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What we mean by Systems Thinking

Using good information and good sense to design transactions, services and systems
that are aligned to customer purpose, to deliver the maximum value to customers,
across the system.

In Wiltshire, that means multi-service and multi-agency work, and aiming always to
understand and address root causes (of demand/presentation) as a means to
Improved effectiveness and better prevention.

Two horizons: Better for Now, and Right for the Future.
Good humour, persistence and patience....
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Beginning with our customers

Who uses which services —some numbers

* 90% use universal services only — approx
450,000 people; revenue spend about
£270/person/year.

« Libraries, leisure, highways and streetscene,
development control, public protection, waste
and recycling, transport, parking, schools...

« Often (not exclusively) high volume services;
often transactional.
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Beginning with our customers

Who uses which services —some numbers

« 10% use universal services and safety net services — approx 45,000 people;

revenue spend about £4200/person/year.
« Range: up to £100K per year for some individuals.
» People who are affected by one or more of:

dLow/no income QPhysical disability including
QInsecure housing visual/auditory impairment
dOlder people with long term Substance misuse
condition(s) UDomestic abuse

dLearning disability or SEN  URisk of harm or exploitation,

Mental health condition especially children
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Load, fire, aim?

» With lots of possible targets...

* And people waving... “this one”,
“this one here”, or “THIS ONEI!I",

* You start to think “just fire you're
bound to hit SOMETHING”

« What could possibly go WRONG?
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Initial customer contact/demand “heat map”

* Analysed incoming demand ... « and by service.
* by channels...  A‘heat map’ — where to look
Service Txns F2F Phone Email Web Post| Phone to CT| Phone via CS Email/post
Libraries 253,07 30,0 273,474
Leisure Services 917,726 319,
C/Tax 245,000 16, 38, 4,000 129, 20, 38,
Parking Services 212,745 il 1,545 211,124
Housing Options and Allocations 212,056 9,652 3,768 198,636
Waste 137,825 8,12 50,01 102 79,587
Housing Benefit 119,501 29,89 75,74 12,736 1,126
Street Works 93,030 500 2,530 900 89,100
Highways & Streetscene 35,000 24,000)
Housing Management 31,668 3,974 21,500 4,388
Registration Services 26,809 1,337 17,159 159 227
Consessionary Fares 13,965 5,759
Planning 12,696 00 1,167
Education Transport 10,128 50 4,628 950 4 500
School Place 10,108 1,300 8,7
Building Control 9,960
Blue Badges 8,376 3,888 4,488
Licensing 5,831 5,831
Electoral Services 5,821 5,821
Freedom of Information 1,688 1,364 253 71
Food Safety 551 551




Building the baseline (2.5M transactions)

Key measures, by service and transaction:

Volume measures
1. Annual volume of transactions, by channel
2. % annual transactions, by channel

Process measures (also by channel):

Hand-offs

End-to-end times

Steps in the process

Number of IT systems used [manually]... nb
also mapped

NOoO O AW

Operationally automated |
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Some surprises..

.(I can still be surprised)

100,000

90,000
20,000
70,000
60,000

50,000

40,000
30,000
20,000
10,000

| Want to Apply for Streetworks

89,100

q00

Email

| Want Information on Streetworks
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Channel shift is not a customer issue...

1,200,000
1,000,000 984,763 871 030 Dlgltal already:

’ O50K ex 2.5m
800,000

628,658
600,000
—-— @ E 6
200,000 StepS StepS
68,198
0 |
® Phone mWeb wF2F ®Emall

As of January 2017. Wlltsh”‘e f« . OUN( fJW

The picture continues to evolve... S
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Not Automated
100%

