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1 Executive Summary

1.1

1.2

1.2.1

1.2.2

Overview

Tribal Consulting was commissioned by Communities and Local Government (CLG)
to undertake two research projects relating to the Total Place programme. These
projects analysed relevant national, regional and local spend data and explored

the use of customer insight in the pilot areas. In the course of this research the
strengths and weaknesses of spend counting and customer insight were assessed.
Recommendations for action in Central Government and at a local level based on
these findings are presented in this report.

Total Place pulls together all delivery partners (led by the local authority) to take a
joint, collaborative, look at how best to tackle major policy. Thirteen' pilots across
England have looked in depth at how greater coordination between partners

and local leadership could help deliver better, customer focussed services at less
cost by looking at the whole public resource spent in a geographical area. Taking

a Total Place approach therefore means looking at service delivery from the local
perspective; how it changes the lives of local people, how much it costs and which
partners from national down to local levels are involved. At the core of the Total
Place concept is the intention to deliver better services more efficiently and to
involve local agencies fully in the allocation of public resources to customer-focused
service delivery.?

Analysis of High-Level Spend Data: “Spend Counting”

Spend counting is a key component of Total Place. It seeks to understand the totality
of public sector spend in a given geographical area and helps to establish the
background against which local public sector bodies in that place, in partnership,
can explore, realign and potentially reduce that spend. This is referred to, in this
report, as the ‘high level’ spend count. This sits behind the subsequent ‘deep dive’
analysis that pilots have undertaken looking at spend and organisational culture in
relation to specific themes and issues.

The pilots’ ‘high level’ spend counts were explored for patterns and discrepancies,
and were compared to existing sources of financial data, the ‘centre-out’ spend
count.

The 13 pilots were based in: Kent, Manchester city region & Warrington, Dorset/Poole/Bournemouth, Lewisham, Croydon, Luton/

Central Bedfordshire, Leicestershire/Leicester, Coventry, Bradford, Birmingham, Worcestershire, South Tyneside/ Gateshead/
Sunderland, and Durham.

For the full details of Total Place, see http:/Avww.hm-treasury.gov.uk/psr_total_place.htm
‘Deep dives' are detailed research projects carried out by the pilots into the local priorities and methods for providing services in pre-

selected thematic areas. They are intended to reveal the drivers of spend leading to prescriptions about where efficiencies and service
improvements can be made.
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1.2.3

124

1.2.5

1.2.6

1.2.7

1.2.8

1.29

For the ‘centre out’* spend count Tribal analysed data held by central government.
We did this by primarily looking at the Public Expenditure Statistical Analysis
(PESA) compiled by Her Majesty’s Treasury. These show what is spent, according
to Departments, on key themes using the UN’s Classification of the Functions of
Government (COFOG). Departments also make assessments within PESA about
what is spent by country and in a region (Country and Regional Analysis, CRA).

PESA data shows total identifiable® public expenditure in 2008/09 of £600bn, of
which £410 bn was spent in England. Some 80% of this is spent on three of the ten
top level expenditure items in COFOG: social protection, health and education.

Our conclusion is that public sector spend patterns are both complex and
fragmented, at national and at local levels, and this suggests significant scope for
reduction in the cost of duplicating players and multiple layers of administration.

Although they provide a useful overview of public sector spend across the UK
current ‘centre-out’ spend data are not detailed enough to support local decision-
making as they only go down to regional level. We have identified that national and
regional statistical data disclose inputs but do not relate them to outputs, outcomes
or customer preferences. These data are therefore inadequate for predicting spend
in a place with a high degree of accuracy, and the way in which they are categorised
do not make it possible to identify spend by deep dive theme.

A clearer spending picture has emerged from high-level place spend counts
conducted by the Total Place pilots themselves. The findings from this analysis
consistently show that between 70% and 80% of the money spent locally goes on
social protection, education and health. The high-level spend counts have however
also been useful in providing a framework for the deep dives by offering a picture of
total spend in an area, indicating the degree of local control over expenditure and
acting as the catalyst for partners to engage in discussions and collaboration.

We conclude that locally-developed spend analysis is far more likely to deliver a clear
and actionable picture of spend in a locality than ‘centre out’ analysis, and that the
most insightful evidence is likely to come from the analysis of specific interventions
focusing on the detail of current costs and identifying the areas where savings can
be made.

There are some challenges in conducting spend counting arising from the lack of
a standard approach. Many of the pilots categorised their spend differently using
different levels of detail and accuracy. We believe that more proactive ‘moderation’

4 'Centre out’ refers to the national perspective on public sector expenditure provided by centrally-compiled statistics such as the Public
Expenditure Statistical Analysis (PESA) database.

5 Inthe PESA database most public expenditure is identifiable expenditure which means that it can be identified from official records as
having been incurred on behalf of the population of a particular country/region.
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of how pilot areas conducted resource mapping would have enhanced the evidence
base needed by localities as they seek to turn the opportunities identified in their
submissions into action plans.

1.2.10 Action plans built on this evidence base are likely to have multiple ‘ripple’ impacts on

1.3

1.3.1

1.3.2

other aspects of local spend and delivery. They could also provide the core material
to develop comprehensive guidance for a high-level spend counting approach for
replication across other areas.

Analysis of How Pilot Areas Were Using
“Customer Insight” Before Total Place

‘Customer Insight” is a term used to describe both insights about customers, and
the various approaches used to gain that insight. Good customer insight provides a
rich understanding of customers’ behaviour, experiences, beliefs, needs and desires.
Customer insight is gathered through a variety of qualitative and quantitative
techniques. For example, surveys of customer perceptions and the use of socio-
demographic population models can be used to develop a quantified analysis

of the different customer groups (or ‘segments’) within a population, and their
typical needs, attitudes and opinions. Focus groups, customer journey mapping
and ethnographic research are techniques that gather qualitative understanding
of customers’ experiences and help to identify opportunities for increasing the
efficiency and effectiveness of service delivery. By combining both quantitative and
qualitative understanding, organisations use customer insight to shape both their
strategy and the way they deliver their services. It enables an organisation to target
its finite resources towards specific customers, or groups of customers, where they
are needed most.

In the autumn of 2009, Tribal undertook desk research and interviews with the
Total Place customer insight lead for each pilot and over 100 customer insight
practitioners across organisations in the thirteen pilot areas. It was found that all the
pilots were already using customer insight in some form or other:

* twelve of the pilots already have some access amongst partners to key geo-
demographic datasets (for example ACORN or Mosaic), and all have experience
in customer consultation techniques such as surveys and focus groups.

e asmaller subset has made use of more advanced approaches to understanding
customer needs, such as customer journey mapping and ethnographic
research.
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evidence was also found of the use of Client Relationship Management (CRM)®
systems and complaints data, user-involved service design teams and the
creation of specific customer insight teams.

1.3.3 However, there was evidence of unevenness of use and customer insight

134

135

approaches varying between pilots. Specifically:

deployment of customer insight and officer responsibility varies between pilots
with, in general, relatively junior managers taking the day-to-day responsibility

it was overwhelmingly being used as a tool to deliver service improvement, not
necessarily efficiencies

customer groups are often analysed reactively (because an issue has been
identified already), not systematically

often several organisations in an area are developing customer insight but were
not sharing that with each other, meaning they had partial and different views
of the same end customers (skewed towards their own service delivery needs)

customer insight is not yet embedded in everyday processes for the wider
organisation.

A simple, independent analysis by Tribal of Comprehensive Area Assessment (CAA)
results, in the form of the red and green flags (indicating respectively concerns and
strong practice), showed that there is an apparent correlation between the use

of customer insight and avoidance of poor performance in the form of red flags.
Details of this analysis are provided in Appendix G.

The biggest barriers to more widespread use of customer insight have been
concerns over data sharing and a lack of well-articulated benefits, which is
manifested in a number of ways:

there is a general reluctance to share data that is regarded as confidential or
sensitive and some Central Government departments and agencies were
reported as being very selective about who they share data with. This finding
was also supported by evidence provided by the pilot’s deep dive analyses

Customer insight practitioners were enthusiastic about their work and
committed to continuing it, but were struggling to articulate to others the value
of the approach in concrete terms.

6 Client relationship management is a strategy for managing and developing an organisation’s interactions with clients and sales
prospects. Customer insight provides information to enable service providers to shape their strategies for managing customers.
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1.4 Analysis of the Contribution of Spend Counting and
Customer Insight to the Pilots” Submissions

1.4.1 The pilot studies have shown that analysis of spend counting and customer insight
can build a powerful case for change. This work has enabled some pilot areas to
draw bold conclusions about what is wrong with the way in which they currently
provide services. The Total Place journey appears to have engendered confidence,
enthusiasm and ambition in the pilot areas.

1.4.2 The pilots have produced good customer-led analysis, for example:

Lewisham unpicked the crucial impact of services being misaligned with the
greatest need for people leaving prison.

Croydon developed 10 customer journey maps for vulnerable families that
clearly show the interaction between episodes and background factors that
have a decisive bearing on outcomes, but that local agencies currently are not
set up to deal with.

Worcestershire’s work with the client group, young people not in employment,
education or training (NEETs), confirmed that the 24 agencies dealing with
them are causing confusion and are demoralising, as well as being a duplication
of process.

Leicestershire and Leicester developed first hand insight into the problems
caused by alcohol in A&E departments.

1.4.3 The Total Place approach of using spend analysis combined with customer insight
has enabled the pilots to identify and describe a number of key areas where change
can be made. There is a strong consistency in their findings which suggests that
these could be generalisable. The pilots have shown that:

Savings can be made where duplication of service provision is found; in many
cases the pilot areas know exactly where the overlaps are and are confident that
they can deal with them quickly

There are areas where localities are currently over-providing services in relation
to the real customer demand

Budgets for dealing with problems may be misaligned with the scale of the
problems and the actual lifetime costs they cause

There is clear potential for achieving greater value for money and service quality
from joint working with local agencies or with Central Government

In some places large asset bases exist and local decision makers have come to
understand how to rationalise the use of these assets to maximise savings while
not damaging services
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144

1.5

e Thereisagood appreciation among the pilots of the rationale for preventative
interventions which reverses past tendencies to spend reactively in order to
address problems in the short term

* Localities are aware of how the disincentives of central policy systems can
present obstacles to efficient service provision.

Whereas work in the autumn of 2009 (summarised in section 5) found that
customer insight was being used overwhelmingly to support service improvement,
the pilot studies suggest a stronger appreciation of the role of customer
differentiation in identifying cost savings.

Recommendations

In summary, the recommendations to Central Government and local partnerships
emerging from our research are:

Central Government

1.5.1

1.5.2

1.5.3

154

‘Centre out’ data analysis based on national and regional Public Expenditure
Statistical Analysis (PESA) statistics is not suitable for identifying spend for an
initiative such as Total Place. A prudent approach would be to focus on the locally
led counting and work to ensure that this analysis is fit for purpose.

Total Place has started to look at services differently, but the financial management
systems have not, historically, been designed to capture data by intervention theme.
There is no immediate solution to this issue, as current financial arrangements are
designed to meet information needs and accountabilities. However, as and when
these needs and accountabilities start to change as a result of Total Place, it would
be logical for the financial management systems to adapt.

Spend counting at the local level should be considered as a viable means of framing
a Total Place area-based approach. It can also provide other benefits such as
engendering closer partnership working or identifying a degree of local control over
spend. In some circumstances the high-level spend count mapping in an area has
been shown to influence the choice of deep-dive theme.

The methodologies used by the pilots should be ‘moderated’ (analysed,
summarised, evaluated), in order that the lessons learned from the pilots can be
documented as a ‘best practice’ approach linking high-level spend counting,
customer insight and deep dive analysis in a coherent analytical framework to
support future change interventions.
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A robust customer insight approach should be included as an integral component
of all future deep-dives. Customer-focused cross-Department policy formation and
service design should also become the norm across Central Government to tackle
funding reductions effectively. Central Government can contribute to a better
understanding of customers, by:

e developing common segmentations alongside local partners
* being clear and consistent about what can be shared

e establish protocols with local partners that support better decision making.

Local Partnerships

1.5.6

1.5.7

1.5.8

Local partnerships involved in Total Place should seek always to provide sound
evidence bases of costs, the drivers of costs and the impact of customer preferences
on service delivery. In doing so they will strengthen the case for any changes in
practice required from local partners or Central Government.

Local areas are recommended to carry out high-level spend counting exercises
before deep-dive analysis as a means of framing the overall amount and nature

of public spend in their place and engendering stronger collaboration between
partnerships. They may derive benefit from reviewing the results of the Total Place
pilots’ spend counting work to decide the level of detail at which they wish to collect
their data.

Customer-focused, cross-partner policy formation and service design should also
become the norm across local authorities and their partners in order to:

e establish a consistent view of who their customers are, their wants, needs and
service usage

* develop common categories for use across partner organisations, to provide a
common base for comparison (e.g. types of young people etc)

* become better at sharing information with local partners and Central
Government —respecting confidentiality and security commensurate with the
legislative framework but sharing where it will improve service planning and
delivery, and establishing protocols that support better decision making

* embed professional expertise in customer insight within services and amongst
senior management and gather new customer insight continuously.
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1.5.9 Local authorities and their partners need to make better use of their understanding
of their customers by:

e understanding customer needs, intentions and behaviours

e formulating delivery from the perspective of the customer and evaluating the
trade-offs between which groups to prioritise

e understanding customer information and being ready to make hard
prioritisation decisions

e developing common, consistent approaches to understanding the value of
public services delivered in partnership, and the cost of doing so.
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2 Introduction and Overview

2.1 Purpose of this Report

2.1.1 Tribal was commissioned by Communities and Local Government (CLG) to
undertake two Total Place related research projects. One to analyse spend data
relating to the Total Place project, and report the findings derived from that analysis.
The second project was to explore the use of customer insight.

