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1. Executive Summary and Time Line of Activity
In 2016 the Council agreed to a transformational programme of digital and operational reform. It set up a
programme with 3 work streams: People, Place and Digital, as a result it has totally transformed the way in
which the Council conducts its business today. The key benefits achieved are summarised below and addressed
in detail in the body of the report.

People
The implementation of a new operating model with activity centred around the customer
Modern Customer Strategy and demand plan
Unique role descriptions reduced from 200 to 35 across the council
Savings achieved of 850k in year one and from year 2, £1.55 million ongoing
Removal of silo working
Job families set up; Customer Service, Case Management, Locality and Specialist
Putting the customer at the heart of everything we do
Customers dealt with at the first point of contact (were possible)
New Personal Qualities framework for staff based on values and behaviours
Agile techniques for managing projects
Opportunities for staff to progress through the model
Smart working facilitated smooth switch to virtual working during Covid-19 with little or no loss of
service standard
Many examples of improved team working, including council-leading performance on processing
of Covid business grants
Lots of virtual, two-way communications to ensure employees were well informed during
unprecedented times
Regular employee surveys to measure engagement levels – with encouraging results, 79% of staff
say they are satisfied with smart working arrangements
Significant investment in employee development in all areas
New, user-friendly employee appraisal programme – ‘Your Conversation’ – successfully launched
A plan to continually transition and improve
Time for staff to deal with more complex customers
Flexible ways of working to enable staff to better support and deliver
In total 29,800 Covid grant applications processed and £115 million of grants paid out
Labour turnover is at its lowest at 8.89% in 20/21, down from 15.65% in 19/20
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Place
The upgrade of accommodation in support of new ways of working for staff and Members
Opportunities to share space with partner organisations
More accessible reception and modern facilities for customer to do business
More than 600m2 of office space created to support Small, Medium Enterprises in South Lakeland
House
200m2 additional letting space created in Kendal Town Hall for community use

Digital
The procurement and implementation of a new digital platform
Implementation of paperless billing for Council Tax
Access to services 24/7 via a streamlined website that is accessible to do business
Automatically keep customers up to date with their online requests for service
Reduce email and phone demand from customers
Circa 8,500 My Accounts in use
Ability to deal with the pandemic quickly by automated grant applications for businesses
customers
Implementation of Member laptops and digital technology so Members can connect more
effectively
57 virtual committee meetings successfully held in 20/21
Use information to better inform service delivery
Top 5% of best performing websites in the UK
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Work still to be achieved
People
Continue to embed the new culture via Purpose, Values and Behaviours Workshops for all staff
Delivery of training plan arising from Investing in Your Skills work
Leadership development programme for all SLDC people managers
Further customer service specific training for customer facing employees
Introduction of early career apprentices to the new way of working, and using the
apprenticeship levy to train internal staff
Support the introduction of business partnering
Place
Complete the building work in South Lakeland House to provide opportunities for partner
organisations to share premises
Digital
Continue to reduce customer demand via more online forms
Improve dashboards and enhanced reporting to track service requests
Enhance GIS so requests are allocated on maps
Integrate with Information @ work
Deliver new Development Management System
Continue to increase the take up of My Account
Improve mobile working solutions
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2. Purpose of this Document
The purpose of this document is to look back at what has been achieved since the inception of the Customer
Connect Programme Definition document in July 2016 up to July 2021.
This will cover key aspects of:
What the programme set out to achieve
What the outcomes and benefits look like so far?
What still needs to be done?
How we need to deliver and move forward
What is the timeframe?

3. Background
In October 2014 the Cabinet approved a Customer Contact Strategy for 2014 to 2017 setting out the guiding
principles which shaped the way the council would interact with customers. Managers who had direct or
indirect contact with the public in their role of delivering services and or handling transactions would see the
greatest impact and it would be particularly important for those involved in planning, decision-making, and
supporting customer access.
Central Government were also encouraging local government to embrace digital delivery. In the Chancellor’s
Spending Review speech in November 2015, the words ‘digital’ and ‘technology’ were used 58 times and 34
times respectively. Digital technology and the transformation it facilitates make services cheaper, more
efficient and accessible. The Government was investing £450m in its Government Digital Service to create
common platforms across national departments.
Officers investigated the potential to buy a new software platform to support digital development. The
procurement process included a series of discussion sessions (competitive dialogue) between suppliers and
staff from key services at both councils (Eden and South Lakeland as a joint partnership approach). A joint
Digital Innovation Board was set up and managed the procurement and implementation. The aim was to fully
automate all transactions through our website including, Housing Benefits, Council and Business Tax payments
and discounts, refuse collection and recycling requests. The procurement and implementation of the new
Development Management System covering Planning, Planning Policy, Building Control, Land Charges and CIL
and integrate with the digital platform (My Account). The new system would be future-proofed and flexible so
it could be easily adapted to any future changes in technology and processes and provide excellent self-service
access for customers.
Once there was understanding of the potential system it was agreed that implementing a digital platform alone
would achieve significant efficiencies and improve customer service, however to fully realise all the benefits
this could bring there was an opportunity to develop a programme that embraced not only new ways of
working but remodelling the council around the needs of the customer.
Staff and Members visited other councils who had transformed their organisations to deliver new ways of
working centred on the customer. When they reported back it inspired the creation of the Programme
Definition Document, which was approved in July 2016 at the first Customer Connect Board meeting setting
out the governance, set up and deliverables over a four year term. The key elements of the programme were
centred on Digital, People and Place and a business case for each was agreed at Cabinet.
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4. What the Programme set out to achieve
The Vision
In the 2015/16 Council Plan it stated that through our Customer Contact Strategy we would embrace new
technology to improve access to services for our customers. The vision being:
To improve the lives of our residents 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 a set of guiding principles on which it would be delivered:
1. Fully understanding what our customers require
2. Maximise the use of digital channels
3. Empower customers to self-serve
4. Support access and independence
5. Deliver services in a streamlined way
6. The customer channel of choice is accessible
The scope of the programme needed to be based on the delivery of organisational transformation more than
service improvement and therefore necessary to understand the difference between the two.
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
mgt.
Benefits:
• Remove Waste
• Reduce paper
• Increase automation
• Digitise end to end
• Remove unnecessary approval processes
• Improve access

Organisational Transformation Design
Principles
• Remodel around customer outcomes,
maximise self-service, leave specialists to
focus on complex/ vulnerable
• Data mgt. 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

Digital
The first step was to procure the digital platform for both councils along with contracts signed and plans for
implementation agreed. As part of this process it was identified that a GIS system would need to be sourced
separately and implemented across both councils.
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From 1st July 2016 mapping of current activity of those front line services going through the implementation in
the first two years commenced. This was to be supported by a customer portal so the customer could access
and transact with the council via a ‘MyAccount’ an online personal account that showed what business that
customer was doing with the council. This would be supported by a website that was available for customers to
self-serve and interact with council services.
The major dependency for this project was a clear understanding of the business requirements in order to
avoid technology ‘leading’ the programme. Links to the Information Governance work stream would support
joined up service provision and bring about business transformation.
People
The People project would work in parallel to the digital rollout. There were two key areas addressed by this
programme; staff and Members. It was important to understand the skills and competencies needed by both
for the future.
•

Staff

The structure of the organisation would change, people would work differently as a number of back office
processes would potentially be removed in favour of automated processes. This meant staff would have time
to deal with more complex customer needs.
The wellbeing of staff and Members was to be an intrinsic part of the culture and behaviours work. Ensuring we
looked after our most important resource.
‘Time for staff to deal with more complex customers’
The programme would use the Council’s Personal Qualities Framework to shape the values, behaviours and
expected performance standards of staff in order to embed the new ways of working. There were six key
components of the framework and each one was made up of three levels depending on responsibility and
grade.
The Employer Package would develop a strong employer brand and competitive package to attract new staff
and keep employees with the right skills and behaviours.
‘Look after our most important resource – our staff’

Improvement to the staff offer would be secured through Learning and Development programmes, Focus
Groups / Engagement, Staff Survey, HR interventions, Smart working and Secondments. Talent Development
through Performance Appraisals, recommendations for talent spotting, Management Development
programmes, Leadership Development programmes, Coaching / mentoring activities, and Networking Groups.
Career Progression Roles at that time were few with little “true” career progression within the establishment
structure. Some roles were seen as possible “stepping stones” towards career progression but typically 2 or
more grades adrift and therefore not able to move directly into such promotion roles without significant
personal and career development.
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•

Members

Developing and implementing a staged approach to the rollout of their individual technology requirements so
that Members could do business more effectively with the council.
‘Roll out digital technology so councillors can connect more effectively’
Place shaping – working locally with communities, based on intelligence gathered from service requests.
Looking at how our demand management shifts from providing responsive services to local issues to enabling
action in partnership with local communities including town and parish councils.
•

Organisation - Services wrapped around the customer (Customer centric)

The Future Model idea was a customer and citizen centric service delivery operating model that had been
developed by local government for local government (source: Ignite) to provide a new way of managing service
demand, providing sustainable long term solutions that benefit customers, staff and the community at large.

‘Putting the customer at the heart of everything we do’
It provided an internal framework for how the council would organise itself. The diagram below sets out where
the work would be undertaken.

Using the Future Model would re-focus the organisation around the customer through:
A redesigned organisational model that completely reconfigured the way the organisation worked, eliminating
traditional silos, unlocking capacity and genuinely putting the customer first.
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Re-designed business processes and customer journeys that would be as efficient as possible, delivering the
best possible customer experience for both internal and external customers with more opportunities to selfserve in key areas - such as enquiries, reporting, making applications, and booking and paying for services. The
diagram below shows what the model would deliver for both staff and customer.
‘Flexible ways of working to enable staff to better support and deliver’

A new technology platform that would provide end to end integration between a Customer Portal (My
Account); Customer Contact Manager; Enterprise Geographical Information System; Electronic Document
Management; Workflow; Mobile solutions; and back office applications – all enabling smoother, shorter
processes, self-serve and more efficient ways of working. Customers would not be handled by multiple services
around the council and insight and intelligence would be shared to provide ‘a single view of the customer’.
Aligned to this would be staff ways of working and a culture that develops through the introduction of more
flexible ways of working, resulting in liberated staff with greater autonomy to support customers and the
opportunity to develop their skills.
The future operating model (FOM) provided a model of how the council would deliver services to customers
and how the customer would interact with the council. It provided the rationale for how work would be
undertaken and what types of roles were required to deliver the work.
•

Customer data

Data was collected from our customers through service requests into our contact centre and through our web
site but we could not say which services they referred to. We could only quantify the number of calls received,
number of face to face visits and number of complaints.
‘Use information to better inform service delivery’
This information was not helpful in making business decisions and did not help us to understand the customer
journey or demand for service. The Information Governance work stream would manage data about customers
that would be shared once across services thus reducing duplication of work.
Place:
The Places Project would also be rolled out in parallel to the other two projects. There would be a significant
improvement in our mobile working solutions for staff and how they operate within the council.
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‘Ensure our buildings and assets best support our customers and services’
There was also a need to review our assets. Identifying the best solutions to deliver services locally and looking
at our requirements based on our future state.
Modernising office space was a key component of this work with opportunities for hot desking and renting out
space to partner organisations with shared function spaces to collaborate.