Not Automated
100%

F2F Phone F2F Phone
319,805 597,921 } ) 16,000 149,000 76,000
Transactions Transactions r— Transactions Transactions Transactions
35% of total 65% of total 6% of total 61% of total 31% of total
i Self Serve | f Web \\\ l ” / — — f
364,578 ‘ 273,474 ( | Web
i Transactions = Transactions = Cotmcil Tax [ Se'f Serve . 211,124
Fully Automated 33% of total ~ 24% of total 9‘:';_‘_‘,’;’6 245,000 Transactions Fully Automated
57% — o - N ' Transactions ransactions / 99% of total S
— J { [ " SMGf total - = /‘
— | o | J B 30% of total / e ————— - -
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of total § ” 8
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| e Street Works
‘ . 89,100 93,030 3 051 179 Housing Options
Not Automated Self-serve _  Transactions e W onsactions 212,056 Not Automated
100% o | 96% of total | Email 3% of total Transactions 100%
e — (8 | 900 7% of total
2 —~_ Transactions
F2F | Phone L— 1%oftotal
500 | 2530 N Housing Benefits Waste
. Transactions Transactions 119,501 _':_37.825:t -
‘ f Transactions el
0% of total ) & 3% of total ) 4% of total 5% of total
4 Web
" 1,126
Self-Serve | Transactions Self-Serve

o ‘ 1% of total ‘ |0

F2F F2F

29,897 8,122

Transactions | Transactions
} 6% of total

| 25% of total

Not Automated
100%

Not Automated
100%

Email

102
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0% of total
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Focusing in...

Customer Transaction Volume Customer Transaction Volume
Book a leisure class/facility 700,000]|Apply/Enquire for housing benefit 6,500
Pay/Query council tax -— 100,000[Apply for housing options 6,000
Housing benefit enquiry/change of circumstancis// 10d B Oth are Nt query 6,000
Council tax moving house notification 54 ) leries 6,000
New sales order request (AR) 2¢ COU nCII TaX 5,000
Report a highways issue 24,000

Apply for leisure/club membership

Request a repair to my council house

Apply for school place

Report a missed bin

Linked — and
labour intensive

Request a new bin

/7\\\
y

pply for a Licensing Act licence

Request a building control inspection / \%)O Set up a new customer (AR) 3,000
Ty

Apply for planning permission 4 8,000Kpply for building regulation applications 3,000

Request a replacement bin 7,000|Request a pest control treatment 3,000

Provide evidence to housing benefit

6,500

Wl lts hl re Council
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System As Is Dataflows — Draft Version 5 Collection Day

Functionality
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Three examples — and six lessons

« Garden waste renewals
— Sometimes it's complicated to make it simple

— If you give customers what they want and make it easier, they will
‘pull your arms off’

« Council Tax
— Understanding what matters to customers (purpose) is critical
— Many improvements are not reliant on technology
« Development Control (aka Planning) and related
— Minutes are as important as volumes
— ‘Gravity’ exists: get over it

Wiltshir
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Garden waste renewal process (2016)

Existing Chargeable Garden Waste Renewal
Phase
Post 18,000
.
(]
£
B Customer pays Phone 60,000 Receive receipt
3
o
F2F 7,000
c
2
45- 78,000
8 Enter to Whitespace Take CIVICA Give receipt p| Send cash/cheques
Q payment atend of day
@ 85,000
Il Y
=)
5 )
o Enter to Whitespace Take CIVICA Post receipt Send cash/cheques
- payment (£1 each) at end of day
|5}
g Post 18,000
o
o
- Phone 60,000
]
£
©
§ F2F 7,000
o Extract list of . Post bills ]
b customers from [—» Run mail merge [—» (£1 each) .
© Whitespace O ﬁ h I
s ICE Nours only
Q
g Process cash/
© cheque
months
i
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Garden waste renewal process (2017)

Garden Waste Renewal — Integrated Reminder and Payment

e /
QEJ ( ) ) Enter car d detail
g Take link in emall o vt Civica/

> e —— p——
E
E Web: 65,000

Phone 20,000 !

vy L{ R xtract o Sand email 24/7 Wlth peak take‘ ‘ Whitespace ‘
8 ET‘” up 18:00-22:00
© Automated
g .
= Post reminder
=L