2.1.2 Thisreportis divided into four further sections: the first and second relate to the
spend count project that considers respectively Public Expenditure Statistical
Analysis (PESA)” data and the results of the high level spend data collected by each
of the pilot areas. The third section describes the results of the research into the
customer insight activities undertaken by the Total Place pilots; and the final part
summarises the findings from these projects and comments on their significance for
the objectives of Total Place.

2.1.3 Total Place pulls together all delivery partners (led by the local authority) to take a joint,
collaborative look at how best to tackle major policy. Thirteen pilots across England
have looked in depth at how greater coordination between partners and local
leadership could help deliver better customer focussed services at less cost through
looking at the whole public resources spent in a geographical area.

2.1.4 Before the current Total Place project was initiated reviews of total spend had been
carried out in several areas including Cumbria®. The first section of this report,
the analysis of PESA data, builds on this work, but the project has taken the area
approach further to provide evidence about how services can be delivered that are:

e tailored to the customer’s real needs
e delivered in partnership between local and central bodies and

e designed with "better services for less” in mind.

Some of the key early findings from the Total Place pilots informed the ‘Putting the
Frontline First: Smarter Government’® announcement at the 2009 Pre-Budget Report.

7 Public Expenditure Statistical Analysis 2009 (PESA) is drawn from the National Accounts and presents aggregate current and capital
public sector expenditure on services, being the overall cost of providing services plus expenditure on assets. PESA presents this
information in a number of ways including by country, by department and by classification of funding of government (COFOG). Of
the 10 chapters within PESA, six chapters (Chapters 1, 2, 3 and parts of chapters 6, 7 and 8) deal with the reconciliation of budget
totals to expenditure totals while seven chapters (Chapters 4, 5, 9, 10 and parts of chapters 6, 7 and 8) deal with an analysis of
expenditure on services.

8 Counting Cumbria, Leadership Centre for Local Government, December 2008

9  Putting the Frontline First: Smarter Government’, Her Majesty’s Government, http:/Avww.hmg.gov.uk/frontlinefirst.aspx, cm7753,
ISBN 978-0-10-177532-8, December 2009


http://www.hmg.gov.uk/frontlinefirst.aspx
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2.1.6

2.2

2.2.1

2.2.2

2.2.3

The purpose of this report is to present our analysis of the pilot studies from a spend
count perspective and to comment on the lessons learnt for Total Place from a
review of spend data collected from both national and local sources. An additional
purpose is to present a summary of the use of customer insight in the pilot areas.
The customer insight work was conducted early in the project. Further work on
customer insight, led by the Improvement and Development Agency (IDeA), has
subsequently built on this and will be published separately.

The national spend data were taken from publicly-available statistics, and the
locally-derived data were based on estimates of spend compiled from local
accounting records and reports. While the use of public spending is measurable
at national, regional, place and project levels, and benefit can be derived from
focusing on spend at all of these levels, the greatest insight can be obtained from
examining the cost and outcomes of interventions that are planned, executed,
maintained and even monitored by local organisations.

How “Spend Counting” Fits into Total Place.

Prior to reviewing the results of the pilot studies in detail, both the ‘centre out’ or a
national/regional perspective on public spending, as well as the high-level count of
spend in the respective 13 pilot areas will be examined.

References to “spend” in this report refer to the applications to which public money
is put, regardless of the agent responsible for selecting the application or the source
of that money. “Funding” implies the source which makes the spend possible and
relates to a complex picture of geographical area, level of government or broad area
of expenditure. Spend and funding are therefore related, albeit distinct, parts of the
same whole system of public finance. They are significant for Total Place because of
the strong emphasis the programme places on achieving ever-improving value for
money from the taxpayer's pound. Knowing the true cost of providing a service to

a differentiated customer base enables managers to take decisions about how to
further reduce costs in a way that does not result in a deterioration of the quality of
that service and actually provides better outcomes to users. It also helps spot synergies
and overlaps between partners that, once understood, can be used to improve
services and reduce costs. Counting therefore lies at the heart of rational allocation of
public resources and the eradication of waste in the machinery of government.

One of the primary reasons for capturing and analysing data about place spend
from centrally-compiled sources is that it sets the context for further, deeper
analysis. The overview of spend on broad categories of public services such as
health, education, social protection and others sheds light on where the taxpayer’s
money goes and guides a Total Place pilot towards a sharper focus on what is
financially significant.
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How Customer Insight Fits into Total Place

The purpose of Total Place is to redesign public service delivery in a place to ensure
resources are targeted where they are needed most, and services are delivered for
the best possible value for money.

Customer insight is central to the Total Place agenda. It can be used to:

e identify duplication and misdirection of resources in meeting customer needs
to ensure that resources are targeted to where they will make the greatest
difference

e ensure that service redesign is rooted in an understanding of the needs and
expectations of customers, so that services are truly designed around the
customer

e inform strategy and policy in an area by providng an understanding of the
customer base and their needs

e tailor campaigns and marketing to influence customers to take up services or
change their behaviours.
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3 The Significance of High-Level

Nationally Compiled Place Spend Data

for Total Place

3.1

3.1.2

3.1.3

3.14

Context and Methodology

The ‘centre out’ view on public spending has been based on the Public Expenditure
Statistical Analysis (PESA) 2009 and the associated Country and Regional Analysis
Database (CRA)'1"_ This view provides a basis for putting local spend profiles in

a national and regional context and may influence pilot areas in their selection of
themes. While there is no direct evidence that this occurred for any of the 13 Total
Place pilots, a large number of the pilot projects touch on interventions around the
same themes of social protection, health and education that represent nationally
the three largest categories of public expenditure.

PESA statistics are presented in a number of separate chapters, concentrating on
departmental budgets and classification of expenditure on services as far as regional
level. Spend was aggregated by COFOG category and region by amalgamating data
from different chapters of PESA data into a single table.

The COFOG functional classification was chosen for the ‘centre out’ and local high-
level spend analysis instead of the service themes advocated by CIPFA. A grouping
of LAA indicators was initially proposed by CLG to provide a stronger output focus
but these were rejected because they were new and linking them to other published
data or internal systems would have been difficult. To assist with the conversion

of CIPFA spend categories to COFOG themes the guidance issued to the pilots
included a table mapping corresponding CIPFA and COFOG themes.

In order to provide a high-level estimate of spend for each of the sub-regional

pilot areas a set of up to 8 different allocation criteria were applied to the regional
subtotals in PESA. These reflected the proportion of place spend for each pilot area
within the relevant region. All of the allocation criteria were derived from published
statistics of population, households and geographical area. Subjective weightings
were applied to these statistical components. For example, spend on education was

1° The Country and Regional Analysis (CRA) of the PESA data provides information on the whole of government spending and presents
it by source department, regional location of spending and by classification of funding of government (COFOG) category. The CRA
database also allows the spending data for any given period to be analysed by country, so that spending in Scotland, Wales and
overseas can be separated from spending in the English regions. Furthermore, expenditure that cannot be identified as benefitting an
individual region (defence spending for example) is coded as “non-identifiable” within CRA so that it is possible to analyse only the
“identifiable” expenditure in English regions.

" Planned data from 2008-09 was reviewed to ensure that as far as possible consistent periods were used in the comparison of
centre out and locally collated data. In June 2009 the Public Expenditure Outturn White Paper confirmed that actual total managed
expenditure (DEL + AME) in the year 2008-09 was closely in line with estimates.
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based on the proportion of young people in the regional population, and housing
spend was weighted according to the share of population and households in a
place. In this way, the estimates of spend in each of the 13 places were extrapolated
from the PESA regional data. More detail on how this allocation was made can be
found in Appendix C.

3.1.5 Insummary, the PESA and CRA data indicate that:

e total public expenditure for 2008/09 amounted to £600 billion, of which £519
billion could be allocated to COFOG expenditure headings by region. This
means that £81 billion of spend allocation is unidentifiable by region, including
such items as overseas spend

e of the remaining identifiable £519 billion, £410 billion was spent in England
(31% by local authorities, and the remainder by government departments and
their agencies)'?

e nearly 80% of the spending relates to three (out of 10) key expenditure items
(COFOG categories): social protection, health and education)

e spend is highly concentrated among three spending bodies with 77 % of the
total being spent by local authorities, the Department for Work and Pensions
and the Department of Health

* 32% of spendin England is accounted for by local authorities. Of the remaining
68% of spend nine government departments account for almost 66 %
including DWP (24 % of the total spend in England) and the Department of
Health (22%). There is a long "tail’ of public expenditure where 37 Central
Government departments and agencies account for only about 3% of total
annual expenditure

* the estimate of place spend derived from regional PESA data put the spend
attributable to the 13 pilot sites at £89 billion (22 % of total spending with
25% of the total population in England). The figures taken from the pilots
count suggest that only £82 billion is spent. The reasons for this difference are
discussed later.

A summary of PESA and CRA data is shown in Figure 1.

12 1tis quite possible that a significant proportion of the unidentifiable £81bn is spent in England.
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Figure 1: Total Public Expenditure 2008/9
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3.2 Strengths and Weaknesses of the National Data

3.2.1 Overall, we have concluded that the ‘centre out’ PESA statistics, as they currently
exist, are not designed to accurately assess local spending or identify where greater
efficiencies can be achieved from local expenditure on service delivery. As a means
of framing total spend it has value but it cannot be used reliably to predict spend in a
place. In this section of the report we examine the strengths and weaknesses of the
national and regional data available from the PESA and CRA.

3.3 The Strengths

3.3.1 The main strengths of the evidence compiled so far from PESA lie in the
establishment of:

e anoverview of how much is spent by the public sector across the UK, the
organisations that spend it, and the broad service areas in which it is spent

e priority areas for further analysis; as was suggested by Counting Cumbria:
one of the first places to look for savings is where the greatest spend is
concentrated.
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3.4 The Weaknesses

3.4.1 Thework to date has identified a number of weaknesses which the Total Place
programme should take into account when constructing its preferred future
framework for pilot area data collection and analysis. These include:

e national and regional statistics identify inputs but do not relate them to outputs,
outcomes or customer preferences. This isimportant to Total Place because
of the citizen centric service focus that crosses organisations and COFOG
categories

e national and regional data are inadequate for predicting spend in a place with a
high degree of accuracy

e COFOG categories fail to provide insight to spending by deep dive theme.

3.4.2 PESAfocuses primarily on the application of spend on public services and identifies
only the inputs of service delivery. At no stage does it seek to measure the
relationship between specific inputs and outcomes nor to identify the geographical
places in which spend is committed or the user group(s) involved. For all of these
reasons it is not possible to use PESA as an instrument for measuring the efficiency
or effectiveness of spend.

3.4.3 PESA provides an analysis of spending down to regional level, but in order to
estimate the amount of spending at place level, assumptions have had to be
made about how regional spend across the COFOG categories maps to a smaller
geography, using the allocation criteria referred to in section 3.1.4. Total spend
in each of the pilot areas was also estimated by the pilots themselves based on
data collected in pre-designed questionnaires, as described in the section 4 of this
report. As the methods and assumptions behind the two sets of figures were quite
different, it was not surprising that they produced significantly different results.
The differences between the ‘centre out’ and the locally led counts ranged from
between minus 13% to plus 27%. An analysis of the differences is set out in
Table 1.1

3 The approach was largely based on the methodology used by Counting Cumbria. In 2008 Cumbria County Council worked with the
Leadership Centre for Local Government to see how different organisations could work more effectively together on complex issues
like worklessness and climate change, and achieve the best possible outcomes for the people of Cumbria. A parallel piece of work led
by the Leadership Centre started to look for the first time at how much money comes into Cumbria through the national, regional
and local public sector. Desktop research found that over £7bn enters the county, much of which is largely outside of the control of
organisations based in Cumbria, but which Cumbria could have more influence on.
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Table 1: “Centre Out” Versus “Locally-led” Differences in Spend Figures by Area

A B
Pilotarea Total spend Total spend Difference
based on based on (100%-(B/A)%)
extrapolation | “locally-led”
of PESA data analysis
(£'bn) (£'bn)
Birmingham 8.14 7.5 8%
Bradford 3.95 4.4 -11%
Coventry, Solihull and
Warwickshire 8.48 6.19 27%
Croydon 3.41 2.60 24%
Dorset, Poole, Bournemouth 5.07 5.73 -13%
Durham 4.22 4.14 2%
Kent 9.45 8.94 5.5%
Leicestershire, Leicester 7.62 6.05 21%
Lewisham 2.45 2.29 6%
Luton, Central Bedfordshire 3.13 3.43 -10%
Manchester city region and
Warrington 23.16 21.96 5%
South Tyneside, Gateshead
and Sunderland 5.48 5.16 6%
Worcestershire 4.24 4.02 5%
Total 88.80 82.41 7.2%

3.44 Amixofreasonsis probably responsible for the differences in these figures, such as:

e The allocation criteria used to map PESA regional data to places are only proxies
for the actual cost drivers (what attracts cost to a particular place) and it is
therefore unlikely that these criteria are capable of accurately predicting spend
for any specific place within that region

e Adjusting the allocation of regional PESA spend down to a place level by using
known local characteristics, such as levels of deprivation, should make the
estimate more accurate but it nevertheless remains an estimate with a degree of
uncertainty attached to it '

4 Itis worth noting that comparisons of spend using raw per capita figures alone can be misleading. For example, the raw data on
health per capita for two areas (e.g. Lewisham and Durham) look almost identical but after adjustments to reflect the differential in
health-related deprivation indicators between these two places the revised per capita spend on health looks quite different. In this
case the revised spend per capita in Lewisham is actually about 60% of what is spent in Durham. There are three possible reasons for
this difference in adjusted per capita spend: i) errors in counting the raw data, ii) the adjusted figures truly reflect the greater need
for health care in the more deprived area which is not being met by the spend or iii) the adjusted figures are inaccurate because of an
inappropriate use of indices.
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* The calculation of spend produced by the locally-led counting method relied on
data collated from sources (such as existing financial reports and other locally-
commissioned estimates) which are quite different in nature from the PESA
database

e Asmall amount of locally collected data appears to have been taken from a
different period than the PESA data (all from the year 2008/09), and there were
also examples of minor differences of scope.™

e Theselection of data for inclusion in the locally-led counts of place spend
was at the discretion of the pilot areas whereas PESA data is compiled from
standardised returns submitted by Central Government departments and
selected agencies; different interpretations of the same terminology are
therefore quite likely to occur. This research has not been able to assess the
different funding formulae of government departments.

e Some difference should be expected given local flexibility in how funding is
allocated and spend is made taking into account local conditions. This will
inevitably lead to a difference between a central allocation of PESA spend data
and that collected locally.

e The pilot studies have, in many cases, selected themes or activities which cut
across COFOG spend headings, for example drugs and alcohol abuse, which
impacts social protection, health, education and public order. These themes
are effectively sub-sets of activities carried out at levels lower than the analysis
provided by PESA. The existing management systems for collecting and
analysing financial data, whether centre out or locally led, have been designed
to meet the way funds are currently distributed and accounted for, whether that
is by reference to accountable bodies or services delivered by those bodies.

