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1. RECOMMENDATIONS 

1.1 That the plans for implementing the Future Shape Programme are 
approved. 

 
2. RELEVANT PREVIOUS DECISIONS 

2.1 Cabinet agreed the establishment of the Future Shape of the Organisation 
programme at its meeting on 6 May 2008 (decision item 5). 

 
2.2      Cabinet agreed the programme structure for the next phase of the Future 

Shape Programme and that a detailed assessment of the overall model for 
public service commissioning, design and delivery should be undertaken at its 
meeting on 3 December 2008 (decision item 5). 

 
2.3 Cabinet agreed that three principles would be adopted as the strategic basis 

for making future decisions (a new relationship with citizens, a one public 
sector approach and a relentless drive for efficiency) and that a phased 
approach to delivering the Future Shape Programme and immediate 
consolidation of activity in the areas of property, support and transact should 
be endorsed at its meeting on 6 July 2009 (decision item 5). 

 

3. CORPORATE PRIORITIES AND POLICY CONSIDERATIONS 
 
3.1 The Corporate Plan 2009 –2010 supports the three principles of Future 

Shape, namely a relentless drive for efficiency; 
 

 “Efficiency has always been important to us but when there is even less to go 
around we have to squeeze all the value we can out of taxpayers’ money. We 
will focus relentlessly on the efficiency of what we do to ensure we deliver 
ever increasing value for money.’’   
 
a one public sector approach and a new relationship with citizens: 
 
“Delivering high quality public services in the borough is only possible through 
partnership between Barnet citizens and the wider public sector.” 

 
3.2      The proposals set out in this report will assist the Council in meeting all the 

outcome objectives outlined in the Corporate Plan and will inform the 
development of a new Corporate Plan in 2010/11. 

 
4. RISK MANAGEMENT ISSUES 
 
4.1 Many of the key risks outlined in the July Cabinet report remain.  These risks 

are set out in more detail below. 
 
4.2 Quality of life in Barnet: To ensure that the quality of services delivered to 

Barnet citizens does not suffer as funding across the public sector inevitably 
reduces, the Council needs to focus more relentlessly on efficiency and to 
work together in a more joined up way with our public sector partners across 
the borough.  Utilising the power and the benefits of partnership working, a 
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more sustained focus on prevention rather than cure and facilitating citizen 
self-help through behaviour change as set out in 4.3 and outlined in the 
appended report, will do much to ensure this. 

 
4.3 Relationship with citizens: One of the key principles guiding the Future 

Shape Programme is to create a new relationship with citizens.  This is to 
address the fact that satisfaction with local government is declining and 
citizens are expecting more personalised services and different forms of 
dialogue and involvement in public issues.   Just continuing to do what we 
have always done is no longer an option; we have to do things differently to 
meet these challenges while at the same time ensuring that Council Tax stays 
at an acceptable level.  Personalising and customising services in the future 
may therefore mean offering customers options to pay for additional value 
added services above and beyond the basic provision.  It will also mean 
ensuring that the relationship between public services and citizens is one 
where they play an active part in helping one another to access the 
information and support they need rather than always relying on the state.  
Any future proposals to change the Council’s charging policies for services or 
the way services are provided will be subject to rigorous evaluation and the 
Council’s normal processes and procedures to ensure that risks are 
effectively managed.     

 
4.4 Strategic leadership: Delivering the outcomes set out in this report will 

require ambitious and strong strategic leadership across the council and its 
partner organisations.  Closer ways of working with Local Strategic 
Partnership (LSP) partners and a reformed LSP, as recommended in this 
report, will allow the council to commission better outcomes for its citizens 
based on a shared understanding of people’s needs and priorities across the 
borough.   

 
4.5    High quality service delivery: Poor procurement and contracting skills as well 

as leadership capacity constraints in the Council could limit the ability to 
obtain the desired efficiencies and service improvements. With the potential 
for more services to be delivered in new ways, sometimes by different 
organisations as part of the Future Shape Programme, there is a need to 
develop the Council’s contracting and procurement expertise, develop strong 
alliance management skills and build on the Council’s effective performance 
management systems to ensure it has leverage across a network of 
providers.  The proposed development and implementation of a public sector 
leadership development programme would also directly address and mitigate 
these risks. 

 
4.6 Financial: there are a range of financial risks that need to be taken fully into 

account in the implementation phase of Future Shape to ensure that any 
financial imperatives (e.g. budget savings) are delivered.  These include:   

 
- the level of savings to be achieved, or more importantly the scope to 

continue delivering new savings year on year; 
- business continuity risk, and the financial implications of a disruption in 

critical services being delivered from outside the council;   
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- the scope already mentioned to generate income from trading within new 
service delivery arrangements;   

- the risk of financial control failures within key business processes when 
services are not directly managed within the council.   

 
Minimisation of financial risks will therefore need to form an integral part of the 
design of future service delivery. 

 
5. EQUALITIES AND DIVERSITY ISSUES 
 
5.1 The 2009/10 Corporate Plan states that the “Council has a strong strategic 

commitment to making equalities and diversity integral to everything it does.”  
 
5.2  The proposals in this report aim to improve the Council’s capacity to 

understand the changing nature of Barnet’s population and to develop 
responses that ensure that all sections of the community, where appropriate, 
are served and involved by the public sector in Barnet.   The proposals will 
aim to enhance Barnet’s reputation as a good place to work and live. 

 
5.3 The move to more personalised approaches to service delivery, outlined in 

this report, will ensure that services more effectively respond to and meet 
people’s diverse needs.  However, we recognise that appropriate support 
processes may need to be put in place to enable all sections of the 
community to manage their own budgets and procure the services they need.  
This will be considered in any new approach.   

 
5.4 In implementing these proposals the Council will specifically look at equalities 

and diversity issues through the business case development and prototyping 
to ensure that there will be no differential service outcomes for different 
communities.  Delivery of any proposed new services or functions will also 
aim to increase satisfaction ratings amongst different groups of residents. 

 
5.5  The impact on staff is addressed in 6.3.  The council aims to continue to be an 

employer of choice by encouraging staff to explore the new opportunities 
raised by the new programme. 

 
6. USE OF RESOURCES IMPLICATIONS (Finance, Procurement, 

Performance and Value for Money, Staffing, IT, Property, Sustainability) 
 
6.1 Finance: Cabinet over the past year has very clearly communicated the 

importance of achieving significant savings through the Future Shape 
Programme.  This is in recognition of the fact that poor grant settlements have 
been received in recent years and significant efficiency savings have already 
been achieved through traditional budgeting measures (a total of £81m 
efficiencies, increased income and savings having been budgeted for over a 
seven year period).    It is estimated that the Council will need to find between 
£10m and £20m each year just to provide the same level of service delivery 
as it currently does. 
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The Future Shape implementation programme will need to be resourced 
appropriately to ensure the benefits of Future Shape can be realised.   In 
2009/10 no more funding will be required; existing resources will be deployed 
and the remaining budget of £50,000 from phase 2 will be used where 
appropriate to support activities.   It is proposed that the resourcing plan for 
next year will form part of the 2010/11 budget.  All future investment, however, 
will be subject to the development of robust business cases and will only be 
provided on an ‘invest to save’ basis.   The prototyping of new forms of 
service delivery will need to be the subject of funding agreements with 
partners.   It is proposed at this stage that the 2007-2010 Local Area 
Agreement Reward Grant, to be paid after 31 March 2010, is used to fund a 
proportion of this new work.  This proposal will be discussed with the LSP 
Executive on 15 October 2009.    
 

6.2  Procurement: Where external support is needed to take forward the 
implementation programme, this will, where possible, be secured on a risk 
and reward basis, so that payments will not be made until outcomes are 
achieved. 

 
6.3      Staff: There are likely to be implications for staff as the programme moves 

through the three phases of Future Shape – consolidate, commission and 
provide.  However, there will be close consultation with Human Resources, 
unions and staff in all instances where staff are likely to be affected. If there 
was future movement of staff from the Council to other organisations or joint 
ventures, TUPE would apply, and the Council has signed up in principle to the 
Code of Practice on Workforce Matters.  As part of the implementation 
programme a People and Culture workstream has also been established to 
support a culture of innovation, empowerment and high performance and 
ensure that the right people are in the right place with the skills necessary to 
deliver the change programme. 

 
6.4 IT: The future provision of IT has been reviewed as part of the Future Shape 

Programme and it was recommended in the interim report which was 
approved by Cabinet in July 2009 that IT forms part of any new delivery model 
for support services.  This recommendation is subject to a full business case 
being developed which explores the identified delivery options.  As part of this 
business case, the Council will need to decide whether to retain ownership of 
the IT infrastructure in the future model. The contract for the Council’s current 
managed IT service has been extended for a two year period and is due to 
expire in July 2010.  

 
6.5 Property: Property was reviewed as part of the Future Shape Programme 

and recommendations for improvement were presented in the interim report in 
July 2009.  Savings were identified from consolidating fragmented property 
teams, standardising processes and eliminating duplication and from a new 
sourcing model, with improved contract and supplier management.  The 
recommendations set out in this final report should also over time result in 
fewer operational buildings, more co-location and more customer orientated 
facilities.  These benefits will be realised across the estate of the Council and 
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its strategic partners.  However, until detailed business cases are developed it 
is not possible to estimate the exact impact.  

 
6.6 Performance and value for money: The proposals that have been put 

forward as part of the Future Shape Programme are ones that offer value for 
money for the Council and Barnet’s citizens and customers.   As part of the 
implementation phase of the programme business cases will be developed to 
explore the delivery options to identify which offer the most value for money.  
Risk to performance will be considered at all stages of implementation, 
overseen by the Future Shape Programme Board.  

