation into the new 
operating model.  Key stakeholders will be consulted on these developments as part 
of the consultation work package.

Risk
Risk Consequence Controls required
Lack of ownership of the 
programme

If the programme is not led 
by SMT then this could 
impact on new systems 
and processes not 
adopted by staff and 
customers.

The Chief Executive (CE) will 
personally lead the programme. It 
is a key priority in his personal 
performance appraisal and the 
council plan. It is also a regular 
feature of all CE staff briefings. The 
CE has set up interim leadership 
arrangements to support him in the 
implementation of the programme.

The Programme does 
not achieve the savings 
set out in the Business 
Case

The savings set out in the 
MTFP will not be achieved 
by the Customer Connect 
Programme and will 
require other methods to 
find savings.

Working with our partner Ignite who 
will provide regular reviewing and 
monitoring of the programme and 
work with us to manage mitigations 
if not met based on the benefits as 
set out in the Business Case.

Loss of key staff in key 
project roles

Understanding of the 
Future Operating Model 
causes concern for key 
people involved in the 
programme, resulting in 
staff leaving at critical 

It is likely that staff will either leave 
the organisation or move into new 
roles as the programme is rolled 
out. As this is expected the 
programme is planning now for 
knowledge to be shared across the 



Risk Consequence Controls required
times and causing delays 
in implementation.

implementation teams to support 
the movement of staff into key 
roles.

Key messages will also be 
communicated and understood 
across the council with an effective 
pre-agreed process for recruiting to 
key roles which support the 
programme.

Skill shortage Lack of skills may result in 
the programme being 
inappropriate, staff 
unavailable at key times, 
programme deadlines slip 
and outcomes of 
the programme are not 
achieved and the benefits 
not realised.

There is a significant element of 
budget set out in the business case 
for dedicated training for staff. This 
will be for both staff in key roles in 
the implementation of the 
programme and for those staff 
moving into new roles as the model 
is rolled out. 

Level of service 
performance drops 
during implementation 

There is reputational 
damage to the council  

Interim arrangements to manage 
business as usual work as well as 
change management have been 
put in place along with transition 
planning to get the organisation 
from its current sate into the new 
ways of working.

Contact Officers
Simon McVey, Assistant Director & Senior Responsible Owner, Performance and 
Innovation, s.mcvey@southlakeland.gov.uk. Claire Gould, Partnerships and Organisational 
Development Manager and Programme Manager, c.gould@southlakeland.gov.uk. Shelagh 
McGregor, Assistant Director Resources and Chief Finance Officer, 
s.mcgregor@southlakeland.gov.uk. 
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