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1. Executive Summary

Thorny problems

East Herts Council is facing two serious issues which, in large part, are intertwined.

e We have clunky systems that simply get in the way of customers interacting with us in
an easy, 24/7 way. For example, why do we often make it so difficult to pay us, report
a problem or track how we are dealing with something a resident has already raised?
Currently so much contact with us is funneled to the telephone because our internet-
based self-service offer is so limited. We need to free up resources so that we have
the time to speak on the phone with those residents who really need to communicate
with us in this way.

e We are facing a £2.6m hole in our revenue budget. If this wasn't bad enough, out-of-
date systems which demand duplication of officer effort or positively act against
collaboration mean we are wasting the resources we have on ‘double-keying’
information we elicit from our customers or responding to complaints that would
never have arisen if we had ‘single view of the customer’ from the get-go.

Something has to change and that change has to be transformational.

Transformational change

The Transforming East Herts programme aims to tackle the dual headaches of systems and
process that are past their sell by dates and finances that don’t stack up. At the outset, the
objective was set for the Transforming East Herts programme to deliver at least £1m in
savings to contribute to the overall need for £2.6m.

The private sector and growing numbers of public sector organisations understand that
people are increasingly turning to online and mobile methods of communicating and
conducting transactions. We, like all local authorities, are now facing increasing demands
from residents and government alike to embrace digital technology. We need catch up and do
so at pace.

The Transforming East Herts programme will enable the council to continuously improve the
lives of our residents, businesses and visitors by delivering what they require in a way which
suits them and provides best value for taxpayers. Research by the Office for National
Statistics, published in 2021, shows that 93% of people in Hertfordshire used the internetin
the previous three months in 2020 (the latest available figures). This figure is higher than
either the East of England or UK-wide percentages of 92.2% and 92.1% respectively. Clearly,
East Herts residents are major users of the internet in their everyday lives, although of course
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a small number will continue to rely on telephone and face-to-face contact for a few years to
come. We will not be dis-enfranchising any part of the community through the delivery of this
programme. On the contrary, delivery of the programme will allow those who can to use the
website for end to end transactions thereby reducing the volume of telephone calls to the
council. This will mean that those who have to use the telephone will have their call answered
quickly and the time spent on the call reduced because customer services staff will be using a
single system instead of the current 15 systems.

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

This business case sets out a detailed plan to re-model the council around customer
outcomes and maximise self-service so that our specialist officers can focus on complex
cases. It builds on the concept of blended and mobile working and creates a major
opportunity for the workforce to work differently by removing unnecessary processes and
organisational silos.

New ways of organising ourselves

This report lays out a Future Operating Model (FOM) for the council, an implementation plan

for a radical transformation of our technology architecture and a benefits realisation forecast
to support the investment. This will be underpinned by significant people and culture change
and the embracing of commercial aspirations.

Delivering financial benefits

The current staffing numbers or FTEs (full time equivalents) posts have been mapped from
activity analysis and a finance reconciliation of establishment and actual FTEs. As a result of
this, a programme of staffing and service redesign has been assessed to enable transition to
a FOM. As a result of this assessment, the number of FTE posts across the organisation would
reduce by circa 10%.

In addition, a series of further service redesign and cost avoidance measures are proposed
which do not impact on staffing changes. These amount to circa £440k. Furthermore, there
are proposals for income generation in the region of totaling £250k.

Each of the figures has been rated as to the deliverability of the proposed benefits. For the
purposes of the business case acid test, the aspirational savings, the most difficult to deliver,
have been excluded for the purposes of ensuring the deliverable elements pay back the
investment. The savings considered deliverable stand at £1.706 million. We have therefore
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assumed that by 2025/26, the council will benefit from an improved annual revenue position
of £1.706 million.

To support the significant change envisaged, there are a number of implementation costs
which are described in the business case. These include external partner support, potential
redundancy and digital costs. These costs total £1.612 million. These are essential to
delivering a new operating model to support the deliverable annual savings of £1.706 million
and total potential savings of £1.937 million. This results in payback over 1 year once the
council has transitioned to the future operating model. The Medium Term Financial Plan will
be predicated on these estimated costs and savings. The savings totals do not include items
which cannot yet be quantified and include:

e potential increases in income arising from reviewing charges using the new Fees &
Charges Policy which will commence from August 2022 with revised fees being built in
from 2023/24 subject to Council approval as part of the Budget and MTFP process

e potential Shared Service opportunities are being explored as part of the Service
Review Work Strand but these are in the discovery phase. Should they progress from
the discovery phase then this total will be increased by any savings that are identified
in the outline business case

e potential income from leasing space at Wallfields has not been included at this stage
whilst officers explore the potential to let space “as is”, which would only be attractive
to a very small number of potential tenants, and ascertain the refurbishment costs to
bring space up to a market lettable standard to judge payback on the improvements.

There are no real, deliverable alternatives to this approach other than a continued reduction
of front line and back office services over the course of the next five years and beyond. The
resulting retraction of services would undermine the council's corporate priorities and
members' aspiration that East Herts remains one of the best places in the county to live, work
and visit.
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2. East Herts Context

It needs to be recognised that advances in technology and changes in customer and resident
behaviour mean different forms of service delivery are now possible.

The business sector has started to embrace different ways of working and provide services
through different routes. This has been embraced by parts of local and central government,
such as the DVLA, and has been accelerated during the Covid pandemic with the introduction
of, for example, electronic vaccine passes.

An important lesson from the business sector is that the full benefits of channel shift and
new technology cannot be derived from simply bolting on a new system to existing business
models and service delivery; the whole business and operating model needs to be reviewed
and transformed.

East Herts' corporate plan ‘East Herts: a place to grow' and the work of the Transforming East
Herts programme to date, reported to the Executive on 6™ July 2021 and 23" November
2021, recognise many of these challenges:

Improving customer experience, including access through
digitisation (Customer Relationship Management - CRM)

The vision for the Transforming East Herts programme approved by the Executive on 6% July
2022 is ‘By 2025 East Herts Council will be a customer focused, financially sustainable, effective
organisation with flexible, empowered employees’.