Wlltshlre Council
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Proposed Chargeable Garden Waste Process V4a

Project Time Line

Ao Lasa0s

Possible payment Methods (preferred order): options Latest date

DD - Long term aspiration - not avzllzble for 2016 (G for initial

€C/DC via website or MyWiltshire Af ready o letter
cuomers

Repeat OC payments - possileset b in 2016 beneftin 2017
Telephone Payment Li
Telephone CS with cunc

Tested process svalable to cstomers Lost chance signup 21 calendar days

Second Whitespace Retrieve GW bin

Decide to pay?

it rounds
neet from 1.7.2016|

Cancelserice:

le—

Mﬂ Cancel

Cancelor pay?

F2F card
F2F cash
archeaue Commanteate i
Posta I istof rejected o contractan meror it or ,
o ittt vabe (no barcode arangements) i i paymen Whitespace e phone calto
)
! |
I i *
I | 1
 updte
Forward cheques to } 5 check with Collections. nthis siuation do we go ack & collect |
anking syster e e o e remtsted fullbin |
| ! Gainapproval for
| unpaidpolcy
! |
[— i
Envelope arives ntr cheaue detais » !
with CG team (toCives?) r" banking system |
Quesions: |
customer they are geting now yearplus i ays? I
Waste Front End Options | Communication
agan. Comueaan o i osertors
| councilorswe il ot cosior B
New rubbish bin required | e R ot pckup
New black box required cow? | oL anpid ter .
New PB&C bin required - |
|
Replace rubbish bin & reason ither access via below but CNP —ensures corect entry OR |
Replace black box & reason |
Replace PB&C & reason ekl e s Loger s e e |
Replace black box lid & reason expers I
I
New CGW bin required (paid) !
Additional CGW required (paid) !
e Telephone 5 }
Pay CW renewals Phone s Either 5 acces i below but NP n Cvica —ensarescorrectantry |
on
Missed collection & type & . |
reason nd make any change. Rk of g o enter hanges. |
Crangesinatywil o rflect i i Hav o et dionalon !
order frm, o canelsion 43 phons o |
I
I
payment ine message Namber only e amoun contiem Whitespace
el e bk o
Time and s cots 10
Confirmationof
payment and
Yest anto change Pay on Civica changes (if any) to
o customer (emil o
Recalculte charge o)
RENEWALS Ak customer o e oo ey ach week?? send fon prepase Coomerataces
Ky mumber message | or s e ooy posts
Diplay name & T
aaress |
send changes to Riore o3 Fauantiy |
Whitespsce i reaired? zera? |
|
Verity ontract |
iy Cont Change of address cutof o .. |
J— ot changes scope
Adress et Nore enerste conract !
Email Seeatec ot !
Namber o bins i
Contract number |
i
P s rumber enerste wrksh |
fsunique enerste workhect
Customers from Options cenerate workshee o collct bins) |
Whitespace o defver bin(s) |
g cs webite |
el mnions ot Paymentine wa nk i emaieter |
et e 0300456 0103 Oeteredt card |
Communicate to o = = = = Contract lapses on |
‘ 30620 1
iact !
teter Cancelzervice !
Emai f we havecne Syem
tneuse nation, can i
ot be changed isecustomer
website o e |
MWA Send reminderon colect/mstructions |
on-fine orking day 21 !
Phoneline |
Card telephone to Cs |
Card/cash F2F with CS Later oy |Update wrmespace |
Cheque in post 1
i
i
i
|
|
|
|
|
|
I
I
I

1 uly,stop CollectGW on new
round i bin has
\L‘ sticker

sk customer why Contract
Uit or ree text? on 3062015




Customer Purpose for Council Tax

“To pay my Council Tax
and know it has been paid”
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Eligible Households

160,000
140,000
Once it is set up, direct debit
120,000 satisfies customer purpose and
100,000 requires minimum interaction — if
you stay at one address and your
80,000 direct debit is paid, it’s fully
automated. NIRVANA!
60,000
40,000
20,000
0 : : : :
Direct Debit Customers MNon Direct Debit Customers
kd Households 145,663 37,293

Wiltshire Council
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Demand split by means of payment

Customer % of # of % of
payment customers transactions |transactions
method
Direct debit 80% 53,469 20% <
Other 20% 191,531 80%
1 (0)
This group generate 80% of the Why do direct debit

CT team’s work. Where can digital

delivery make it easier and faster
for them, and cheaper for us?

customers contact us (at all?)
What could be automated?