5. Readiness for change in 2016
In May 2016 the senior management team (SMT) and key staff responsible for the delivery of the programme
engaged in some work with the Consultant IESE to develop the conversation about how we could re-shape the
authority, what appetite for change we had and what were the key factors to achieve delivery. Overall it was
agreed that the council was well-run but there was an opportunity for major transformational change which
could deliver significant benefits.
The group agreed that Leadership was important to achieve the change and therefore the Customer Connect
Programme Board would need to ensure messages were clear and prompt. Ensuring staff had the capacity to
deliver the programme was also essential and the programme plan needed to map out all the necessary roles
needed across all the projects so any gaps could be identified and addressed. The programme would also be
backed up with financial support to build capacity in teams were necessary.
The Customer Connect Programme Board agreed a narrative for the overall programme. These would be
measured as the key output for the programme:
Save a minimum of £850,000 (year on year)
Have fewer roles in the organisation
A new structure with clearly defined roles (a need to reinvent roles)
New Express Solution Builder (ESB) Agile digital platform with opportunities for Members, staff and customers
to improve service delivery
New opportunities for those who want it, an exciting place to work with a strong brand
Upskilled staff and Members, demonstrating the right behaviours (as set out in the Personal Qualities
Framework)
The outputs would deliver outcomes and subsequently benefits. The POTI diagram sets out the key
programme outcomes to be achieved in Appendix 1 of this report.
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6. What the Outcomes and Benefits look like so far
Programme Benefits
At the commencement of the programme, end benefits were identified based on the four programme benefit
drivers:

Internal Remodelling

An enhanced employer profile

Internal Remodelling

Increased employee satisfaction

Internal Remodelling

Fewer job roles

Internal Remodelling

Increased health & wellbeing for staff

Internal Remodelling

Increased locality & mobile working for staff

Internal Remodelling

A highly skilled and adaptive workforce

Tech Improvement

Reduction in printing costs

Process Improvement

Reduce and rationalise the number of processes

Tech Improvement

Reduction in the number of back office systems

Customer Self-Serve

Increase access to services via digital self-serve

Customer Enabling

Reduce requests for service from the customer

Each end benefit had a set of measures to demonstrate what had been achieved either quantitatively or
qualitatively. The following pages describe in both words and charts what has been achieved to date.
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Governance – Tools and Techniques to support agile ways of working
The Programme set up a comprehensive set of controls to manage the programme. There was an agreed
budget of £8.785m (based on 3 business cases for digital, people and place) to deliver the programme and 25
key staff were involved in managing the 3 projects and multiple work streams with in them.
There was a Programme Office set up with a dedicated Programme Manager and Programme support roles to
manage the day to day complexity of the programme. The Office managed and reported on the following
controls:
•
•
•
•
•
•
•
•

Business Case and Programme Plan
Monitoring & Control Strategy
Issue Resolution Change Control Strategy
Risks & Issues Log
Dependency log
Design Authority Tracker
Regular Reporting via:
Highlight reports to CC weekly Board, External Assurance & Steering Group,
Portfolio Reports and 121 meetings with Portfolio Holders,
Quarterly reports through Performance to Scrutiny, Cabinet and Council
Quarterly reports to Audit Committee,
Reports to HR Committee
Responding to annual Internal Audits

A Design Authority was set up with the Director of Strategy, Innovation and Resources accountable for making
key decisions relating to the design of the programme. The Design Authority was and still is responsible for
ensuring that the consequences of any design decisions are understood. The Design Authority maintains a
consistent, coherent and complete perspective of the programme design, defining the programme critical
interfaces, such that business operations can be changed and benefits secured in a coordinated manner across
the organisation. Staff were allocated roles and were trained to use a RAPID process to present
recommendations to the design authority to get decisions made quickly.
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Both the design authority and the RAPID process is used for making decision today and is part of the business
as usual way of working. This allows functional and operational leads to get decisions made (even if in
principle) and implemented in an agile way E.g. tweaks to the staff structure to improve customer service.
Agile processes
Service Redesign and Scrum
The service re-design was about the enhancement of existing and delivery of new capabilities to improve the
service and experience delivered to customers and staff. To achieve this, service re-design had these primary
aims:
•

to eliminate (or stop) processes that do not add value to the organisation or its customers,

•

to simplify processes as much as possible to give a good customer experience for customers and staff,

•

to standardise processes where possible, to speed up the build of new technology and provide a
consistent experience for customers and staff,

•

to automate any steps and stages in processes that remove manual effort

To ensure the team always have the customer at the forefront when redesigning a process the team referred
to the design principles (see Appendix 2 of this report) most aligned to that process. The team also utilised
customer personas to understand and empathise with the customer in order to design a process to meets their
needs. Existing customer journeys were being used to ensure the overall customer experience is enhanced.
A service redesign manager and six business analysts were recruited to the service redesign team the majority
recruited on a secondment from various departments across SLDC. They were trained and developed in agile
techniques and process reengineering which benefited the organisation in the on-going implementation of
SCRUM work. The team produced documentation for a number of redesigned processes, for services including;
legal, procurement, street scene, planning and housing. Digital Development offices were also recruited and
joined the scrum to support the development of ESB.
As part of this approach, the agile methodology Scrum was adopted. Scrum is an agile framework for
developing, delivering and sustaining complex products. One of the benefits of adopting a scrum approach is it
allows for effective collaboration across an organisation.
In October 2019 two scrums were set up to improve the website and build customer transactions.
1. Customer Contact Scrum
The customer contact scrum was initially focused on developing the website, ensuring it was functionally able
to meet the demands of the customer, that content was useful and up-to-date and that government
accessibility requirements were being met to help us achieve the ‘Customer Connect’ channel shift objective.
Our Siteimprove scores put us in the top 5% of websites in the UK. Siteimprove measures the performance of
our website and in all aspects we are well ahead of the benchmark scores for UK government websites.
-

Overall Assurance (are we maintaining recognised best practise, specifically by its performance in four
subcategories: Content Quality, Content Freshness, User Experience, and Security) Our score: 96.8%
against the Government Benchmark of 79.3%
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-

Accessibility (Measures our sites performance in relation to the WCAG accessibility that we are
expected to meet by government legislation. Our score: 92.6% against the Government Benchmark of
86.9%

-

Search Engine Optimisation (is a measure of how well the user-facing and technical aspects of our site
and ultimately, higher rankings on Google and other search engines. Our score: 92.7% against the
Government Benchmark of 84.0%

-

Digital Certainty Index (Brings everything above together) Our score: 94.0% against the Government
Benchmark of 82.7%.
‘Top 5% of best performing websites in the UK’

Because we are early adopters of best web development practice, actively networking with organisations like
Local Gov Digital and Government Digital services, we are now working with other Councils such as Cumbria
County Council and Eden District Council sharing our ideas and innovations. We’re confident that our site can
‘hold its own’ amongst the best government sites in the UK. We are also looking outside the organisation with
Drupal (a free and open-source web content management framework) and Government Digital Services to
continually improve our customer experience.
This scrum has now expanded and has responsibility for supporting the development of all other channels used
by the customer, including the new telephony system, social media, email and face to face enquiries. As a
constant this scrum sits alongside the updated Customer Strategy and Channel Shift Plan, supporting ways of
moving customers to more self-serve. Further benefits that this scrum has provided are:
•

User ‘Top 10’ testing - We have adopted and developed a system for doing user research, that is
realistic and cost effective for the resource we have available. We call it our ‘Top 10’ testing strategy.
On the basis that 80% of customers mostly use only 20% of the website, we focus our research activity
around those popular web pages (like bins information, Council Tax, car parking) rather than taking a
broad brush approach. We ask customers (to keep the ball rolling in the pandemic volunteer staff) to
complete common website tasks, we look at what they do and learn from what we see. This gives us an
insight in to how people navigate through the site, the problems they find, so we can fix web pages so
they’re easier for customers to use.

•

In 2019 regular engagement sessions were organised by the scrum teams to gain feedback on the
development of new online forms and changes to web content. Drop-in sessions were run in the
reception of South Lakeland House and Kendal Library, while officers also attended Age UK Digital Drop
events to test the output of the scrums. Since the pandemic we have a user group of staff who virtually
perform tasks under supervision. This informs the team in how to reconfigure pages so easy access to
information is provided and improve form content and usability so it matches with our web content
standards and experience. This also provides us with a wealth of information about user journeys
which will be used every time we implement more online forms.

•

Improved site search - Our new search bar has revolutionised the way customers search and find
information they need. You can ask it questions, spell things wrongly, search on our site or Cumbria
County Council’s site. This has had an impact on capacity issues because customers can find what they
need more easily, they don’t need to phone and ask. It’s also improved the quality and reduced the
amount of content we need to maintain, for example we can remove all information on our site about
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services that CCC deliver. An additional spin off is that our staff can more easily find information they
need to help customers
•

Reporting Trends - We have been looking at how we develop strategic data that helps the management
team understand our progress towards channel shift and to inform decisions about how best to
support channel shift. Things we have done include:

-

Developed a monthly channel shift and web performance report, that is presented to the senior
specialist leadership team

-

Used new technologies, like ‘Google Data Studio’ to make data easier to collate, present and
understand

-

Begun to create an awareness and understanding of the importance and advantages of using data and
evidence to drive planning and initiatives

-

Started work to develop a ‘data warehouse’. By collating our business data and holding it one place we
believe we can enhance our business intelligence, save time and improve the quality and consistency of
our data. This is a longer term, but foundational project.

-

We have applied learning from the development and implementation of sustainable access to council
services through the pandemic to continuous service development.

•

New ways of working – the scrum team have developed relationships and a rhythm of working
together which now allows for more speedy improvement to the channels.

•

Website Hosting - All website content migrated to a new Content Management system, hosted by the
supplier replacing previous systems and hosting arrangements.

•

Web editing model - To fit in with the new operating structure and to optimise our limited web
resources we had to re-think how who ‘owns’ web content and who edits we content. We came up
with and implemented our new ‘web editing model’, which is working well

•

Website development to Reducing Customer Demand - We want customers to find the information
they need and complete the tasks they need to do easily, so that digital becomes the channel of choice
for interacting with SLDC. Thing we have done include:

-

Ensuring that all web content and technical developments are based on an evidenced research and
understanding of customer needs - we use data and research to understand customer needs and learn
from customer feedback

-

Keeping web content useful and up to date - working towards a culture in SLDC where specialists
understand customer needs and tailor information to meet them

-

Ensuring we meet requirements of new accessibility legislation for government websites - websites
that meet accessibility standards are easy to use and easier to search

-

Having an emphasis on planning. So that our website plan and channel shift plan are nested with the
Council Plan and the Customer Strategy. The actions from these plans are used to develop the
workload of the scrum - so we know the work we’re doing is evidenced, has relevance and is helping to
achieve the strategic aims of SLDC
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-

Focus on making the site work well on mobile phones - approaching two thirds of customers use
mobile phones to look at our site

-

Reducing pressure on CSAs - The increased customer demand during the pandemic for information
about or to report service delivery issues, like missed green bins, lead us to look at different ways to
reduce pressure on our CSA team. One example of this was to rewrite our online ‘Contact us’
information, encouraging customers towards online forms another was to put information about
known missed bin incidents live on the site, to reassure customers that we were already aware of and
dealing with an issue. A number of back office email addresses were removed from this landing page so
that all requests can be logged with a reference number and tracked back. The benefit being a
Customer Service Advisor can easily find the customers issue on the system if there is a need to make
contact.

Customer Trend Data
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There were, 150,000 to 170,000 page views of the website per month over the last few months. We had 40,500
users. Bin collection calendars continued to be the busiest page with 8,031 page views. In July we had 3,781
online transactions.
We have monthly customer web feedback comments submitted through ESB and this gives us detailed
information on web pages. We now work with the service teams to address any poor comments.
The content customers are most interested in:
•
•
•
•
•
•
•

Bin collection calendar and bins and recycling content My Southlakeland
Planning – search for a planning application
Pay online
Parking information (there is a significant rise in activity around parking information on the site)
Business support grants
My Southlakeland, Pay and Apply
Council tax and housing benefit

The way people are using our site:
•
•

Two thirds of customers, 66%, used mobile devices to look at our website
Organic search, Safari, Google or other search engines, continues to be the main way people find
content on the site – 70% of site visits.