The council’'s corporate plan states, The way people work, interact, and access goods and
services is changing rapidly... the council will continue to transform its own services so they are
more customer responsive and maximise the use of digital technology..

In order to deliver key objectives of the Transforming East Herts Programme, implementation
of a new CRM system is recommended, with a total of up to £487k funded from the council’s
£3m corporate reserve transformation budget.

Through the digitisation of processes across the council's services, efficiencies will be
achieved to enable officers to focus on higher priority work and/or provide greater direct
customer support to those who require it.

With CRM, (‘My East Herts'), a full 360-degree view of the customer can be created, regardless
of who in the organisation is liasing with the customer. It also provides the opportunity to:

. Personalise communication

Page 6 of 39



Offer relevant content and service

. Respond quickly to customer requests

. Gain customer satisfaction feedback

. ....and ensure that no question goes unanswered

By having modern 24/7 online self-serve functionality, customers will have greater
accessibility to relevant council services, as well as delivering a significantly improved
customer experience.

The implementation of a CRM system and resulting channel shift will be key to securing the
anticipated cost savings in the separate Corporate Business Support hub transformation
piece. The following way forward is recommended, as it avoids the greatest risks to achieving
the anticipated cashable savings brought about through the development of a Corporate
Business Support hub:

. Drive out inefficient processes through the implementation of a CRM system, funded
from the council’s corporate reserve transformation budget

«  Improve the customer experience and journey

. Reduce avoidable contact - direct this time to those customers who need specific
assistance or to higher priority work

* Analyse and use the intelligence gained through the rollout of the CRM system and
efficiencies achieved to feed into the central support resource (Corporate Business Support
hub) service review to inform required resourcing going forward

. Deliver an efficient and effective Corporate Business Support hub, meeting the needs of
the council and its customers

. Realise significant anticipated year on year cashable savings

. Meet corporate priorities and objectives of the council’s transformation programme

Benefitting from a flexible and skilled workforce

The report to the Executive on 6 July 2021 introducing the Transforming East Herts
programme outlined the potential to be derived from a more flexible and skilled workforce;
‘Working remotely has become a way of life for many but it is recognised that better collaboration
takes place face to face and it is recognised that not all officers or members have found the
transition as easy as others. Through Transforming East Herts it is proposed that blended, flexible
ways of working are adopted to help reduce the councils carbon footprint, supporting
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sustainability, reduce the required office space’.

The report to the Executive went on to explain that the Transforming East Herts programme
provides an ‘opportunity to review how the council services are delivered to the customer and
what we can achieve as an organisation to serve our residents even more efficiently and
effectively’.

In short, through the Transforming East Herts programme staff will have the ability to work
more efficiently for the customer and our workforce plan development will set out future
requirements for the organisation. We will continue to develop our skilled workforce with
more digital skills, agility and a more flexible, coordinated approach to working across
services.

Ensuring a sustainable budget

Crucial to the Transforming East Herts programme is that we ensure we are a financially
sustainable council by transforming the staff and operations of the council and the amount of
office space required’. Thus:

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

e proposals to resolve potential short and longer-term deficits have been developed
and will continue to be as integral means of achieving the overall aspirations of the
Transforming East Herts programme. Invest-to-save projects will achieve efficiencies
and generate income, supporting this organisation to become sustainable in future
years, whilst retaining the optimum level of value for money.

Delivery of the Transforming East Herts programme’s ambitious goals is built on the need for
organisational transformation more than simply service improvement and therefore it is
necessary to understand the difference between the two.

Service Improvement Organisational Transformation

e Retain vertical service units (often termed e Remodel around customer outcomes,
‘silos’) maximise self-service, leave specialists to

e Improve efficiency in these verticals focus on complex/ vulnerable cases

e Line of business applications integrates e Data management drives delivery
more effectively with portal and customer e Relationships built and data shared
management. across specialist areas that support
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customer requests to get things right
first time (thus reducing avoidable

contact)
Benefits Benefits
e Remove Waste e Use workforce differently
e Reduce paper e Remove unnecessary silos
e Increase automation e Drive self-service and reduce other
e Digitise end to end channels for simple cases

e Remove unnecessary approval processes

e Improve access

At the heart of the council’s thinking is a drive to provide the best, most cost-effective
services possible. This will require organisational transformation across the whole council.
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3. Overview of the Future Operating Model

The over-arching ambition propelling the Transforming East Herts programme is to:
e embark upon a major programme to transform the way the council operates

e deliver services to customers in ways that more flexibly meet their needs and
expectations

o deal effectively with the council's future service and financial challenges.

To do this, East Herts has developed the concept on a new Future Operating Model (FOM)
that identifies a different way of working for the council.

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

Understanding the difference between the operating model and organisational model is
critical in helping understand the scope of the work to be done:

e the operating model lays out the types of activities the council completes and how
they relate to one another

e the organisational model provides an internal framework for how the council
organises itself to deliver the operating model. This drives considerations of spans of
control, levels of seniority within role families and management structures required.

Inherently there will be choices the council will need to make concerning the organisational
model with regard to any further changes to teams and individuals' roles to respond to any
changes in the other parts of the operating model with changes needed to move from the ‘as
is’ situation to the ‘to be’ set-up.

It is through the six key workstrands within the Transforming East Herts programme, first
presented to the Executive at its meeting of 6™ July 2021, that the shift from the ‘as is’ ways of
working to the ‘to be’ structure will be delivered. The six workstrands are:

e Commercial approach
e Lean processes

e Modern workforce

e Modern workspace

e Technology
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e Service reviews.

Experience gained in and from other councils indicates that a transformation programme
across all these aspects is essential to release the full potential benefits of the FOM approach.
Of course, the approach will need to be tailored to the East Herts context and it is recognised
that based on the choices made, the organisational model will develop through detailed
design aligned with our agreed design principles, local constraints and corporate ambitions.