3.4.5 Total Place has started to look at services differently, but the financial management
systems have not, historically, been designed to capture data in this way. There is no
immediate solution to this issue, as current financial management arrangements
are designed to meet information needs and accountabilities. However, as and
when these needs and accountabilities start to change as a result of Total Place, it
would be logical for the financial management systems to adapt to this change. The
purpose or service theme has often not been captured by accounting systemsin
the past, often because funds are spent for several purposes at the same time and
this dimension will therefore add a degree of further complexity. That is not to say,
however, that this idea should not be explored further.

5 Allbut three of the pilots (Lewisham, Leicester and Leicestershire and Worcestershire) confirmed in their submissions that their data
related to the financial year 2008/09 but one clearly identified 2007/08 as the source of its data. All PESA data were based on the
estimated outturn for 2008/09. The local data submissions included such sources as the Big Lottery Fund and other agencies (e.g.
Sport England, Health Protection Agency) that are out of scope of PESA. For an explanation of the methodology used to extrapolate
from regional to place-level spend see Appendix C.



22 | Total Place: Spend Counting Analysis and Customer Insight Status

3.5 Conclusions on the Data

3.5.1 The ‘centre out’ analysis has been useful in confirming that it will not provide
the level of detail of data necessary to support the pilots in their analysis. Given
that PESA was not designed to support an initiative such as Total Place, a prudent
approach would be to focus on the locally led spend counting and work to ensure
that this analysis is fit for purpose.
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4 The Significance of High-Level Locally
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Compiled Spend Data for Total Place

Context and Methodology

During 2009, Communities and Local Government (CLG) devised a template for
collecting high level place data from each of the 13 Total Place pilot areas. The
template requested information about the source, application, nature and amount
of spending. The template was designed to capture data from which conclusions
could be drawn about the general size and flows of public funding in each area.

The Tribal team was provided with the final spreadsheets submitted to CLG by the
pilots and was requested to conduct a brief analysis of the results but without access
to the counting teams within the pilots. At the end of 2009 most of the pilot areas
submitted adjustments to their initial spend counts that reduced the difference in
their estimate against the PESA based allocation from an average of 9% t0 7.2%.

In this section of the report we examine the strengths and weaknesses of the high-
level spend count data submitted by the pilot areas.

The Strengths

The main strengths of the data supplied by the pilots were that they provided:

e aclearer perspective of the complexity of public spending in a locality than was
evident from the national or regional view

e anindication of the size and nature of public spending that could be compared
with the ‘centre out’ view based on national and regional PESA statistics

* some evidence of the potential for eradicating service provision overlaps and
duplication and engaging in more effective joint working.

e anopportunity for organisations, including finance, corporate and planning
specialists, to join forces with those involved in service delivery in a common
search for information about the funding streams relevant to the interventions

e ameans of bonding members of local partnerships with a common objective of
working together to deliver better services for less
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Complexity of Funding

Pilots have accounted for the number of public bodies spending money in their
areas very differently, making a clear comparison of agency activity in the different
places more difficult. However, where pilots have provided comprehensive lists of
the bodies contributing to the total spend, there are some clear findings emerging:

e ahigh proportion of the spend (70-80%) is likely to come from the top three
highest spending public bodies, and over 90% of the spend is likely to come
from the top 10 highest spending public bodies (although this varies in pilots
where there are multiple local authorities to account for)

e there are often multiple agencies recorded as spending in the pilot area (over
100 in some cases) and many examples of them contributing to one COFOG
category (for example, 80 agencies spend on economic affairs in Dorset, Poole
and Bournemouth)

* there are very few examples of one spending agency attributing spend to
multiple COFOG categories — this may, however, be as a result of the way in
which pilots have categorised spend

e alarge number of bodies spend less than £50k per annum in individual pilot
areas —and even more spend less than £ 100k per annum — this suggests that
time and effort is being spent on administering and managing relatively low
levels of funds.

The complexity in funding flows is evident from the spend route map included

in Appendix D. Whilst these diagrams do not in themselves point directly to
duplication or leakage, their complexity, and the number of funding bodies, does
suggest that there is significant potential for duplication of the costs of distribution,
funding and governance.

Comparison with ‘Centre Out’ Data

The 13 pilot sites represent approximately 22 % of total public expenditure in
England in 2008/9 as measured by PESA. All the pilot areas recognise that the
highest areas of spend are social protection, education and health. Not only

is the highest amount spent on these three areas across all the pilots, but they
cumulatively make up between 71% and 88% of the total spend in each pilot area,
as summarised in Table 2. This result is similar to that found from the analysis of
PESA data (see 3.1.5).
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Table 2: Percentages of Total Expenditure

Social
Protection™ Health Education Total %

Kent'® 44% 22% 21% 87%
Coventry 41% 26% 18% 85%
Bradford 41% 25% 18% 84%
Bournemouth, Dorset and

Poole 44% 21% 13% 81%
Leicester and Leicestershire 31% 23% 26% 80%
Luton, Central Bedfordshire 29% 26% 25% 80%
Manchester City Region and

Warrington 38% 22% 18% 78%
Durham 42% 22% 12% 76%
Gateshead, South Tyneside

and Sunderland 39% 20% 17% 76%
Worcestershire 39% 20% 17% 76%
Lewisham 35% 20% 20% 75%
Birmingham'’ 31% 19% 22% 72%
Croydon 36% 21% 14% 71%

Case Study: Durham Housing Spend

4.2.5 The evidence emerging from analysis of the CLG Housing and Regeneration
programme data around the number and complexity of funding streams, correlated
with Durham’s findings from the deep dive exercise. The evidence from the
spend analysis was shared with officers in Durham, who were both surprised and
encouraged to see that the patterns and issues they had started to detect at the
local level were supported by initial evidence provided by a review of CLG data.

CLG data on spend directed at housing and regeneration identified 58 different
funding programmes supporting activity related to these areas. In some cases it
appeared that the aims and purpose of multiple programmes overlapped in part,
suggesting potential opportunities for pooling. Additional complexity was created
by the range of policy aims, delivery agents and beneficiaries. Similarly, the Durham
pilot, found that they received housing and regeneration funding from

12 programmes through the Homes and Communities agency (HCA) and a

6 For adescription of the components of this COFOG category see Appendix A

1717 The proportions of the total spend for Kent and Birmingham shown in Table 2 are estimates based on a best fit allocation to COFOG
categories from data supplied by these pilots that did not map to COFOG. It is noticeable that these estimates are outside the range
of normal distribution derived from the data that did map to the COFOG categories
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further 37 from other sources, the majority of which came from five Government
departments (CLG, DCSF, DECC, DH and DfT). This complexity, with different
funding streams having differing timescales, rules and regulations, appraisal,
monitoring and governance arrangements was shown to create barriers including
significant transaction costs and inflexibility preventing local opportunities and
priorities from driving decisions.

As aresult, one of Durham’s main recommendations was that the HCA and CLG
consider streamlining housing and regeneration programmes funded through
the HCA to provide greater freedoms and flexibilities. This would make the
administration and use of the available funds less costly and more flexible at a
local level.

In summary, the concentration of public spending on social protection, health

and education is reflected in both national data patterns and the results of the
pilots’ place-level spend counting. It would be surprising if these national spend
concentrations were not replicated in at least some of the pilot areas, but the

fact that there is a correlation between local and national data patterns provides
reassurance. In the Durham case study, the fact that national data on housing spend
was consistent with its local spend provided encouragement to the pilot in respect
of its focus on specific areas of housing.

The Potential for Efficiencies

The high level spend count data collected from the pilot areas provide a broad
snapshot of funding by source (e.g. local authority income, government grant,

EU funding or other), spending bodies, and the application of spend by COFOG 2
thematic categories. Pilots were requested to identify all spend, including capital
and revenue expenditure, in their areas. Mapping the resources available to an area
by identifying the sources and applications of public funding together with the
spending agencies involved, has the potential to identify:

e the concentration of spend per thematic category in terms of the number of
bodies and sources involved. Over-concentration of bodies or sources in any
thematic category suggests a greater scope for reducing funding overlaps, or
increased opportunities for:

— greater joint working (budget pooling, joint planning) leading to potential
reductions in spend on administration and economies from more rational
use of pooled resources

— rationalisation of the number of bodies or sources involved, or

— rationalisation of the assets in use to deliver services
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* therelative size of overall spend between places which might be significant.
The recorded spend may be tested against hypotheses about the expected
unevenness of funding distribution by Central Government given the known
differences in deprivation levels between areas. Where the expected pattern of
spending does not occur reasons other than need may be tested.

e the relative importance of the various local categories of spend versus
other areas which may be the basis for assessing cost-effectiveness using
benchmarking analysis. Again, distorted comparisons should be avoided by
taking into consideration the different socio-economic factors affecting spend
in each place.

CIPFA spend classifications are already deployed in accounting systems that drive
the locally-led spend reports. It may be the case that Best Value Analysis Code of
Practice (BVACOP) headings would be easier to use than COFOG 2 categories in
the short term. Other possible adaptations of the current high level data collection
template produced by CLG are not considered necessary; the existing taxonomy of
spend, source and agency categories is sufficient for the purposes of capturing an
indicative snapshot of spend at a place level.

Early indications of over-concentration of funding sources or spend agencies
flagged by the high-level spend templates can subsequently be investigated in
greater detail by reference to the specific sources of funding identified for a given
theme, the intended timing of those flows and the target outcomes to be achieved.
The deep dive projects provide the ideal context for this sort of focused cost/benefit
analysis of local interventions.

4.3 The Weaknesses

4.3.1

The same high-level place spend count data had weaknesses too, including:

e the place level spend counting was completed with varying degrees of
accuracy and detail. Where the level of detail was lacking the potential for
drawing conclusions about the relative importance of various areas of spend
was more limited

e despite the useful inferences that could be drawn from them, the data collected
could still not provide sufficient clarity on the input/output relationship in
respect of specific interventions. Rather, the deep dives, with their focus on the
drivers of resources used to deliver specific outcomes, should be viewed as the
ideal environment for measuring spend effectiveness

e thedatadid notindicate the extent to which local expenditure was locally
controllable.
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4.4

Inconsistencies in the Data

Gaps and inconsistencies in the data are not surprising given the timeframe, the
practical issues of data collection and the need to make assumptions in order to deal
with issues such as different geographic boundaries. Additionally, local financial
systems and accounting arrangements have been developed to meet the needs of
local organisations, which do not necessarily conform with the requirements of the
data questionnaire.

In summary:

e there appears to be a disparity in how pilots have identified and allocated
spending- this is most evident in the manner in which some pilots did not
identify any sources of funding or spending public bodies in their templates
while others provided data in alternative formats such as tables with different
column headings from the proposed template

e there are differences in how funding has been allocated to Central
Government-—for example, one pilot ascribed only 8% of its total spend to
‘Department (National)’ (with an additional 7% to Job Centre Plus and HMRC),
whilst at the higher end of the scale others attributed between 41% and 46%
of funding to Central Government sources

e there are differences in the way spending has been categorised — for example,
one pilot allocated all of its health spend to the Primary Care Trust (PCT) whereas
another allocated it to 17 different public bodies

e some pilots used budgeted expenditure, while others used actual expenditure,
and some pilots recognised one-off or non-recurring expenditure, while others
did not.

Conclusions About High-Level Spend Count Data
Collection

In order for the high level place data to support useful spend analysis some
inconsistencies of approach between pilot areas can be tolerated as long as the
purpose of the analysis is to identify potential for greater efficiencies within a place.
Differences in the way areas interpret and identify spending agencies or sources of
funding will not prevent the search for potential efficiencies within a place but are
likely to undermine the fair comparison of spending patterns between places. If the
latter is a key objective for stakeholders then the rules of data collection should be
applied more consistently across all pilots.
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The degree of data detail required in order for valid conclusions to be drawn cannot
be prescribed in absolute terms for any of the pilots. It is not a question of how
many sources or bodies per theme are included in their data submissions that is
significant, but rather whether these variables are representative of the amount of
spending and the key sources and spending bodies at work in their area.

The usefulness of place level spend count data for analysing local spend patterns or
setting the frame for deep dive analysis, can, however, be seriously undermined by
gaps in the data supplied which arise because the pilots cannot access important
data sets, or otherwise choose not to include them in their submissions. Another
impediment to comparative analysis of spend profiles between pilots would be

the inconsistent use of financial data where pilots are drawing data from different
accounting periods or not including capital expenditure in their counts.