The period January to April 2021 is when the reception was closed due to the pandemic. Since reopening the
reception has relocated to Kendal Town Hall on the high street. With this central location it has attracted a
range of enquiries many of which are not related to the council. There are more Cumbria County Council and
visitor type requests that we did not get before the move and the team are erecting signage to help customers.
Customer Compliments
We receive a number of compliments from customers about services we deliver and some of those reflect how
Customer Connect has helped them, these are some of the comments below:
Recycling box - “It arrived today, very promptly and I just wanted to say, thank you very much for the great
service. It was quicker than expected, was quick and easy to order online too. Well done to anyone involved”
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“Thank you to the business grants team for processing their application quickly during the Covid-19 crisis”
“Thank you for quickly processing the business support grant”
Via ESB - “Thank you for quick service dealing with fallen tree”
2. Customer Transactions Scrum
This focused on customer transactions to enable the development of My Account. In May 2020 the customer
account functionality (My Account) was enabled and five transactions were released. These transactions
provided the customer with updates on their service requests and a digitised back office process that allowed
all staff involved in the process the ability to input and have sight of updates on the case. During that period
there was no formal launch of this functionality as we wanted to see how it performed with a small number of
customers and we wanted to develop the functionality to allow customers to access their Council Tax and
Business Rate accounts.
In that time the scrum tackled processes which have been categorised as either a ‘report’ or ‘apply’ type. The
majority of these processes are high volume, low complexity and cover a number of our street scene and
enforcement services. Currently there are 24 redesigned processes live and accessible to the customer through
the website or over the phone with the support of CSAs. The benefit to the customer is that they can self-serve
at a time of their choosing, whilst the organisation benefits from an improved level of efficiency as the process
is digitised and accessible to all staff who need to input.
The scrum has also designed 11 data collection forms for CSAs to capture information for services such as
planning, licensing, building control and finance. These forms don’t provide a digitised back office but they
provide a benefit to the organisation by allowing CSAs to take ownership of the call. They also ensure we
collect the information from the customer that the services needs to begin processing their request, reducing
the need to go back to the customer and ask them for basic information.
The transactions scrum has also started to develop the ability for customers to make an online payment, as
part of a digitised form. The first form with this functionality went live in April 2021 and allowed customers to
apply and pay for their parking permit online. Going forward this integration will allow services the opportunity
to offer an online payment option for applications, which will provide an improved efficiency to the way the
organisation takes payments.
Forms for Revenues and Benefits
In March 2021 our customer account (My Account) was integrated with the Capita Revenue and Benefits
system, which allowed customer to sign up for a My Account and then link their council tax, business rates or
landlord account and sign up for services including e-billing. The Capita product provides additional self service
capability for revenue and benefits processes. The project is developing these forms and working with a target
date of September for going live. The forms include:
•
•
•
•

Discount and exemption form
Benefit Claim Form
Change of circumstances
Discretionary housing payment
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Usage of the current forms is show below:

In March 2021 there was a formal launch of My Account. A ‘do it online’ social media campaign was
implemented and a competition was launched to encourage people to sign up. There are 8288 accounts
currently set up (as of end August) See the chart below for progress of My Account sign-ups:

‘Circa 8500 My Accounts have been set up’
Response to COVID
Of all the benfits these scrums have provided, the biggest and most unexpected benefit was the ability to
respond to the pandemic. The customer contact scrum ensured content on the website was up to date with
the latest government guidance, whilst the customer transactions scrum designed and built 11 online
processes for the various small business grant applications, the discretionary business grant schemes and the
test and trace self-isolation payment.
The decision to utilise ESB to build these applications forms also allowed the transactions team to monitor the
impact of high demand on the system. The first small business grant online application form was launched in
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March 2020 and completed over 6,000 times by customers, with over 2,000 received in the first two days. The
system withstood this demand and has continued to do so with every other COVID application form alongside
business as usual online activity. The design and functionality of the application forms improved each time,
allowing us to look up customer details and validate them against previous applications. This meant we
reduced the need for customers to resubmit their business details for each new government scheme and we
could check and validate bank details quickly to ensure payments were made quickly and correctly. Using what
we had learns from the early application process we were able to develop the ESB test and trace self-isolation
payment applications quickly.
‘In total 29,800 Covid grant applications processed and £115 million of grants paid out ’
The forms allowed South Lakeland (and Eden) to distribute grant money quickly with businesses paid much
earlier than other authorities. The status of applications could be checked by CSAs and those staff working in
the temporary grant administration team. This meant customers who had queries about their application could
be updated easily, easing their concerns.
People
•

New Operating Model

The programme commissioned Ignite Consultants to support the implementation of the operating model. A
number of consultants worked alongside the work stream leads to support their development and learning and
guide them through the different elements of the programme that needed to be delivered. This support also
included support for those staff accountable for the programme.
The programme plan directed that the model was to be delivered in two phases. The first phase started with
the changes to leadership and management, which were required to implement the model and new ways of
working. The new structure, agreed in October 2018, delivered leadership, management and supervision across
the council by simplifying the organisational structure and embedding matrix management of functional and
operational components. Key specialist knowledge was in scope, with Functional and Specialist leads
appointed.
a. Phase 1 - Strategy, Innovation & Resources
The remaining activity in scope during phase 1 comprised of the functions that now make up the Strategy,
Innovation and Resource Directorate. Strategic activities, which were previous dispersed throughout the
council’s existing structures, were centralised creating a stronger ‘corporate core’. This ‘core’ provides support
to members to deliver their ambitions for South Lakeland and provides the evidence-based strategic
framework which drives all council activity.
Fundamental changes were also needed to implement the delivery of Support Services (excluding Information
Technology). This included;
•
•
•

the 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,
the capture of information 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,
the requirement for managers and staff to self-serve for simpler support service enquiries and activities
with support embedded into the council’s intranet,
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•

the introduction of generalist business partners from Support Services for teams across the council to
better direct support activity for these customers,

With regards to information technology it was agreed that due to the Shared IT Service arrangements with
Eden DC this service would be out of scope of change to its arrangement and structure yet become a
commissioned business partner as part of the support services to the new model.
b. Phase 2 – Customer and Commercial Services
Phase two of the programme time line was the delivery of the components of the model which made up
universal customer contact and direct delivery.
Customer & Locality Services - at the core of universal customer contact are Customer and Locality Services.
Significant changes were needed to realise the savings and ensure the functioning of these services. The
activity 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”,
improved integrated advice, workflow and data to drive customer service efficiency and effectiveness in
leaner processes.

Case Management - another key component of universal customer contact, requiring significant changes to
realise the savings and benefits identified by the programme. Case Management is delivered by:
•
•
•
•
•
•

centralising all case management 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
more effective operational management to drive the performance of the case management team.

Specialist Services - Components of the new ways of working that 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 multidisciplined 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.

Since the delivery of the phases some further tweaks have been made as we understand the model in
operation. Using Agile principles changes were agreed by the Design Authority through a number of RAPID
sessions. Strategy Innovation and Commission merged to one team and Specialist and Case Management were
split across two Operational Leads allowing for more efficient operational management of customer journeys
through the Case Management and Specialist job families.
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•

Cost Savings and meeting the costs of change

The People Business case set out a reduction of FTEs by 10%. This was based on the activity mapped from the
current operating model to the new. As a result of transition to the new operating model the number of FTEs
has 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 were based on the benefit drivers being applied to the existing
services and their mapping of activities to the new operating model.
To deliver this scale of change, there was a need for a range of internal and external expertise to support the
successful implementation of the operating model and technology solution. An initial assessment is described
in the table below.
To support the significant change envisaged, there were a number of implementation costs which are also
described below. These included implementation, external partner, redundancy and digital costs totalling
£3.848m. These were essential to delivering a new operating model to support the annual savings of £1.55m
which results in payback over 2.5 years.
The figures were include in the Medium Term Financial Plan. The costs were met from capital receipts and
existing reserves. The net gain from this project totals circa £8m over a ten year period (including the effect of
discounting the cash flow).
People Business Case summary
Title

Investment

Description

Interim South
Lakeland District
Council resource

£757k

•
•
•

External Change and
Implementation
expertise

£520k

•
•

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
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
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•
•
•

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
HR, change and communications support to ensure the
change processes are implemented and the workforce is
supported through the change
Training and development to transition to new ways of
working and to support the adoption of new technology
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.
To support the requirement of additional IT hardware
such as additional devices to support locality working

Functional support

£200k

•

Training

£190k

•

Technology

£440k

•

Hardware /
infrastructure

£150k

•

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

As the programme was delivered in phases the following table shows when those savings would be released.
Phase of the programme

Financial saving in
Year 2018/19

Financial saving in
Year 2019/20

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

During the implementation of Customer Connect there were also changes in the national local government pay
and grading structure and pension contributions, which need to be stripped out of the salary changes figures,
and staffing changes outside the Customer Connect programme (including temporary staff relating to Covid19). In addition, the majority of pay grades cover 4 to 5 individual pay points, with annual progression until the
top of scale is reached. This annual progression cannot be stripped out of the savings as the impact is
dependent upon who is appointed to each role and whether they are already at top of scale or joining at the
bottom of scale. Therefore the range of salary savings can only be expressed as a range. The overall salary
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savings, at 2021/22 costs, are between £1.587m and £1.686m. Basic salaries have increased by 2.68% between
2018/19 and 2021/22 so the salary savings, at 2018/19 prices, arising from the Customer Connect programme
are between £1.545m and £1.643m depending on assumptions made about position on pay scales.
PAY
GRADE

MINIMUM
SALARY

MAXIMUM
SALARY

NEW

OLD

TOTAL
CHANGE

FTE
FTE
FTE
APPR
8,778
15,819
5.00
6.00
-1.00
C
18,092
19,562
14.01
15.10
-1.09
D
19,562
20,743
83.53
91.95
-8.42
E
21,153
22,433
43.64
75.52
-31.88
F
22,877
24,491
58.20
46.53
11.67
G
24,982
27,041
55.75
76.16
-20.41
H
27,741
30,451
33.15
18.50
14.65
I
30,451
32,910
11.00
25.60
-14.60
J
33,782
36,922
38.04
31.90
6.14
K
36,922
39,880
18.81
22.00
-3.19
L
40,876
43,857
5.00
2.00
3.00
M
44,863
47,853
0.00
7.00
-7.00
N
48,854
51,883
7.89
3.00
4.89
O
52,877
56,172
3.00
0.00
3.00
Q
60,449
63,015
0.00
4.00
-4.00
D1
80,978
80,978
2.00
2.00
0.00
CEO1
107,448
114,485
1.00
1.00
0.00
Total
380.03 428.26
-48.23
Less non-Customer Connect salary adjustments
So savings assumed to be due to Customer Connect are between
Basic salaries have increased by 2.68% between 2018/19 and 2021/22

COST
2021/22
BOTTOM
OF SCALE
£
10,542
19,969
24,981
27,111
29,419
32,238
35,933
39,561
44,021
48,225
53,520
58,858
64,203
69,589
79,728
107,217
142,660

SAVING BOTTOM OF
SCALE
£
-10,542
-21,750
-210,225
-864,328
343,185
-657,917
526,460
-577,598
270,313
-153,800
160,560
-412,008
314,075
208,768
-318,913
0
0
-1,403,721
183,113
-1,586,835

COST
2021/22
TOP OF
SCALE
£
19,969
24,981
26,562
28,825
31,581
34,995
39,561
42,854
48,225
52,187
57,512
62,862
68,258
74,002
83,164
107,217
152,082

- 1,545,460

So the savings, at 2018/19 prices, are between
Depending on assumptions made about position on pay scales

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 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

Total Costs

£301k

£1,517k

£2,331k
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£3,848

SAVING
TOP OF
SCALE
£
-19,969
-27,209
-223,528
-918,972
368,405
-714,180
579,629
-625,666
296,131
-166,433
172,535
-440,034
333,911
222,006
-332,657
0
0
-1,496,032
190,583
-1,686,615

- 1,642,63

Digital Business Case Summary
One off Implementation costs
Implementation support

£111,000

Third Party Connectors

£116,000

SLDC Implementation costs

£479,000

Contingency

£55,500

Per Annum

£761,500

Recurring Costs (calculated over 12 years)
Licence Costs for Core Software

£443,400

Link to data centres

£156,000

Third Party Connectors

£195,000

£794,400

£66,200

Benefits (calculated over 12 years)
Decommissioned Systems

-£713,600

-£59,467

Non – staff savings

-£475,226

-£39,602

Staff savings

-£651,317

NET TOTAL

-£1,840,143

-£54,276

-£284,243

AVERAGE ANNUAL SAVINGS OVER 12 YEARS

£87,145

RETURN ON INVESTMENT

8.74 YEARS

The Places element of the programme was approved in principle in February 2019 and included in the Capital
Programme in February 2020 at £4.737m spread over 2020/21 and 2021/22. Due to Covid-19 there were
delays to the start of the programme with capital spend to the end of September 2021 of £3.799m.
The Places element of the programme will
•
•
•
•
•
•
•
•