The model as shown below has been gleaned from best practice across a number of local
authorities.

Customers

Customer Self-Serve

\\

( / Universal Customer Contact

Case management &
Service Processing

Customer
Service

Delivery

Customer Advisors
Enabling

Strategy and Commissioning

The key components are:

Specialists

Support services

Mobile Locality Officers

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

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

e Customer Enabling: helps the community and customers to help themselves and
in doing so reduce request for information and demand for services

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

Delivery: delivery of core services, for example environmental health, waste
collection, street cleaning

Support Services: non-customer facing back office functions, much of which is
transactional although some requires organisation-specific intelligence.
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4. Implementation

Moving into the implementation phase

Work is well underway on the Transforming East Herts programme. For each workstrand:
e amember of the Leadership Team has been assigned to drive forward the key actions

e a staff engagement session has been held to commence dialogue across the
organisation and gather initial views

e regular check-and-challenge is provided by the council's Leadership Team.

Once this business plan has been approved by the Executive, the programme can proceed to
the implementation phase.

Change and engagement

The change and engagement work is about ensuring that all stakeholders of the programme
are engaged, supported, involved and inspired. It ensures that the people of the organisation
are kept informed and any potential negative views are heard and addressed.

To date, engagement has included:

staff engagement sessions, open to all, have been held for each workstrand

quarterly staff briefings give updates on the Transforming East Herts programme

a ‘change resilience’ staff development programme has been delivered

nine officers have been trained to the Six Sigma green belt standard to provide
expertise within the lean process review programme across the council.

Further work to support the programme includes or will include:

e anew set of staff competencies that lay out the behaviours the council expects its
officers to exhibit. These have been aligned to the Transforming East Herts
programme and, for example, including a commercial thinking competency

e aleadership Team development scheme to build transform knowledge and capability
within the programme and ensure organisational readiness for change.

Human Resources

Given the likely amount and pace of change, Human Resources input and expertise is
essential. As noted above, considerable work has already commenced to prepare officers for
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upcoming change, however, a whole schedule of Human Resource work will be required to

enable the process of staff changing from one role to another in a fair, legal and equitable
manner, whilst ensuring the wellbeing of all staff is considered. Some of the key elements of
this work will need to be to:

e introduce the principles and required approach to manage the magnitude of the
change within a Future Model transformation

e develop and deliver a short-term action plan of activities that need to be completed
to prepare for implementation

e develop a plan of HR/restructure activities for implementation

e putin place any interim arrangements in readiness for implementation.

The scope for financial savings and income

The Transforming East Herts programme has identified three broad means of delivering
financial sustainability for the council. These are:

staffing redesign - realigning functions and consequently defining new teams and/or
job roles

service redesign and cost avoidance - making savings from changing processes or
the way the service is delivered or within a service offer altering the existing service
level to allow a new service to be incorporated whilst the overall cost of the new
service offer remains the same; being more commercial in our approach to
procurement to avoid or reduce costs

income generation- increasing income derived from existing ‘charged for’ services by
ensuring fees and charges levied at least cover the costs expended by the council on
those services; and creating new sources of income.

Service re-design

The Lean Processes and Service Review workstrands are concerned with the enhancement of

existing, and the delivery of new, capabilities within East Herts to improve the service and

experience of residents, members, officers and partners interacting with the council. To

achieve this, service re-design will have some primary aims, these being to:

eliminate processes that do not add value to the organisation or its customers.

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

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

automate any steps and stages in processes that remove manual effort
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e enable tasks to be conducted by generic officers or processes wherever possible, thus
freeing up professional staff to focus on more complex tasks and issues.

Processes subject to lean process reviews need to be:

e the most frequently used services, thus maximising the benefits of service
redesign to residents and officers alike

e re-designed in ways that makes it better and easier for colleagues to deliver services
to citizens and colleagues

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

Getting the process redesign right is expected to yield the following outcomes:

e areduction in customer contacts and complaints

e improvements in the morale of officers operating these processes

e asignificant increase in the take up of self service capabilities, requiring less
resources and thus resulting in the realisation of financial savings.

Central to the operating model is making sure the organisation and its processes are
designed around the customer. To ensure the teams always have the customer at the
forefront when redesigning a process, those leading lean process reviews will constantly
refer to the design principles most aligned to the process on which they are working. They
will utilise customer personas to understand and empathise with the proposed customer in
order to design a process to meet the need of the customer.

Existing customer journeys will also be used to ensure the overall customer experience is
enhanced. At the heart of the Lean Processes workstrand will be the testing of assumptions,
solutions and redesigned processes with East Herts customers. This will allow the team to
gain rapid feedback from the customer and learn quickly what will deliver an exceptional
customer experience.

Technology assessment

Improved and better integrated technology and systems are key to delivering the new ways
of working advocated in the Future Operating Model. The specialist consultancy, Ignite, has
provided the council with a detailed technology assessment.

Ignite has used service tiers to illustrate the concept that the more work an organisation can
get done by the customer or by staff on the frontline at the first point of contact with the
customer, the less that work tends to cost and the more control can be given to the
customer. Different tiers are supported by different technology capabilities.
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IAG, Self-Service and Automation —>

The table below highlights what the technology needs to be able to do for each tier of the
core capabilities constituting the FOM activity types.