 

7. LEGAL ISSUES  
 
7.1    The Local Government Act 2000 (the LGA 2000) introduced a power which 

permits a local authority to do anything which it considers “likely to promote or 
improve the economic, social or environmental well-being of their area" (the 
well-being power). There are a number of restrictions which are attached to 
the use of the well-being power set out in section 3 of the LGA 2000, the most 
relevant of which are:  

 
 the well-being power cannot be used to raise money; and  
 
 the well-being power cannot be used to "circumvent prohibitions, 

restrictions or limitations contained on the face of legislation". 
 
7.2  The use of the well-being power has been subject to scrutiny by the courts in 

the Risk Management Partners Limited v London Borough of Brent and the 
London Authorities Mutual Limited (LAML2) case. This particular case 
considered the ability of local authorities to enter into partnerships, adopt 
arrangements for shared services, and/or form joint ventures, and the extent 
to which the well-being power may be relied upon for contracting 
arrangements to promote or improve the economic, social or environmental 
well-being of the area. The judgement itself confirms that the well-being 
powers are very wide and have been designed to be so. However, the judge 
did find that the financial well-being of a local authority itself was not the same 
as the economic, social or environmental well-being of its area. That 
judgement was the subject of an unsuccessful appeal earlier this year. The 
Court of Appeal confirmed in a judgement given on 9 June 2009 that the well-
being power does not allow local authorities to embark upon schemes that are 
just about reducing costs. Saving costs of itself without having the object of 
using the savings for an identified purpose to promote or improve well-being is 
not within the scope of the power. 

 
7.3 As confirmed by the LAML2 judgement, the Council, should it seek to 

exercise the well being power at a future date, must have regard at that time to 
the provisions of its Sustainable Community Strategy and show that there is 
sufficient nexus between the Sustainable Community Strategy's aims and the 
intended outcomes of the transaction it enters into.  Therefore, if the Council 
wishes to rely on the well-being power to implement different delivery vehicles 
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7.4 The LAML2 case demonstrates that frequently there are complex legal issues 

pertaining to a local authority’s powers to participate in joint venture, shared 
service and/or trading operations.  The details of each arrangement will always 
be critical and require separate legal analysis of the specific circumstances, the 
statutory powers under which the activity will be carried out, relevant statutory 
guidance, the link to the Sustainable Community Strategy and the relationship 
between action and outcome. 
 
Therefore, prior to the development of any specific proposals, further 
consideration and advice will be given as described and specifically upon the 
legal implications for the exercise of the well-being provisions consequent upon 
the Court of Appeal’s judgement referred to above and the use of other 
statutory powers which may facilitate the Council’s participation in different 
mechanisms for service delivery including Section 111 of the Local Government 
Act 1972; Section 70 of the Deregulation and Contracting Out Act 1994; Section 
3 of the Local Government Act 1999 and Section 95 of the Local Government 
Act 2003.  Such legal consideration and advice will accompany each and every 
recommendation for alternative arrangements for service delivery. 
 

8. CONSTITUTIONAL POWERS  
 
8.1      Constitution, Part 3 – Responsibility for Functions - Section 3 – 

Responsibilities of the Executive. 
 
9 BACKGROUND INFORMATION  
 
9.1  The Cabinet initiated the Future Shape Programme in 2008 to help the 

Council meet a number of significant challenges it was facing, such as 
increasing customer demands, having to provide more services with less 
money, static public satisfaction levels and intractable problems such as 
disadvantage where public expenditure seemed to have little effect.  The 
global recession has since exacerbated these problems and will result in 
significant cuts in public services over the next decade. 

 
9.2 In July 2009 Cabinet adopted the Future Shape Phase 2 interim report that 

set out a new direction for the Council, agreeing to a programme of activity 
under three key principles: a one public sector approach, a relentless drive for 
efficiency and a new relationship with citizens.  The July report was primarily 
focussed on the first two of these principles with the Council working closely 
with its public sector partners to share resources and work together to achieve 
economies of scope and scale.  The interim report looked into the way the 
Council manages property, support services, and ‘clusters’ of services like 
street scene services and regulatory services.  It identified an agenda for 
change in these areas that could both provide savings and improvements in 
the short to medium term, and potentially take a whole new approach to these 
areas in the future.  The final report of Phase 2 of the Future Shape 
Programme looks specifically at the new relationship with citizens and what 
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this means in practice, drawing on the work of the remaining four workstreams 
- Assessment, the ‘Vehicle’, Strategy and Access.   

 
9.3 We have found that the relationship Barnet’s public sector has with citizens 

needs to be renewed if the Council is to increase satisfaction and provide 
better outcomes for residents at less cost in the future.  This relationship is 
about simplifying our systems and processes and making them more open to 
citizen influence, so that we are certain we are utilising resources in the best 
possible way.  It is also about encouraging self-help and behaviour change 
and freeing up capacity so we can focus on those residents with the most 
complex and multiple needs and work together to solve the most difficult 
issues the borough is facing.  

 
9.4 With the growth of the internet and more recently the development of Web 2.0 

technologies, customers are feeling increasingly empowered and are 
demanding the same level of choice from Council services as they do from 
the private sector.  However, at present the approach to accessing the 
Council and partner organisations can be somewhat fragmented.  Customers 
can struggle to navigate their way around large and complex organisations 
and can get lost in multiple transactions.   Self-help, self-service and self-
assessment are not encouraged in any coherent way.  To address this we are 
therefore recommending that access services across the Council, and in 
time with other partners, are consolidated into a single Customer Service 
Organisation.  Central to this would be the development of a stronger website 
and simplified systems and processes which will allow citizens to gain easy 
access across agencies and tell one story.  It would also enable the majority 
of our residents to manage most of their contacts and transactions through 
the web at a time that suits them.   While some initial investment would be 
needed to consolidate and simplify processes and systems, a move to a 
Customer Service Organisation could save the Council up to £16m over 
seven years.  The savings are likely to be greater if more partners join 
together and share their resources and expertise. 

 
9.5 Such an approach would not only improve customer satisfaction but free up 

the capacity of the Council and its partners to focus on the small but growing 
proportion of the population who have more complex needs and require 
additional support.  This is needed as significant resources are being spent on 
these individuals and our current approach leads to long term dependency, 
rather than improving quality of life and moving people out of ‘the system’. 
Furthermore, from a user point of view, their relationship with us is complex 
and the assessment process is long and confusing.  Moving towards a 
simplified and unified assessment process with partners which focuses on a 
more holistic and preventative approach that builds on people’s strengths 
and capacity rather than just their immediate needs would help to address 
this, as would involving people in designing and delivering the services they 
receive.   

 
9.6 One of the key features of public service provision to date has been that 

decisions about what kind of service should be provided has been the 
province of professionals, who through the assessment process act as 
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gatekeepers.  The limitations of this approach have become more and more 
apparent in recent years, as the desire for individuals to arrange services that 
suit them have become stronger.  To address this, the Council has pioneered 
work on personalisation and budget holding; however there has been no 
universal adoption of such an approach across the Council.  It is therefore 
recommended that in the future the Council provides greater opportunities for 
people to purchase services which address their needs and a greater range of 
services for them to choose from.   While this approach is likely to require 
some initial investment to develop, it should deliver considerable savings over 
time by reducing dependency on the public sector through a preventative 
approach and more tailored solutions.    

 
9.7 Illustrative research, for example, found that for just 2% of Barnet’s population 

with the most complex needs, we may be spending between £63.6m per 
annum as a public service or £87.2m once losses from Income Tax and 
Council Tax are taken into account.  Most of this spending is focussed on 
addressing the problems of disadvantage rather than preventing them from 
happening in the first place.  Furthermore, the current recession has 
increased uptake of council services, and demographic trends provide a 
longer-term picture of ever-increasing requirement for assessment and public 
services.  Consequently, it is predicted that efficiencies delivered by a better 
assessment system will need to be used to counteract this growth in demand.  
It is therefore proposed that this approach is trialled through prototyping a new 
approach to assessment and service delivery for those with multiple and 
complex needs. 

 
9.8 As well as tackling disadvantage, there are other tricky and costly challenges 

that the Council currently faces that require a totally different approach; 
without this they will absorb a significant amount of future public spending.  
While there are a number of examples of the Council working effectively with 
its partners to share information on challenges and develop shared strategies 
for the borough, we do not always work together as effectively as we could.   
As a result of this fragmentation in approach to strategy making across the 
public sector, strategic challenges can be missed or emerge too late in the 
process, with the focus being on curing existing problems rather than 
preventing them from happening in the first place.   It is recommended that to 
address this, the Council joins up strategy development activities with its 
partners to create more rounded, weighty and insightful analysis and policy 
making.   

 
9.9 The first step towards this would be the creation of a common insight 

function which would develop a shared understanding at a fine level of detail, 
what life is like for residents and businesses in the borough - their needs, 
experiences and preferences.  It would also work to identify the future 
challenges for people, communities and the place as a whole, Barnet’s 
preparedness to meet them and develop the tools and methodologies to 
support the prototyping of ideas quickly and cheaply before full 
implementation.  There will be some small cashable savings from reducing 
the number of posts, skill sharing, technology and rationalised information 
sources but the biggest saving will come in the long term by moving into 
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prevention and focussing resources where they will make the biggest 
difference.   

 
9.10 Core to the new relationship with citizens will be giving our residents more 

involvement in public sector service delivery and delivering a more 
personalised response.  To do this it is recommended that we utilise new 
technologies and tailor communications to increase the level of citizen 
engagement in issues affecting their local area and find ways to ensure that 
citizens can actively participate in the debates about the changes they want to 
see.  We also need to be more effective in influencing people’s behaviours 
(for example in reducing waste) so they can play a more active role in helping 
us to deliver these changes.  However, if we are really committed to 
personalising and customising services, we also need to be prepared to have 
conversations with customers about the kinds of additional services they 
would like to see and the value they would put on such services to see where 
there are opportunities for charging for services above and beyond basic 
provision. 