Provide office space to support the Council’s Customer Connect Programme;
Create new modern town centre offices for other businesses;
Provide a MintWorks2 for new SME’s. - Deliver much needed refurbishment of Kendal Town Hall;
Provide much improved working facilities for all employees, both SLDC and KTC;
Provide disabled access to all areas of SLDC offices;
Enable a joint reception area in the front of the Town Hall;
Open up more meeting room space for community groups;
Reduce ongoing maintenance costs for the Council.
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Places Project: Summary

Year 1
(2020/21)
£000

Year 2
(2021/22)
£000

Year 3 - 27

Total

£000

£000

Expenditure: Capital
Construction Costs

902

3,608

0

4,510

Contingency (5%)

46

182

0

228

Total Capital Costs

947

3,790

0

4,737

9

36

0

45

85

45

0

130

0

25

0

25

1,041

3,896

0

4,937

Expenditure: Revenue
Legal / Accountancy / Agency Fees
Income lost on Kendal Town Hall events
Moving charges
Total All Costs

The project captures some works that would otherwise have been required under the normal business of asset
management. As a result of this programme of works, over the first 10 years we will avoid £485k of capital
expenditure and improve income or reduce operating costs by approximately £2.5m. This will significantly
exceed the additional costs of borrowing (interest and repayment) to be incurred by the council (£208k pa).
Places Project: Income Summary

Year 1
(2020/21)
£000

Year 2
(2021/22)
£000

Year 3 - 27
£000

Total
£000

Expected Income from occupiers:

0

-23

-5,869

-5,892

Grant from LEP

0

-440

0

-440

0

-462

-5,869

-6,332

The balance of the capital cost will be funded by borrowing from the Public Works Loans Board (PWLB).As is
normal practice with major projects where expenditure is offset by income over a number of years, costs and
income have been discounted in the business case using a discount rate of 3%, which results in a Net Present
Value for the project of just over £418k.
•

Human Resource

The human resources work stream developed the fundamental principles of the organisation restructuring
process. This entailed redesigning the Council’s Redundancy Policy to ensure it was fit for the purposes of
future Council requirements, the Customer Connect transformation programme and the approach to managing
staff in both voluntary and compulsory redundancy situations. In addition to this a role application process was
designed for all staff who wished to apply for new roles in the new operating model. The role application
process included technical/specialist questions along with competency based questions that related to the
newly developed personal qualities framework. The personal qualities framework was designed to reflect the
behaviours that the Council expected of all its newly appointed staff.
‘Unique role descriptions reduced from 200 to 35’
29

From a people perspective the recruitment was split into the two Phases mentioned above. October 2018 saw
the commencement of Phase 1 consultation, leading to the appointment of two new Directors, a number of
functional and operational Leads and appointments to Case Management and Specialist job families.
Leadership roles become effective from 1 April 2019 and all other Phase 1 appointments from 1 May 2019.
Following the Phase 1 consultation on voluntary redundancy, which was opened to all Council employees, 20
applications were approved. As a result of natural attrition and vacancy management the number of displaced
employees at the end of Phase 1 was significantly reduced with 3 colleagues under notification of redundancy.
Phase 1 saw 95 interviews taking place over a 3-week period.
During Phase 2 recruitment there was a total of 192 interviews over a 9 week period. During Phase 2, 158 staff
were involved. All staff were offered roles. Out of 158 staff, 5 opted for compulsory redundancy.
Employee support has been provided in numerous ways ranging from 1:1 meetings, drop-in sessions,
Occupational Health Clinics, Employee Assistance Programme, and a multitude of workshops ranging from
Managing Change and Building Personal Resilience to Interview training.
Through consultation with all employees the existing Personal Quality Framework (PQF) was enhanced and a
competency-based recruitment process was introduced.
‘Labour turnover is at its lowest at 8.89% in 20/21, down from 15.65% in 19/20’

•

Change & Engagement

At the outset the programme acknowledged that in order to achieve change in any organisation it was crucial
to ensure that effective communication and employee engagement was achieved and maintained. Ignite’s
“five pillars of change” change management model was used as a framework to do this. A ‘Change Champion’
network of employees was also created to help embed the change by using this approach. The Change
Champion network received training to support their role as advocates of change and regular sessions were
held with them to ensure the flow of information between employees and the Leadership Team.
A target culture was agreed through facilitated workshops with the Leadership Team and the ‘Change
Champion’ network, based on Carolyn Taylor’s “Walking the Talk” framework. This placed an emphasis on the
tangible elements of the culture required to deliver the Customer Connect operating model and focussed on
the messages that people receive about “what is it like to work here”. These messages had three main sources;
behaviours, symbols and systems.
A partnership with a local Leadership and Organisational Development consultancy, Ginger Dog, was formed to
embed the new target culture. It was delivered in the form of a Leadership Development Programme, the
purpose of which was to bring together the newly appointed individuals as one team with a shared vision and
purpose to drive forward the organisation.
Following an analysis of the true purpose of the council, a set of values to support the culture has been
developed and values workshops are currently being delivered to the rest of the organisation. It is intended
that the end result will be a set of agreed behaviours that has been developed by employees with an action
plan for strengthening the Council as a values based organisation.
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A further partnership was formed with a local training provider, Lakes Training Solutions, to deliver a bespoke
customer service training course for all staff. As well as promoting the principles of customer service, the
course has also helped to provide an understanding of the customer journey through the operating model, and
valuable feedback has been gathered for the continued development of it.
Team Leader development has also taken place, with an initial orientation session to bring the team together,
as well as developing an understanding of what makes a high performing team. A suite of training on HR
principles and policies has also taken place and a management and leadership programme is being designed for
delivery in autumn 2021.
Transition Workshop sessions were delivered for Phase 2 Leads and Team Leaders, so that action plans could
be created to support Phase 2 employees through transition.
Organisational readiness surveys were held regularly to understand how employees were feeling about the
impact of change and what was left to be achieved to embed the new operating model.
A new suite of engagement tools have been and continue to be delivered, including: interactive sessions to
increase Leadership Team visibility, Team Talk; informal social sessions for all employees, Cheerful Tuesdays;
regular wellbeing updates; ‘One Team’ staff social media on SharePoint; and Team Leader specific sessions, HR
Coffee Mornings. The sessions continue to be successful.
•

Transition

The Transition management work stream was accountable for ensuring that the transition from one state to
the other was successful. This involved ensuring that the ‘lights are kept on’ and services are continued to be
delivered while transitioning and that skills, knowledge and contacts were handed over when appropriate.
The COVID-19 pandemic in early 2020 disrupted the Transition activity in Phase 2 and resources were
reallocated to emerging response needs. Essential ‘business as usual’ activity was maintained and saw an
increase in demand, these included Council Tax, NNDR and benefit enquires, homelessness support, test and
trace activity and an increase in land and property searches. Some programme activity still progressed and this
included complaints, compliments and comments, a range of waste related matters and an ability to report a
full range of environmental concerns including litter, fly-tipping, dog fouling etc., Revenues and Benefits,
licensing, FOI and Housing and Environmental Health matters, which will in turn, make the use of My Account
more effective and efficient for customers.
There is more transition activity to complete but a review of this work was completed in early 2021 and a way
forward to complete this part of the programme is set out in the next section.
• Staff development
A comprehensive suite of eLearning courses was introduced following a skills gap analysis of corporate training
requirements, examples of which include ‘understanding local government’ and ‘managing change’, as a well as
a full set of customer service and people management modules.
An organisational wide skills gap analysis framework was designed and rolled out for the Leadership Team to
develop training plans. The skills gap work was called ‘Investing In Your Skills’ and an action plan to deliver the
training and development interventions has been drawn up, with courses such as finance, governance, scrum
working and others to be delivered.
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To embed the concept of a continuous learning culture, with an additional emphasis on wellbeing, a new
performance development framework called ‘Your Conversation’ has been designed and implemented, with
supporting training for people managers and accompanying employee guidance. It’s an informal, user-friendly
approach that includes a focus on wellbeing as well job satisfaction and goal-setting. Completion rates are
starting to ramp up with the target of 100% completion. Feedback suggests that employees appreciate this
more relaxed approach which takes place as one of the monthly one to one meetings between line managers
and team members.
Number of
participants

Learning activity name
Change Champions

38

Competency-Based Interview Workshops

294

Connecting with our customers

127

Connecting with our Customers (virtual format)

106

Culture Workshop

39

Customer Connect Roadshow

419

Drop-Ins with Programme Board

163

Employee Assistance Programme

25

Expression of Interest Workshops

326

HR Bitesize Essentials: Mental Health Awareness

24

HR Bitesize Essentials: Conflict Resolution

21

HR Bitesize Essentials: Discipline and Grievance

26

HR Bitesize Essentials: Managing Remotely

10

HR Bitesize Essentials: Managing Sickness Absence

26

HR Bitesize Essentials: Recruitment and Induction

20

HR Bitesize Essentials: Workplace Investigations

10

Lunch and Learn

14

Managing Change and Building Personal Resilience

213

Occupational Health Drop-ins

20

Personal Wellbeing and Resilience Digital Workshop

54

Working Arrangements and Flexi Time Policy Workshop

71

Total participants

2046
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Progression - the following diagram sets out how staff are able to move from one job family to another based
on their learning and ambition to specialise in a particular area of the business.

One example of a staff member who has moved and developed their role within the organisation can be found
in Appendix 3. There are several examples like this but their permission would be needed to submit to this
report.
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More staff have become involved in the programme since the organisation started using elements of scrum to
develop and deliver online forms and channel shift objectives:
We have a digital development team who have developed their skills to deliver forms to support more
complex applications and processes.
Staff in both scrum teams have advanced our user research testing, working with external
organisations and then moving sessions online during the pandemic.
A staff web editor model has also been implemented, with a number of colleagues trained to edit web
content, and across the council there are staff who are regularly test online forms for the transactions
team.
The scrum teams are supported by a newly qualified scrum master whose role is to facilitate the scrum
and coach the team.
There are two business analysts who work in the scrums, liaising with the organisation to identify the
requirements for building new forms and delivering the channel shift objective.
We have made significant investments in our employees in terms of developing their skills and capabilities, and
growing their confidence to be able to embrace the new model. This covers both existing employees and a
significant number of new employees that have joined the organisation. Further investments are planned over
the coming months as we continue to grow our organisational capability.
Regular employee communications have been a real focus over the past two years. These were initially in
person, but switched to virtual from March 2020 because of Covid-19. Many different forms of two-way
communications have been successfully used to ensure that employees are kept in touch with all
developments, and have the opportunity to comment and ask questions.
For a detailed update on staff communications across the programme go to the communications section.
•

Health and Wellbeing

A Wellbeing at Work policy was introduced with a new tool for all employees, Wellness Action Plans. This was
supported by training courses for all people managers.
A regular set of wellbeing surveys has been delivered to ‘temperature check’ the organisation during the
implementation of Customer Connect alongside the ongoing pandemic. Three such surveys have been
conducted since the start of the COVID pandemic. The first one resulted in 82% positivity and 5% negativity.
The second resulted in 74% positivity and 10% negativity. The third in 68% positivity and 12% negativity. Whilst
the trend shows some reduction in positivity and an increase in negativity, the results are very encouraging and
have held up remarkably well given the upheaval caused by the COVID pandemic. Resilience workshop sessions
have also been provided, as well a suite of wellbeing eLearning courses.
•