We recommend that local areas intending to carry out future high-level spend
counting exercises should adopt an approach which suits their needs best. They may
benefit from reviewing the results of the Total Place pilots’ spend counting work to
decide the level of detail at which they wish to collect their data. They would also be
advised to:

e use descriptors for themes, funding sources and spending agencies that are
widely understood by all key stakeholders

e use the same accounting period for their estimates of spending flows and be
consistent about the inclusion of capital expenditure in their total spend counts

* make best efforts to complete the questionnaire as fully and accurately as
possible.

Should similar spend counting exercises at place level be repeated by Central
Government, best results can be achieved if the pilots’ understanding of the task is
monitored at reasonably frequent intervals following the despatch of data collection
templates to them.

4.4.1 Local Control Over Expenditure

Table 3 outlines the proportion of spending by local authorities, NHS and Central
Government in a sample of the pilot areas which provided some information about
spending bodies. Although the identity of the bodies does not automatically imply
control (e.g. some local bodies may be distributors of spend coming from national
sources) it can nevertheless be used to infer degrees of decentralisation.
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Table 3: Percentage of Central Government, Local Authority and NHS Spend

Local Central

Authorities e Government Other
Birmingham 49% 26% 14% 11%
Bradford 33% 17% 42% 8%
Bournemouth, Dorset
and Poole 29% 18% 46% 7%
Croydon 46% 21% 31% 2%
Coventry, Solihull and
Warwickshire 53% - - -
Durham 29% 21% 41% 9%
Kent 29% 22% 36% 13%
Leicester and Leicestershire 37% 3% - 61%
Lewisham 55% 20% 15% 10%
Luton and Central
Bedfordshire 29% 21% 32% 18%
Manchester City Region
and Warrington 37% 22% 30% 10%
South Tyneside, Gateshead
and Sunderland 36% 17% 24% 23%
Worcestershire 27% 20% 30% 23%

Not all pilots are represented in Table 3 because some did not provide information about the spending agencies in a place.

Different views have emerged as how much of the total spend in a place is, or is
not, locally controllable. Several pilots reported that large percentages were locally
controllable, particularly in regard to PCT and local authority spending. The locally
led spend count data also confirms that a significant percentage of spend is by both
the local authority and the PCT.

Understanding which party effectively controls a budget can inform conclusions
about how difficult or realistic it would be to redistribute accountabilities for
funding. For example, it has been found from the high-level spend count conducted
by the pilots that a number of local service organisations deliver similar services to
local populations and that some are funded by local grants and others directly by
different Central Government bodies.

Since Total Place aims to improve the experience for local service users as well as
engage delivery partners in cross-agency working, knowing which organisation is
operating the levers of control offers potential benefits both in terms of the quality
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and value for money delivery of service outcomes. Such knowledge could underpin
effective redesign of funding and spending arrangements such that duplication

of effort, funding overlaps and wasteful administrative expenditure are reduced
without adversely affecting the quality of the services being offered.

An understanding of the spend by organisation, reaching out to private and third
sectors, and the spectrum of local control would assist the deep dive phase in
designing efficient ‘lean’"® services. Plotting funding streams at each section of the
spectrum in order to identify priorities for (a) changes to the way in which funds are
used and (b) conversations with funding providers about how the funding can be
used in the future. (See figure 2)

Figure 2: Spectrum of Local Control

Spectrum of local control over total expenditure in an area
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The logic here is that, even for PCT and local authority spending, the level of real
local discretion might be more limited than has been suggested, because of:

* legislation governing the type and level of service to be provided, as well as
general legal requirements

e central government prescribed targets or standards
e funding conditions and restrictions, including issues of ring fencing

* the weakening of control as funding is channelled through one or more
intermediate bodies, with each transfer to the lower level body being seen as a
gateway controlled by the higher level distributor.

" The application of the lean manufacturing concept to service operations. Lean is a production practice that considers the expenditure
of resources for any goal other than the creation of value for the end customer to be wasteful, and thus a target for elimination. (Lean
Services, Lean Production: Wikipedia, www.wikipedia.org)


http://en.wikipedia.org/wiki/Lean_manufacturing
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5.1

How pilots Were Using Customer
Insight Before Total Place

Overview

Findings on the use of customer insight in the pilot areas were captured in Autumn
20009, are reported in this chapter. In the final section of this chapter, some new
observations are made based on a review of the final pilot reports in February 2010.

Research was undertaken into the 13 pilot areas to understand their current use

of customer insight, to help the pilots work out where they could better utilise
customer insight tools and techniques to support their themed areas, and to help
identify how Communities and Local Government (CLG) and the Improvement and
Development Agency (IDeA) could further support them in this work. This exercise
has also helped to raise the profile of customer insight within Total Place with a
wider audience.

The current picture across the pilot areas is as follows:

e Thereis enthusiasm for using customer insight to ensure services are focused
on users’ needs and there are good examples across all the pilot areas of
organisations using customer insight to inform service-by-service improvement

e Twelve of the pilots already have some access amongst partners to key
geo-demographic datasets (for example ACORN or Mosaic), and all have
experience in customer consultation technigues such as surveys and focus
groups. A smaller subset has made use of more advanced approaches to
understanding customer needs, such as customer journey mapping and
ethnographic research

* The Total Place pilots recognise the role of customer insight in their programmes
and are planning their approaches to using it to drive service improvement and
identify efficiencies.

Total Place is expected to break new ground in the redesign of services, to both
improve outcomes for customers and save money. This goes beyond what has been
done before, so sharing learning to build skills and methods will be important. In
addition, Total Place presents new challenges:

* There are few examples of radical, cross-agency, customer-centred service
design, so Total Place demands that partners go further than they have done
before to redesign services together
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e Pilots are likely to need to gather new, more detailed, up to date information
about their customers to complete their Total Place work. They will also need
to draw on existing research into the long term relationships between services
delivered, cost and customer outcomes achieved to support the case for more
radical change. Existing insight alone is unlikely to provide the detail needed for
the themed work on Total Place

e Customer insight, to date, has mainly been to plug gaps in service delivery,
increasing take up of services and expanding provision. Total Place will require
that as services are improved, as well as duplication and waste being removed
to increase efficiency. Pilots expect customer insight to be central to this effort,
but the increased focus on efficiency will demand that new skills and techniques
are built on the capability already in place.

Suggested next steps include:

e Pulling together all the customer insight expertise within each pilot in order
to deliver a coherent strategic approach; consolidating the softer skills of
consultation and understanding customer experience with the harder skills of
data analysis and cost modelling. This will require strong leadership, to ensure
that people from different disciplines within each partner organisation have the
time and thinking space to work together on Total Place alongside their existing
responsibilities

e |dentifying clear questions to answer and hypotheses to test in order to focus
the efforts of all partners in pilot areas will be important to define the scope of
activities and ensure the work is completed in the necessary timescales

e |dentifying the existing research and information available across their theme
and collectively building on this. They may also be able to use information
sources and approaches already in use in other pilot areas and, where themes
are similar, there is scope for further collaboration between the pilots.

In addition, there are opportunities for CLG and IDeA to support pilots to address
current common challenges. CLG and IDeA also have a key role in facilitating
sharing and learning amongst the Total Place pilots and to the wider sector beyond.
Further work on customer insight has been undertaken by CLG and IDeA which will
be published separately.

Our Approach

Desk research and an initial interview with the Total Place customer insight lead for
each pilot were carried out to investigate practice in the 13 Total Place pilot areas.



34 | Total Place: Spend Counting Analysis and Customer Insight Status

5.3

These interviews explored:

e current customer insight activities
e challenges the pilots faced in gathering and using customer insight
e preparations and plans for Total Place

e waysinwhich CLG and IDeA could support the pilots in using customer insight
in their themes.

The results of these interviews, desk research and follow-up discussions were used
to produce a case study for each pilot area highlighting examples of good practice,
to share across each pilot and the wider sector, and key challenges identified so
far. The work undertaken provided information for the Pre-Budget Report and will
support continued work on Total Place.

Current Use of Customer Insight

Customer insight has been defined as information that provides “a deep ‘truth’
about the customer, based on their behaviour, experiences, beliefs, needs or
desires, that is relevant to the task or issue and ‘rings bells” with target people”.?°
This is a key element of Total Place.

Pilots are currently using customer insight to make strategic decisions, improve
services and increase customer satisfaction. For example customer insight has been
used to:

e Support greater collaboration and identify savings: Melton District
Council's Family Intervention Project analysed interactions with high-need
families from a range of bodies. The bodies then worked together with high
need families to identify the families’ aims and address the root causes of their
problems, leading to vastly improved outcomes for the families, at lower cost to
the bodies involved

* Inform strategy and policy: Croydon Council has used customer insight to
test hypotheses and identify drivers of satisfaction. This led to the creation of a
Communications and Customer Service Board and the work has determined
the workstreams and focus of this group. This work has led to various
initiatives across and within service areas; for example using customer insight
to understand the use of green spaces in the borough has led to additional
investment of £2 million over five years

¢ Allocate resources: Bedfordshire and Luton Fire and Rescue Service use
Mosaic segmentations to inform daily activities such as identifying which streets

20 Government Communication Network Engage programme
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they should visit to undertake protection and prevention activities such as fitting
fire alarms and giving fire safety advice

e Manage performance: Lewisham College has a student voice programme
which has resulted in improvements to its offer, for example by setting up a
student-led inspection team in response to the demand for higher quality of
provision

* Market services more effectively: Coventry City Council used Mosaic to
identify customers most likely to be able to make regular direct debit payments
of their council tax and promoted this to those postcode areas, thus reducing
unit costs of collection

e Change behaviours: In the Manchester region, Rochdale BC is using its CRM
system to identify who and where housing and council tax benefit enquiries
come from to develop targeted information and marketing campaigns

* Improve service design: Durham Council commissioned research into the
customer base in Peterlee & Seaham in Easington, which included Mosaic
profiling, service analysis and travel times to help work out where to locate face
to face access points.

There are elements of good practice across the organisations interviewed. The
following four components are important for successful customer insight. They can
help to embed a customer focused approach and ensure that customer insight is
used to greatest effect:

e Demonstrating the value of the approach
e People and skills
* Processes

e Dataand systems.
5.3.1 Demonstrating the Value of the Approach

The above examples illustrate how customer insight can have a positive impact on
decision making and designing services. Focusing on how services can be improved
for customers is widely recognised amongst the people spoken to as providing a
powerful motivator for driving potentially radical change across public services.
Customer insight practitioners should use the work they have done to promote
the value of a customer focused approach. Successes can be used to demonstrate
the value of customer insight, showing that it can lead to better decision making,
efficiency savings and improved customer satisfaction.

Customer insight is most effective when it is embedded into the organisation’s
culture and ways of working. All the pilot areas have identified examples of using
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customer information to guide strategy formation and drive service improvement.
The extent to which this forms a core part of how organisations are run varies from
location to location.

Birmingham City Council’s Customer Knowledge team are in the process of
training around 20 data analysts in service areas across the Council in the use
of data mining tools to encourage the use of customer insight in the service
areas. Senior managers participation at these meetings has demonstrated their
commitment to this work.

Warwickshire County Council is currently developing a customer insight
toolkit which will be embedded in the Council’s project management
methodology to ensure that customer insight techniques are considered at the
beginning of every new project.

South Tyneside Council draws out the customer impact as assessed through
complaints data, geo-demographic data or opinion data into organisational or
service strategies and plans.

5.3.2 People and Skills

All of the pilot organisations already have experience of using customer insight to
drive service improvement, establishing skills that can be put to use to help deliver
the objectives of Total Place. Key skills for customer insight activities include:

e The ability to analyse and manipulate data
e Knowledge of market research techniques

e The ability to present and use data to inform strategy, policy and service
redesign and to communicate results clearly.

In some places these skills are concentrated in a well established team (typically
called ‘Research and Information’), either corporately or embedded in a particular
service area. For either model it is important that the whole organisation is aware
of the capacity and capabilities that are available. Communicating successes
encourages further use of customer insight.

Pooling resources and skills between partners allows organisations to build on each
other’s successes and can be an effective way of building capacity. It also provides
strong foundations for collaboration and addressing shared problems as well as
reducing overall costs.



5 How pilots Were Using Customer Insight Before Total Place | 37

Worcestershire County Council has a central Research and Intelligence Unit
(R&I). The unit provides expertise, including economic research, social housing
and demographics, and uses ACORN and Instant Atlas mapping tools. This R&
unitis also used and funded by the district councils and other partners including
the West Mercia Constabulary.

Dorset County Council has a dedicated Corporate Consultation and
Engagement Team. This team manages corporate consultation projects such
as the Place Survey, Residents’ Survey, Staff Survey and Citizen's Panel. The
team also advises on and coordinates consultation and engagement across the
Council and other public bodies including the PCT.

Association of Greater Manchester Authorities provides a forum for the
Heads and Managers of Customer Services to meet and work together. To start,
the group baselined their customer insight capabilities. In 2009 the partners
undertook a proof of concept exercise to trial and compare approaches to
customer insight work; this has informed the methodology partners will use on
future projects including Total Place.

Multi-agency Community Safety Partnerships in Worcestershire (CSP)
have dedicated analysts to highlight and research issues. The local CSP includes
representatives from the West Mercia Constabulary, NHS Worcestershire,

local authorities, Youth Offending Services, West Mercia Probation Trust, West
Midlands Ambulance Service and Worcester Community Housing. These
analysts work closely with a range of agencies that form the CSPs.