 
9.11 The implementation plan (Appendix 2) sets out the proposals for delivering 

the recommendations outlined in the July 2009 report and this final report.  It 
focuses specifically on leadership and governance arrangements, managing 
Future Shape activity and the outline implementation timetable.  Five key 
workstreams have been identified for implementation.  It is proposed that 
each is led by a Cabinet Member and senior council officer:   

 
 Value for money - more efficient and strategic use of public systems and 

resources 
 A new relationship with citizens – offering choice, promoting 

independence and getting it right first time  
 Commissioning – a ‘one Barnet’ approach to solve our greatest 

challenges 
 People and Culture – ensuring the right people with the right skills are in 

the right place 
 Leadership - a coherent and shared vision of the future for Barnet. 
 

9.12 As part of the initial phase of the implementation programme, business cases 
will need to be developed for the projects within the workstreams and 
prototyping will be used where relevant to trial innovative and untested 
approaches to service delivery.  Citizens and staff will be actively involved in 
co-creating strategies and services through advisory panels and forums to 
inform their development and ensure they work in practice.   

 
9.13 Given the size of the programme and the risks involved, it is proposed that 

separate governance arrangements, including a Future Shape Programme 
Board and Overview and Scrutiny Committee are created to manage the 
overall programme and provide programme gateways for proposals from each 
work stream as they develop.    

 
9.14 The final Future Shape report on the new relationship with citizens is 

contained in Appendix 1 and the implementation plan in Appendix 2. 
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10. LIST OF BACKGROUND PAPERS 

 Relevant background papers to this report are: 

10.1 Strategy Project, Final Report, September 2009 

10.2 Vehicle Project, Final Report, September 2009 

10.3 Access Project, Final Report, September 2009 

10.4 Assessment Project, Final Report, September 2009. 

10.8 Any person wishing to inspect these documents should telephone 020 8359 
7796.  

 
Legal: JEL 
CFO:  PS 
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Appendix 1 Future Shape Final Report 

Focusing on a New Relationship with Citizens 
 

Outcomes of the Strategy, Vehicle, Access and Assessment Workstreams 

 

1. Introduction 
 
In July 2009 Cabinet adopted the Future Shape Phase 2 interim report that set out a new 
direction for the Council, agreeing to a programme of activity under three key principles; a one 
public sector approach, a relentless drive for efficiency and a new relationship with citizens.  
The July report was primarily focussed on the first two of these objectives with the Council 
working closely with its public sector partners to share resources and to achieve economies of 
scope and scale.  The interim report looked into the way the Council manages Property, 
Support Services, and ‘clusters’ of services like street scene services and regulatory services.  
It identified an agenda for change in these areas that could both provide savings and 
improvements in the short to medium term, and potentially take a whole new approach to these 
areas in the future.  The final report of Phase 2 of the Future Shape Programme looks 
specifically at the new relationship with citizens and what this means in practice, drawing on the 
work of the remaining four workstreams - Assessment, the ‘Vehicle’, Strategy and Access.   
 
There is now a widespread acceptance that substantial reduction in public expenditure will be 
necessary over the next three years with “…even larger cuts in departmental spending given 
fixed commitments on debt interest and many social security benefits.1”  This means that we 
will not be able to provide all of the services in the same way as we have previously. Given the 
existing commitments on Council Tax, it is therefore critical that a different approach to service 
delivery is developed so we can minimise future service cuts. 
 
If the Council is to increase satisfaction and provide better outcomes for residents at less cost 
in the future, core to a new approach is the need to renew the relationship Barnet’s public 
sector has with citizens.  This new relationship is about simplifying our systems and processes 
and making them more open to citizen influence, so that we are certain we are utilising 
resources in the best possible way.  It is also about encouraging self-help and behaviour 
change and freeing up capacity so we can focus on those residents with the most complex and 
multiple needs; working together to solve the most difficult issues the borough is facing.  
 
2. Strategy in Barnet; how we achieve our goals 
 
The public has a right to expect that we spend money wisely. In the previous Future Shape 
report we demonstrated ways in which we will work with our partners to reduce the cost of what 
we do.  Real efficiency however comes from knowing that our expenditure is:  

 Based on evidence of community need 
 Properly targeted 
 Supports activity that we know to be effective in achieving our desired outcomes. 

 
1 Dealing with Debt – Reforming Public Services and Narrowing the Fiscal Gap.  PriceWaterhouseCoopers Report.   March 2009 
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2.1 Where are we now? 

 
Gathering evidence of community needs? 
We reviewed the way in which Barnet’s public service gather insight about the people who live, 
work and do business in Barnet and use this to inform priorities for the local area.  This review 
found that there were some existing examples of good strategy making within individual 
organisations and departments across the public sector in Barnet.  However, it also found that 
while each partner organisation already has a strong strategic role that involves intelligence 
gathering, analysis, priority setting and policy making, there is little consistency in approach 
and few examples of effectively sharing resources such as people, tools and techniques to 
develop common insight.  It also found that we do not work as effectively as we could in 
responding as ‘one public sector’ to strategic issues once they have been identified. This is 
despite the fact that different organisations serve the same 330,000 residents and few of the 
big issues identified require action by just one organisation such as the Police, Council or NHS. 
Analysis of the Council in isolation shows that there is a lot of activity currently being 
undertaken across the organisation to collect, monitor, manage and communicate information 
from a range of sources including resident consultation, performance indicators, demographic 
data and national and local service or policy reviews.   
 
The PricewaterhouseCoopers (PwC) process review, undertaken in autumn 2008, for example, 
found that while only 1% of the total FTE count for the council was involved directly in Strategy 
and Policy, a further 5% was involved in strategy related tasks.  It also highlighted that there 
were a range of applications being used to collect and analyse data and that these activities 
were being undertaken by lots of different services, again suggesting that there may be 
duplication and inconsistency in approach.    
 
 Strategy & 

Policy 
Marketing, PR & 
Communications 

Research and 
Consultation 

QA, Performance 
Management & 
Improvement 

Business 
Information & 
Reporting 

FTEs 45 14.2 30.4 59 56.1 
% of Council 1.35% 0.43% 0.91% 1.77% 1.68% 
Applications 43 13 59 73 96 
Service Area 40% 24% 34.9% 49.7% 47.4% 
Staff Cost £2,347,837 £670,013 £1,834,789 £3,101,107 £2,693,728 

 
The fragmented approach to strategy across the Council, as well as across partner 
organisations, does not create the critical mass to assess the complex challenges the borough 
faces nor does it have sufficient links into partners’ service delivery to enable effective 
execution of public service priorities. We need to rectify this situation and rationalise the cost of 
strategy development. At the same time we have to make the function fit for purpose. 
 
Properly targeted? 
Because of this fragmentation, strategic challenges can be missed or emerge too late in the 
process; with the focus predominantly being on curing existing problems rather than preventing 
them from happening in the first place.  Consequently, as a public sector the response is to 
improve what we currently do, rather than fundamentally challenging and changing our 
approach where necessary.  This is partly due to the way that the Council makes decisions 
about how it allocates the resources it has at its disposal. The standard way that this is done is 
to allocate monies to its departments according to an ‘historic cost budgeting’ process in which 
the allocation of next years budget is based on last years, with an adjustment for pressures on 
the budget and for any efficiencies that are identified.  Working in this way means that 
significant shifts in the way the overall budget are rare.  
 



The Future Shape report in July illustrated the way the budget is currently allocated. 

 
The July report introduced a different way of counting the Council finances? through an ‘activity 
based’ costing analysis. This allowed us to see a different picture, in which we could work out 
across the organisation how much we were spending on support services, access services, 
and so on and the balance of expenditure on administration versus service delivery. This 
analysis led to a renewed drive to eliminate unnecessary costs across the Council. 
 
Supports activity that we know to be effective in achieving our desired outcomes? 
Effective strategy work should systematically ask whether the approach we are taking to the 
major challenges facing the Borough is working and whether we can learn through our 
experience or that of others to develop more effective practices. As part of our work on Future 
Shape we looked at two areas and asked whether our current approach is working: 

 The amount of waste we are producing.  This is growing, and sending our waste to 
landfill is an increasingly unsustainable option. Increased waste means increased 
disposal costs.   In 2008/09 the total residual waste tonnage (i.e. waste that wasn’t 
recycled or composted) was 124,689 tonnes in Barnet.  From April 2009, local 
authorities are required to pay £40 per tonne of landfill waste.  This means that if the 
amount of waste collected during 2009/10 is the same as in the previous year, the 
council would have to pay around £5m to send it to landfill. This cost is set to increase 
too - by 2010, the landfill tax will have doubled over 3 years to almost £50 a tonne.   

 Tackling Disadvantage.  Barnet’s public services spend several hundred million 
pounds each year on targeted services and interventions for people experiencing some 
level of disadvantage.  For the 2% of the population with the most complex needs, 
illustrative examples show that we could be spending £63.6m per annum as a public 
service or £87.2m once losses from Income Tax and Council Tax are taken into 
account.  Most of this spending is focussed on addressing the problems, of 
disadvantage rather than preventing them from happening in the first place. Despite the 
amount we do spend, the issue doesn’t seem to be getting any better, with patterns of 
disadvantage persisting between generations 

 
Focussing on these areas demonstrates that there is an opportunity to review and revise our 
strategic approach. In pursuit of the goal of wider and more targeted citizen engagement, 
reviewing these areas provides an opening for involving citizens in these reviews. Alongside 
the opportunity for the public to be involved however, is the need for the Council to become 
much more discerning about funding unproductive strategies. In the future we will need to 
evaluate the alternatives to current approaches and consider the consequences of refusing to 
fund them. 
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2.2 Where do we want to be? 