Smart working

Smart working workshops were delivered to the leadership team for roll out to their teams, so that the
principles of agile working were understood, planned for and embedded. The production of an action plan for
smart working was the outcome of these sessions.
This means staff can work remotely, reduce travel time and are able to go directly to site visits without the
need for having to start from the office. The conferencing facilities meant that staff could have virtual
meetings rather than face to face also benefiting from cost of travel and time. This has benefited the climate
change priority of the council. The COVID pandemic has highlighted the advantages of the Smart working
guidelines. Virtual working allowed SLDC to continue to deliver its vast array of services at a time when many
comparable organisations were struggling to adapt. The positive view of Smart working is exemplified by the
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April 2021 Health and Wellbeing Survey where, out of 173 respondents, 79% said they were ‘satisfied with the
smart working arrangements in place’, whilst only 4% said they weren’t satisfied.
‘79% of staff say they are satisfied with smart working arrangements’
Remote working has attracted a wider talent pool with staff working from across the country, including
Scotland and Wales. Although the programme wanted to have a stronger brand to attract people to the
organisation this has been delivered in part by remote working. There is still work to be done on this part of the
business especially giving staff digital solutions to work on site. This will be described in the next section.
•

Recruitment and Retention

New competency based recruitment processes to deliver the concept of ‘hire for behaviours, train for skills’,
including full review following the initial use during the internal restructuring phases.
New advertising to promote the benefits of working for a new and different organisation
Refresh of job vacancies pages on SLDC website
Simplified job application process for new applicants
Simplified vacancy authorisation process, security clearance process and employee reference process.
•

Members

Members have been involved in various stages of the programme since approving the business case including
attending briefings, roadshows, the member support steering group and task and finish groups.
In the early stages of the development of the job families, Members of the Overview and Scrutiny Committee
set up a Task and Finish Group to work with officers on the development of Locality working. With cross party
involvement and Members knowledge of community issues this contributed to a set of recommendations for
Cabinet approval in support of working more closely with Town and Parish Councils and to promote within
their owns Groups the new ways of working. This included requesting service activity online and the setup of
their own My Accounts. To date there are 28 Members registered for My Account.
All members have corporate laptops with the last few rolled out during April 2020 to coincide with the launch
of virtual meetings using Microsoft Teams. This included online training and test meetings so that members
and officers were ready to use the technology and follow the required protocols to make meetings lawful. In
total there were 57 virtual meetings held between 20 May 2020 and 23 April 2021 enabling council business to
continue during the coronavirus pandemic and each of these meetings were accessible to the public.
51 members were trained to use Teams and with refresher sessions organised as required. Feedback on our
Virtual Meetings has been positive with attendance at meetings being above average numbers for members of
the public. The Legal Governance and Democratic Services Teams partly for this work were shortlisted for the
Lawyers in Local Government Innovation award and received a commendation. Partly for this work the Legal
Team are finalists in the Law Society in house Legal team of the year award.
The Governance and Democracy Team are rolling out training for all members on the use of the Mod Gov app
for further efficiencies.
With the successful role out of digital enablement and virtual meetings, HR developed and launched a new
training calendar. There is a suite of councillor specific eLearning courses that supplements the ongoing
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Member development. The courses are optional and continue to be promoted. The benefit of online training
means that Members do not have to travel across the district to attend face to face learning which also
benefits from a reduction in Member expenses and aligns with the climate change priorities. In 2018/19 and
2019/20 Members expenses were circa 13.5k in 2020/21 they were £1371. The pandemic lockdown will have
contributed to this considerably but we will continue to monitor this progress in 2021/22 as committee
meetings start to go back to face to face.
’57 virtual committee meetings successfully held in 20/21 ’
The new member development strategy was approved at Council in July setting out the continuous
implementation into digital ways of working to ensure new Members elected to the Council adopt this
approach.
As well as briefing all Ward Members there has also been a number of briefings to Town and Parish Councils
including a briefing to CALC all encouraging the use of My Account and requesting services online. This has
generated a number of very useful pieces of feedback to improve the way we do business with our customers.
Some Members agreed to take part in customer testing of online forms which helped in the early days, making
sure we had the most efficient process and easy access to services possible. We still receive ongoing Member
feedback that is fed into the ongoing development of online forms to request services.
•

Data and Reporting

Managing performance is part of everyday effective management and work practice, and is integral to all that
we do. The purpose of this work was to underpin how information, data and business intelligence is used
within the Council in order to make decisions, drive service improvement and to ensure a consistent and robust
approach to performance management throughout the organisation. Where key elements of Business and
Management Intelligence are weak, or not in place, the basis for our decision making is at risk of being unclear,
ineffectively communicated and cannot be readily assessed by Senior Management, Operational Leads,
Councillors, employees or other stakeholders.
Developing a strong culture for excellent performance was at the heart of our strategic approach to delivery. It
started with having a clearly articulated Council Plan, which set out what our strategic priorities were for South
Lakeland. It was used in day to day planning and strategic decision making ensuring that key decisions are
evidence based:
•

Establishing and embedding a strong performance culture throughout the organisation,

•

Improving our performance in line with our Council Plan priorities,

•

Facilitating the cross-organisation ownership of key issues as we work as one to serve our residents,

•

Ensuring that decisions are being made based on robust evidence, supported by accurate and up to
date management information,

•

Improving the availability, quality and use of management information, and

•

Ensuring that there are clear lines of accountability.

In addition our bespoke Business and Management Intelligence has enabled us to:
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•

Use our existing data sets better, collect new data sets which measure important outcomes and
integrate data from multiple systems and services,

•

Provide Senior Management, Operational Leads and Team Leaders up-to-date overviews of services,
cases and budgets offering actionable insights and prompts.

Information Governance – policies in place, security of data
The Council’s Information Governance Framework was developed to ensure that information was effectively
managed and properly protected. It defined the roles and responsibilities of all stakeholders involved in
handling and managing Council information. It brought together all the legislative and regulatory requirements,
standards and best practice in relation to the following areas:
•

Data quality- recognition that the accuracy, coverage, timeliness and completeness of data can
significantly impact on the value of its use.

•

Information security - ensure that Council information is not compromised by unauthorised access,
modification, disclosure or loss.

•

Information compliance - ensure compliance with all statutory requirements governing the
management of information, including rights of access under freedom of information and data
protection legislation.

•

Records management - processes and practices that ensure Council records are systematically
controlled and maintained, covering the creation, storage, management, access, and disposal of
records, in compliance with best practice, legal obligations and policy requirements.

•

Information sharing - ensure that Council information is shared in a compliant, controlled and
transparent manner.

Arrangements are in place to ensure that Members and Officers of the Council are made aware of any
potentially violent people or hazardous property, premises or animal. Our Warning Marker Register was set up
and contains individuals or a domestic or business address where there could be a potential risk from
aggressive behaviour. The register is used to raise awareness of those having the need to visit those properties
in the course of their duties or activities so that they can take appropriate or alternative control measures to
minimise the risk of an incident.
Information asset register
This worksteam sat alongside the digital development work as the Council needed to keep records so that it
could function effectively and ensure compliance with its legal, regulatory and statutory obligations. With an
increasing amount of council work now conducted electronically there has been a drive in growth in:
•

‘Unstructured’ electronic records and documents that are created using office applications such as MS
Word, PowerPoint, etc. (including email, web-pages, audio-visual records) that can then be stored in a
variety of locations (shared drive, personal drives, email inboxes, portal sites, intranet, databases, backup tapes, etc.)

•

‘Structured’ database records held in various line of business applications

While electronic records are similar to paper records in that they can support the Council’s business and legal
requirements, they can also offer many additional advantages to the Council:
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•
•
•
•
•
•
•
•
•
•
•

Quick to update/change
Enhanced search and retrieval facilities
Increased accessibility
Supporting remote/multiple users and information sharing
Easily re-usable content
Reduction in duplicated/paper records and associated costs
Realised cost savings – reduced officer time and effort, photocopying consumables, physical storage,
transport and waste disposal
Enhanced transparency and reporting
Enriched communications
Support delivery of South Lakeland My Account
Enhanced security features

In order for these benefits to be realised, it is vital that electronic records are appropriately managed from the
point of their creation, through the use of transparent data on gov.uk site. Data on spend has been published
since 2014 and our transparency agenda has three primary benefits:
•

Improved accountability, Better public services, Economic Growth derived

It is about us:
•

opening up the data we hold, getting high quality data into the public’s hands, letting the public know
what we are doing, actively sharing our data

Regular publishing of the data we hold including addresses, land use, regulation zones and environmental
protection helps planning, emergency services and transport provision to name a few. Sharing the
environmental data we hold among public sector organisations provides better public access to the same data
assisting us to reach our strategic environmental and climate change outcomes.
Place
The Place work package commissioned Lambert Smith Hampton and Blue-sky Interior Designers Ltd to produce
concept and developed design options, up to RIBA Stage 3 (Concept design), for South Lakeland House and
Kendal Town Hall, with the aim of creating a scheme which was fit for purpose, fit for the future and maximised
the use of the available space. To undertake an assessment of potential demand for the refurbished surplus
space which would likely arise from the investment in South Lakeland House and Kendal Town Hall and carry
out a market review of all office space within Kendal to determine existing supply and potential future.
The design included looking at a new reception in the Town Hall, create an office environment which
encouraged more agile and interconnected workforce and create an exciting, vibrant workspace where people
would spend time and create an interface between users and their environment. Various case studies show
that an improved working environment increases productivity and so it was considered important to create an
environment where people enjoy working that offers colleagues a chance to work in a manner and setting
which suits them. The design was also to be based on a Desk ratio of 7:10 (7 desks for every 10 employees) and
the number of desks based on the perceived staff numbers post-Customer Connect implementation.
Since then a study has been undertaken to consider the impact of COVID and working from home. As a result
the accommodation requirements reduced in terms of the number of workspaces and the type of workspace
changed with the new accommodation supporting a move away from silo working towards one of flexible
working, where boundaries between persons doing different tasks were removed.
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The building contract was awarded in August 2020. Staff have since moved into Kendal Town Hall and the First
Floor of South Lakeland House on completion of work to these areas. The works to the remainder of the
building in South Lakeland House is due to be completed by autumn 2021 when income can be generated from
the lease of additional office space to external organisations.
The places project has delivered on a new modern office environment which is fit for purpose, offers staff a
range of working environments to suit their needs. Currently staff are advised to work from home where
possible but having undertaken a poll of staff, it appears that the desking ratio will meet with the needs of the
staff. A further review will take place after the 16th August where the Council expects to be able to encourage
staff to work between the office and home to suit their and the organisation’s needs.
The work when completed in autumn 2021 will provide approximately 627m2 office space to be used by SME’s
for which a grant was received to a value of £439k from Cumbria Local Enterprise Partnership. Discussions are
also ongoing with potential tenants for the new space at second floor and lower ground floor.
‘More than 600m2 of office space created to support SMEs in South Lakeland House’
The Kendal Town Hall refurbishment is now complete and offers 200m2 of more meeting space with rooms
more versatile to suit a range of uses. The Town Hall also offers a new Council reception area and public
meeting space off the main high street. The Council is also looking to build on current partnerships with the
likes of Women’s Community Matters and the CAB operating from Kendal Town Hall on set days to provide
support to the public from a fit for purpose and central location.
It is expected that running costs for South Lakeland House will be reduced with the Council and whilst we have
seen a decline in Gas and Electrical consumption, this needs to be monitored in coming months to understand
the real benefit because for the last 12-18 months gas and electric consumption will naturally be lower due to
vacant space due to the refurbishment and impact from Covid.
Customer Service staff said “this is the first time we have all been able to work together in one space, this
means we can support each other when we have difficult customers to deal with”
‘200m2 additional letting space created in Kendal Town Hall for community use’

Digital
Part of the digital business case benefits were to reduces the number of systems in operation, the table below
sets out what has been achieved to date:
Systems Decommissioned
System Name

Description

Annual Cost

Excelsior

CRM

£14,000

Easysite

Website Content Management

£ 3,000

Website Hosting
NDL

£ 1,500
Robotic User Solution instead of
using Application Programmable
Interfaces
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£12,000

Covalent

Complaints

£ 5,000

Team Netsol (in the process of Online Benefits Form
being decommissioned when
Capita forms go live)

Mapinfo

£ 9,200

Previous GIS software used in
various places in the council
Previous GIS software used in
Development Management

Cartology

£44,700
Used to pay for the annual costs of
the Digital Platform (EsbAgile) which
has replaced the functionality
described above

Functionality Delivered
•

Transactions, Forms & My Account

As set out in the scrum section regarding My Account the digital platform has the ability to create transactions
to enable
-

customer self-service through online forms
facilitated access for customers through Customer Services using the CRM and transactions (same as
above) for Face to Face or Telephone transactions
transactions are configured to a defined standard which includes messaging when updates/changes are
made in the processing of a transaction
where customers can register, allows customer services to see all transactions related to a particular
customer. Customer can see their transactions and the status. There is integration between My
Account and GIS, basic information about a customer’s property is displayed in the customer’s my
account home screen. This is the same information that can be found by visiting
https://my.southlakeland.gov.uk and selecting a property address.

