Citizen-Driven Design

A white paper on the need for radical transformation in public service delivery
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The need forchange

Deficit reduction

It has now become clear that the UK has to radically cut public spending to reduce the budget
deficit. In the political sphere the arguments have raged about how far to cut and how fast. This was
a key question at the General Election in May 2010. During the campaign the scale of the problem in
other EU countries became clearer. In particular, Greece became unable to service its debt and was
forced into dramatic public spending cuts as a condition of a rescue package. In the UK, the
perceived need to reduce the deficit had been balanced with concerns that steep cuts could drive
the economy back into recession. The result of the election shifted the balance of this argument
towards deficit reduction; significant public sector spending cuts are now a certainty.

With the outlook for economic growth looking modest, there is no great prospect of a meaningful

increase in tax revenues. If the deficit is to be brought under control then the cuts in public spending

have to be significant and sustainable. While cutting capital spending is necessary, it is certainly not

sufficient. The coalition government is committed to continue to increase spending on the NHS ¢

therefore reductions must be made elsewhere. After a round of efficiency savings was introduced
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reductions. Some early moves have been made to reduce expenditure by abolishing public bodies

such as Regional Development Agencies. However, this kind of policy is not going to deliver the

necessary scale of cost reduction.

A radical change of approach is required. Historically government spending has been organised by

providing budgets to departments responsible for supplying particular services or performing

specific functions. In practice the effects on the citizen (the outcomes) are often overlapping or even

contradictory. The political power of these government departments and rivalry between them has

led to widespread waste and inefficiency. A new approach is needed that puts citizens at the centre
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become participants in the delivery of services rather than customers of them.

Citizen needs and expectations
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has changed radically in the last ten years. In the media age when people can communicate much

more easily and opinions are much easier to aggregate there is less and less tolerance for inefficient

and impersonal public services. People can and do comment on everything and this is starting to

filter through into the political process. Poor service and attitude are exposed ruthlessly in a way

that was unthinkable in the past. Public opinion can be mobilised and channelled far more

significantly and rapidly than before and because this can have political consequences it commands

more attention from government ¢ both local and national ¢ than before.



The information age

The information age is radically changing the delivery landscape for public services. The
opportunities for collaboration between service providers; for reducing labour content; for
optimising use of infrastructure are different by an order of magnitude from what was possible 20
years ago. While government services have embraced online service delivery, this has essentially
been done according to the existing models of service delivery. The focus has been on automating
what already exists rather than embracing the opportunity for radical change the information age
affords.

A stark choice
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there are two possible scenarios: destruction- large scale closure of and withdrawal of public

services and amenities ¢ or renewal - the opportunity to re-think structures and priorities leading to
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and at a significantly lower public cost.
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If we are to recalibrate public spending to
a hew, more sustainable scale then radical
transformation is imperative. To simply
withdraw services will prove politically
unacceptable leading to a change of
government and a return to the spending
patterns of the past. If we are to use the
opportunity of the current public
acceptance of the need for change then
we must be bold and drive real change.

Renewal throughCitizen Driven DesigfCDD)

Looking over recent history, there has been an evolution of services from a paternalistic past.
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g A 0K #HistdsioflR e emphasis was on public administration. Government was there to

preserve order C to officiate. During the 1980s and 1990s, local authorities evolved more into
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thought more about branding and marketing. The administration age gave way to the

communication age. This is where the majority of government entities are still operating. They are

organised, branded and presented as supply side organisations, striving to communicate their

offerings and functions to the citizen. This supply-2a A RS W LiN®ER iRadn@ 1§ Mhddwvrong way to

view services. It is citizens and outcomes that matter ¢ not organisations.

The age of communication now needs to give way to the age of collaboration. A metaphor for this is
the way that email has given way to social networking websites as the principle method of
communication for individuals. The limited one to one or few to few connections of email have given
way to an almost infinite number of connections generating self forming and self regulating
communities. The challenge for government is to harness this step change to create a new type of
public service delivery.

CDD is focused on restructuring services to meet the needs of citizens ¢ regardless of where the
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departments and agencies, local authority functions, private and third sector suppliers are rigidly

separated C new constructions need to emerge which combine elements of all these to deliver

particular outcomes.