 
To develop the tools, skills and capacity needed to support more effective design and 
commissioning of public services, it is recommended that strategy development activities 
across partners are joined together.  This should create more rounded, weighty and insightful 
analysis and policy making as well as generating efficiencies from sharing staff, skills, 
technology and information.   
 
In developing a one public sector approach to strategy, the aim would not be to bring 
everybody involved in developing strategy for each of the partners into one central unit.  Such 
an approach has been found over time to result in inefficiency and poor execution of strategy.  
Instead, a key aim of core Barnet Strategy staff would be to work closely with staff in the 
Council and partner organisations, through project teams, to build their capacity to effectively 
understand and respond to future strategic issues.   
 
Ultimately, Barnet Strategy would have a ‘hub and spoke’ structure, with a core staff operating 
on behalf of all the agencies and funded by them. The role of Barnet Strategy would be to work 
more effectively to: 

 

 

Linked to 
strategic 

resources, 
finance, 

budgeting 
etc 

 

1. Develop strategic insight to provide a rich 
understanding of issues 

2. Provide policy leadership to respond to regional, 
national (and international) policy as well as local 
political objectives and aspirations. 

3. Engagement – of residents, service users, 
businesses, staff and partners (linked to objective 1).

4. Strategic performance management. 
5. Provide innovation, support, research and 

prototyping capacity to inform new ways to look at 
particular strategic issues such as obesity, housing 
or waste.  This would inform the commissioning of 
new services. 

6. Provide ‘traditional’ communications and marketing 
but linked to the above five functions. 

 
The first step in developing Barnet Strategy should be to develop a common insight function for 
Barnet to provide a rich understanding of the issues. 
 
2.3 Will this produce savings and improvements? 
 
We believe that there is an opportunity to realise savings from a common insight function. 
Though not substantial these should come from the rationalisation of staff employed by 
different organisations to do the same job, and through the aggregation of information needs.  
The bigger prize however, through difficult to quantify at this stage, will come from revised 
strategies to address our major challenges. Taking the two issues identified above, waste and 
disadvantage, these are areas of huge expenditure for Barnet Council and its public service 
partners, and yet the issues remain. Reviewing these areas, prototyping different approaches 
and learning from practice elsewhere, may unlock some of the funds that are currently trapped 
in our current way of working. 
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3. How we assess what people need  
 
3.1 Where are we now? 
 
The Council and its public sector partners constantly make decisions about the kinds of 
services people need and the level of those services that people will receive.   One way we do 
this is through the process of assessment - using criteria laid down either locally or by central 
government to decide whether people are eligible for certain services.   These decisions are 
either as a result of a relatively brief transaction, or come about through a longer dialogue. 
There is a huge difference between dealing for example with a query about refuse collection 
and dealing with the issues associated with mental health problems. 
 
Regardless of the complexity of people’s needs there are certain identifiable features of an 
assessment process. 

a) For people’s needs to be understood in their terms, for example as a person trying to 
start a business, to get a job or live with a long-term disability, not as a planning 
customer, benefits claimant or social care client. 

b) For people’s experience to be straightforward and stress-free: To be able to tell one 
story, to understand the process and be treated fairly. 

c) To have a certain status in the process, as a minimum, to have recourse to redress if 
things go wrong and in certain circumstances for citizens to control the process 
themselves. 

 
When people needs are relatively straightforward or ‘transactional’, our analysis has identified a 
range of issues about the difficulties associated with accessing help quickly, and the absence 
of any self-help or self-assessment mechanisms to determine eligibility, many of which are 
highlighted in section 5.  
   
When people’s needs are more complex, and they are potentially eligible for a range of 
public services and interventions, our analysis has found that: 
 

 The assessment process is often long and emotionally involved with the current 
model of assessment generating an ongoing or open-ended relationship between an 
individual and the public sector.  Telephone interviews, which were undertaken with a 
range of people who had been through the assessment process, found that on average 
these people had had 31 contacts with the public sector in the past year.  They 
regarded 65% of these as including some form of assessment.  Across the public sector 
agencies involved, only 43% of these contacts directly led to the resolution of the issue 
at hand.   

 People find it hard to navigate the system by themselves; Some members of the 
public have very little understanding of who they should approach to resolve problems, 
with the roles, responsibilities and processes of organisations not being clearly 
understood.  However, 74% of the telephone interview respondents who defined 
themselves as having had a crisis in the last year identified someone who they believed 
had acted in a co-ordinating role.  In some cases, the individual perceived by the citizen 
as having this coordinating role is either not regarded by their employer as having such 
responsibilities, or holds those duties alongside distinct, service-specific duties, for 
example, the Housing Support Worker and Psychiatric Nurse.  Apart from relatively new 
initiatives such as the lead professional role in Children’s Services, an ‘assess and 
refer’ model is still primarily in operation in the public sector, with core information about 
an individual being passed from one discrete team to another.  



   
 
 

89

 The assessment process can place members of the public in a dependent 
relationship with the public sector as it often does not empower people to make 
decisions for themselves.  The ability of the citizen to directly and autonomously lead on 
an assessment process, as opposed to relying on professional intervention, is limited.   

 People’s needs do not align with current organisational boundaries, The 
respondents to the telephone interviews included individuals who had contact with up to 
nine public sector agencies on a regular basis and as many as ten organisations during 
a crisis.  On average, respondents reported interacting with 4.7 agencies during a 
period of crisis.  Responses showed that it was very common to link to between two and 
six agencies during a crisis, and no-one reported having a crisis which could be 
resolved by one agency on its own.  It was evident that the need to assess people can 
be first identified by any of a wide range of organisations – there is no single ‘front door’ 
which people can come to.  Even where there have been developments, for example, 
with the introduction of the Common Assessment Framework (CAF) across the 
children’s workforce, the process is not yet fully embedded and is only relevant to that 
specific population group.    

 While we do share information, we do not do so consistently enough.  The 
majority (55%) of respondents in the telephone interviews were always happy to share 
information with public sector bodies as part of the assessment process.  However, 
58% reported that they had had to repeatedly provide information.  Tellingly, the most 
common reason for why people to not want to share information with the public sector 
was the belief that it would not be used effectively and that they would consequently 
simply need to provide it again. 

 We sometimes do not assess people early enough to prevent situations 
escalating and also fail to address root causes when we assess people and plan 
with them. Seven of the eighteen telephone interview respondents who had 
experienced a crisis in the last year for example, believed that it could have been 
prevented if they had had access to an earlier intervention.  Day in the life 
‘ethnographic’ research with disadvantaged individuals and families found that its 
subjects had crises which were either completely ‘missed’ by the public sector, or were 
not addressed at the level of their root cause.  This led to problems growing and 
becoming more expensive and difficult to manage. 

 The Council’s staffing expenditure on assessment is comparatively low. PwC’s 
analysis of the council estimates that 5.8% of staff effort is focussed on ascertaining 
people’s eligibility for support, assessing them and approving the provision of services.  
This equates to 193 full time employees, or £7.2 million in staffing costs.  Despite a 
comparatively low proportion of our staffing budget being spent on assessment, PWC’s 
analysis points to two inefficiencies in how we support these staff to work. 

 We run a number of assessing ‘mini-businesses’ in parallel with one another 
 39.2% of the organisational units in the council undertook assessment activity of some 

sort, in addition to undertaking other process activity.  One potential inefficiency of this 
is that expensive assessing staff spend time on activities that either do not require their 
skills and training or that they are not best placed to undertake.  Another possible 
inefficiency is that these ‘mini-businesses’ are either duplicating effort or are failing to 
realise the efficiencies of strong coordination.   

 Each organisational group is supported by its own information system, but this 
makes transfer and manipulation of information difficult  

o PWC’s data reports that there are large numbers of applications being used to 
support assessment activity which do not allow for information to be shared 
between service areas.  Each organisational group is supported by its own 
information system, but transfer of information between these systems is 
normally limited to manual processes.  
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o When cross-referencing forms the Barnet Assessment working group could not 
identify a single form where all of the information captured was subsequently 
included onto a database that could be automatically interrogated.  Indeed, 
many of the forms were still hand-written by staff and either placed in a paper 
file, scanned into a computer system (meaning that information still has to be 
actively read by the human eye before it can be used elsewhere), or typed up at 
a later point in the process. It is difficult therefore to identify trends in information 
that could allow us to focus activity on preventing crises and the consequent 
provision of complex and expensive services.   

 Forms are designed to capture information for a specific process, rather than 
build a single and full understanding of someone’s situation.  The analysis of 
council assessment forms also shows that we do not capture information as effectively 
as we could.  Four ‘core’ assessment forms (those used as standard by a service when 
assessing someone) were cross-referenced with each other, as were five more 
specialist assessments.  In both cases a significant proportion of the information 
collected in the form could be of use to other services or other assessment processes.  
For example almost all forms asked for similar sets of demographic or personal 
information about a person, but such question sets were not standardised between 
forms. 

 
3.2 Where do we want to be? 
 
Reforming the assessment process 
A new approach to assessment in Barnet is needed which retains the identified strengths of the 
current system, resolves the uncertainties associated with it and addresses its weaknesses.   
 
A ‘federated’ approach to assessment is core to this new model, where separate assessing 
structures would continue to exist, but would be more explicitly aligned. As a method of holding 
together the federation of different departments and professions, a common framework for 
assessment, based on our work on tackling disadvantage (see section 4) should be adopted 
across the Council and across Barnet public services in the long run.  This would also involve 
moving as much assessment as possible to self-assessment and the Customer Service 
Organisation so that staff capacity in services could be freed up to focus on delivering a new 
approach to those with the most complex and multiple needs.  This is required as significant 
resources are being spent on these individuals and our current approach, as we have 
illustrated, leads to long term dependency, rather than improving quality of life and moving 
people out of ‘the system’ .  
 