Core Capabilities

Customer Self Service Customer Contact Management

« Customers can easily find what they need online Calls can be queued and routed to automated systems and
= Customers have a consistent user experience for all online customer service advisors (CSAs), and customers get feedback
services and self-serve nudges whilst queueing

» Customers can apply for and report all significant services/issues C5As can search by unique customer, property or case reference
online to find, view and update existing customers, properties or cases

+ Customers can pay for any service online CSAs have easy access to a searchable knowledge base/scripts to

+ Customers can submit documents online, both at initial help them answer 100s of enquiry types
application and during a case CSAs can view all case documents to assist them to help

«  Customers can view information about their cases and accounts customers W1.th enquiries about open case.s
online CSAs can easily take payments for all services

CSAs can create new cases and workflows

Case Management Specialist

Customers receive automatic updates via SMS/email when cases Cases initiated online or by CSAs are created in specialist back
are created or updated office systems without rekeying data

All new case work is picked up from work trays/queues All documents created in specialist back office systems are

Trays/ queues provide a unified view of all work for a particular automatically added to the full electronic case file
team, across the full range of services

Work can move between queues based on rules or manual choice
Work can be split into stages and both the overall case and
individual stages can have target dates configured

Managers can view live performance reports for teams, cases and
individuals and overdue work is escalated

Mobile responsive and mobile-accessible by default

Electronic case files are available from workflow/case screens
Case workers can easily take payments for all cases
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Transition management

Transition management is necessary to ensure that the ‘lights are kept on" and services
continue to be delivered while the council is transitioning and that skills, knowledge and
contacts are handed over when appropriate. This also meanings making sure that staff
moving into new roles are trained, engaged and supported to deliver the council services.
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5. Business Case

Summary of financial benefits to the council of the
Transforming East Herts programme

The financial benefits deriving from each of the Transforming East Herts programme
workstrands, and split into the different sources of financial benefit discussing above, are
summarised in the table below.

The table lists the full year benefits to the council's revenue budgets. The profiling of the
financial benefits across the coming three years in described in more detail in the
subsequent sections of this chapter of the business case.

The invest-to-save costs that will need to be incurred by the council to deliver these financial
benefits are laid out towards the end of this chapter.

Programme £'000s
Staff Service Income Total
redesign redesign and generation financial
cost avoidance benefit
(including
staffing
changes)
Target Savings 1,100 600 250 1,950
Note 1 This does not include potential increases arising from reviewing charges using the new

Fees & Charges Policy which will commence from August 2022 with revised fees being built
in from 2023/24 subject to Council approval as part of the Budget and MTFP process.

Note 2 Potential Shared Service opportunities are being explored as part of the Service Review
Work Strand but these are in the discovery phase. Should they progress from the
discovery phase then this total will be increased by any savings that are identified in the
outline business case.

Note 3 Potential income from leasing space at Wallfields has not been included at this stage whilst
officers explore the potential to let space “as is", which would only be attractive to a very
small number of potential tenants, and ascertain the refurbishment costs to bring space up
to a market lettable standard to judge payback on the improvements

Design principles

The over-arching design principles raised with the Executive on 6" July 2021 have been
further developed as the Transforming East Herts programme has progressed. The following
principles listed under each workstrand are seen as crucial to modern, cost-effective and
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customer-focused approach.

Workstrand Design principles

Commercial e Business-like behaviour
approach e Being business-friendly

e Promoting local economic growth

Lean e Fewest number of steps for the customer

Ll e Professional officers freed from low level queries so they can
deal with complex cases

e Contact less and tell us once

Modern e Efficient blended and mobile working
workforce e Clear set of expected competencies

e Use our skills and expertise effectively
e Continuous staff development

Modern e Office design to promote collaborative working
workspace e Smaller, flexible, generic working spaces

Technology ¢ Digital by default so as to support customers to do more
themselves

e Asingle view of the customer
e Seek to resolve customer’s issues at first point of contact

e Use of technology to help ensure compliance

e |T solutions to underpin collaboration and communication

Service e Focus on the customer experience
=0 e Proactively prevent and shape demand

e Openness to other service delivery models where this makes
sense

e Real time measurement and performance indicators to
target areas for improvement

These design principles will help the council make decisions that are consistent and in line
with the benefits of the programme. These principles will assist East Herts to move forward
as an organisation with a shared, common purpose, helping staff establish an understanding
of ‘business as usual’ in the transformed organisation. These principles are already being
used to support decision making and will continue to be utilised in this way.
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Benefit drivers

By embedding the design principles into the overall Transforming East Herts programme,

each workstrand can be seen to contribute to the overall programme.

Commercial

The Commercial workstrand is concerned with enabling the council to act in a more business-
like and commercial way so as to increase revenues flowing into the council.

Lean processes

The Lean Processes workstrand is concerned with driving out inefficient ways of working that
hamper the council’s ability to provide streamlined, easy-to-understand and easy-to-use
processes from both the customer’s and officer’s perspective. This workstrand includes
designing the staffing structure to enable nimble and lean back office systems.

Work on the Transforming East Herts programme to date regarding the council's provision of
back office support and administrative functions has found:

e significant fragmentation of effort and no collaborative demand management

e high levels of manual processes and duplication within administration and frontline
service teams

e adisproportionate amount of time and resource is being spent on business support
activities

e work of a similar nature is carried out in all areas of the council without consistency
and coordination in order to meet the demands of the customer and business

e staff engaged in support and administrative activities are often frustrated by lack of
consistent systems, processes and development opportunities

e ahigh dependency on support staff to undertake low level tasks that could either be
avoided altogether, such as ‘double-keying’, or could be replaced by more staff self-
service, such as arranging meeting, taking notes in meetings.

Transforming the council's support and administrative functions is not a straightforward task
that could be readily achieved by simply ‘lifting-and-shifting’ administrative staff distributed
across the organisation into one single team. This alone would be address inefficient work
practices or duplication of effort. Instead, a number of fundamental changes will need to be
implemented in order to successfully deliver a more efficient, corporate administrative
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operating model for support functions and the full amount of associated savings. A
successful transformation requires:

e eliminating and simplifying policies and procedures across the full range of support
and administrative functions in order to significantly reduce activity in this area where
possible

e capturing significant amounts of information currently held by specialists across
services within online portals and self-serve systems, thus improving information,
advice and guidance to enable staff to self-serve easily and effectively

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

e investing in modern, fit-for-purpose back office IT systems to enabling the redesign of
the structure of the council's support and administrative function.