Local Authority

Community/ Other agencies

Third Sector

Online sources Other individuals



The CDD vision puts the Citizen at the centre ¢ with other organisations co-ordinating and
communicating around them. So, for example, the interface between the individual and the state
regarding finance needs to integrate personal taxation, local taxation, benefit systems, employers,
advice bureaux, accountants, housing providers and so on. In an increasingly connected world
where social networks are the order of the day, citizens expect similar webs of interactions which
wrap around their needs.

By putting the citizen at the heart of service delivery, we believe that there is the potential for a
win/win/win:

e greater efficiencyand therefore cost savings for government
e joined-up services, that enable outcomesand are cheaper / easier for citizens to access

e cultural transformation of local services ¢ injecting inspiration and passion through
innovation.

So our proposition ¢ CDD ¢ is about breaking the mould of existing service delivery to offer radical
new solutions that have not been seen before. The aim should be to design services with citizens,
allowing them to be flexible and responsive to personal needs (the personalisation agenda) and to
enable partnership working across delivery agencies (regardless of type ¢ central, local or third
sector) breaking down the traditional silos ¢ either within or between organisations.

Transformational Projects

Although we do not believe CDD has been fully implemented anywhere, there are some encouraging
signs that local authorities in particular are beginning to think in this way. Here are some examples:
Idea Store; Lambeth Contact; and Wigan Life.

|dea Store

This project began as a library review but quickly
became something much more radical and
innovative. Following a massive consultation
exercise and copious demographic research, a new
service model was created ¢ focused entirely on
learning outcomes, creating learning centres which
combine adult education classrooms with libraries,
a cafe and many more services. A strategy was
developed to replace 12 libraries and 7 adult
education centres with 7 new, purpose-built Idea
Stores in the heart of local shopping centres and
using powerful design, branding and marketing.

The results from the four Idea Stores that are already open are staggering: library visits up more than four-
fold and education course enrolment up two-fold. Once at the bottom of the league tables, Tower
Hamlets is now nearly top ¢ even before the network has been completed. Having been involved from the
outset, Citizen-Driven Design team members are still working on the Idea Store programme, designing the
next additions to the Idea Store network. These latter aim to go further with the services that they are
able to offer at the new sites such as Watney Market.



Lambeth Contact

For years, Lambeth Council had suffered from a
reputation for inefficiency, poor services and shabby
public facilities. The Council decided that enough was
enough; there needed to be change, but incremental
change would not be enough. The Council re-thought its
entire approach to customer service, creating an award-
winning website and call centre and completely re-
designing its face-to-face service delivery. Rather than
simply move its disparate services into a one-stop-shop
for council services, it created a multi-agency customer
centre network in partnership with other public services,
such as Lambeth Primary Care Trust. Capturedin a
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Customer Centres is bright and welcoming, drawing on
extensive consultation and citizen engagement in the
layodzi T Y22R FyR &SNWAOS Y
customer service staff have now won numerous awards
and the Customer Centres are cited as amongst the best-
designed in Europe.

Wigan Life

As a concept, Wigan Life, with its heart motif, is about: healthy living, loyalty and sense of place,
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sorting out housing to getting a life-changing training).

The programme is intended to define and communicate the innovative partnerships being forged by
Wigan and members of the Local Strategic Partnership - including the Leisure and Culture Trust, the
PCT, local housing association, Greater Manchester Police, Wigan Chamber of Commerce, and
colleges and schools. In the past, Wigan has suffered from poor perceptions from both the local
community and outsiders; something which is belied by its forward-thinking attitude (for example a
mould-breaking arms length relationship between the local PCT commissioning the leisure and
culture trust to deliver health outcomes in terms of weight loss and exercise. )

These poor perceptions may have the detrimental effect of either putting off potential investors,
relocating businesses etc, or discouraging local people from embracing aspirations for learning,
health, employment etc.

Wigan Life is both a communications programme and a comprehensive delivery programme of
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Wigan (currently including a Property Shop, council services, central library, healthy living centre and
new swimming pool). A new Wigan Life Skills Shop in the Grand Arcade shopping centre in Wigan
offers integrated services from learning and training providers, employers, the council and its
partners to link the workforce with specific employment opportunities (eg training skilled workers to
supply new building projects eg the Wigan Life Centre itself, eg training in retail skills prior to the
opening of the new shopping centre).