The common assessment framework would be used to assess and review how individuals and 
their families are doing in relation to seven key functionings: functions? 

 Health - being able to have good health and live to the end of human life.  Core to this 
is being adequately nourished and having adequate shelter.  Good health is crucial as 
its enables one to perform the daily functions of life - to work, to earn a living, to achieve 
one’s goals and enjoy life. 

 Judgment - the capacity to assess situations or circumstances shrewdly and to draw 
sound conclusions. Without good judgement a person cannot gain a sense of what is 
good or beneficial for themselves or others and is therefore likely to make poor 
decisions in life. 

 Work - is an important source of self-definition in our society and contributes 
significantly to mental and physical health and well-being. 

 Security - freedom from fear and anxiety and a feeling of certainty that one’s basic 
needs will be provided for.  A person who feels insecure, for example, is more likely to 
use strategies to protect themselves which are as harmful or negative such as abusing 
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alcohol or drugs or displaying violent behaviour.  All of these are self-defeating and 
contribute to our loss of self-esteem.  

 Aspiration/hope – this becomes a shaping and driving force in how we conduct our 
lives and brings with it purpose and enjoyment 

 Affiliation - this gives a person dignity, self-esteem and makes them feel useful.  A 
person lacking these can become vulnerable to social anxieties. 

 Happiness/well-being - research has identified a number of attributes that correlate 
with happiness including relationships/social interaction, extraversion, marital status, 
employment, health, optimism, religious involvement, income and proximity to other 
happy people – this is why it is defined as the central functioning. 

 
This new model and way of looking at an individual or family would require a completely 
different type of service response to be commissioned which is not centred on a ‘service’ based 
intervention.  
 
With this framework as the central, citizen based focus for the work of all public services, a 
federal approach would enable us to increase cross-organisational coordination, whilst at the 
same time respect the fact that people’s situations are so varied that no one merging of existing 
silos would provide an ‘optimal’ structure that best supported the public. 
 
This federal approach to assessment also builds on the many examples of good practice that 
are currently in place and being developed to improve coordination between various elements 
of Barnet’s public sector such as the Common Assessment Framework in Children’s Services.  
By explicitly committing to a federated approach, these improvements should come together 
quicker and in a more consistent manner, as set out in the table below: 
 
Develop an holistic 
approach to 
assessment 

Barnet’s assessment activity should be explicitly focussed on identifying and addressing 
the ‘root causes’ of problems, rather than resolving service-specific needs. The citizen 
dashboard would form the centrepiece to this new approach. 

Develop a 
preventative 
approach to 
assessment 

Complementing a holistic approach to assessment, it is proposed that Barnet also adopts 
a preventative focus.  It is believed that this would, in the medium to long term, generate 
significantly better outcomes for the public while driving down costs to the public sector. 

Involve the 
community in 
designing new 
approaches to 
assessment  

It is proposed that the public are given an explicit role in designing new approaches to 
assessment to ensure that they are both holistic and preventative.  This approach is 
based on the premise that breaking the model of dependency will be strengthened if the 
public are empowered in designing and implementing changes, as well as receiving a 
revised type of assessment. 

Simplify and 
consolidate 
assessment 
processes 
 

Forms should be designed to capture information which would benefit any assessment 
processes rather than just the one actively being undertaken. This would allow people 
involved in the assessment process to access relevant information, whoever else 
collected it.  
This would require the Council and its partners to move from hard copies of assessment 
forms to e-forms, thereby allowing all information relating to assessment to be held 
directly in the database, rather than in documents or images referenced in the database.  
Simplifying the assessment process and improving the experience of those being 
assessed so they do not continually have to repeat the same information will be 
dependent on having a ‘deep’ CRM system which allows data coming from, or going to, 
multiple databases to be shared (a key recommendation in the Barnet Access paper if a 
vision for consolidated access is to be achieved).  It would also require a Unified 
Communications Environment’ to provide cross-platform access to information and easy 
integration of data from multiple sources and organisations 

Move as much 
assessment as 
possible to self-
assessment and the 
Customer Service 
Organisation 

It is proposed that self-assessment is fully rolled out for all possible assessments, and that 
it becomes the norm that people will self-assess unless they need support.  Self-
assessment already operates in some areas in the public sector; for instance for tax 
returns for the self–employed to calculate any tax payable or to claim tax allowances or 
reliefs against tax bills.  Rolling out self-assessment, where appropriate, will not only help 
the Council keep its assessment staffing levels comparatively low, despite growing 
demographic demands, but it will also help reduce inappropriate dependency on the 
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public sector.  Moreover it will free up staff time to focus on those who actively need 
support, through, for example, ‘case coordination’ and specialist assessment.  Alongside 
self-assessment, it is proposed that tools which allow people to self-plan and procure 
support are also rolled out wherever possible.  Again, promoting self-direction of support 
cuts out unnecessary dependency on the public sector and affiliated staff time. 

 
3.3 Will this save money and deliver improvements? 
 
Though not substantial, we believe that there are savings to be made as a result of rationalising 
the approach to assessment, moving as much as possible to self-assessment and by cutting 
out duplication and waste in the system. The change for those going through the system should 
be substantial however and citizens with complex needs in particular can expect to see 
significant improvements in the current process.  
 
All the indications are however that if we could get to grips with the issue of providing 
interventions that focus and build on people’s strengths and capacity to change, then the size 
of the prize could be substantial.   A high level analysis, using an illustrative case study 
approach, estimates that the costs for the Barnet taxpayer for the 2% of families facing multiple 
disadvantages is £87.2 million per annum taking into account loss of income and council tax.    
 
Furthermore, the current recession has been found to increase uptake of council services, and 
demographic trends provide a longer-term picture of an ever-increasing requirement for 
assessment.  Consequently, it is predicted that efficiencies delivered by a better assessment 
system will need to be used to counteract this growth in demand. 
 

4. The type of services we provide 
 
The assessment process examined in the last section, in relation to people with complex 
needs, gives a picture of how the Council and its partners assess what a person needs. As a 
Council we currently design a range of ‘provision’ to meet people’s needs. We do this at two 
levels, we ensure that a range of provision is available for particular ‘communities of interest’ 
like older people or children, and we try and build scope for individual variation to take account 
of individual needs. 
 
4.1 Where are we now?   
 
One of the key features of public service provision to date has been that decisions about what 
kinds of services should be provided has been the province of professionals, who act as 
gatekeepers to services.   Professionals do this through the process of commissioning -
“developing an overall picture of…needs within an area and developing provision through 
public, private, voluntary and community providers to respond to those needs2”  Often 
described as a cycle, the commissioning process consists of a number of key activities.  These 
activities include, for example, assessing needs and strengths; current service provision and 
the market for services; setting out a strategic direction and plan, including priorities; managing 
the market including purchasing and contracting for services required and decommissioning 
services no longer required; as well as monitoring and review. 
 
Our research has confirmed that services in undertaking their gatekeeping role, still tend to look 
at the needs and issues of individuals and populations from a silo based service approach.  
Currently each profession /service area has developed its own commissioning capacity to 
respond to policy imperatives defined by targets and measures for individual services and 

                                            
2 Quoted in ‘Developing and understanding of multi-level commissioning, OPM. December 2008’ 
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through implicit policy statements that commissioning should be based on ‘evidence-based’ 
practice. However, such service led commissioning has failed to recognise the 
interconnectedness of a range of factors that contribute towards complex and cross cutting 
challenges. Consequently, services are developed and commissioned that do not always 
deliver the outcomes we want them to.  
 
The limitations of this approach have become more and more apparent in recent years, as the 
desire for individuals to arrange services that suit their lifestyles and needs has become 
stronger.   
 
To respond to this Barnet has been at the forefront of work to give individuals greater control of 
the services they receive through the use of personalised budgets. One example of this was 
the ‘Brokers for Change’ project initiated in November 2007.  It was a joint project between the 
London Borough of Barnet and Barnet Mencap and ran until October 2008.  The purpose of the 
planning was to help ten young people with Learning Disabilities to direct their own support, 
developing an outcome-focused plan based on a personal budget.  
 
The project illustrated how the voluntary and statutory sectors are able to work together and 
has built a framework for similar projects to use going forward.  Many lessons have been learnt 
to improve the quality of the process looking to the future.   
 
Direct payments have also opened up a range of activities and options that have not 
traditionally been offered in support plans.  By providing money directly to the service users 
they are given a greater sense of control.  This, coupled with the broker ensuring that the 
service users directly contributed to the support plan, has put the control back into the service 
users’ hands. The flexibility of being able to use the cash for something else if the chosen 
activity falls through or is not appropriate seems to be a welcome change and makes the 
process more efficient than having to go through the lengthy process of reapplying to panel. 
 
It is recognised that a more personalised and citizen centred approach to commissioning 
services has the potential to change significantly our relationship with citizens and give them 
greater control. We need to learn from this and other initiatives and ensure that this is an 
approach that is adapted and adopted across the Council. 
 
4.2 Where do we want to be?   
 
To address the issues identified above, our proposal is to establish a new citizen centric 
approach to commissioning for the borough, which uses design principles to develop a 
completely different system.  This is particularly relevant for addressing the more intractable 
issues that Barnet faces.  
 
Understanding the issues through people’s lives in order to develop workable and evidence 
based solutions is core to the new commissioning process.  This is not about just undertaking a 
survey or holding an event during the commissioning process; it is about the citizen being 
involved throughout and using rich insight on their lives, attitudes and behaviours to change the 
system. With this in mind, we recommend a process and methodology for use by 
commissioners throughout the borough, which focuses on changing the response at a number 
of levels.   