5.3.3 Process

Customer Insight needs to be embedded into everyday processes. For example, by
requiring all business cases to contain a section analysing the impact on customer
groups, routinely gathering customer feedback at the point of service delivery, or
systematically engaging with stakeholders when developing policies and strategies.
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Warwickshire County Council is currently developing a customer insight
toolkit which will be embedded in the Council’s project management
methodology to ensure that customer insight techniques are considered at the
beginning of every new project. This includes a set of questions that should be
asked at the start of any major project across the Council, such as ‘How will this
improve customer experience?”

Worcestershire’s Community Safety Partnerships each have an analyst who
tracks the progress the partnership is making in tackling issues such as violent
crime. The analysts also produce area profiles for local teams and provide an
annual overview of the crime and disorder situation in each area, highlighting
future challenges.

The Kent Gateway uses geo-demographic data and information on customers’
needs to decide where to locate new customer service access points and which
services to locate within each one. By looking at the profiles of customers in an
area they are able to build up a picture of the services they need to access and
through which channels they would prefer to access them. When consulting
users, the Gateway collects postcode information which can be combined with
existing data to increase their knowledge of customers.

Bolton Council has used social services records to identify properties which
have had adaptations and aids fitted, and then compared these with households
claiming disablement relief from council tax to identify any customers who are
not claiming council tax benefits. The council tax team is now contacting these
customers to explain what they are entitled to. The Council has undertaken a
similar process to improve the take up of free school meals, increasing take up

by 4,000.

5.3.4 Dataand Systems

High-quality data sets are essential for robust analysis and insight. The information
also needs to be collected and stored in a suitable format; allowing relevant
information to be extracted easily and stored securely. Storing information centrally
will help to build up a single view of the customer allowing customer insight
practitioners to develop an accurate picture of their needs.

Most pilots already have access to geo-demographic data sets such as Experian’s
Mosaic, CACIl's ACORN or the freely available Output Areas Classification provided
by the Office for National Statistics, which are used to develop categories of
customers—who they are, where they live, what they are like.
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Alongside the relatively ‘hard’ quantitative approaches to understanding customers,
customer insight is also gathered through more qualitative research approaches,
including focus groups, customer journey mapping and ethnographic studies.
These approaches can provide very powerful analyses to help drive and inspire
change.

Some services (e.g. health and social care) necessarily hold detailed information
about individual needs of customers, whereas in other services (e.g. waste
management and leisure) the level of knowledge about and engagement with
individual customers is, perhaps appropriately, significantly lower.

When working in partnership, data needs to be easily accessible to all partners. As
above, the more information that can be shared the sharper the picture of an issue,
area, group or individual will be.

Birmingham City Council’s Customer Knowledge team is creating a single
customer record and data cleansing to make it as robust as possible. This data
can be matched to other data sources and used to provide insight to improve
services. Birmingham'’s Crime & Disorder Reduction Partnership analysts
pull together a range of data from ACORN and Mosaic, police records, the
Fire and Rescue Service and the Place Survey to feed into policy and strategy
development and evaluation. Sources of data include; Socio-demographic
datasets (both ACORN and Mosaic), information from the Police, Fire and
Rescue Services and information from the Place Survey.

Bradford MDC is developing a data observatory to store and share information
about customers between organisations in Bradford. This project will lay the
foundation for a multi-agency approach to gathering and using customer data
by reducing the current difficulties in sharing information across organisations.

The Lewisham Information Sharing & Assessment service (LISA) improves
information sharing and joint working between all bodies working with children
assessed to be vulnerable. A shared system allows practitioners to log their
concerns, identify other practitioners involved with a child and access a service
directory.

54 Common Challenges for Total Place Pilots

As the pilots started analysis on their themes, some common challenges emerged.
These findings have been developed and discussed with the pilots to gain their
feedback on what could be done to address them.
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5.4.1 Demonstrating the Value of the Approach

The objective of Total Place is to target resources according to customer
need, and to reduce overall costs. Whilst this is generally well understood
by those directly involved with Total Place, stakeholders from different
backgrounds within pilot organisations e.g. customer services and finance
may have a natural tendency to focus on their policy area. Drawing these two
objectives together is a fundamental challenge of Total Place

Several people have reported that the understanding of how to gather and
use customer insight is patchy across their organisation, with pockets of
enthusiasts but significant groups who know less about it; therefore this now
needs to be embedded and systematised within and across the partner bodies

Whilst customer insight may have shown that delivering services in a different
way would deliver better outcomes for customers, it may prove challenging
to reduce or transfer budgets between agencies in order to do so. For
example, shifts in funding from health to social care where preventative
measures for potential health problems could be implemented.

54.2 People and Skills

In some places the skills for customer insight are more spread out across people
in different parts of the organisation, and in different organisations altogether.
These are often not managed together as a coherent single resource

Whilst many people have reported a good understanding of the principles
of customer insight, they are not sure of exactly how to turn principles into
practical action for Total Place

Often service managers recognise the benefits of using customer insight but
lack the skills or resources to translate the outputs of customer insight
work into actions to improve services.

5.4.3 Processes

In an area, different organisations will hold information about the same customers,
and drawing together this information often forms a key part of developing better
service delivery strategies. However, people are understandably cautious about
sharing information between partner organisations, and are keen to ensure that
they comply with data protection legislation. In some cases there are real legal
reasons for not sharing information, but there are also examples where sensitive
information has been appropriately and successfully shared. Specific challenges are:

A lack of understanding about what information can and cannot
be shared results in an unwillingness to share information limiting the
effectiveness of strategic planning
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e Although protocols for sharing data exist in some areas, they do not always
seem relevant to the specific data that people would like to share, for example
specific datasets held by DWP

* When people are happy to share information, the process is often hindered
by a lack of access to a secure means of doing so (although Government
Connect?' could help, but only where for data requirement is for the local
authority and not other local public bodies)

e Problems also arise where the information is held on different systems, within
which information is held in different ways, that cannot ‘talk to’ each other.

544 Dataand Systems

* Several pilots have concluded that although they have good information
for many purposes, in order to complete the analysis for their chosen theme
additional, more specific research is required — for example to provide a
comprehensive picture of the needs of over 60 year olds, or to understand
patterns of behaviour amongst drugs and alcohol users

* Inareas where populations change rapidly, information gathered through
annual (or less frequent) surveys may not provide the timeliness or level of
detail of data needed to redesign services for the future

e Multiple organisations in an area are likely to be procuring the same datasets
from particular suppliers, and may not be taking advantage of their potential
buying power to strike a good deal

e Many of the pilot themes are exploring hypotheses about how early investment
in preventative action can improve long term outcomes for people and reduce
the overall cost of service delivery. Proving that preventative action can
improve long term outcomes and reduce costs of service provision requires
detailed, long term research

e Whilst research is thought to exist to support the preventative ideas being
explored by the pilots, for example using customer insight to identify and
support at risk groups, it is not straightforward for pilots to obtain relevant
research, including results of programme evaluation. Some of this may be
held in Central Government departments, some in academic institutions, but
authorities are not always aware of the research that exists or how to access it.

21 ‘Government Connect’ is a pan-government programme prividing an accredited and secure network between Central Government
and every local authority in England and Wales.
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5.5

5.6

Support Needs

We consulted pilots on the challenges above and each pilot recognised these
challenges to a greater or lesser extent. The following areas of support were most
in demand:

e Anevidence base consisting of examples to demonstrate the value of customer
insight and identify financial savings. Pilots were keen to see or access:

— Real examples of where customer insight has led to improvements in service
efficiency, effectiveness and customer satisfaction

— New or existing research into ‘what works' for Total Place theme areas.
This would be especially targeted at helping pilots think of creative new
approaches to service delivery, based on what has been tried elsewhere in
the UK, and internationally.

e Support to guide practitioners thorough specific techniques (e.g. customer
journey mapping or developing a shared information system) and to support
the use of customer insight to improve and transform services. The following
were suggested:

— Practical external support and challenge to guide customer insight activities,
transfer skills and suggest new ways or working

— Pulling together existing guidance and best practice on the effective use of
customer insight.

During conversations, several pilots referred to the Cabinet Office’s Customer
Journey Mapping guidance??, CLG and IDeA’s Customer Insight Guidance?® and
Chorley’s Circle of Needs?* work.

In terms of facilitating data sharing between organisations, suggestions from pilots
included:

e Helping to clarify data sharing rules and advice

e Guidance on ways of using IT to enable data sharing.

Future Use of Customer Insight

The purpose of Total Place is to redesign public service delivery in a place to ensure
resources are targeted where they are needed most, with a customer focus, and
services are delivered for the best possible value for money. To date, customer

2 Customer Journey Mapping — Guide for Practitioners, Cabinet Office

2 Insight: Understanding Your Citizens, Customers and Communities, LGA and IDeA

24 Circles of Need — Final Report, Chorley Council
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insight activities have tended to focus on plugging gaps and increasing take up
which tends to expand the provision of services. Total Place demands that the
partners go further than they have done before to redesign services together. Pilots
expect customer insight to be central to this effort, but the increased focus on
efficiency and cross organisation service delivery wrapped around the citizen will
demand that new skills and techniques are built on the capability already in place.

Opportunities for the Total Place Pilots

Pilots (and public sector organisations more generally) will need to:

Ensure absolute clarity of the scope and methodology of their work:
Focusing on a specific question or issue, understanding the current picture and
developing a plan to improve future service delivery will help to coordinate Total
Place work across an area

Pooling data, skills and experience within each area: Across the Total

Place pilot areas, different organisations have different areas of expertise in their
approaches to and use of customer insight. For example, some organisations
are very strong on conducting consultations or using techniques such as
customer journey mapping but weaker on using demographic and internal data
to build up a picture of the customer. The case studies provide a starting point
but areas may want to undertake further work to ensure that they are aware

of the skills and resources available to them and are able to share skills and
knowledge between organisations.

Learn from other organisations’ use of data and customer insight
techniques: Speaking to and reviewing the work of colleagues in other
organisations who are using different tools will help to stimulate ideas for
new users. Sharing information across the pilot areas will allow participants to
see how others have already addressed the problems they face. For example,
knowing what data to collect for a particular customer group or using other’s
data sharing protocols and secure systems to allow various organisations to
access sensitive information.

Build on previous work that has been undertaken on a theme: There
are opportunities to share knowledge and best practice throughout the

work, particularly where pilots have selected similar or overlapping themes,
for example children aged 0 to 5 or drugs and alcohol. For example, access to
benefits is one of Central Bedfordshire and Luton’s themes. The Association of
Greater Manchester Authorities and Bolton Council have undertaken projects
to increase take up of benefits and free school meals. Central Bedfordshire and
Luton may be able to use or adapt data and methodologies that already exist
from these projects.
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5.3

The work will require strong leadership throughout, to ensure that people from
different disciplines within each partner organisation have the time and thinking
space to work together on Total Place alongside their existing responsibilities.

Lessons for Local Government and their Local Partners

Customer focused cross-partner policy formation and service design must become
the norm across local authorities and their partners to tackle funding reductions
effectively. Local authorities and their partners need to better understand
customers:

All public sector organisations need to have an established, consistent view of
who their customers are, their wants, needs and service usage

Develop common segmentations for use across partner organisations, to
provide a common base for comparison (e.g. types of young people, types of
substance abuser etc)

Become better at sharing information with local partners and Central
Government — respecting confidentiality, but sharing where it will improve
service planning and delivery, and establishing protocols that support better
decision making

Professional expertise in customer insight needs to be embedded within services
and amongst senior management

Processes need to be in place to gather new customer insight on a continuous
basis

In addition, local authorities and their partners need to make better use of that
understanding:

Senior officers need to be fluent in discussing policy, starting from the customer
perspective, and able to evaluate the trade-offs between which groups to serve

Local politicians need to become adept in understanding customer information,
and ready to make hard prioritisation decisions

Local partners develop common, consistent approaches to understanding the
value of public services delivered in partnership, and the cost of doing so —this is
the core of the Total Place challenge.
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59 Messages for Central Government

Customer focused cross-partner policy formation and service design must also
become the norm across Central Government to tackle funding reductions
effectively. Central Government can contribute to a better understanding of
customers, by:

Developing common categories of customer, alongside local partners

Central Government departments must be clear and consistent about what can
be shared

Rather than seeking reasons not to share customer information, local and
central partners need to establish protocols that support better decision
making.

5.10 Recommendations for CLG and IDeA

Total Place presents an opportunity to build a broader understanding of the value of
customer insight work. There are also many opportunities for organisations involved
in the pilots to learn from, work with and support each other within and across
areas.

CLG and IDeA are already taking forward some actions as a result of this work:

CLG and IDeA should consider specific requests for support from individual
pilots. Pilots have been invited to contact IDeA to discuss accessing appropriate
research and/or potential support to help them move forward their Total Place
work.

CLG should lobby for better, more consistent information sharing across Central
Government departments

IDeA should facilitate a peer network of customer insight leads across the Total
Place pilots, to promote sharing of experiences and learnings.

5.11 Findings from the Pilot Studies

5.11.1 Initial research into the way customer insight is used in the pilot areas revealed a
mixed picture of good practice and some frustrating obstacles. The key findings
from the pilots’ reports throw a different and more optimistic light on the scene.
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5.11.2 Our own observations of CAA results, in the form of the red and green flags
(indicating respectively concerns and strong practice), showed that there is a
simple correlation between the use of customer insight and avoidance of poor
performance indicators (red flags) (see Appendix G).

5.11.3 Earlier studies found that customer insight was being used primarily to support
service improvement but not the drive for greater efficiency. The Total Place pilots
demonstrated a stronger appreciation of the role of customer differentiation in
targeting cost savings.
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6 Spend Counting and Customer Insight
Can Support a Total Place Approach

6.1 Conclusions About High-Level Spend Counting

6.1.1 Todate, the Total Place programme has demonstrated that localities are able to use
spend and customer insight analysis to point the way towards compelling, evidence-
based change interventions. The pilots’ findings suggest that Total Place approach
can deploy a variety of means to deliver financial savings from greater efficiencies at
the same time as improvements in service quality and effectiveness of outcomes.