Modern workforce

It is considered that the modern workforce workstrand is primarily concerned with
‘facilitating’ the transformation listed under the other workstrands rather than, of itself,
delivering financial benefits. It is recognised that this workstrand is crucial to ensure the:

e separating out and defining the desired and necessary operational and strategic
leadership and management activities and competencies

e provision of clearer more co-ordinated strategy, direction and priorities to better
harnessthe efforts of the specialists in the council

e breaking down of any remaining silos in specialist teams and replacing them with
communities of practice to encourage multi-disciplined teams to come together to
address the priorities of the council.

Modern workspace

This workstrand will deliver a number of significant benefits to the Transforming East Herts
programme which can be broadly characterised as:

e ensuring the office space enables collaborative working

e ensuring the office space matches the Operating Model's expectation of blended
working

o freeing up space within the council's existing offices that can be leased to others
and/or hired out on an hourly basis in order to generate a revenue income stream.
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It is recognised that in order to meet these aims, some investment will be needed in the
Wallfields building to:

e improve its energy efficiency and in doing so reduce running costs
¢ maximise the attractiveness of the office space to prospective leases.

The council will seek out government grants wherever possible to support upgrades to
the sustainability of the building.

Technology

It is arguably self-evident that to transform the council to one built on a modern workforce,
following customer-focused lean processes in modern workspaces, we need a fit-to-purpose
IT platform and suite of interconnected software products. In 2021, the council invited the
highly regarding IT consultancy, Ignite, to carry out an assessment of our overall approach to
and use of technology.

Ignite’s review found:

e inthe absence of a strong strategic steer on the direction of the council's digital
services, services have followed their own paths:

e some have delivered standalone self-service solutions, for example, garden
waste, housing options, council tax

e others have struggled to make much progress without corporate support, for
example environmental health, licensing

e the services that have standalone solutions are generally more satisfied, whereas
those who have struggled to make progress are frustrated, both with suppliers and
with the support received from the ICT service. Those that struggle often lack project
management and business analyst support and look to the shared ICT service to
provide this, but the skills and capacity do not exist there

e in adopting this approach, there has been little consideration of the impact on the
customer or the council's customer services team. Both customers and customer
services officers need to interact with many different systems and user interfaces

e the Transforming East Herts design principles suggest that the council wishes to move
to a more customer-focused approach with a stronger ‘one team’ ethos, including a
more efficient and empowered customer services team and integrated business
support. This will require significant change over time.

Based on the above, it is apparent that the adoption of a ‘single view of the customer’ IT
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system is fundamental to achieving the opportunities for customer-focused improvements
and financial efficiencies presented by the Transforming East Herts programme.

The ‘My East Herts’ Portal will be a platform where customers can easily check their council
tax, benefit payments, waste services and more, aligned to the following technology focussed
design principles:

* Technology

0 Digital by default so as to support customers to do more themselves

0 Asingle view of the customer

0 Seekto resolve customer’s issues at first point of contact

0  Use of technology to help ensure compliance

0 IT solutions to underpin collaboration and communication

. Lean processes

0  Fewest number of steps for the customer

0  Professional officers freed from low level queries so they can deal with complex cases
0 Contactless and tell us once

The Transforming East Herts programme will enable the council to continuously improve the
lives of its residents, businesses and visitors by delivering what they require in a way which
suits them and provides best value for taxpayers. We will ensure that those who are able to
can take advantage of our self-servicing options allowing faster resolution for those
customers who need to speak to us over the telephone or in person.

Latest Office of National Statistics (ONS) data highlight that 93% of people in Hertfordshire
were users of the internet in 2020, with this figure no doubt rising as a result of the pandemic
and increasing reliance on technology. Of course we will consider and make provisions for
those who need telephone and face-to-face contact, to ensure our services remain accessible
to all. So, regardless of the channel a customer is using to contact us, we need to have a
culture of adding value to every transaction undertaken and seeking the root cause of a
customer’s issue, rather than just resolving the presenting need. This approach will always be
hampered if the officer or the digital system being interacted with only has a partial view of
the customer. We need to adopt a ‘single view of the customer’ (CRM) with the necessary IT
infrastructure to support it. By having a system that can track every customer interaction
with us, it is experience shows that a more efficient and improved service can be delivered to
our residents. A ‘single view of the customer’ IT infrastructure will provide this.

The central component of a ‘single view of the customer’ IT solution is generally the creation
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of a single shared customer database, allowing information to be collected once but used
many times. The sharing of this customer data across the council, in conjunction with the
functional tools provided by an IT solution, will allow the council to make the gains in both

efficiency and effectiveness which are at the very heart of the Transforming East Herts

programme. A ‘single view of the customer’ IT system could allow us to deal automatically
with enquiries that originate over the web while also improving the ability of front line staff to
resolve more complex issues at first contact.

Thus, the benefits to the Transforming East Herts programme of implementing a ‘single view

of the customer’ system are:

a single system to capture all customer contacts. This will enable the council to adopt
a truly integrated approach to customer management which goes beyond simply
traditional customer services function

a swift capture of a customer’s service record history of interaction with the council
which would provide a mechanism for more effective handling of complaints, a
proportion of which snowball as the complaint is passed around the organisation or
because the customer is only provided with a partial response

a single application for all customer service advisors to use as the primary system for
capturing service user details and service requests

improved performance management information and customer history. Deployment
of a ‘single view of the customer’ system will automate contact record keeping and aid
management reporting on individual service transaction volumes providing greater
customer insight for future service improvements

improved audit ability and security of transactions as the system’s associated
workflow and back office system integration will aid the recording of audit trails and
provide and enhance security mechanisms outside the normal security functions
within line of business systems

consistent call answering processes because of the scripting capability of a ‘single view
of the customer’ system whether applied to online, automated transactions, chatbots,
online chat functions or telephone/face-to-face interactions. The system would ensure
every transaction is delivered to the same consistent high quality

increased call efficiency and value for money delivered by efficient service user and
service request capture

ultimately, increased customer satisfaction and improved reputation as we service
customer requests more consistently and efficiently.