 
The case studies below on tackling disadvantage and reducing waste demonstrate the 
applicability of using such a citizen centric commissioning model to address challenging and 
cross cutting issue the borough faces; they show how this approach is different to what we 
currently do. 
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Tackling Disadvantage 

Members of the Vehicle work stream? tested this citizen centric approach to commissioning 
by looking at how it could be used to develop a new approach to tackling disadvantage.   To 
do this it conducted research into the lives of people living in Barnet whom it defined as 
‘disadvantaged’.   This research confirmed that services still tend to look at the needs and 
issues of the individual from a silo based approach.  This results in institutionalised solutions 
which often deliver the same centralised and standardised service solutions and fail to 
understand the broader context of the lives of individuals and their families.  As wider needs 
are not always identified in the individual’s life, crises are sometimes not spotted until it is 
too late. Furthermore, the current approach tends to operate as a deficit based model, giving 
people what they are lacking, rather than building upon existing strengths and aspirations.  
A new model and way of looking at an individual or family would therefore require a 
completely different type of service response to be commissioned which is not centred on a 
‘service’ based intervention.  

One of the key insights from the research was that those who experience disadvantage can 
sometimes have ambitious goals and aspirations for the future.  However, most are rarely 
connected to reality, with the route to reaching even interim milestones hardly ever mapped 
out; others are potentially destructive.  Conversely, some have developed no goals at all for 
themselves; the focus predominantly being on their children.  Nevertheless, participants in 
the research found talking about their future goals with the researchers, and how they were 
going to reach them, a useful and illuminating experience. Yet, this is rarely undertaken by 
professionals working with these individuals as the focus can often be on the immediate and 
pressing needs related to a particular service.   

It is therefore proposed that core to a new approach would be the creation of new roles akin 
to a ‘life coach’.  Individuals fulfilling these roles would be recruited because of their own set 
of experiences and resilience, which would over time replace the plethora of professionals 
from different services that those in disadvantage currently have contact with.  The 
professional role would exist in respect of gate-keeping public resources and safeguarding.   

Those fulfilling these new roles would be remunerated by Barnet public sector to support 
disadvantaged individuals or families.   However, building on the need for avoidance of a 
dependency culture, as well as the issues of trust and fear of negative interventions from the 
public sector highlighted in the research, where possible they would be recruited from local 
communities.  This would be on a voluntary basis where possible (but aimed at providing 
volunteers with the skills to progress into employment), thereby increasing both social and 
economic capital within disadvantaged communities.     

The new posts would not be related to a specific professional or organisation.  Their role 
would be specifically to: 

 Act as ‘coaches’ and provide individuals with tailored support to move them through 
a personalised development process which connects with their aspirations; in time 
reducing their dependency on public services 

 Be part of a network of advantage agents covering a range of support specialisms 

 Act as ‘listeners’ who diagnose core issues through holistic, empathic interaction with 
individuals  and the focus on understanding the life that the individual leads  

 Assist individuals to shape and personalise the support and services they need 
through multi-agency personal budgets (where appropriate to the individual or family) 
which may contain a reward element for reaching certain goals 

 Refer and support citizens interaction with services 

 Be trained and skilled through interaction with services and individuals. 

Using a citizen centric approach to addressing the problem, this new approach places the 
individual and family in the centre of the process and helps them to participate in creating 
solutions that meet their needs and build on their strengths and aspirations. It enables them, 
through a trusting relationship with an individual, to mobilise their knowledge and energy to 
generate better outcomes for themselves.   

Such an approach would need to be prototyped quickly and cheaply to ensure it works in 
practice and can deliver the desired ouctomes.   
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Reducing waste 
Applying this model to the issue of how we get residents to reduce the amount of waste they 
produce would result in a completely different solution to the one that we have now.  At the 
moment we start by looking predominantly inwardly from a service perspective, for example, 
reviewing what we currently do, how we are performing relative to other councils and what 
more we could do to improve recycling rates and reduce waste.  This may also include 
undertaking a survey or focus group with residents to find out what they think of the recycling 
facilities the Council offers and what may encourage them to produce less waste.    
The new model to commissioning is far more outwardly focussed.  What we do now is 
considered quite late in the process, to enable people to think creatively and base it on 
comprehensive insight.  To understand what’s known on the subject the council could look to 
staff in the organisation, many of whom will have knowledge and experience of what happens 
in other countries.  In this new model, not only would the council look at what other countries 
are doing to reduce waste and the current technologies available but also the social attitudes 
and culture in those countries that is driving this.  This would then enable the council to develop 
a research brief to undertake research with residents to understand what it is about their 
lifestyles that make people waste and what more could be done to encourage less waste to be 
produced.   This would inform which key individuals or organisations needed to be involved in 
developing rapid responses and designing new solutions. 
 
As part of a new relationship with individual citizens we believe that extending personalisation 
and choice has a significant role to play in enabling citizens to re-design the services they 
receive.  
 
This should take many forms including: 

• Individual financial control: devolved commissioning, devolved budgeting or direct 
transfer of funds; 

• Individual influence: choice of provider; choice of service; choice of service mix; co-
design of service, representative decision-making; 

• Community based financial control: devolved commissioning, devolved budgeting or 
direct transfer of funds; 

• Community influence: choice of provider; choice of service; choice of service mix; co-
design of service, representative decision-making. 

 
PwC estimate that currently, in leading Authorities some 5% of Council budgets are 
personalised, they believe that there is potential to make this up to 50%. Research has 
indicated that as well as providing greater choice and control for citizens, the approach also 
leads to cost savings of between 5 and 10%. (Demos 2008)   
 
We recognise that there is much more that could be done to extend personalisation and the 
following table illustrates the scope for future development.  
 
Method of personalisation Subject to some personalisation or 

currently being piloted 
Scope to be personalised in the future 

Individual influence 
 

School choice 
14-19 reforms 
Individual learning plans 
Patient Choice 
Maternity services and community care 

Waste collection 
Youth offending support packages 
 

Individual financial control 
 

Childcare vouchers 
Direct payments or individual budgets for 
adults with: 

• mental health issues 
• learning difficulties 
• learning or physical disabilities 

And older people 
 

Youth services 
Parking  
Public transport – oyster card style scheme 
Benefits 
Direct payments or individual budgets for 
Disabled children/ their carers/Children with 
SEN/children with learning disabilities and 
difficulties 
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Method of personalisation Subject to some personalisation or 
currently being piloted 

Scope to be personalised in the future 

School transport 
Waste 
LAA funding 
Housing Benefit and Welfare 
Culture and Heritage 
Recreation and sport 

Community influence 
 

Children’s strategy 
Community safety strategies 
Adult service strategy 
Planning policy 
Economic and community dev 
Trading standards 

Transport planning 
Construction  
Homelessness services 
Structural maintenance 
Street lighting 
Recreation and sport 
Tourism 

Community based financial 
control 
 

Street lighting 
Nurseries and Schools (through Governors) 
Economic and community dev 
 

Youth services 
Transport planning 
Construction 
Structural maintenance – community contracts 
Recreation and sport 
Library service 
LAA funding 

 
However, if we want to provide opportunities for people to be able to personalise and 
customise services, we also need to be prepared to test with customers the kinds of additional 
services they would like to see and the value they would put on such services to see if there is 
scope for new charging arrangements.  We already charge for a number of services from 
leisure services and conducting civil ceremonies to planning applications and parking.  
However, currently we tend to offer a one size fits all service, with little opportunity to purchase 
tailored or enhanced services.  This approach does not support the drive for personalisation 
and a more customer focussed approach.  The practice of charging for additional value added 
services in the private sector, for example, has already become well established with people 
making additional payments to get things quicker, or to have certain things included. Even in 
parts of the public sector it is becoming more commonplace.  The UK Passport Service, for 
example, offers people options to pay additional sums of money for a quicker or more 
comprehensive service.  The existence of these additional options has become associated with 
quality services and appeals directly to the value the public currently place on customisation 
and personalisation. 
 

5. How people gain access to sources of help 
 
In recent years a sea change has occurred in customer attitudes and expectations. People are 
no longer passive recipients, in their business transactions they have much greater flexibility 
over when and where to purchase items or services, find it easier to make comparisons 
between services or products on offer and expect quicker turn around times to their enquiries 
or service requests. 
 
The growth of the Internet and more recently the development of Web 2.0 technologies have 
seen a significant growth in citizen self-service. Furthermore, the development of different 
forms of networking has seen a huge rise in the capacity of citizens to offer help to one other 
Customers are feeling increasingly empowered and are demanding the same level of choice 
from council services.  We can no longer rely on out dated business processes and access 
arrangements to serve customers in a context where customers are expecting more. 
 
5.1 Where are we now? 

 
At present the approach to access within the council and across our partner organisations can 
be somewhat fragmented. Whilst there are some excellent examples of the council working in a 
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joined up way with partners in relation to access activity, this approach is not always applied 
consistently.  Customers have reported struggling to navigate their way around large and 
complex organisations and sometimes get lost in multiple transactions. Quality of service 
across departments/organisations is not always consistent.  Furthermore data on our 
customers can be limited, restricting the degree to which customer need and preference can 
drive policy and service planning decisions. 
 
In this fragmented context, the technologies currently employed by the Council and its partners 
are not always fully exploited and the access project highlighted significant duplication and 
waste resulting from information and process flows between organisations which are not as 
efficient as they could be.  Related to this, for those not presenting face-to-face, the phone is 
still the most popular channel for contacting the council, with nearly 70% of all contacts being 
made through this more costly channel.  Email is the second most popular channel 
(representing nearly 25% of all contacts).  There is a need to shift the profile of customer 
contact to access channels that are more convenient to the customer and more cost-effective 
for the council, ensuring that the web presence is host to easily accessible information and 
allows easy self access and self resolution of enquiries.  This ties in with the findings of our 
work on assessment; that self-assessment should become the norm for the majority of users, 
with resources directed to those who need more support. 
 