This concluding section looks at the lessons learnt from Total Place spend counting
and customer insight, from both a high-level and deep-dive perspective, and
concludes what partnerships can do to make the process more efficient by linking
the spend count, deep dive and customer insight strands together to produce a
coherent set of evidence.

6.1.2 Findings from the Place-Level Spend Count

The counting of total spend in a place outlines the overall funding setting. It
provides points of reference about a place as a whole, against which the costs of
delivering the service(s) within that place can be compared. It identifies the number
of agencies involved, where the sources of funding come from and the themes on
which money is spent. By analysing place level data it is possible to establish key
patterns of spend. As the data show, spend tends to be concentrated on a relatively
small number of themes and a minority of spending agencies.

Looking at place level data will enable the pilot area to select interventions that
address problems currently attracting the highest relative (per capita) funding, and
which are therefore likely to result in the greatest savings. Within a given thematic
area such as social care, education and health, where overall spend tends to be
high, pilots have demonstrated an ability to focus on subcategories of spend with
the greatest potential for efficiencies. An example of this is the analysis conducted
by Lewisham into the different costs driven by the spectrum of family types in the
Borough: from the low unit cost of servicing ‘thriving’ families to the high costs of
meeting the needs of ‘chaotic’ families.

There is also evidence that high-level spend counting in a place can deepen local
understanding about the key players in an area and may, depending on the richness
of the data captured, identify complexities in the funding distribution chain where
money is transferred from source to final spender via a number of agencies.
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6.1.3 Evidence about Spend Counting from the Deep Dives

From our analysis of the 13 pilot study reports we were able to capture the pilots’
views on the purpose and effectiveness of high-level spend count. Findings indicate
there is a consensus forming around the different, but complementary, roles of
spend counting and deep dive analysis.

The main conclusions from analysis of the pilots’ attitudes towards high-level spend
counting are:

e Almost half of the pilots recognise the importance of high-level spend counting
as an aid to deep dive selection, or as a provider of other insights

e Three out of 13 pilots mentioned that the high-level spend count had a purpose
other than resource mapping. Of those, two pilots mentioned the benefit of
partnership working and the sharing of information across local geographies.
One pilot believed that its importance lay in establishing the degree of local
control over public expenditure

e There was a strong correlation between the quality of the explanation for the
selection of the pilot themes and the level of detail produced by the pilots for
their high-level spend counts

e Asimilarly strong correlation was noticed between the quality of high-level
spend count data and the depth and rigour of analysis in the pilot reports about
savings achievable from the deep dive interventions

e Inallcases, pilots believed that more useful lessons could be learned from the
deep dive analysis than the high-level spend count.

The overall message from the pilots about high-level counting is that it is beneficial
as a means of setting the financial context for the pilot studies, and that it helps
partnership building, but that it cannot be expected to match the insight provided
by deep dive analysis. There is also a clear correlation between a methodical
approach to high-level counting and a more considered presentation of the
evidence base from the deep dives.

The following case studies illustrate the range of views on high-level spend counting
found in the pilot studies:
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Case Study: Lewisham - Spend Data Identify Priorities and
Complexities

When considering which areas to concentrate on to improve collaboration

and reduce costs, Lewisham focused on areas of high spend where there was
existing evidence of considerable overlap between agencies. The high level
spend count showed where most money was being spent (social protection
accounted for 35% of the total) and this indicated where the greatest
opportunities for reducing costs existed. Spend data indicated where services
were currently being prioritised and within those areas Lewisham researched the
effectiveness of existing service delivery models for dealing with reoffending,
tackling joblessness, joint commissioning in health and social care and
rationalising the use of property assets. The high level spend count was capable
of identifying an “incredibly complex” system of multiple funding streams that
can resultin fragmented delivery.

Having used the spend count to identify the areas for deep dive analysis,
Lewisham identified that savings in the region of £ 100k — £250k per year could
be achieved from the reorganisation of prison assessments across different
agencies and the introduction of an opt-in model providing an enhanced and
streamlined offer to a number of offenders prioritised by their willingness to
address their offending behaviour.

Case Study: Bradford - High-Level Spend Count Supports VfM
Service Delivery

The Bradford Total Place project report concluded that it was critical to keep the
high-level spend count information live and accurate to enable the Bradford
District Partnership and key organisations to progress in their understanding of
their spending profiles across the district. By embedding the learning from the
Total Place pilot Bradford believes it will enhance its delivery of value for money
for the Bradford citizen by making financial decisions based on the needs of the
place and the individual rather than the organisations involved in delivery.

Case Study: Manchester — Spend Analysis Aids Collaborative
Working

Manchester concluded that the high-level spend data was used to draw
conclusions about the proportion of spend controlled locally and to indicate
across a wider geography the relatively high per capita spend areas. The
partnership also concluded that high-level resource mapping also creates a
platform from which to initiate joined-up conversations around making more
effective collaborative use of budgets to achieve better outcomes for citizens.
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Case Study: Worcester — High-Level Spend Analysis Identifies
Areas of Control

The Worcester pilot stated that a significant result of the high-level spend
analysis of the total public expenditure was that local government controls only
about 25% and a very significant proportion is not subject to local control or
direct accountability. Central to the conclusions of Worcestershire's work on
Total Place is the need to increase the proportion under local control as this is an
essential feature in facilitating efficiency and service improvement.

Case Study: Kent - High-Level Spend Signposts Potential for
Savings

Kent used the information compiled from the high-level spend count as a
“demonstration of potential” rather than to influence decision making about
spending priorities. For example, awareness of the high level of spend on public
sector assets across the county from spend analysis conducted over several
years enabled Kent County Council to target income from one-off net capital
receipts and revenue expenditure savings from the more rational use of assets
amounting to potentially £38 million per annum.

Case Study: Manchester - High-Level Spend Does Not Measure
Value of Services

The Manchester pilot report stated that the high level count did not allow the
extraction of information about the value offered by the various components
of service within the deep dive theme. At best, said the report, the high level
count gave Manchester the global figures and insight into the value of public
expenditure and the opportunities for targeting issues that matter locally.

6.2 CustomerInsight
6.2.1 Findings from the Initial Review of Customer Insight of the Pilots

In the Autumn of 2009, it was found that the use of customer insight was increasing
across the pilots but had yet to be systematically adopted. Our findings included the
following:

e Sporadic pockets of different kinds of customer insight activity were found but
there was little evidence that it was being used to achieve efficiencies as the first
priority . While there was a strong belief by practitioners that it works, many
found it hard to communicate that faith within their organisations and beyond
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e Customer insight was seen as a specialist activity allied to customer services
and public relations aimed primarily at developing better service offeringsin a
more targeted way. Customer insight practitioners could see the potential for
using their skills to save money but a common corporate perception was that
customer insight costs money

e There were significant barriers (real and perceived) to sharing the kind of data
necessary for working out how to save money and improve services. Such
barriers frequently revolved around a fear of disclosing confidential information
to other parties, particularly across agencies and certainly between central and
local government.

6.2.2 Evidence about Customer Insight from the Deep Dives

The deep dive reports have shown that customer insight work has enabled some
areas to draw bold conclusions from their pilot studies about what is wrong with
the way in which they currently provide services. They have also demonstrated that
with greater understanding of customers and partners in service delivery, places can
achieve cost savings while optimising the solutions they provide, as the following
case studies demonstrate.

Case Study: Lewisham Review of Offenders on Probation

Based on the evidence of its pilot report, the Lewisham Strategic Partnership is
using individual customer insight in the process of considering the balance of
crime reduction resources allocated between the targeting of known offenders
and more general public realm activity, to reduce the heavy financial burden
re-offending presents in the borough. This has taken place as a result of local
re-offending analysis, and intelligence sharing and preventative work of their
Diamond Initiative —a multi agency approach to re-offending.

For example, the probation service in the borough currently spends £4.9m on
enforcement and intervention in Lewisham each year. Lewisham's deep dive
discovered that although Probation’s interventions are most suitable for those
most at risk of re-offending, they are required to supervise all offenders, often
for over 12 months, even where they are identified as being at a low level of risk
of harm or re-offending. Furthermore Lewisham found that although it is clear
to practitioners that a significant portion of offenders reoffend, systems and
practices have assumed that the offender will only ever use this service once, and
are therefore not tailored to the re-offending profile of the customer concerned.
Money is therefore spent on providing the same course multiple times to the
same offender.
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As a result of these findings Lewisham propose:

e Groups of offenders are assessed to see which supervision is most appropriate
e Where suitable, supervision is transferred to the Drug Interventions Programme
e This support could be provided within current funding arrangements

* The use of an opt-in model providing an enhanced and streamlined offer to a
number of offenders prioritised, by their willingness to address their offending
behaviour.

This approach would enable Lewisham’s probation service to focus on higher risk
offenders, whilst also delivering an efficiency saving of at least £74,000 per year.

Case Study: Kent - Use of Customer Insight to Improve the Levels
of Efficiency and Customer Satisfaction

Kent County Council has discovered that customer insight gained through
close partnership working will enable agencies to commission services more
intelligently, resulting in better services and efficiency savings. For example,
Kent's Gateway Initiative has drawn a multi-agency team together from across
the "Work and Learning’ hub to use customer insight based on feedback gained
through the Gateway's ‘face to face’ service points to construct a map of the
customer journey in accessing benefits. This approach reflects the use of direct
feedback from existing customers whereas a more strategic design for customer
insight might be based on a needs assessment conducted for a whole target
group of customers.

As well as offering front and back office efficiency savings, this approach has
also achieved high customer satisfaction levels. Kent have an ambitious vision
for the Gateway, with a desire to further improve the customer journey, and
involve Central Government service providers to augment the single access
point model. Through continued partnership development and the impetus
provided by Total Place, Kent CC has begun to work with partners such as
Job Centre Plus, enabling the development of the next stage of the Gateway
model: service-based ‘hubs’ (for example "Work and Learning’, ‘Health and
Independent Living’) involving the agencies with most ‘adjacency’ to the
service issues.
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Case Study: Central Beds and Luton - Rich Data on Benefits
Claimants

The customer insight work has provided the pilot with a rich data source of
information and analysis about benefits claimants in the area. It provides key
insight and information on benefits claimants, enabling Central Bedfordshire
and Luton to:

e Understand where claimants are and identifying any hotspot areas that
may exist

e Better understand customer’s lifestyles and behaviours (crucial in designing
services the best meet customer needs)

e Understand claimants channel preferences for consuming available services
(again fundamental to designing and delivering services).

Customer insight was also used to develop maps illustrating the existing
hotspots (high concentration of benefits claimants) of local authority
administered benefits and future potential hotspots centred around areas of
potential unemployment. These maps show that potential future claimants may
be located in different places to where they live now. The differences between
areas highlight that claimants are likely to have different needs and expectations,
which will need to be taken into account when designing cost-efficient services.
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Case Study: Croydon - Listening to Citizens and Partners Through
Customer Insight

The Croydon pilot listened directly to families and children across the area. It
claimed to have engaged in new and creative ways to find out what life is really
like for local families, what their experience of being a parent is like, what they
thought of the services they received, what worked and what didn’t meet their
needs or expectations.

Customer insight is important not only for establishing the real need for local
services but also as a powerful creator of collaborative commitment, pulling
partners together in pursuit of a better way. A real lever for radical thinking

in Croydon has been allowing sufficient time for shared problem-framing,
and not rushing into finding solutions. This has enabled partnerships to share
perspectives and expertise and see that there might be a more important
problem to fix than the one first thought of.

Critical to the progress Croydon has made to date in Total Place has been the
very practical creation of new ways of working in partnership. As they state

in their pilot report: “We have seen the power of new working spaces and
new working methodologies that allow equality of voice, remove unhelpful
hierarchies of power, and which enable new perspectives to come to the fore.
Having new voices in the room —deliberately engaging with new perspectives
and viewpoints on old problems — has been a real opener for innovation. The
establishment of spaces that feel safe has been important.”
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Case Study: Birmingham — Customer Insight Research Behind
“Brighter Futures”

At the heart of Birmingham’s approach to evidence based policy is the
establishment of a Research and Intelligence (R&I) function designed to ensure
more quality and consistency in information gathering and analysis, and better
engagement with service users and staff. The R&l method has been road
tested in the development of Brighter Futures, Birmingham’s early intervention
programme. This approach combines high quality epidemiological data on well
being, influences on wellbeing and current service use by the local population,
with information gathered through stakeholder focus groups, and cost
benefit analysis. The method brought together community stakeholders in

the development of a strategy for early intervention, and has resulted in strong
local and City commitment for a specified set of outcomes, a clear indication
of activities to achieve those outcomes (including the cutting of ineffective
provision), and investments needed to deliver the activities.

Brighter Futures research showed that children who have developed conduct
disorders will incur disproportionately high costs in later years if untreated. For
28 year olds who developed conduct disorders in childhood, costs to the public
purse are estimated to be 10 times higher than those with no behavioural
problems, and the success rate for treatment is known to be much higher if
dealt with early (approx. 75% for children under 10, but 25% for adolescents).
Work undertaken through Brighter Futures cost benefit analysis indicated an
investment in early intervention of £42m over 15 years will yield a benefit of
£101m to the council and more than £400m to the city.

6.3 Takingthe Spend Counting and Customer Insight
Lessons Forward

While the results of the pilot projects conducted by all of the 13 areas indicate that
localities can generate strong ideas in support of the objectives of Total Place, it is
recognised that the process is still in its early stages and that more can be done to
achieve the full benefits of linking high-level spend counting, customer insight and
deep dive analysis.