There are many applications on the market some of which lean heavily to the commercial
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model and others than have been designed with local government working in mind. Equally,
some of these applications will enable easier and cheaper integration with the council’s back
office data whereas others have not been designed with wider data integration in mind. In
summary, the council’s technology requirements to implement a ‘single view of the customer’
solution will have to be fully captured with the associated cost assumptions. Further review
and validation will be needed before procurement.

Given the range of services we provide, the council’s IT infrastructure will need to go beyond
a 'single view of the customer’ IT product, however, it is vital that the council maximises the
functionality of the software it has already procured, such as MS 365 and Teams, and
implements any new products within a ‘single view of the customer’ environment.

Current Position and the ‘To Be’' Customer Service Model

In terms of customer experience, the council can make significant improvements from its
current customer facing position by:

. Enabling a ‘My East Herts’ portal with online self-service functionality, to minimise the
amount of avoidable contact with Customer Services and other services across the council

. Improving resolution of customer related transactional activity at the first point of
contact, resulting in queries not being emailed to individual services for response

. Creating capacity released from reducing avoidable contact to direct officer time to
where it is needed most. This may include improving council performance in a high priority
or demand areas, such as current customer call answering rates, and/or provision of support
and assistance to customers that require it

At present, approximately 75 processes across the council require manual intervention,
whereby a customer enquiry or request is emailed to the relevant service for action.

There are currently three fully automated processes in place, i.e. replacement bin request,
notification of a missed refuse collection and council tax (moving in/out) confirmation. A
separate garden waste service was introduced early 2021 with a 92% online sign up,
evidencing the demand for such customer self-serve digital functionality.

Through the implementation of a CRM system, current applicable processes (such as those
that can be web form based) will move to fully automated end to end experiences, delivering
a buy once and benefit many outcome to ensure the council's services continue to be
relevant and represent value for money.

By introducing a CRM system it is possible to then look to bring all appropriate customer
service-related activity into one place. This will create efficiency through economies of scale
and cost savings through the separate Corporate Business Support hub business case.
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Current (As-Is) customer service model (Figure 1)

As is illustrated, the current service model places demand and pressure on more costly
specialist support teams and services resources, rather than the cheaper online option via
customer self serve.

Figure 1

Routine
Specialist Support Teams

Occasional
Customer Services Team

By exception
Self Service Customers

Herts

Coun

Proposed ‘To Be/CRM’ customer service model (Figure 2)
In summary, a CRM system will:

. Drive channel shift to a lower cost more efficient customer self-serve model, with
routine enquiries handled by either the customer or Customer Services, rather than the
current ‘as-is’, whereby they are directed to specialist teams

. Deliver efficiencies by introducing leaner processes
. Improve customer call answer rates
. Increase accessibility to online council services

. Enable saved officer time to be redirected to those customers who require
support/assistance

. Improve council customer information and data quality
. Enhance the customer experience and journey

. Lead the way to the development of a Corporate Business Support hub to realise
cashable savings to the council

. Meet Corporate priorities and objectives of the council’s transformation programme
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The approach to be taken must support a move for the vast majority of customer contact to
take place via the self serve portal. Ideally 90%+ of customer contact should be through the
CRM self serve portal, including question/problem resolution. By limiting contact to the
Customer Service team to more challenging or sensitive enquiries and contact to specialist
support teams by exception for example professional planning advice, the greatest
efficiencies and cost savings can be achieved.

Figure 2

outine
Self service

Simple generml enquines such as paying for
services and reporting problems

Occasional

Single customer services team
More challenging or sensitive enquiries such as
council tax refunds or chalenging a PCN.

By exception
Specialist support teams

Outputs and outcomes

. Fully implement the govService CRM system and move the majority of customer contact
to digital channels of communication

. Reduce current email, telephone and face-to-face customer queries received by
Customer Services and council services

The implementation of a CRM system will:

. Provide every council customer with the opportunity to self-serve, with their own Single
Sign-On and online portal to track and view submitted service
requests/queries/communications

*  Achieve channel shift, by reducing the number of telephone queries to Customer
Services and subsequent service areas across the council, by increasing online customer self-
serve through the full launch of the CRM system

. Enable 24/7 access to services, e.g., bulky waste collections and other transactional
services that are currently only available during office hours

Page 27 of 39



. Direct officer capacity created to areas of higher, for example improving customer call
answering rates

. Enable Customer Services to more easily assist the customer and view submitted service
requests/queries/communications, increasing first call resolution

. Enable customers to pay for transactional services online (e.g., bulky waste collections)
and make calendar bookings that will improve efficiency and the customer experience

. Reduce processing costs and manual intervention by council officers when carrying out
transactional processes, which will release capacity

. Lead to the creation of a Corporate Business Support hub and unlock cashable savings
. Deliver greater customer satisfaction

. Meet corporate priorities and the objectives of the council’s transformation programme

Service reviews

A mature, confident organisation is one that embraces and indeed welcomes the opportunity
to regularly review its services and challenge the status quo. This stance is at the heart of the
council's approach to reviewing all its services.

Each head of service, together with their service managers, has been required to thoroughly
analyse their existing structures and means of service delivery. The resulting service reviews
have been subject to challenge by members of the Leadership Team and colleagues from
across the council trained in the Six Sigma process review methodology.

In summary, each service review needed to examine current practices and address how to:
Enhance customer experience
e improve the customer journey
e proactively prevent and shape demand
e encourage channel shift
Deliver organisational change

e break down silo-working and/or support corporate organisational change by
relocating/combining services across the council

e oOperate or explore operating through different service models, such as shared
services

Identify financial savings
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e make cashable financial savings
e increase existing income streams and/or create new income
e avoid/minimise costs
Benefit from continuous learning
e identify the processes that should be prioritised for a lean process review

e continually make amendments to proposals stemming from the service review
challenge sessions.