The functionality delivered by the system has supported SLDC in responding to the Covid-19 pandemic. Over
£130 Million has been applied for (of which 115 million paid out) using the digital platform capability. The
functionality has evolved for each evolution of the grant applications, the later ones have more automation
capability reducing the resources required to process the applications.
•

CRM

The digital platform replaced our previous CRM system with added functionality. The new system TouchPoint
can be configured to provide a knowledge based system. This means that staff are in the process of forming
knowledge bubbles so when a customer phones us they can be routed to a customer service advisor (CSA) that
has more knowledge of their enquiry. This is based on the following:
Press 1 for Pay for something
Press 2 for Apply for something
Press 3 for Report something
Press 4 for Change of circumstances
Press 5 for everything else
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This will mean the customer will be dealt with by a CSA in a more efficient way. Staff will have the skills in those
areas to provide resolutions at the first point of contact for the customer. If they are more complex enquiries
then this will be passed to the case management team.
•

Integrations

Payment integration – this allows transactions to take a payment as part of the form, this is completed for
customer self-service forms where the payment integration is fully integrated. Where Customer services are
dealing with a request face to face or over the phone, a different payment process is required, this was
because of restricted functionality of the payment system at the time and needs to be revisited as a business
priority.
GIS integration – this allows the information about a property to be displayed within the My Account home
screen. We have on the list of requirements the ability to report things by marking the location on a map, this
would also display to customers where something has already been reported.
Revenues and Benefits System Integration – this now provides access to various elements of the Revenues and
Benefits system from a My Account, when a customer creates a My Account then adds the appropriate services
to their My Account, this is achieved if the customer can provide enhanced security information to confirm
they are the owner of the accounts. Access can be gained to:
-

Council Tax Information
Business Rates Information
Housing Benefit Information
Landlord Information

Additional work by Digital:
Geographical Information System

•
-

We have replaced the system with an Enterprise GIS solution, this has consolidated the GIS data across
the council and decommissioning of previous GIS systems
Modified GIS processes to improve efficiency in processing GIS data
Positional Accuracy Improvement work to fix historical issues with the GIS data following maps being
updated by ordinance survey

•

Cumbria Choice Based Letting – we led on the procurement of a new system covering 13 partners (local
authorities and registered housing providers across Cumbria). System is now being implemented, due
to go live in September

•

Development Management - As part of the development of the Meritec solution there was the
potential to build a Development Management System. Since those early days a report went to the
Member Steering Group and Cabinet with recommendations to procure an independent system to
reduce the time it would take to build and integrate the Meritec solution. This was agreed and as a
result we have:
- Led on the procurement of a new Development Management System covering Planning, Planning
Policy, Building Control, Land Charges and CIL.
- Contract negotiations coming to an end, working with business leads how to progress into system
implementation.
- A great deal of work has been done to improve the quality of the data used in various areas. This is in
preparation for data migration into the new system, but also to improve processes in the short term.
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•

Local Land and Property Gazetteer - A new system was delivered in 2016 replacing an outdated
product, the new system streamlined the processes of maintaining the gazetteer. We are reviewing
this again at the moment as contract runs out March 2022. There is still work to be completed in this
area with regard to the management of our address data. Please see next section regarding the details.

Communications
Through the Communications work stream we prepared a plan in 2016 to deliver activities that provided a
comprehensive understanding of the Customer Connect programme among key stakeholders, both internal
and external. It was especially important to ensure that our staff and members had a good understanding and
commitment to the change process, to achieve ‘buy-in’ to the new ways of working to maximise the benefits
and ensure that we delivered the most effective services for our communities.
This involved agreeing set of communications principles and key messages:
Key messages
• We will make life simpler for everyone (staff and residents)
• We will deliver faster, better and more cost-effective services for our residents
• We will develop skills and create opportunities for staff
• By improving our systems and providing more self-service options for residents we can reduce process and
free up staff to assist our most vulnerable residents
• Staff reductions and changes to job roles are inevitable, but in a carefully managed process
Key communications principles
• Simple, timely, messages promoting benefits
• Improved customer interaction
• Messages tailored for appropriate audiences
• Encourage shift to most cost-effective channels
• To inform, engage, and equip staff for the future
• To promote the compelling need to change
• Re-state the benefits at every opportunity
• Maintain an honest and transparent approach
• Be inclusive and involving
• Listen to feedback to achieve buy-in – customer feedback informs our response
• Celebrate success at key stages
• Support staff through transition
There were three phases to the communications strategy:
1. Case for Change/Vision
2. Support for recruitment
3. Transition and move to BAU
Phase 1: Case for Change and the Customer Connect ‘Vision’
Activities included:
• Quarterly Chief Executive briefings (Briefings have included a Customer Connect update since 2016)
• Member briefings and regular newsletter updates
• Managers’ ‘away-day’ at Kendal College to outline concept and future model to cascade to teams
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•

•

•

•

•
•
•
•
•
•
•
•

Branding – posters and displays around buildings displaying Customer Connect logo (not just in the main
South Lakeland House offices, but also including staff areas at depots, homeless hostel and lake wardens’
offices)
Log-on ‘lock’ screens – when colleagues log on in the morning, initial screen features Customer Connect
branding and where to find out more information about the programme. Since July the slides will focus on
Climate Change, but then we’ll have a chance to get more Customer connect specific. Small working group
made up of officers across the organisation are driving this. There is a plan to update the slide on a regular
basis – probably fortnightly.
Dedicated area created on staff intranet site SharePoint. Originally launched in summer 2015, this
developed to become the principle source of organisation-wide programme updates. All staff given
information how to sign up for alerts, so that any update to the Customer Connect SharePoint area
automatically generates an email to colleagues’ Inbox. This has developed into a One Team site for all staff
to share information on a more informal basis.
Dedicated email set up for staff to send Customer Connect related questions. Communications managed
these enquiries and provided responses to questions after consulting with relevant programme work
stream leads
FAQs document developed and updated regularly to answer main questions
Videos by work stream leads, explaining more about their areas of the programme
Customer Connect project room established with associated branding
Team meeting briefings from project leads and briefings for operational managers
Regular Customer Connect update page/s in internal staff magazine Inside Story (See Appendix 3 EXAMPLE
1)
Digital Champions forum (Change Network) established in May 2017 to support the understanding of the
Customer Connect project among staff
Feedback from customers via surveys (revised Quality of Life questions) and internal (staff survey) to
influence messages.
Staff feedback forms after each briefing session or workshop run and the data collated was used to inform
and improve the next sessions.

Phase 2: Support for recruitment
Activities included:
• Extensive features in every edition of the staff magazine Inside Story since 2016 to inform about the
recruitment process. These have included graphic representations of staff survey results, features on
specific areas of the programme (i.e. focus on the service redesign team and their work, work of scrum
teams etc.) and summary of programme updates
• Two recruitment ‘roadshow’ events, the first for all staff (August 2018) and the second directed at Phase 2
(April 2019) recruitment – extensive information about job families, programme and interview process
(See Appendix 3 EXAMPLE 1)
• Supported messaging around recruitment process and support – including resilience training, interview
preparation workshops and occupational health sessions
• Infographic timeline for Customer Connect programme displayed in Customer Connect area
• Four staff ‘Change Readiness Surveys’ carried out to take the ‘barometer’ of the organisation at various
points in the programme and to help determine future communications/training/information
requirements. The first was in August 2018 (following the first roadshow), the second was in April 2019, a
further ‘pulse’ survey was conducted in July 2019 with phase 1 colleagues and further all-staff survey was
conducted in October/November 2019
• Prepared update briefings for all staff as ‘open letters’ from Chief Executive
• Support organisational change process, working with HR, to include updates via SharePoint page, staff
briefings, team meetings and regular updates from Operational Managers forum
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•
•
•

Ongoing messaging via Digital Champions forum and feedback
Project team facilitate staff information ‘drop-ins’ – increased accessibility
Monthly email newsletter and update briefings for members

During this phase we also undertook significant external communications, including:
• Regular communications around the business case, recruitment updates and work to improve
offices/town hall (including rationale for staying in existing buildings). This included face-to-face briefings
for key media and articles on the Customer Connect programme in the resident newsletter, South
Lakeland News (See Appendix 3 EXAMPLE 2)
Phase 3: Transition and move to BAU
Activities included:
• Specific communications packages of work around transition – to support roll-out of new transition
‘passports’ and what transition means (this included an extensive Inside Story feature in September 2019)
and around ‘Smart Working’ (developed booklet and delivered training to leadership team on roll-out of
smart working as part of transition plans)
• Advised on development of transition passports
• Change Champions group established – staff-led group looking at areas of the programme and feeding
back to teams
• New Leadership Team blogs feature set up….introducing the new team and their experiences of the
Customer Connect process
• Drop-ins organised around areas identified by staff in surveys as needing more information – examples
included sessions on the role of case management and work around the development of My Account. This
led to establishment of regular Team Talk information sharing sessions for staff
• Scrum team blog set up
• Celebrating successes with stories about positive examples of Customer Connect transition work, including
personal accounts of ‘My Customer Connect journey’ (See Appendix 3 EXAMPLE 3)
• New interactive ‘One Team’ section on SharePoint to embed new culture and ways of working
External communications were a significant part of this phase, to ensure our residents and customers were
aware of the new ways of working and to assist the behaviour change and channel shift. Activities included:
•

•

•

•
•

‘Save Time, Do it Online’ channel shift social media campaign, engaging with residents, members and
partners to increase self-service and use of digital channels. Aim to maximise take-up of digital services
and personalised customer accounts
My Account launch with extensive integrated campaign. This included press releases, associated social
media, newspaper and social media adverts, article in South Lakeland News as well as flyers inserted in
Council Tax/Business Rates bills. Campaign included an incentive for new account sign-ups to be entered
into a prize draw to win one of five iPads. Campaign launched in March 2021, with an initial target of 7,000
sign-ups in Year One (by March 2022). In first two weeks of campaign launch 2,000 My Accounts were
created and by August 2021 8,200 My Accounts had been created, exceeding the Year One target (See
Appendix 3 EXAMPLE 4)
Intention to expand the channel shift campaign once pandemic restrictions allow to include specific
support for vulnerable residents to access self-service, for example, working with community partners to
deliver digital workshops, possible community-based portal access in village shops, community centres
etc. Opportunity to address wider issues of social isolation and digital connectivity
Ongoing reassurance that face-to-face and ‘traditional’ contact is maintained
External features on successful work of new Customer Connect operating model – i.e. work of new Locality
Teams in community (See Appendix 3 EXAMPLE 5)
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•

External promotion of new-look main reception in town hall, more accessible and customer- friendly, in
line with programme principles
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7. What still needs to be done
Identifying what still needs to be done is based on a review of the 2016 Programme Definition Document and
the business cases for People, Place and Digital. The following sets out what still needs to be achieved.
Demand Management
Demand management is about ensuring the right services reach the right residents when and where needed
for the best cost. By changing the nature of the council's role and relationship with customers, we are seeking
alternative mechanisms to meet customer needs and thereby better manage demand. Future intelligence
gathered will support management decisions to reduce avoidable demand as the continuous roll out of the
digital platform will enable customers to carry out requests themselves.
Where the council will most benefit is around preventing demand. Having locality teams gathering knowledge
and intelligence about customer behaviours, wants and needs will provide a better understanding of the root
causes thus enabling the council to put in steps to prevent demand. This work needs to continue as we have
learnt during the pandemic, customers’ needs change based on their environmental circumstances and we will
need to continually adapt (and be agile) to respond quickly.
Key activity:
•
•
•

Continue the channel shift work to reduce customer demand by website and form usability.
Improve the user experience
Promote and increase the use of my account

Programme Office
•

There will be a need to have governance arrangements in place to manage the remaining work.
Options have been set out in the next section for consideration.