A number of themes arose in our discussions about how citizens currently get access to 
sources of help. 
 
Theme  
 

Issues/Opportunities/Challenges 

Sharing face to face 
services 
 

 Coverage and representation across the borough and the differences in needs between town 
centres 

 Role of libraries and other community based buildings 
 Opportunity to reduce running costs (utilities, security, maintenance etc)  
 Challenge of resourcing so many different buildings and balancing opening times with the 

needs of the community 

Customer awareness  Little in the way of feedback from customers other than anecdotal and quantitative information, 
all pointing to organisations being large, complex and often difficult to deal with – and 
customers getting lost in transaction 

Workforce  
development 

 Pressures on resources after a number of years of savings 
 Limited budgets for training and development 
 Opportunities to share resources (skills, training etc) 

Designing services 
around customers 

 Work often structured around organisational structures rather than what makes sense to the 
customer 

 Limited cross over of processes between organisations 
 Opportunity to offer services as packages/ bundles to present to the customer, e.g. around life 

events 
 Opportunity to facilitate choice, convenience and more customer control 

Governance 
&leadership 

 No one owner of the customer voice 
 Performance measured on service delivery outputs rather than outcomes for customers 
 No one person with a mandate to improve customer service and develop a service excellence 

culture 

Sharing of technology 
& collection of 
customer data 

 Some organisations have no technology in place so operate manual systems, some (including 
Barnet) have technology in place but it is not systematically used across the business  

 Customer data not currently shared and some perceived restrictions on what data can and 
can’t be used for 

 Opportunities to jointly procure maintenance contracts 
 Consensus that investment required in technology to promote self service and alternative 

methods of doing things 

Quality Assurance   No consistent approach to quality assurance meaning feedback isn’t collected and 
improvements made as part of an on going process of improvement 

 No budget committed to this.  Opportunity to consider this as a core part of the Customer 
Service Organisation (CSO) business 

 Opportunity for this to work on three levels (strategic, operational and tactical level) so we are 
able to focus on instant outcomes but also able to steer a long term journey 

 Opportunity to include feedback on the council services from the voluntary sector 
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Branding, marketing 
and communications 

 There has been limited investment in branding, marketing and communications which will be 
needed if the access points of the council and key partner organisations come together.  
Customers want to develop a relationship with a brand that they trust (e.g. ‘My Brent Cross’).  
This re-branding will also present an opportunity to create a culture that values customer 
experience.   

 
5.2 Where do we want to be? 
 
A Customer Service Organisation 
 
To address the challenges and opportunities identified above, it is proposed that access 
functions are consolidated into a single customer service organisation (CSO).  This CSO will be 
responsible for providing services on behalf of the public sector organisations to the citizens of 
Barnet, offering a range of front doors in to Barnet services.  Central to this would be the 
development of a stronger website and simplified systems and processes which will allow 
citizens to gain easy access across agencies and tell one story.  It would also enable the 
majority of our residents to manage most of their contacts and transactions through the web at 
a time that suits them.    
 
Such an approach will deliver a range of benefits: 

 a clear mandate to develop a culture of customer service excellence by 
representing the voice of the customer at the most senior level and redefining success 
based on outcomes for the customer as opposed to more traditional performance 
measures 

 ensuring that the currently fragmented voice of the customer is presented as an 
integrated whole, providing increased visibility of who our customers are, why they are 
contacting us and what they need 

 enabling a new relationship with citizens based on choice and independence 
rather than customers feeling like passive participants receiving services.  This will 
require the design, support and implementation of customer-centric web self-service to 
improve the customer experience across all channels, promote choice and 
independence and in turn reduce customer access costs 

 improving the quality of service experienced by delivering a consistent and 
standardised service for the customer across all access channels; operating a clear 
and simple model for accessing council services; being more pro-active in keeping 
customers informed on the progress of their service requests; securing customer 
outcomes, and helping customers through key ‘change of circumstances’ events 

 drive out waste, inefficiency and avoidable contact through critical mass and 
standardised information and processes across the council and partner organisations. 

 building a customer service profession where there is a defined career path for staff 
and appropriate rewards and recognition for delivering high quality services.  This is 
virtually impossible to achieve across a range of teams, services and organisations. 

 improved focus on quality assurance – in the CSO monitoring of performance would 
be applied consistently along with implementation of customer service standards.  With 
one critical mass, improvements and changes would be easier to implement in 
response to customer feedback. 

 maximising the investment made in technology by developing a converging 
technology platform with integrated channels which allows for greater self-service, and 
complete service transactions with the ability to monitor and track progress, history and 
complaints.  In addition, the CSO would be in a better position to introduce new 
channels to coordinate with new devices as and when they develop and adopt new 
technologies to provide increasing choice for customers and efficiencies for the CSO. 

 



Achieving these benefits is about more than just bringing people, processes and technology 
together.  The CSO will need to foster a culture that values customer service and rewards and 
recognises innovation in this area so we can be agile and responsive to customers needs, not 
bound by legacy systems and processes.  
The background paper to this report sets out a high-level options analysis for how we might 
achieve the development of a customer services organisation. There are three options; 

 Council remains the main delivery vehicle 
 Co-ownership model  (Employees, Customers, Members are the major shareholders) 
 Joint Venture / Outsourcing 

 
Work on deciding which option to pursue will be undertaken as part of the future shape 
implementation process (see the strand on ‘new relationship with citizens’ in appendix 2).   

Depending on which option is chosen there is opportunity for considerable savings to be made 
by moving to a CSO.  It is estimated that between £9.6m and £15.6m could be saved over a 
seven year period (the assumptions underpinning these savings are contained in the access 
background paper).  The lower figure is a conservative estimate, while option 1a and option 1b 
are more in line with those experienced in other projects of this nature in the public sector.   

 
Approach Costs over 7 years Savings over 7 years 
Option 1 £2,208,700 £9,619,813 
Option 1a 2,218,900 

 
£14,157,003 
 

Option 1b £2,276,350 £15,580,912 

 

6. Conclusions  
 
In the paper in July 2009 the Council stated that it had moved away from painting the picture of 
what the organisation of the future will look like. This paper therefore started from the premise 
that in order to meet the challenges facing the Council a new relationship with citizens is 
needed. This new relationship is required if we are to protect universal services in the context 
of significant reductions in public spending.    
 
To a degree this will be shaped by our determination to open up the structures, strategies and 
services of the Council and its partners so that they can be co-created by citizens. This paper 
contains proposals to do that, but it does so in an environment where resources will be 
substantially reduced, and where we will not be able to give people everything they want.  
 
The complexity of this new relationship with citizens and the need for the Council and its 
partners to trial the new and untested forms of service delivery which we have explored during 
phase 2 of Future Shape, means that we have not always been able to calculate the future 
savings that will be possible.  However, we know that in a climate of growing demand and 
reducing public resources, the current way of delivering services will not be sustainable.  We 
also know that this new approach which focuses on personalisation, self-help and prevention 
rather than standardisation, dependency and cure, will save the council significant amounts of 
money in the future and help to mitigate against rising demand.    There is now a need to move 
to developing, prototyping and implementing these new approaches so we can assure the 
future of public service provision in Barnet.  
 

Plans for taking the proposals contained in this report forward are outlined in Appendix 
2.  
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Appendix 2 - Future Shape Implementation Programme 
 
1. Introduction 

 
The Future Shape Programme represents a major agenda for change to public services 
in Barnet. The scope and scale of change will require strong programme governance 
arrangements to ensure that people are engaged and informed and that risks are 
effectively managed. The nature of the changes involved also means that the 
programme of activity needs to integrate into the day to day activities of the Council and 
its partners.  
 
This paper sets out the plans for implementing the Future Shape Programme and 
focuses specifically on the following three elements: 
 

1. Leadership and governance arrangements  
2. Managing Future Shape activity  
3. An outline timetable of activity. 

 
2. Leadership and Governance Arrangements 
 
Governance is a complex issue.  It is required to enable sufficient rigour in the process 
so that consistency can be achieved across all activities.  However, it should not be so 
overbearing that it drowns enthusiasm and innovation.  The structure for the 
governance of Future Shape implementation needs to be addressed, and the interfaces 
with existing structures established.  Simply integrating activities into day to day work 
may not overcome many of the departmentalism and organisational issues that the 
working groups in Phase 2 have identified.  The subsequent section sets out a proposal 
for the leadership and governance structure for implementing the Future Shape 
Programme. 
 

    
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  



       Future Shape Work Streams 
 

There are five key work streams of the Future Shape Programme, which are 
summarised below: 
 

Value for Money 
• More efficient and strategic use of 

public sector systems and resources 
• More effective use of property 
• Consolidate our support services and 

share with partners 
• Explore new ways of bundling and 
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To ensure effective leadership of programme activities, each of the five work streams 
will have a nominated Cabinet Member Lead and senior Council officer with 
responsibility for overseeing the workstream programme.  Within each workstream 
there will also be a number of sub-streams, each led by a senior Council officer who will 
report directly to the workstream programme lead (see section 4). 
 
One of the first activities of each workstream will be to identify the key success criteria 
for the programme and their particular sub-streams.  These key success criteria will 
need to feed into the 2010/11 Corporate Plan for the Council. 
 