A wide range of new or amended ways of doing things have been identified which support
the new Operating Model. Of note, service reviews have uncovered:
e simpler ways to access the data needed to perform jobs
e arecognition of which current process are most in need of more intuitive workflows and
systems
e how better integrated technology providing a ‘joined up’ experience
e ways to remove duplication between teams and with delivery partners
e how in some cases we are doing too little of some tasks and too much of others
¢ how a failure to use the right systems for the right job.

6. Implementation Investment and
Programme Payback

To deliver this scale of change, there is a need for a range of internal and external expertise
to support the successful implementation of this operating model and technology solution.
An initial assessment is described in the table below which show that these include
implementation, external partner, redundancy and digital costs and total £1,603k. These are
essential to delivering a new operating model to support the annual savings of £1,811k which
results in payback after 1 year.

The Medium Term Financial Plan will include these estimated costs and savings. The costs will
be met from existing reserves in line with the capital programme. Further options to meet
the current budget savings requirement of £3.6 million are being developed for the council to
consider. The net gain from this programme totals around £12.99million over a ten year
period.

Title Investment | Description
(£000)
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Title Investment | Description
(£000)
Interim East Herts 185 | ¢ Business and technology analysts to map processes
Council resource and developscripts
e Additional IT capacity to support the
implementation and change to systems
External Change 128 | « Change management expertise to bring best practice
and approachto implementing such a complex multi-
Implementation faceted change programme
expertise e Expertise to train, develop and support the wider
team in technology implementation and includes
implementation consultancy for new systems
Functional support 100 | « HR, change and communications support to ensure
the change processes are implemented and the
workforce is supported through the change
Training 29 | « Training and development to transition to new ways of
workingand to support the adoption of new
technology
Technology including 260 | « To purchase of appropriate systems to enable digital
hardware and service delivery, including: a ‘single view of customer’
infrastructure system; replacement of the ICON income management
and card payment system; upgrading the E5 Finance
system to the cloud with simplified browser and
mobile device access to enable self-service and
workflow
e Laptops and associated IT kit to enable blended
working
Redundancy and 900 | « Costs associated with transitioning to the Future
pension strain Operating Model
Costs
Total 1,602

Benefits realisation and timeline

The financial savings realised through the programme will not be delivered all at once.

Therefore,the order and timescales of the financial benefit realisation has been estimated

based on the likely phasing of the programme. There is an assumption that the financial

saving occurs at the end of each financial year. This assumption has been made as the

majority of employees tend to leave at the end of the phase. However, financial savings are

likely to be realised earlier in the process if employees leave eariler than expected.
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Financial benefits Estimated Estimated Estimated Total Estimated
£000 financial saving | financial saving financial saving financial saving
in Year 2022/23 in Year 2023/24 in Year 2024/25 22/23 - 24/25
Staffing redesign 150 450 500 1,100
Service Redesign 150 450 600
Income generation 250 250
Total Savings 150 850 950 1,950

Programme payback

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

part above.

Costs of the Programme Estimated Estimated Estimated Total
£000 costs in Year costs in Year costs in Year

2022/23 2023/24 2024/25
Financial benefit 153 827 957 1,937
Invest-to-save costs 327 800 496 1,623
Net benefits -174 27, 461 314

Based on the figures in the two tables above, we have sought to model the net position in the
below graph. This puts the financial savings against the various costs of investing in a large-
scale transformation programme.
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Our analysis shows the return on investment will be positive from 2024/25.

Page 32 of 39



7. Implementation Plan

Implementation approach

Key considerations from the FOM, organisational design, recruitment, process redesign and
technology specification have been used to develop the implementation plan. These
considerations drive the proposed high-level phasing of implementation.

The implementation plan has been developed based on best practice from other similar
organisations and workstrand leads to ensure the plan is the best option for East Herts.

Implementation will be ordered in such a way that it:

e reduces reputational risks by transforming services that interact with the internal
customer first, learning lessons from this before moving onto areas of the council
thatimpact directly on the customer

o early identification of which officers will adopt the key leadership and
management roles within the programme so that they can drive the change
throughout the organisation and act as change champions for the programme

e allows transformation support and administrative functions to be underpinned by
the right IT so that these officers are equipped to support the remainder of the
organisation as it moves through its own transformation

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

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

The implementation of the programme will be delivered in an agile manner. Some key agile
principles are outlined below:

e programme and project goals are clearly and continuously aligned to business strategy
e benefits are realised incrementally and as early as possible
e governance focusses on creating coherent capability

e decision making powers are delegated to the lowest possible level.

A series of key activities to deliver the above objectives are already in place:

e adetailed programme plan with activities, dependencies and milestones which is
kept up-to-date
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e aprogramme risk and issue log
e the Leadership Team acting as the board for monitoring and assurance purposes

e adefinition of the overall benefits and linked activity within the overall programme
plan and financial savings

e Transforming East Herts programme meetings conducted in a professional and
focused way

¢ development of an agile reporting process that is value add across the programme.

Risk management

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

e delayin programme implementation timetable
e not meeting the financial efficiency savings

e |T delays

e disruption to staff

e disruption to customers and business as usual.

In addition to these, there are a number of other key risks currently captured and tracked on
the risk register.

Governance

Governance through a Transformation Delivery Board has been established and the six work
streams have been further focused to more closely align with our Corporate Priorities:
We already have an established vision and set of corporate priorities that the transformation
programme should align to. Our vision is that ‘By 2025 we will be a customer focused, financially
sustainable, effective organisation with flexible empowered employees’. We will achieve this by
putting ‘Sustainability at the heart of everything we do,’ ‘Enabling our communities,’

and being ‘Digital by Design.’
The Delivery Board will take the corporate priorities and pivot them to provide a structure to
provide governance and oversight across its change and transformation programmes. The
alignment provides consistency, clear communications of change and integrated with performance

KPIs, a basis to deliver change that is understood by all staff.
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Figure 1: EHC Corporate priorities

The Be Agile and Sustainable workstream refers to the ability of the council to be quick, resourceful,
and adaptable to enable it to continue over the longer term.