Process - Scrums/process redesign and new ways of working
•

There is significant work to be completed in this work stream. See section 8 of the report on how the
process work will be delivered. Handoffs between job families will be agreed and understood and back
office processes will be more efficient and automated were possible.

•

We also need to continue to reduce the number of emails addresses and back office telephone
numbers so that much more calls can be logged through the customer service team.

Continuous Digital Development
•
•
•
•

A key piece of work that is fundamental to progress is the upgrade to ESBAgile and work with the
supplier to relocate to new hosted data centre environment.
We need dashboards and enhanced reporting to be able to map and track service requests.
Enhanced GIS integration, allowing for request to be allocated on a map and thus reducing the
likelihood of duplicate requests.
The delivery of business support technology investment. Integration with Information @ Work
document management (need to identify valid use cases).
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•
•
•
•
•
•

Assist in the delivery of the new Development Management System covering Planning, Planning Policy,
Building Control, Land Charges and CIL and integrate with the digital platform (My Account).
Complete the configuration of the call management system configuration for Customer Services.
Complete work on the new forms for Revenues and Benefits to support customer self-service.
Upgrade Information @ Work to latest version.
Following the upgrade to Information @ Work, Implement e-mail connect module to help improve and
automate processes for Revenues and Benefits.
Implement EsbAgile mobile working for Locality so that they can pick up requests and update whilst
mobile.

People
Further work includes:
•
•
•
•
•
•
•

Work continues to embed the new culture via Purpose, Values and Behaviours Workshops for all staff
involved in Customer Connect Phases 1 and 2.
Delivery of training plan arising from Investing In Your Skills work
Further customer service specific training for customer facing employees
Introduction of early career apprentices to the new way of working , and using the apprenticeship levy
to train internal staff
Support the introduction of business partnering
People manager development programme for Team Leaders to complement the leadership
development programme (with local training provider Ginger Dog)
Understanding organisational governance and finance
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8. How and when we will deliver the outstanding activity?
Programme Governance Options
To manage the short to medium term activity of the organisation we need to consider a number of options for
delivery.
Option 1 – Continue to manage the Customer Connect Programme as set out in the diagram below. This gives
the sense of commitment to getting the programme completed for both staff and Members. The current
arrangements have an agreed terms of reference, staff allocated to the work streams and the SRO chairs a
Customer Connect Transition Group on a weekly basis.

Option 2 – Close the Customer Connect Programme and use the tools and techniques learnt to deliver ongoing
continuous improvement. This demonstrates we are working in the new way e.g. Scrums used to resolve
processing issues, the Design Authority makes decisions using the design principles of the model.
Reporting progress would be part of the monthly Leadership Team meetings and Portfolio Holder updates.
Staff could retain certain roles to ensure continuity of work, e.g. the SRO could still have responsibility for
ensuring the transition of staff in phase 2 was complete.
Option 3 – Combine a number of programmes including Customer Connect and Local Government
Reorganisation with Business as Usual and mange within a Portfolio Management approach. This will highlight
the importance of all programmes that need resourcing and will also be responsible for the dependencies and
benefits being realised across the whole organisation.
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A portfolio approach is the totality of an organisations investment in the activities and changes required to
achieve its strategic objectives. Portfolio planning is a coordinated collection of strategic processes and
decisions that together enable the most effective balance of organisation activity – initiatives and Business as
Usual (BaU) to achieve its declared outcomes.
Recommendation
It was recommended to the Customer Connect Member Steering Group that Option 3 was taken forward. With
the HMCLG announcement for two unitary authorities for Cumbria there will be a requirement to share
resources with both District and County Council to set up, transition and start work in a new authority from 1st
April 2023. The Portfolio Management approach would ensure that decision making on a day to day basis
around project priorities, systems, assets, people and data would sit alongside the continuous implementation
of the Customer Connect Programme. The key element to implementing this structure is to ensure sufficient
resources are applied across all areas to achieve delivery. There is also an opportunity to use the Customer
Connect model as a baseline for future LGR activity.
With agreement from the Steering Group, officers are now developing a new governance structure to take
effect in early October that will ensure the effective management and delivery of the organisations key
programmes, projects and business as usual work until the transfer to the new unitary authority on 1st April
2023.
Budget
There is a remaining budget to deliver the remaining customer connect priorities which is set out below:
Budget

Activity

TOTAL
Revenue

Digital

ESB & other solutions

553,000

Training

Learning & development for phase 2
transition

105,000

Contract

Support for Strategic Framework

33,500

TOTAL

691,500
Capital

Mobile
working
Digital

Street Scene In cab technology KIT 27

120,000

ESB & other solutions KIT 30

112,916

Development Management system
(121K transfer) KIT 30

284,516

Transport Software KIT 32

35,000

Income Management Upgrade KIT 33

40,000

TOTAL
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592,432

Overall this will bring the programme in slightly under the original business case figures, mainly due to lower
than projected redundancy costs:

Customer Connect People
Business Case
Interim SLDC resource
External Change and
Implementation Expertise
Functional support
Training
Technology
Hardware/Infrastructure
Redundancy and pension
strain
Total People Business
Case
Customer Connect Places
Business Case
Capital Costs
Revenue Costs
Total Places Business Case
Overall Cost Customer
Connect Programme

Business
Case

2018/19
Actual

2019/20
Actual

2020/21
Actual

Total
Actual to
end Sept
2021

Budget
Remaining

Projected
Total Cost
Customer
Connect

£000

2021/2
2
Actual
to end
Sept
2021
£000

£000

£000

£000

£000

£000

£000

757
520

217
294

314
399

85
29

56
0

672
722

0
33

672
755

200
190
440
451
1,290

0
0
236
68
600

0
54
39
88
70

0
29
21
23
1

0
8
32
32
0

91
329
211
671

97
642
276
0

188
970
487
671

3,848

1,416

964

188

128

2,696

1,048

3,743

4,737
200
4,937

0
0
0

37
155
192

1,990
-6
1,984

1,333
0
1,333

3,360
149
3,509

1,377
0
1,377

4,737
149
4,886

8,785

1,416

1,156

2,172

1,461

6,205

2,425

8,629

Lessons Learnt
It is always helpful to review what has been learnt from delivering a programme of this scale and size and the
information set out below will hopefully contribute to the development of the LGR programme.
Programme Governance and set up
Identify the vision and outcomes to be achieved early on.
Develop a blueprint so the new ‘to be’ organisation is clearly articulated and understood by the delivery team.
Agree governance arrangements as soon as possible (they can change over time). This can mean realigning lead
roles in the organisation to take on the accountability and responsibility of the programme.
Identify people with the skills and knowledge to deliver the programme and work streams and free up their
time needed to deliver the programme.
Set up a programme office environment ahead of the programme launch so that the programme definition can
be developed and agreed and business cases can be approved with money and people resource allocated.
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Set up a Member Steering Group with relevant portfolio holders. Having Member champions was paramount
to getting the programme delivered. Member to Member workshops were developed early on so all Members
had the opportunity to contribute and to ask questions so they understood what was going to be delivered.
The Member role in the Task and Finish Group of Overview and Scrutiny provided invaluable information about
our communities which led to improved was of working for locality officers.
We didn’t spend all our time planning, we adopted the agile approach to plan for short term activities and
accept that change would happen as work progressed.
The engagement of external specialist advisors was useful but the changes need to be owned by the
organisation. Changes in the consultant support in some early stages was unsettling.
Don’t be afraid to challenge and adapt the model.
Ensure that the analysis phase does not assume that the status quo is in balance and does not under-estimate
tasks.
Respectfully challenge the status quo, encouraging an open minded approach to drive continuous
improvement by removing non-value added processes and activities.
People
Involve employees in the process at every step. Effective two-way communications are key.
Seek ongoing feedback, via surveys etc., to gauge levels of engagement, areas of satisfaction, pockets of
concern, and to highlight informative trends.
Prioritise wellbeing to ensure that people have the right level of support through periods of significant change.
Focus on the vital few.
Measure performance and report in a simple manner.
Ensure regular 121 communications between line managers and team members, including annual Your
Conversation sessions.
Be patient and afford colleagues an opportunity to discuss the changes and how these may impact on them
individually and collectively.
The market stall approach to disseminating information to colleagues worked well, and this followed up with
informal drop in’s helped to respond to specific questions.
Repeat and reference the agreed design principles in staff communications verbally and in writing. Use case
studies to highlight and bring to life the design principles.
When establishing a group of `change champions` within the organisation to support colleagues, exercise some
selection criteria to ensure they will represent the teams and departments effectively.
Be aware that an undertaking of this extent is tiring on the core team and allow for time outs.
More analysis of workload and volumes of work in specific service areas before allocating numbers of Case
Managers or Specialists to ensure adequate resourcing.
51

Accept some services, i.e. housing options/bereavement services may not align to the model. Generic case
management does not fit all.
Define routes by which case managers can progress to specialisms.
Digital
More customer testing should have been done earlier. Listening to customers and understanding how they
access and use the website would have reduced the number of changes that had to be made to the look and
feel of it.
Further design the IT and process elements earlier, so to better inform the delivery of the people elements.
Communications
Developing scenarios and customer profiles helped staff to understand the programme and what was going to
happen and when.
Don’t underestimate the time it takes to communicate, much of the first part of the programme was spent
talking to staff and Members.
Use staff feedback to make improvements to your next sessions/roadshows this helped to improve the
message to staff in a way they understand.
Use less jargon, use plain English and explain things properly.
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Appendix 1 - POTI
Process (Business model of operation)

Organisational Structure

• We will implement end to end processing across
the organisation with as much automation as
possible
• We will enable appropriate staff to have a single
view of the customer detailing interactions from
all service areas
• We will remove unnecessary manual
intervention in our office processes by focusing
on allowing customer self service
• Where a process is linked to a property or piece
of land, the underpinning address or location
data will be sourced from and linked to the
Corporate Local Land and Property Gazetteer
• Services will be delivered through the channel of
choice via a single process starting point.
• Monitoring of Channel usage will help us manage
and encourage customers to migrate to the more
digital self-serve channel
• Each service will be (As is/To be) mapped and all
processes will be redesigned to become more
efficient and effective for both customer and
council
• We will reduce our net cost to the customer
across services implementing the digital platform
• We will make a minimum of £850,000 savings on
completion of the programme
• Our use of paper will reduced by over 50%

• Our customers will be satisfied with the timely
and joined up services they receive
• Our single view of the customer will put them at
the heart of everything we do
• Our website content will reduce enabling
customers to have easier access to transactional
activity
Staff:
• We will provide customers with target dates for
service requests being resolved
• With our back office processes more efficient
and automated, officers will be able to support
the more vulnerable/complex cases/issues
• Our staff will have the skills to work digitally e.g.
developing and implementing e forms on the
web
• We will retain specialist knowledge in the office
dealing with demanding and complex cases
• Our workforce will be able to work more
efficiently particularly enhancing the ability in
the use of mobile and remote working
• Our learning & development plan will require all
staff to have digital and customer skills
• Our skills audit will highlight resources in teams
that can support the programme and identify
gaps in future need
• Our Workplace Plan will set out our future
requirements
• The Health and Wellbeing of staff will improve
from a baseline of 8.54 in 2016 (based on
sickness/stress related work issues)
• Staff will make use of the teleconferencing
upgrades which will enable them to dial in
remotely to meetings both internal and external
customers, reducing travel and time
• We will all become customer advocates
• We will all understand our roles and
responsibilities to our customers
• We will support the delivery of the Active Travel
plan to ensure we conduct our business in the
most efficient and green way
Members:
• Members will be able to track their own requests
and see mapped activity in their wards
• Each Member will have access to a laptop to
access their council business
• Member training will be targeted to delivered
against need thus reducing the need to attend
unnecessary courses