Wiltshir
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Customer purpose and behaviour — what they

do and why they do it (that way)

* Analysing web searches/hits/journeys and incoming
emails.

« Talking to customers at reception.

 Listening to what customers say or ask for in phone
calls.

* NB: people always take the easiest way (for them).

« Thinking: what does this mean for the potential for
digital delivery for this service?

Wiltshire Co
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50,000
45,000
40,000
35,000
30,000
25,000
20,000
15,000
10,000

5,000

H Txns per annum

Current Transactions per Annum

Exchanges of information or
money (‘KIS’).

These transactions have good

potential for digital delivery and
take up (totalling 140k)

L (I
, Update .
Movin . Re/Arr Repaymt Respond to Various Report
g Advice Info Pay Re/Arr DD . / pay g personal . P
House disc/refund schedule  summons details gueries fraud
46,184 39,558 38,949 27,990 18,438 13,833 9,548 8,872 8,402 2,000 1,564

Wllts hl re incil
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Change of Address

Change of Address - 55,000 Annual Transactions

F2F
3,000

72% of Change of
Address requests are
via a digital channel

Wiltshire Council
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Capacity required for Change of Address

« Demand capture identified 7 minutes on phone plus 4 minutes wrap up total
11 minutes for each transaction* (much the same for emails).

« Total = 10,700 staff hours per annum.

« Metric of 1,200hrs service delivery per FTE = 9FTE of capacity in Council
Tax team alone — and then the rest of the organisation....

@ H @ @ 3 @ 3 @ @ @ @
> e o s 3 D) s > e P ¢ P ¢ P ¢ P ¢
] g g g ] S g g

* Analysis of email inboxes identified 35% of Change of Address emails as
having data missing, resulting in an email back to the customer and then

processing their reply.
« This additional effort/cost has not been included in the figures....

Wiltshire
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The other CT ‘transactions of interest’

« Updating personal details (8,400pa) — direct into CT application?
* Requests for information (as opposed to advice) (38,900pa)
« Account balance/amount due to be paid
« Date of payment
« Reference number
« Arrange/amend direct debit (18,400pa) — digital options?
 Payment — F2F (10,000pa) — options to change?
« Total work for all CT readily digitisable = 16-20,000 hours pa = 15FTE approx.

Wiltshire
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Development Control and Building Control

Effort versus volume...

« Around 8,500 planning
applications and 7,000 building
control applications a year.

* Predicted capacity gain from
digitising processes = 24,000
hours = 20FTE of effort.

PDF + SketchUp
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Gravity exists (aka System Conditions)

* ‘No choice’ service
* National systems interface
« Shared applications

« Procurement and contracts

 Old media: paper maps, microfiche e

Wiltshire 1Cil
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Some mantras (which work for us)

Properly understand the customer transaction, and
especially customer purpose.

Redesign for value...

.. and only then automate.

Do more than ‘bake in” what you currently do.
Reality is as it is, not as we would like it to be.
Accumulate gains: better is better.

All gains depend on changes to behaviour: it's all about
people and why they do what they do.

Keep going — persistence is priceless.

Wiltshire 1Cil
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Any guestions?

Thank you

For further information, contact John.rogers@\Wiltshire.gov.uk

« Slides and content, and applying the systems thinking approach to digital
work and to public services.

« Wiltshire partnership’s three-day Systems Thinking ‘immersion’ course
(course places or on-site delivery).

Wllts hire \Cil
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