Aligning to the corporate priorities also means that the workstreams have a life beyond the current
transformation programme and can easily transition into continuous improvement activities as the
transformation programme ends. Having a strong governance structure in place that has a life
beyond the programme means that it reduces the risk of failure to maintain the integrity of
transformed end-state and provides a clear approach for continued improvement.

In our ‘future state’ through transformation we will....

Be Commercial

Be Digital

We will make changes to
how the council manages its
own premises, people, and
services, by ensuring we are
agile, efficient, financially
sustainable, and modern in
our approaches.

We will design our services
to be quick, resourceful,

We will be business-like and
develop new sources of
income by being
entrepreneurial innovative
and creative.

We will maximise existing
revenue streams to ensure
that we can continue to
provide value for money

services to customers.

We will make our digital
services easy and the first
channel of choice,
becoming digital by default
- freeing up time for
customers with the highest
need or those at risk

We will use technology to

modernise and simplify the
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and adaptable. way we work.

We will have sustainable We will maximize the use
premises to work from, and of data and technology to
an agile sustainable provide customers with a
workforce and approach to smooth customer

service delivery that is experience.

future proofed for years to

come

Enable our communities: By focusing on the above corporate priorities our
fourth priority to ‘enable our communities’ will be effectively supported by

improving the customer experience and enabling us to move towards being a
truly customer focused organisation.

Governance of change that reflects our Corporate Priorities

The Corporate Priorities provide a solid foundation for our change activities and aligning them will
give a more transparent line of sight to organisational change. Often transformational change
requires input, engagement, and cooperation from across organisations to achieve shared
outcomes and outputs beyond traditional organisational line management boundaries. The

Corporate Priorities provide a clear themed scope.

The priority workstream approach to governance will provide-

. A clear line of sight between change and outcomes against the priority
workstreams.
. Visible leadership for each priority workstream to lead at the delivery group

level to drive success and change across the organisation. All workstream delivery
group members are expected to champion and be a vocal advocate across all priority
workstreams.

. Clear Communications. Communicating change and outcomes for projects
and change will become easier organised around our priority workstreams to support
focused messages and be consistent with our overall communications promoting our
Corporate Priorities.

. New proposals for change and existing projects will become more accessible
and clarify the outcome and project benefits sought.
. Rebalance the programme of projects. Provide better insight into projects

and programmes or refocus and develop new thinking on how to deliver against our
priority workstreams. Any gaps can be quickly addressed as a result.

. Performance financial savings and KPIs. By providing a clear link between
priority workstreams and our savings and performance and KPI data, EHC will be able
to address issues and have intervention plans to address poor KPIs or even where
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KPIs trend analysis indicates an early intervention is required. EHC will become more
agile and responsive to our performance data.

. Provide more cross-group collaboration and thinking. By bringing together
senior leaders from across EHC around the priority workstream themes, better
collaboration and innovative thinking can be promoted. The workstream delivery
groups are encouraged to establish other project task groups for further cross-
collaboration into specific areas under specific priority workstream issues.

. Better oversight and reporting. By coalescing around our priority
workstreams the reporting and management will become more transparent around
key themes, financial savings and performance KPIs. In addition, we will be better able
to report to the Programme Board progress against each priority workstream.

. Scaling the transformation. Transformation and change require active
participation from across EHC with all employees. The proactive engagement across
our senior leaders delivering the consistent message is essential and with the priority
workstreams we will be better positioned to provide any change management and
communications. An inclusive one team EHC participatory approach is required if not
vital to embed the change.

. Remove team barriers. Creating organisational-wide change requires cross
organisational boundaries. The priority workstream delivery groups will have scope
and mandate to drive change to pursue the priority workstream seeking to solve
problems independent of service or team boundaries.

The development of our Corporate Priorities set the blueprint for what success looks like and our
aspiration to be a strong, modern, efficient, commercial organisation delivering financial savings and
a smooth digital experience for our customers. The corporate vision has set the foundation and the
proposed priority workstreams show how they can be leveraged for change across EHC as outlined

below

The Transformation Programme Board is required to oversee the strategy, overall prioritisation
and strategic decision making for change across EHC. Those who sit on the programme board
must have authority and decision-making capacity proportional to the board objectives. For the
purposes of balanced decision making there must be more than two members of the board.

The board is chaired by the Senior Responsible Officer (SRO) otherwise known as the
Programme Sponsor, who takes executive responsibility for decisions relating to the
programme. For best practice governance, there must be distinction between those who
make decisions and sit on the Board and those who report to it. Specialist advisers can
contribute critical items and advise the board to aid decision making.

Programme Board membership;

Name Position Role on Board
Helen Standen Deputy Chief Executive Chair (SRO)

Richard Cassidy  |Chief Executive Board member
James Ellis Head of Legal and democratic services  [Board member
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Steven Linnett Head of strategic finance & property Specialist advisor
Simon O'Hear Head of HR and OD Specialist advisor

Lindsey Creed Communications manager Specialist advisor

Quality Assurance provided
by:
- Leadership at LT on ad-hoc
basis
- Member working group -
modern workspace
- East Herts Together group

Programme
Assurance

Programme Board provided to:
The Executive

Be Agile &
Sustainable
delivery group

Be Digital
delivery gorup

| Priority workstream delivery groups |
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8. Conclusion

The Transforming East Herts programme aims to achieve service improvements and genuine
efficiency savings rather than purely a reduction in service provision and simply scaling back
the council's ambitions. It will ensure that the council is a forward thinking and agile
organisation which better addresses future challenges and opportunities.

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