6.3.1 Spend Counting

If local areas wish to contextualise their planned activities, deepen local partnership
arrangements or assess the proportion of total spend in a place under local control,
they may consider undertaking a high-level resource mapping exercise prior to
selecting their project(s) for deep-dive analysis. It is likely that this exercise would
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6.3.2

prove beneficial in supporting evidence-based decisions about priority areas of local
service delivery for further investigation where the relative spend levels or potential
impacts are highest. It would seem reasonable to allow a pilot area to decide for
itself whether an initial high-level spend count is appropriate.

The methodology for high-level data collection in a place described in section 4.1.1
is appropriate for the purpose of establishing key patterns of public sector funding
in a locality (subject to comments made elsewhere in this report about the use of
alternative spend categories). Pilots may wish to use this approach but should not
feel obliged to if they prefer to adopt their own methodology to achieve their spend
counting objectives.

Most of the data for the high-level spend count should be accessible from the
budget books and accounting records of local authorities and other partner
organisations, but where it is not, more time will be needed to complete the count.
Because the accessibility of data in each area will tend to vary, it is not possible to
prescribe how long high-level spend counting should take. However, where relevant
data are readily available the collection and presentation of results, especially if
aided by the use of pre-prepared templates, would normally be expected to be
completed within a month. The benefit receivable from the process will depend on
the quality of data available, the reliability of any estimates used and to what extent
they are already grouped into the key parameters. The more detailed the source
data and the more aligned they are with the key reporting parameters of origin,
spending agency and functional category the greater the insight obtainable from
the high-level spend count.

Evidence Gathering

The lessons learned from the pilot studies, together with traditional academic
research methods, can be used to plan and execute new deep dives or to improve
the quality of evidence already gathered. In conducting their deep dives pilot areas
should be aware of the need to:

e explainin sufficient detail to what extent high-level spend counting and
customer insight analysis influenced the choice of deep dive review

e document claims made for cost savings achievable in such a way that they may
be easily substantiated by the available evidence

e always identify in their reports of findings the margin for error in any estimates
(e.g. of savings achievable) put forward

e ensure that all computations behind the headline claims for savings are relevant
and accurate in all material respects.
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We recommend that the methodologies used by the pilots be ‘moderated’
(analysed, summarised, evaluated) in order that the lessons learned from the pilots
can be documented as a ‘best practice’ approach linking high-level spend counting,
customer insight and deep dive analysis in a coherent analytical framework to
support future change interventions.

The local area pilots have a unique opportunity to enable observers from outside to
understand how findings derived from their analysis of specific interventions can

be generalised across a wider geographical area. This can be achieved by providing
a robust evidence base of costs, and the drivers of costs, as well as a willingness to
share data with other parties. In addition, as the pilot studies have indicated, the use
of customer insight can not only support intelligent targeting of services but also
establish a new collaborative culture between service providers, partners and users.
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problems, whose customer journeys span several agencies including district nursing
and social services.

e “Investing in Children” is helping City Hospitals Sunderland to better commission
Children and Adolescent Mental Health Services (CAMHS), to ensure a better take-up.
This work, which is currently underway, will look at how best to reach those children
who are not using the service but who would benefit. A steering group of practitioners
who make referrals to CAMHS has been established.

e ensuring customer views are fed into a LEAN project called Releasing Time to Care in
City Hospitals Sunderland NHS Foundation Trust, aimed at eradicating unnecessary
tasks on the ward. Customers feed in through an exit survey of the wards involved to
ensure that the changes made reflect what customers need.

The Police

Customer information within the police is gathered and analysed either via the Intelligence
team or via the Quality and Performance unit. Northumbria Police use Mosaic to
understand their local populations, which is supplemented by various customer surveys,
including the Place Survey.

The Police also hold regular Partnership and Communities Together (PACT) meetings,
where members of the public can meet their neighbourhood policing team and discuss
local policing. Each neighbourhood has a PACT meeting every month. The meetings are
hosted in various towns and villages in the area to encourage attendance.

Ten organisations have signed up to the Tyne & Wear Public Service Campaign “We
Asked, You Said, We Did" designed to deliver better services to the public by listening and
responding to residents’ concerns.

An example of this is Operation WAYS, which is used by Gateshead Police to address
residents’ concerns about crime and disorder. The police are able to pin-point areas of high
crime and disorder from an analysis of their call data. Gateshead Community Network,
their voluntary sector partner, then conduct a face to face survey with approximately 250
households in the area, which the partners then analyse to understand local priorities and
local issues. Residents are then informed of the findings and the action that the partners
intend to take. Over the next ten weeks, the partners implement their action plan and
follow up with the same residents to assess the impact. Some examples of the issues and
resulting activities are given in the table below. Four areas have been covered through this
process so far, with 25 planned in this financial year.
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In Clasper Village, We Asked. What concerns do you have about your neighbourhood?
YouSaid......... WeDid........

Speeding Carsand Taxis  Increased patrols in the area by the Motor Patrols Dept and
work in partnership with the Local Authority to conduct

checks on Taxis
Teenagers hanging Increased patrols by Police Officers, Community Support
around the street Officers (CSO’s) and Council Neighbourhood Warden

Service —resulting in only 2 reported incidents of Antisocial
Behaviour (ASB) being reported in the Estate for the 4 weeks
of late June Early July.

Noisy Neighbours/ Joint tenancy visits were conducted by Members of the
Drunk and rowdy Neighbourthood Policing Team (NPT) and representatives
people from the Gateshead Housing Company to reinforce tenancy

issues and tenants requirements.

Litter/graffiti The Local Environmental Services Dept from Gateshead
Council conducted a comprehensive ‘clean up’ and graffiti
removal programme within the estate

Drug issues A number of warrants were executed under the misuse of
drugs act in the estate resulting in 4 persons being arrested
and a quantity of controlled substances being recovered

Drug and Alcohol Action teams

There are three drug and alcohol commissioning teams in South Tyneside, Sunderland and
Gateshead. Each has a Joint Commissioning manger as well as drug lead and an alcohol
lead and a service user consultation officer and other ancillary staff. The teams work closely
together and have developed a joint twenty-step service user involvement implementation
plan this plan is on the radar of each partnership but has not been agreed by individual
partnerships, there is also a draft strategy in place not agreed yet which covers aspects such
as clinical governance, evaluation and reviews. They also meet monthly as a South of Tyne
and Wear group.

South Tyneside DAAT runs a monthly service user group due to start November 2009 for
those in drug treatment and is planning to set up a database to hold details of service users
in the planning process who are willing to be involved in consultation, and how they want
to be involved. Over the past year, service users in South Tyneside have been involved in
shaping services. Initiatives include:

* aservice user satisfaction survey of 160 service users (equivalent to 15% of all alcohol
treatment service users and 19.5% of drug users in treatment). Recommendations
resulting from the survey include improving the response by Accident & Emergency
to drug overdoses, providing training and overdose awareness for users and carers,
and conducting a feasibility study into the use of Narcan pens, which are used to bring
people out of overdoses.
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e oneof the DAAT's targets is to reduce admissions through alcohol abuse. Barnados
found that half of their drug treatment service users who attended the back on track
group had been admitted to hospital and the DAAT used face-to-face interviews
and focus groups to understand why these users had gone to hospital and their
experiences while they were there. This informed the development of a hospital based
project and led to the development of two user groups at Barnados: a Back on Track
group and a Staying on Track group.

e another focus group focused on harm reduction, blood borne viruses and drug related
deaths and investigated whether the drug users had overdosed, how many times
and how they deal with other people’s overdoses. One of the findings was that some
pharmacies charge up to £3 for 10 syringes which drug users are not willing to pay; the
DAAT are now considering subsidising pharmacies.

e alongitudinal study is in progress to track twelve service users for a year to see the
effects of changes in service provision including how the process of transition was
managed. One early outcome is that service users have helped to develop a flyer
called “Changes we may make to your treatment’ which covers questions service
users may have such as whether their methadone will change, will their telephone
numbers change, will their key workers change? The overall findings will feed into the
commissioning of services and the process of transition.

e apeerledstudy of the hidden population of drug users involved a service user group to
develop a questionnaire which service users will use to question those who are not in
treatment. Providers and partners such as Housing and Mental health also fed into the
development. The results which are due at the end of 2009 will feed into needs analysis
and adult services plans

e fourteen service users shared their perspectives on treatment at a one day workshop
using participatory appraisal developed by Newcastle University. Service users were
presented with a list of services that covered sexual health, employment, debt
management, abstinence and used yellow stars to identify their priorities, green
stars for those services they had accessed and thought were good and red stars for
those services they had accessed that needed improving. The results will feed into the
commissioning of services.

Gateshead DAAT has involved service users in:

e theirannual user needs assessment, this year will involve an initial questionnaire
for service users followed by workshops around a number of themes including
overdose and harm reduction, housing, long term recovery, family involvement and
employment. The insight from this process will help Gateshead to look at their services
in more depth and consider service redesign which could include a move away from
providing clinical services, to providing more ‘wraparound’ services that tackle wider
needs of service users.
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* anexercise in 2007 aimed to work out how drug users can spend their daysin a
constructive and beneficial way. Historically, ‘structured day care’ involved a group of
drug users taking part in specially provided activities throughout the day. Gateshead
DAAT used questionnaires of service users to find out what those in drug treatment
wanted to achieve and used the results in tender documents to procure new services.
The result is ‘Community Integration’, a team who work with people on a one to one
basis to help them to access community resources that meet their interests and needs.
Opportunities include leisure, education, employment, arts and any other area of
personal development. The team is managed by Turning Point, a social care charity.

The Voluntary sector

The voluntary sector in Gateshead delivers various strands of customer insight work
on behalf of the statutory partners in the area. This work uses existing community and
voluntary groups in the area, for example Gateshead Community Network run focus
groups with school councils. Other examples include:

e conducting face to face surveys on behalf of Northumbria police for Operation WAYS

e carrying out community consultation for the PCT and Gateshead Council about a new
combined primary care and leisure centre in Blaydon, asking local people about what
services should and should not be included in the centre.

As a neutral and non-statutory organisation, the public are often more comfortable and
willing to talk to the voluntary sector which benefits the consultation process.

South Tyneside’s CVS has been established for 29 years and is the umbrella body for

the community and voluntary groups in South Tyneside. Some of the groups report
quantitative information about their activities, such as the number of service users or
sessions delivered and some organisations who work with drug and alcohol users, such as
the North East Council on Addictions (NECA) and Street Level, will have information to feed
into Total Place.

Each of the three boroughs has a well established and active Council for Voluntary
Service (CVS) supporting voluntary and community activity. There is Gateshead Voluntary
Organisations Council (GVOC), Sunderland Centre for Voluntary Service and South
Tyneside Council for Voluntary Service.

Opportunities

Numerous partners will be working together as part of Total Place. Many of the
organisations have identified a ‘customer insight lead’ who will attend workshops and feed
into the customer insight workstream. The first planning workshop took place in August
and a steering group has now been established.
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Although the work is still in planning, partners already have a number of ideas of what the
work may include. The partners are planning to make use of existing data and forums held
by the partnership, such as:

e the National Drug Treatment Monitoring System (NDTMS) hosted by the National
Treatment Agency for Substance Misuse, which contains publicly available data about
the activity of all providers of services in the area (http:/Avww.ndtms.net/)

e Substance Misuse Commissioning Services at Gateshead PCT may consider conducting
the service user questionnaire on an annual basis as part of the needs assessment
process which asks questions such as whether the service user has a care plan and how
long they had to wait for services

e thedrugs alcohol action teams have commissioned a company to overlay Mosaic data
against NDTMS data, drugs needs assessment data, JSNA, public health and equalities
and deprivation data across the three local authorities

e information from consultations by Commissioning Substance Misuse Services at
Gateshead PCT around service design, for example about access to services. A recent
consultation showed that most respondents would rather access services for alcohol
abuse through their GP rather than a centralised service and would like to attend
outside of working hours. Another piece of work focused on why people drop out
of sessions and as a result providers set up automated texts to remind people of their
sessions

e some useful information about the ‘hidden’ population of drug and alcohol abusers
could be obtained from needle exchanges, such as what types of substances people
are using

e analysing health related data such as the number of drug related admissions to
Accident & Emergency

e using some of the information from the Youth Crime Action Plan, where those who
enter the youth offending system are offered substance misuse services. The police use
a short questionnaire to ask questions about drinking limits, how often they drink, how
many units, how many times per week, as well as attitudinal questions. The results of
this work are currently being analysed by Durham University

e areport from alocal engagement board meeting held by South Tyneside PCT which
focused on drugs and alcohol

e using Mosaic data to understand which segments are most likely to use alcohol and
drugs and where they are located in the area.

In addition, new data and information will be gathered directly from customers. The
Directors of Public Health are developing plans for engaging service users and carers. This
could involve segmenting the target group such as ‘at risk’ groups — where interventions
will be more preventative — through to long-term users where intervention will be more


http://www.ndtms.net/
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treatment based. They seek to understand attitudes and behaviours and the most effective
way to change those attitudes and behaviours.