Organisational Structure
• The council structure will complement the
delivery of more efficient services
• We will have improved service, our satisfaction
levels will increase from 46%
• We will ensure that access to our services is
equal across a very large geographical area
• The council structure will accommodate
automated processing of service requests thus
reducing the levels of line management
required.
• By working with other neighbouring
organisations across the North West we will
ensure our talent pool is widened and is flexible
for staff working across different service areas.
• We will work within our communities to deliver
services and enable communities to help
themselves
Customers:
• We will enable customers to have better access
to our services at times which are more
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convenient, so putting them more in control
(incl. self-serve)
• We will support the rural economy with the
same access to services across the rural areas
• Our locality based teams mean customers have a
local contact to discuss their issues and support
local development projects
Technology and Assets
•
•
•
•
•
•
•
•
•
•

•

•

•

•

• Members will be able to access training online
thus removing the need to travel to venues
• Members will be able to dial into
meetings/conferences with each other remotely
though the upgrade of teleconferencing facilities
Information

We will work with partners to share work space
with options to bring services together in the
future
We will reduce our energy use
Kendal will be the hub
The council will work with partners to deliver
end to end solutions to share & target customer
needs (external)
Our technology will support digitisation of
services and end to end process (internal)
Our technology will enable us to share
information across services
More services will be available via the website in
the first instance increasing from 30% to 90% of
services.
Where possible the number of systems in
operation will reduce
Customers will be able to pay bills and request
services via their phone or tablet
Customers will have the ability to track their
requests/ queries via their own customer
account
Data stored in systems across the council will be
linked appropriately to the Local Land and
Property Data Base and a customer. This will
allow for the data to be linked together across
council services.
We will be a more efficient council by having
digitally enabled services available online which
makes it easier for customers to do business
with us
We will have systems which are flexible and
agile and able to meet future needs when
services are structured and delivered in different
ways
We will have opportunities to share and
collaborate with others (joint processes with
Eden)

• When appropriate we will use web images rather
than words to tell a story
• We understand the needs of our customers
through data intelligence. Providing insight
through dashboards and reports that will help
inform the strategic decisions of the council and
help continually improve service delivery
• We will understand the customer journey and
improve our processes to enable easy access to
services (customer experience)
• Our information security policy will be enabled
across the council
• We will use our Retention Policy & Data
Classification to store valuable data effectively
• Our information governance arrangements will
be understood by all staff and embedded
• We will implement a skills audit to understand
the training and development needs of the
organisation
• We will carry out random data quality checks
across the organisation to ensure our data is
robust
• We will ensure the data we keep is owned by the
organisation and not individual services,
therefore correctly maintaining its use and
storage in line with appropriate standards
• We will use customer intelligence to improve and
inform service delivery improvements (customer
feedback)
• Our information sharing protocol will allow us to
share customer data with our partners and
internally across services reducing the number of
interactions with the customer
• An information asset register will be created and
will be the master document describing what
data we hold and what we can do with it. It will
enable us to join up services and reduce
duplication
• A citizen database will be created and used as a
master record for all customer information
• Where we can we will make all information
transparent as part of our data.gov site
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Appendix 2 - Design Principles
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Appendix 3 – Communication examples
EXAMPLE 1 (September 2018 edition of Inside Story staff newsletter, including article about successful
roadshow event)
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EXAMPLE 2 (Press Release on completion of town hall reconfiguration to improve customer areas, including
new reception)
SOUTH LAKELAND DISTRICT COUNCIL
News release
24 May 2021
NEW-LOOK KENDAL TOWN HALL OPENS DOORS
A project has been completed to reconfigure Kendal Town Hall to make it more accessible for customers and
community groups and put South Lakeland District Council (SLDC) ‘at the heart of the high street’.

A refurbishment of the historic building has included moving the main SLDC reception area to the front of the
town hall and opening up more spaces inside the town hall for use by community organisations.
The work on the town hall is the first phase of a project to improve the effectiveness and efficiency of the
council’s main accommodation in Kendal as part of the authority’s Customer Connect transformation
programme.
The second stage involves work to remodel the offices in South Lakeland House, so that around half the office
space will be available to let to other organisations and creating a ‘Mintworks 2’ new enterprise centre for
start-up businesses, to build on the success of the existing council-run Mintworks hub on Highgate, which has
supported hundreds of small businesses and clients in the five years since it opened.
The new-look town hall will open its doors to the public for the first time tomorrow, Tuesday, 25 May.
All existing users of the meeting rooms will be welcomed back from 21 June, in line with the Government’s
roadmap for easing Covid-19 restrictions, while the extra space created by the work in the town hall – including
making the main council chamber a multi-functional space - is already proving popular, with new community
users enquiring about the meeting spaces, including Women’s Community Matters which will be based in the
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town hall two days a week, and several enquiries about using the town hall for everything from weddings to a
gin festival.
New Leader of SLDC, Councillor Jonathan Brook, said: “The opening up of the new-look town hall is a real
milestone for our Customer Connect programme.
“Moving the main reception areas for the public to the front of the town hall will make visiting the council
much more accessible and user-friendly, especially improving disabled access, and puts the council at the heart
of the high street, rather than tucked away and accessed down a narrow yard.
“The additional meeting spaces that have been created mean the town hall can be better used by community
groups and for events, safeguarding its role as an important community building.
“With the work to the town hall and South Lakeland House we wanted to ensure that anything we did would
be cost-effective for the taxpayer, make the very best use of the buildings, safeguard the future of the town
hall as a civic and community facility and make life easier for our customers.
“We believe that this scheme delivers on all those points. This first phase has now been completed, which is a
great credit to everyone involved given the many challenges posed by the Covid-19 pandemic.
“Doing nothing and staying in South Lakeland House but not re-modelling would have left us with a building
too big for our needs but not suitable for letting to anyone else, less effective and less accessible for our
customers and which didn’t make full use of the town hall.
“Both buildings would have still required significant amounts of capital investment in ongoing maintenance and
repairs in future years, but without the potential for creating any additional income, so would have worked out
more expensive in the long-term.’’
Councillor Andrew Jarvis, SLDC’s Deputy Leader and portfolio holder for Finance and Assets, said: “The full
scheme for the town hall and South Lakeland House offices is costing £4.9m, which will be more than fully
repaid through the benefits of having a more efficient building, reduced costs and additional income from
letting out surplus office space. This will give ongoing savings for the council from year one.
“Under Customer Connect we have already re-shaped our workforce so knew we wouldn’t need to use all of
such a large building in the future. Alternatives were considered, including moving to smaller offices or sharing
with other organisations, but none of these offered the protection for the town hall, and were very much
dependant on finding an alternative use for South Lakeland House and would have worked out much more
costly in the long-run.
“By re-modelling South Lakeland House we can let out surplus space on much of the top and ground floors to
other organisations and create a new enterprise centre for start-up businesses, supporting business growth
and job creation, which are key council plan priorities.’’
The council’s overall Customer Connect innovation programme is also on track to deliver savings in excess of £8
million over 10 years by restructuring the entire organisation.
Under the new way of working customers will have better access to services, 24 hours a day, seven days a
week and have more opportunity to self-serve through improved digital options, including the new My Account
function, which officially launched in March this year and already has 6,500 sign-ups.
Councillor Brook continued: “This is local government at its best, striving to find ways to save taxpayer money,
while protecting and enhancing services and, with the wider buildings project included, offering new office
space and improved access to the town hall to help support our communities and new town centre businesses.
“Customer Connect is all about improving our systems and delivering services in a more efficient way, reducing
waste and simplifying processes, empowering employees and restructuring the whole organisation from topto-bottom.
“It is enabling us to be more efficient and better able to deliver the services our residents deserve, at the same
time as making very significant savings.’’
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EXAMPLE 3 (Celebrating success – sharing stories of how staff have successfully transitioned to new roles on
our ‘One Team’ SharePoint page)
Adam Moffatt's can-do approach has seen him progress from "the bunker" to playing a key role in keeping
the wheels of local democracy rolling during the Covid pandemic.
Here is Adam's Customer Connect journey so far…

Adam Moffatt
For anyone wondering where or what "the bunker" is, it's our small office in the Westmorland Shopping Centre
car park (just behind the silver car on the left of this photo) where Adam Moffatt's career with SLDC began back
in 2017.
Adam wasn't originally planning to stay long in Kendal. He had come back home after graduating from the
University of Leicester to find a job and "try to save some money" before moving abroad, having previously
temped in the multi-storey car park while a student in the summer holidays, and enjoyed the work. But Frankie
Flannigan, Service Delivery Manager, could see Adam's potential and encouraged him to stay and make the
most of the career opportunities opened up by Customer Connect.
"He's very intelligent, very likeable, a 100% nice guy," said Frankie. "He's a well-focused young man with
aspirations and he's the kind of person we need. When Customer Connect came up I had a number of
discussions with him. I always encourage people to go for opportunities. I never see it as my loss."
"When I started hearing about Customer Connect, I thought I should probably try to take advantage of it," said
Adam, who decided to drop his plans to study for a Masters in The Netherlands, a country he loved, having
spent part of his degree course in the medieval city of Maastricht.
"Frankie was always encouraging me to apply for jobs and persevere. I probably would've just gone off and
done a Masters eventually without Frankie. I definitely appreciate the support he has given me."
So, two years ago, Adam left the bunker and took the next step on his journey by joining Democratic Services
as a Case Management Officer in May 2019.
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"I had to learn to be quite organised," he said, "which is probably a bit of a miracle as not many people would
say that being organised is one of my personality traits. It helped coming into such a good team. Working with
Una Bell and Inge Booth was amazing."
Una recalled: "Adam was thrown in at the deep end with local elections and all the processes and actions
required after the election of new Members. He took to it like a duck to water and I welcomed his can-do
attitude and common-sense approach. Similarly he took to facilitating and minuting committee meetings and
was not fazed by the complexities of these."
Adam was immediately an asset to the team, said Una, "but little did we know what was round the corner!"
In March 2020 the COVID pandemic turned our world upside down and, as virtual meetings became a reality,
Adam showed an aptitude and genuine interest in Microsoft Teams.
"As officers got to grips with working from home and meeting virtually, Democratic Services had to plan how
MS Teams would be introduced to Members and how we would facilitate committee meetings virtually," said
Una.
"Very quickly Adam became the MS Teams guru! He spent hours researching and testing MS Teams. Training
was rolled out virtually by the team to officers and Members and Adam quite naturally moved into the role of
producer for all committee meetings. During this time he was the "go to" person for any MS Teams queries and
worked tirelessly to learn about new features of Teams as they were developed and rolled out by Microsoft."
Una added: "The success of SLDC's virtual meetings has been a team effort but without question they would
not be what they are now if it had not been for Adam. He was committed to his role and I have no doubt he got
genuine pleasure and satisfaction from seeing a job well done and the continuation of the council's decisionmaking process during the Covid-19 pandemic."
History was made on 20 May 2020 with our first live-stream virtual meeting, and the key role played by Adam
behind the scenes saw him go above and beyond his Case Management role. The experience, confidence and
respect he gained culminated in the most recent step on his Customer Connect journey, when he became a
Specialist in Legal, Governance and Democracy in January 2021.
"Adam just gets on with it," said Lead Specialist Linda Fisher. "Nothing is too much trouble for him. The
flexibility, his appetite for learning – he's a rising star of the future with a very can-do approach. He has a
solutions-focused approach. He's a pleasure to work with.
"Adam has embraced all opportunities that have been made available to him, moving from the Legal,
Governance and Democracy Case Management team to a Specialist role in a very short space of time. What our
team has demonstrated is that by developing the staff in the Case Management teams and continually
investing in people to develop and thrive, if opportunities arise and staff want to specialise, they can."
Adam has fond memories of his time in the car park bunker and says he is grateful for the chances Customer
Connect has given him. "As soon as I started hearing about it, it felt like a really good opportunity to progress
here and make a career out of something. With the model being how it is, it gives constant opportunities for
people to move forward, if that's what they want to do."
Outside work, Adam can often be found walking his black Labrador, Monty, and he's looking forward to being
able to travel again. "That's where I'm at my happiest, going round Europe. It's a nice way to live."
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EXAMPLE 4 (Successful My Account sign-up campaign, which included inserting flyers in Council Tax bills)

61

EXAMPLE 5 (Promoted effective working through the new operating model, including an extensive feature on
the work of the new Locality Teams in the resident newspaper South Lakeland News)
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