Wigan...
Staying Qheod

From next April we’ll be one of the first boroughs
to offer free swimming for all
www.wigan-life.org

WiganlLife”

CDD A Unique Partnership

Just as we believe services to citizens should be joined up, we have put together a unique
partnership that offers seamless access to a complementary set of skills ¢ all focussed around
innovation. Thus:

e EightyTwenty Insight has huge experience of exploring alternative service delivery models ¢
ways in which organisations can transform, for example through formal or informal
partnerships aligned around common desired outcomes and objectives. We have worked
from developing the concepts (the model itself) through to delivering that model and
ensuring that it performs in the way expected to deliver the benefits identified. Throughout,
the aim is to enable effective partnership working and collaboration

e Mottt MacDonald is a large wholly independent management, engineering and development
consultancy with a wealth of experience that spans many sectors and disciplines. Bringing
together project design, development, delivery and management with proven commercial
and analytical capability Mott MacDonald provides pragmatic solutions to address the
challenging and changing requirements of Local Government. Examples include effective
strategies, project finance advice, innovative procurement, development appraisal, effective
partnership working and stakeholder engagement. Mott MacDonald is one of the top
suppliers of consultancy services to Central and Local Government in the UK, with national
coverage, and experienced consultants and subject matter experts.



e Bisset Adams: is an innovative architectural practice, with specialisms also in interior design
and communications, allowing us to offer a holistic approach to design to support innovative
models for working and customer environments. We design with the customer in mind,
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known for working with organisations, both commercial and public sector, in a consultative
and collaborative way to define new models of service provision, particularly public libraries,
council customer centres and youth centres.

And members of the team already have a track record of successful joined-up delivery. For example:

e Ideas Stores where team members worked together from the start, developing the concept
and brand, and designing the pilot site in Bow as a model for the whole programme. We also
worked together on Lambeth customer centres, again designing the pilot site (‘Lambeth
Contact') which was the subject of extensive market research.

e Other team members are currently working together on the feasibility study for the next
generation of Idea Stores, where Mott MacDonald is providing project managers and
sustainability consultants and Bisset Adams is the architect. The feasibility study aims to
define a model for a landmark highly accessible centre, linking library with information and
council services in a highly flexible environment.

e Mott MacDonald and members of EightyTwenty Insight have also worked, and continue to
work, in partnership on various sourcing and government advisory roles. Examples include
an exploration of alternative financing for projects at HMRC and shared services for a
number of councils in western England.

How to Get There?

At a high level, we have established a three stage process. The intention ¢ quite deliberately ¢ is that

the model should continue to evolve and change to flex around changing needscK Sy OS WRSft A @S NI
NEB b dzNJ & ALRparthéis\ afieAnRojvéda@ll stages ¢ though the emphasis may shift

depending on need.

Stage 1:
Developing
the vision

Stage 3: Stage 2:
Delivery Design



The stages are:

e Developing the vision: The first stage is relatively short, but is critical to the overall process. We
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on earth do | start when there are such a daunting array of choices ¢ how can | establish a
shared, achievable vision for my local community? We look at all of these aspects in more detail
shortly.

¢ Design: Having developed the vision, mandate and high-level route-map in stage 1, stage 2 is
about turning that into pragmatic designs, working with citizens (so extending engagement into
ONUZONBO21 A2y Q0 55SaA3ady KSNB YSIyay
U The service delivery models (which partners, which processes, which products and services)
ensuring that thesecater for local needs
U The physical space ¢ contributing to regeneration and engaging citizens with the civic realm
U The detailed project plans supported by resource models ¢ including financing.

e Delivery: This stage is all about turning the vision into reality. So ensuring that:

U Project plans are comprehensive, activities are tracked and risks managed

U Finances are managed and monitored and the business case is maintained

U Anyrequired procurement is put in place in a way that best suits the outcomes to be
achieved (there are number of ways in which procurement could be undertaken depending
on the requirement)

U Change management issues are addressed ¢ for example enabling cultural or behavioural
change

U Making sure that the physical space and communications adhere to architectural and brand
designs.