Challenges

Individual organisations within South Tyneside, Sunderland and Gateshead have had
many successes using customer insight to inform service design, commissioning and
improvement and are starting to work in partnership to address cross-cutting issues. The
pilot has identified a number of specific challenges in regard to using customer insight in
Total Place:

each of the local authority areas has started to draw together customer intelligence
into a Local Information System to facilitate coordination and reduce duplication.
Whilst these systems are in development however, customer information is not readily
accessible or shared between the pilot organisations which hinders effective customer
engagement and client tracking.

linked to this, whilst there are numerous examples of the effective use of customer
insight to solve issues in individual organisations, data sharing between organisations
remains challenging. There is a lack of understanding about what information can and
cannot be shared, limiting the effectiveness of strategic planning.

the organisations involved in the Total Place pilot each have officers involved in
customer insight and research activities. A challenge for Total Place could be how to
bring the specialists together to get the benefits of sharing knowledge and expertise,
for example by developing a “centre of excellence” in the use of research and
customer insight to drive service improvement and deliver better outcomes.

the timeframe of the Total Place pilot limits what additional research can be carried out
to evidence conclusions. Research requiring longer timescales — such as investigating
the impact of preventative action on long term outcomes and total cost of service
provision will not be possible within the pilot. A challenge for this pilot is to address
how we measure long term impact with the limitations of short term funding.
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Customer insight and Total Place in Worcestershire
Themes: 16-25 year olds NEETs, Accomodation and Areas of
Highest Need

Context

Worcestershire has a population of 553,000, 40 percent of whom live in rural areas.
Minority ethic communities comprise 2.4 percent of this population, a proportion
predicted to rise to 4.3 percent by 2011. Inwards migration is increasing, especially from
European Union countries.

Deprivation and unemployment are both below the national average. Of the 146 county
and unitary councils, Worcestershire is the 116" most deprived. There is evidence,
however, that there is a lack of affordable housing and public transport needs improving in
some areas. Flooding remains a significant and consistent risk for residents.

Business growth is above average. Though residents’ wages are above the regional average,
workplace based earnings are lower within Worcestershire and some high skilled residents
commute out of the area. Hence, the council focuses on supporting the high technology
and tourism industries and improving the area’s skill base, which is relatively low. >

Current state

The County Council, six district councils and partners including West Mercia Constabulary,
Hereford and Worcester Fire and Rescue, and NHS Worcestershire in Worcestershire are
using the Total Place pilot to look at how public services and spend can be improved for
16-25 year old residents ‘Not in Employment, Education, or Training’ (NEETS) and specific
areas of highest need in each district. They are also reviewing property assets held by the
public sector.

Partnership working

Customer-centred partnership working is well established in Worcestershire. Local
authorities have been working together through the Worcestershire Hub since 2001.
The authorities have signed a partnership agreement defining their obligations, and
governance is provided through strategic, managerial and operational groups. Processes
can be adapted to accommodate variations between organisations.

Customer insight leads from organisations across the area meet regularly as part of the
Worcestershire Partnership’s Performance Management Task Group. The seven local
authorities jointly conducted the 2009 Place Survey. Furthermore, the County Council,
five of the six District Councils, Hereford and Worcester Fire and Rescue Service and NHS
Worcestershire have set up ajoint Citizen’s Panel.

5 Corporate Assessment —\Worcestershire County Council. Audit Commission. November 2008
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Local Authorities

Worcestershire County Council has a Research and Intelligence (R&I) unit. The unit provides
expertise, including economic and housing research and demographics, and uses ACORN
and Instant Atlas mapping. This R&l unit is also used and funded by the district councils

and other partners, including the West Mercia Constabulary. Partners draw on the unit's
expertise to:

e analyse the populations in areas of highest need for district Local Strategic
Partnerships; segmenting the population and mapping the location of identified
groups. The unit has helped partners to identify challenges in specific areas, such as
NEETs or alcohol abuse

* present profiles of areas in an accessible way. For example, the unit produced a map
and profile for eleven school and community cluster areas showing population data
and the facilities available to them. They are currently enhancing profiles for elected
members related to the areas they represent, to include interactive maps featuring
customer services data.

» work with individual service areas to improve, gather and analyse information to
support service delivery improvements. For example, the R&I unit worked closely
with Adult Social Care and the NHS to compile the Joint Strategic Needs Assessment
(JSNA). To do this, representatives from the three departments met on a regular basis
to collect and collate the relevant information. The report has been tailored towards
local priorities and the information included is designed to support commissioning of
services going forward

e undertake detailed monthly analysis of problems identified by the police and other
agencies, such as anti-social behaviour, to inform problem solving activities undertaken
by multi-agency Community Safety Partnerships.

The R&I unit takes a role in ensuring the professional credibility of research undertaken
across all partners.

Worcestershire Hub's CRM system collates information (showing who contacts
councils, why and how often) that can be used to prompt and support a range of service
improvements. For example:

e the Highways service uses call information to improve their interaction with residents
and reduce avoidable contact. An analysis of contact records revealed that customers
often call to follow up an initial complaint; particularly if they perceive no action has
been taken (e.g. a pot hole remains unfilled).

e theservice is working to ensure that Highways staff record updates on action taken
following enquiries to make the data readily available to call centre staff. Follow-up
gueries can then be answered at the first point of contact. Over time, the Hub and
Highways service hope to develop online reporting and send follow-up information
directly to customers.
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e contactrecords illustrate a recent rise in enquires into benefits. The Hub is now
working closely with South Worcestershire’s Shared Revenues and Benefits Service to
record and track these calls to ensure the Shared Service understand the needs of this
customer group.

e the Customer Service Centre is mapping call data using GIS software to highlight areas
where residents have little or no contact with their local council. In the locations those
areas with low contact, further analysis using demographic data will be undertaken to
identify these residents and their access and service needs.

e Wyre Forest District Council surveys customers of face to face, telephone and web
channels on the service they receive; including waiting times and the advisors’ abilities
to deal with queries. Following complaints about the amount of time taken for
customers to get the recycling boxes they requested, the Environment directorate now
provide temporary recycling bags.

e Worcestershire County Council’s Social Care services use newsletters, peer support
groups, meetings, user representation on steering groups and focus groups to
encourage service user participation in service delivery. For example:

— Ascrutiny panel perceived higher dissatisfaction with the meal services
than the quarterly postal survey and monitoring officer detect. Hence, the
service recruited a group of older people to speak to service users about their
experience —thereby encouraging candid feedback and influencing the
selection of suppliers.

The District councils use a range of techniques to obtain citizens’ inputs Bromsgrove District
Council use Snap software to undertake Quality of Life surveys. Results have helped to
target the Council’s activities, for example:

e 74 percent of residents said they had not been to the Artrix Arts Centre so the centre
has worked to improve marketing and increase the services it offers

e 76 percent of respondents rarely used public transport. This has informed the
development of a new railway station and improvements to bus services

e Residents were most concerned by the lack of activities for young people. This has
prompted further investment in neighbourhood wardens, sports development officers
and a new play scheme.

e Worcester City Council, Malvern Hills District Council and Wychavon District Council
are using a Joint Advisory Panel to gather residents’ responses to the Regional Spatial
Strategy. The results are now feeding into the further development of the strategy.

e Consultation with residents informs the publication of Worcester City Council’s annual
summary of accounts. As a result, the publication is available for free and uses tables
and pie charts to present the information.
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twice a year Worcester City Council consults a 1,000 strong Citizens’ Panel. As a result
of citizens’ preferences, services such as pest control and the collection of garden
waste will be maintained at current levels but the number of bins in the city centre

has been reduced®. The City Council have also used their Panel to consult on budget
options.

Wychavon District Council consults on many services and proposals. A recent face to
face consultation exercise with Gypsy and Traveller communities informed a scrutiny
review.! The work highlighted ways to improve relationships between the Council
and local Gypsy and Traveller communities and build understanding between settled
residents and the local Traveller communities (for example features in The Wychavon
Magazine).

the Council conducted research and focus groups with consumers to identify potential
barriers to the introduction of wheelie bins and fortnightly collections. in the light

of feedback and improved communications to residents, the Council enhanced the
service —which has contributed to an increase in recycling rates.

Wychavon District Council and Worcester City Council have both also undertaken
budget consultation exercises®? using SIMALTO's®* system. Face to face interviews were
used to take residents through the costs or savings of improving or reducing various
services and ask them to select priorities for the Council. The exercise allowed the
Councils to understand what was most important to residents and which services it
would be most acceptable to reduce. It also gave participants greater insight into how
budget decisions are made.

http://www.worcester.gov.uk/fileadmin/assets/pdf/Council___Democracy/citizens/A\Worcester_Citizens_Panel_Survey_Jan_09_-_
Summary_of_Results_for_Web.pdf

http:/redditch.whub.org.uk/home/wdcindex/wdc-diversity/wdc-diversity-gypsy-traveller-scrutiny.htm
http://redditch.whub.org.uk/home/wdc-performance-simalto-executivesummary07-2.pdf
http:/Avww.simalto.co.uk/history. htmi#
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Wychavon District Council’s budget consultation

o forexample, the findings in Wychavon indicated that residents would value increased
services in parks and as a result, Wychavon District Council have expanded the areas
covered by park and safety wardens in the summer months. This also supports
community safety, a priority area for the Council.

Community Safety Partnerships

Multi-agency Community Safety Partnerships (CSP) fund dedicated analysts in the
Research & Intelligence Unit at Worcestershire County Council to highlight and research
issues. The local CSPs includes representatives from the West Mercia Constabulary, NHS
Worcestershire, local authorities, Youth Offending Services, West Mercia Probation Trust,
West Midlands Ambulance Service and Worcester Community Housing.

* each CSP has a crime and disorder analyst with Home Office clearance enabling them
to access information from both council and police databases. These analysts work
closely with a range of agencies that form the CSPs. The analysts produce area profiles
for local teams, and provide an annual overview of the crime and disorder situation®in
the local area which highlights future challenges.

e each month the analyst also profiles a particular issue, such as anti social behaviour
or violent crime, to inform a problem solving meeting of the partnership. Analysis has
recently focused on wounding incidences, with the analyst helping to identify seasonal
trends and pinpoint alcohol misuse and domestic abuse as two key causes. As a result

8 See example: http:/Awvww.worcester.gov.uk/fileadmin/assets/img/Community_Saftey/Strategic_Assessment_2007.pdf
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Trading Standards are reviewing licensing laws in the affected areas and the methods
of town centre taxi marshalling. Programmes addressing domestic violence have also
been introduced.

The impact of these particular initiatives has been mixed but across Worcestershire crime
reduced slightly in the last year and violent crime decreased by 12%.

The Police
West Mercia Police have worked closely with local people in some of the other areas they
cover to understand and address citizens' concerns.

e the police operate a cycle of ‘active visibility, engagement, problem solving and
communications’. Statistics, such as those from victims’ satisfaction surveys, show that
public confidence has increased as a result.

Job Centre Plus
Job Centre Plus (JCP) focuses on incorporating the customer’s view into their design of
services. For example:

e Job Centre Plus consult a customer panel of 30 volunteers to help them design and
locate services that meet customer needs.

e theorganisation recently piloted the new job seeker regime and New Deal. As part of
the pilot, JCP surveyed 3000 customers via questionnaires circulated at the end of each
group session.

Questionnaires were amended after each circulation to build on feedback gathered at each
session. Changes were made to:

* theinvite process; letters offer more detail about the session and are given to
customers in the office rather than posted

* the content and tone of the sessions; providers are invited to talk about the services
they offer job seekers to make customers feel that they are getting help and
information to move forward and improve their situation and job prospects.

e staff have also been heavily involved in improving this process. Feedback on delivering
sessions has led to training courses to improve their capacity to deliver sessions. Staff
from all levels used workshops to review feedback, map customer journeys and
suggest improvements. These highlighted the possibility of using the face-to-face
signing-on process to offer further support to the customer.

e JCPgathers feedback through online, face to face and phone “Have Your Say”
guestionnaires. These help structure feedback and identify emerging issues. Customer
panels and post implementation reviews are used to assess any changes.
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e customers’ experiences of the training providers JCP refers customers to are monitored
through interviews. Consequently/ providers have been asked to alter services.
For example, providers now ensure that Action Plans are created at the start of a
programme and are used as tools to assess progress. Posters in providers’ premises
communicate how JCP has addressed customer feedback.

Opportunities
The teams working on Total Place are already working together via the Worcestershire
Partnership.

Work on the areas of highest need is underway and being funded through the Local

Area Agreement reward grant. Currently Local Strategic Partnerships in each area are
developing detailed proposals for the activities they would like to undertake. Techniques
developed through the Wyre Forest Neighbourhood Management Pathfinder work have
been used to examine demand for services and identify key issues and populations in
each District. Several pathfinders are looking at similar themes such as alcohol misuse and
NEETs, which is also a wider Total Place theme for this area, and these will be able to share
knowledge and best practice throughout the work.

The County Council has compiled information on the property it manages and

the Government Office in the region is currently working to map spend on Central
Government assets. Both these projects will feed into the accommodation workstream.
They may also offer a methodology to other organisations in the area as well as providing a
useful starting point for this work.

The Hub has successfully adapted to accommodate differences between partners and
similar approaches can be used to aid partnership working for Total Place.

Challenges

There are many good examples of organisations using customer information to target and
improve service delivery, individually and in partnership. However, the use of customer
insight and the extent of partnership working varies across the area. Particular challenges
for the Worcestershire pilot are:

e further promotion of the resources that are available and the work that has already
been done will help to spread best practice and embed a customer focused approach
across all organisations.

e significant expertise, such as the R&I unit, exists in Worcestershire. Securing and
expanding pockets of good practice and developing skills of staff at all levels, in
particular to provide a greater understanding of how to gather and use information,
would support the use of customer insight tools and techniques.
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e further work to assess the impact of projects may be able to highlight any efficiency
savings and increases in resident satisfaction achieved through customer insight.

e partners across the area are working together though a range of forums and the Total
Place teams need to ensure that appropriate organisations participate in each theme.
Job Centre Plus, for example, has undertaken a range of customer insight activities
which could be shared with others.

e separate organisations and service areas can also do more to identify ways to align
their collection of data to ensure data sets are as compatible or comparable as possible
(collected to similar levels of detail and for similar time frames).
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