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Achieving Best Value

• North Star

• Local Government Act – Best Value Duty

• Continuous improvement in effectiveness, 
efficiency, and economy



Effective, Efficient, Economical

• Effectiveness

o Customer and Digital services – quicker, cheaper, easier

o Focus on human assistance where most needed

o Learning through research and feedback

o Service design – good service design principles

• Efficiency and Economy

o Automation – from manual to automated

o Channel shift – from in person to phone to online; post to email

o Process redesign - 'stopping the nonsense'

o Spend / value for money review – transfer/reduce/stop expenditure



Maturity Model

Traditional

• Paper based

• Human processing

Online

• Meets some good service 
principles

• Paper form on website

• Web form that produces email

• Human processing

• Bolted onto traditional service 
design

Electronic

• Meets most good service 
principles

• Web forms integrated with 
case management system

• Partial automation or 
calculation

• Partial human processing

• Still paper based, but stored in 
document management 
system

• Manual offline channels 

• 'Digitised' traditional service 
design 

Digital

• Meets all good service 
principles

• Web form that provides an 
instant outcome

• Automated processing

• Humans focussed on adding 
value, rather than processing 
information

• Information stored in 
databases, not in documents

• Mediated offline channels

• Modern service design

Constraints

- Scale
- Policy
- Structure and governance
- Confidence and imagination
- Technology

Traditional Online Electronic Digital

Call transfers

Bereavement Services

Town Centre Markets

Private Sector Housing

Benefits

Moving in/out/within 

borough

Licensing

Housing

Environmental Health

Building Control

Planning applications

Missed bin collection

Replacement bins 

Theatre bookings

Council Tax balance and 

payments



Scale and Prioritisation

• District Councils are responsible for:

o 31 functions with…

o 109 services responsible for...

o 3,535 duties and powers.

• Transformation activity is prioritised by the return 
on investment
o Demand - volume of throughput - number and time
o Impact - reach of service, strategic alignment
o Risk - what if we do nothing?

• Research - Design - Build - Improve
o What problem are we trying to solve?
o Have we learnt enough to justify the investment in 

the next step?



Hunting for the red flags

• Where we find our next opportunity:

– Audit reports

– Performance monitoring reports

– Budget monitoring reports

– Customer service & website analytics and 
feedback

– Service specific case management software

– Councillor case work

– Referrals and enquiries

– 'The Grapevine'

• Spotting things that don't seem right

• Curiosity and tenacity



Lightning Research and FOIs

Quantitative Data – Red Flag Qualitative Data - Indicators

That's not 
right 

That's 
interesting...



Data Exploration and Print and Post

• In 2021/22, we printed 1.3 million pages and 
sent out 194,000 letters. This cost us around 
£129,000 which is about 1% of the net cost of 
delivering our services.

• Found that:

– Mostly post

– Mostly a few big services

– Some things hard to change

• Design specific interventions with ROI
– Council tax e-billing
– Garden waste
– Behaviour and marginal process change

e

That’s a lot! 



Deep Dive and Tell us you're moving

• Hypothesis driven research

• Sparked from:

– analysis of customer service and website data:

– 29% digital takeup of existing tell us you're 
moving home form

– Published discovery report from Local Digital 
project









Reflections on our journey

• Moved from story led to data led narratives of performance and change - count the things!

• Moved from officer perspective to customer perspective - feedback helps, user research is 
better

• Built data analysis skills and confidence – started central and upskilled service teams through 
project work

• Worked in multi-disciplinary teams – the power of diverse perspectives and skills

• Put in place foundational technology

• Phone and email volumes - contact centre software

• Website and digital - analytics software

• Cases - service specific software



Some advice…

• Start with what you have - month long demand captures can give you 80% of data if you correct for 
seasonal variances.

• Work with the coalition of the willing - whoever and whatever they are

• Build the case for better

• Move towards best practice over time

• Build your own team

• Ignore data lakes/warehouses and AI

• Don't be afraid to stop

• Say No

• Balance robust and rigorous data led approach with kindness and compassion - You are going to upset 
people by overturning their strongly held beliefs, give them space to experience the change curve.

• Multi-disciplinary teams - data tells you what the problem is, not how to solve it - that's a team effort
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