Vision: what we propose

Returning to stage 1 ¢ the vision ¢ our proposal is to provide an integrated team capable of working
with stakeholders to help establish what is right for a particular area, establish a political mandate
and set out how the vision might be delivered. We will do that by bringing together five key
elements:

1. Engagementere used as a broad term covering employees, citizens, potential delivery
partnersand the wider community. The aim will be to capitalise on engagement mechanisms
already have in place ¢ for example web-site questionnaires, staff surveys, staff meetings or
conferences, stakeholder engagement events, etc. Where those mechanisms are not fully in
place we will help design and deliver them to ensure that there is good coverage of the key
stakeholder constituents. We will bring with us some views on how services might be bundled
together; our experience from previous projects will inform this and also has taught us that
starting with a blank sheet of paper is always difficult. However, these elements are to stimulate
the discussion ¢ not to provide a ready-made answer.
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Mapping and research understanding what is already there. For example ¢ what properties are

situated where? What services are provided through each? How does this relate to the
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community views about accessibility of those services? How is technology and infrastructure

currently distributed and utilised and how does this relate to the demographics of the area and

issues such as broadband penetration?¢ KS NB & dzf (i A B RAzZICRMPENBY Wi &
services are currently delivered, where the hot-spots lie and where there are shortfalls (when

compared with the engagement piece above).

Design and Communications two-fold role in Stage 1: both designing a physical model for the
public spaces with partnership delivery points for the individual to access a range of services,
and to communicate a new way of doing things, encouraging buy-in, higher aspirations, better
perceptions and investment ¢ as demonstrated in the Wigan Life model. For Stage 1, we would
produce as appropriate a graphic brand concept to communicate the idea, architectural massing
studies and customer flow diagrams for any proposed built environments. These would include
3D visuals, which can be highly effective in getting the idea across and getting much-needed
political buy-in from key champions in the council. These can form a key part of the marketing
materials.

Making the model workg establishing the route map to make it work, including consideration
of:

e Funding Nothing happens in business without securing the necessary funds. Our long track
record in infrastructure finance and service delivery advisory work makes us ideally suited to
advise on the most appropriate funding sources and preparation of a compelling business
case.

e ProcurementWhether this involves getting the right contractors in place, or defining the
best contractual vehicles to support new partnership arrangements, we have the skills and
experience to ensure the best results.

¢ Development appraisalAgain, our range of experience means that we perform, or critically
review, development appraisals. We can also investigate various scenarios / options (e.g.
land assembly, change of planning use, where developers take risk, associated town
planning issues and the time risk), and supporting financial models and the evaluation of
outcomes

e Developing effective partnership workingVe can help to ensure that partnership working
is a reality C a positive and constructive collaboration between all parties.

e Multi-agency engagementie utilise effective stakeholder management and partnership
working on all of our projects. Our approach is to engage through alignment of business
objectives and outcomes.

e Property strategy We can help to help realise the efficient use of property and assets
through the development of effective property strategies and asset management plans (e.g.
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Vision: deliverables

The result from this short stage will be a clear understanding of what might be possible for each
local community and how/whether that could be delivered. The key elements of that assessment
will be:

e Thevisionitselfc i K $-0 $ 0 2 LIAhovi sdehcBs mighT be delivered, through which outlets
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of that vision and the political mandate to enable the changes required

e A high-level financial model which sets out the business case for change and includes service
costs and revenues
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not be a full project plan at this stage; but it will set out high level stages, milestones and
possible funding options

e A marketing package: our intention is that this would be in a variety of media to suit individual
needs, with the aim that it will support the project by building on the consensus built in stage 1
to secure full stakeholder engagement through design and delivery.

Conclusion

In summary ¢ we believe the twin challenges of extremely tight public finances and growing public
expectations can be used as an opportunity for Renewal

Renewal will mean new approaches to service delivery ¢ working with and through partnerso
provide joined-up services with / for citizens that deliver the outcomes they need.

Our team is uniqueltis aboutjoin-dzLJ Ay | OGA2YY 6S LINRPGARS | aSlkyts
go to three or more separate entities for the skills you need. Our three organisations have a proven

track record of working together, providing great value through our different but highly

complementary skills and experience.