 Future Shape Programme Board 
 
It is proposed that given the size of the programme and the risks involved, separate 
governance arrangements are created to manage the overall Future Shape programme 
and provide programme gateways for proposals from each work stream as they 
develop.   This will require a new Future Shape Programme Board to be created which 
will oversee implementation of the programme.  It will also oversee other key 
transformation projects being taken forward by the Council that are exemplars of Future 
Shape thinking and help to achieve the three Future Shape objectives, such as the HR 
transformation programme. 
 

delivering services 

Commissioning 

• ‘One Barnet’ developing new 
approaches to solving our greatest 
challenges 

• Test out ways of citizen-centred 
commissioning as ‘One Barnet’ e.g. 
common assessment 

• Set up a single Barnet insight function 
to support joint commissioning 

New Relationship with Citizens
• Offering choice, promoting 

independence, getting it right first time  
• Consolidate customers’ access to the 

Council and then Barnet’s public sector 

• Streamline assessment processes across 
the public sector 

• Move more contact and  transactions 
online 

• Enable self-help and networking 

Leadership
• A coherent and shared vision of the 

future for Barnet 
• Set up programme governance 
• Reconfigure partnership governance 
• Engage customers as part of developing 

new relationship with customers 
• Develop strategies across partnership 

Barnet 
Blueprint 

People and Culture 
• The right people, with the right skills, in 

the right places 
• Engage staff in development of programme 
• Move to new organisational structure 
• Create a culture of innovation, 

empowerment and high performance 
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The specific role of the Programme Board will be to monitor progress of the overall 
programme, quality assure high level strategic deliverables, review business cases 
from the workstreams as they are developed and review and monitor programme risks. 
 
The Future Shape Programme Board will be chaired by the Leader of the Council, and 
will also consist of: 

 Deputy Leader and Cabinet Member for Resources 
 Chief Executive 
 Deputy Chief Executives  
 Section 151 Officer 
 Representation from key local strategic partners, particularly Barnet NHS. 

 
As the activities within the workstream programmes extend over time to other partner 
organisations, membership may be extended to include these.  To support the one 
public sector approach of the Future Shape Programme, a critical piece of work will be 
the restructure of the Local Strategic Partnership (LSP) to ensure it is fit for purpose 
and able to deliver the Future Shape objectives.  The restructured LSP will need to link 
to the Future Shape Programme Board. 
 
At appropriate and regular stages of this process, reports will be made both to the 
Cabinet and to the Future Shape Overview and Scrutiny Panel or other appropriate 
executive and scrutiny bodies. 
 
3. Managing Future Shape Activity 
 
3.1 From business case to implementation 
 
Many elements of the Future Shape Programme are based on existing practice 
operating elsewhere within the public and private sectors and the benefits that have 
been achieved from their implementation.   To develop proposals further for Barnet and 
fully understand the benefits that can be derived, business cases will need to be 
developed as part of the initial phase of the implementation process.   All projects which 
arise from these businesses cases should use the Council’s methodology for managing 
projects (Prince2).  The Council’s Major Projects Team will offer support and advice to 
these projects to ensure that they are being managed and delivered in an effective and 
consistent way.   
 
3.2 Prototyping 
 
While some elements of Future Shape implementation such as support and property 
are about ensuring the Council is implementing leading practices, some aspects of the 
programme will require far more innovative and untested approaches to service 
delivery, for example, the work on behaviour change or joining up assessment activity 
across the Council and partner organisations.   Where this is the case the Future Shape 
Board will receive outline proposals for developing prototypes for different forms of 
delivery to gain buy in to new approaches at an early stage.   This may then in turn lead 
to fully developed business cases.  The Chief Executive’s Service, under the leadership 
of the Assistant Chief Executive, will take responsibility for managing this prototyping 
process. 
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3.3 Member Engagement 
 
As set out in Section 2, decisions affecting policy or major expenditure will require 
appropriate Cabinet approvals and will therefore be subject to the normal process of 
scrutiny.  
 
Alongside this, the Future Shape Overview and Scrutiny Committee will be able to 
review the proposals being taken to the Future Shape Programme Board as part of its 
activities to ensure early engagement in their development. 
 
3.4 Public Engagement 
 
One of the core objectives of the Future Shape Programme is a “new relationship with 
citizens” (see appendix 1) where we enable residents to help one another to access the 
information and support they need, where we provide residents with personalised 
services and support them to change their behaviours. To do this we need to develop a 
better understanding of what our citizens need to succeed and to ensure that they are 
involved in co-creating strategies and services which will work in practice.   
 
The scope of the potential changes covered by the Future Shape Programme will 
require an extensive set of consultation and engagement activities.   Clearly the nature 
and extent of consultation required will change depending on the proposals being 
considered, the groups which will be affected by any proposals and the statutory 
requirements that may need to be taken into account.    
 
Nevertheless, a consistent overall approach to engagement is required as part of the 
development of the “new relationship with citizens”.  Consequently, three forms of 
engagement are proposed to help inform the work of the programme. 

 
 Citizen Advisory Groups 

The Future Shape Programme impacts a range of people and deals with often 
complex and competing sets of interests. Deliberative forms of consultation with 
citizens will be used throughout the implementation phase to help inform 
decisions. Such consultation will be in the form of Citizen Advisory Groups which 
will be drawn from service users and the Council’s Citizens Panel.  The purpose 
of these small groups, which will consist of between 12 and 20 individuals, will 
be to work through proposals arising from the five workstreams, offer advice and 
make recommendations on the best way forward. 
 

 Customer Forum 
The new Customer Relationship Management (CRM) technology will allow the 
programme to identify those citizens who have contacted the council about a 
particular service and seek their views on any proposed options for services that 
are being considered.  This Customer Forum approach will use online polling 
and discussion forums to elicit citizens’ views.  

 
 Citizens Panel 

The Citizens Panel for Barnet was set up in 1997 and is comprised of 
approximately 1,250 Barnet residents, selected to be representative of the adult 
population of the borough.  It is regularly used by the Council and on occasion 
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its partners, for one-off quantitative surveys and qualitative research such as 
deliberative conferences and focus groups and to track changes in residents’ 
attitudes to particular issues over time. As part of the Future Shape Programme 
there will be a major refresh of the citizen’s panel and its membership so that it 
can be used for routine and rapid polling and testing new approaches to service 
delivery.  

 
3.5 People and Culture 
 
The Future Shape Programme will have a significant impact on the Council’s own staff 
and the way they work.  To ensure that the impacts on staff are identified and 
managed, it is proposed that a People and Culture workstream is established within the 
programme to deal with all staffing matters (see section 1.1). This overall workstream 
will be led by the Director of Corporate Services with the Assistant Director for Human 
Resources responsible for many of the sub-streams. 
 
This will look at key issues such as how we build the skills and capabilities needed for 
the future and how we reward people for doing the type of work and achieving 
outcomes that are in line with the culture we are trying to create and how we challenge 
actions and outcomes that are not. 
 
As part of the consultation process the People and Culture workstream will manage a 
staff panel representing a cross-section of the Council’s workforce to help inform its 
proposals for embedding culture change throughout the organisation. The panel may 
also be used by other Future Shape workstreams to gather ideas on how new 
approaches could work and test out any proposals with staff. 
 
 
 
3.6 Resourcing the Implementation Programme 
 
The implementation programme will need to be resourced appropriately to ensure the 
benefits of Future Shape can be realised.   In 2009/10 no more funding will be required; 
existing resources will be deployed and the remaining budget from Phase 2 will be used 
where appropriate to support activities.   
 
It is proposed at this stage that the 2007-2010 Local Area Agreement Reward Grant, to 
be paid after 31 March 2010, is used to fund a proportion of activities focussed on a 
one public sector approach, particularly the prototyping of new approaches.  This 
proposal was identified in a report on options for allocating Reward Grant to the LSP 
Executive on 15 October 2009.  Any additional funding will only be provided on an 
‘invest to save’ basis. 
   
Where external support is needed to take forward the implementation programme, this 
will, where possible, be secured on a risk and reward basis, so that payments will not 
be made until outcomes are achieved. 
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4. Outline Timetable of Activity 
A significant amount of activity will need to take place between now and 2012 to deliver 
the future Future Shape programme. The diagram below sets out the key activities 
within each work stream and their associated timescales.    
   

 
 
 
 
 
 
 
 
 
 
 
 
 

Jan 
2010 

Jan 
2011 

COMMISSIONING PEOPLE AND CULTURE LEADERSHIP 

Rollout CRM to [all] 
services  

Property biz case  

Set up staff 
panel 

Start people 
workstream 

Appoint head of 
estates 

VALUE FOR MONEY 

CUSTOMER 
SERVICE 

Sep 
2009 

Jan 
2012 

Redefine role of 
LSP 

 

Commission Street 
Scene services 

Commission property 
and support services 

Transact bundles 
start being provided 

Rollout new 
performance 
framework 

Set up shadow 
insight function 

Website integrated 
with CRM (v1.1) 

Publish web 
strategy 

Consolidate 
property functions 

in-house 

Support services 
consolidated in-

house 

Develop prototype 
for joint 

assessment / 
disadvantage 

Setup new public 
consultation 
mechanisms 

Review income/ 
charging strategy 

Barnet 
MTFS 

One Corporate 
Plan for Barnet 
public services 

Web v2.0 

Customer service 
strategy and biz 

plan 

Strategic 
management of 

property portfolio 

Street Scene biz 
case 

Review use of SAP 

Optimise use of 
SAP 

Commission 
regulatory services 

Develop reg services biz 
case 

Define transact 
bundles and allocate 

owners 

Support biz case  

Accelerate 
consolidation of 
customer access 

Biz plan for 
customer access 

organisation Single sign-on 
strategy for web 

Start customer 
access org  

Develop tools for 
joint commissioning 

Shared insight 
function operational 

Review prototypes 

Complete 
leadership 
restructure 

Rollout new 
intranet 

Complete wider 
restructuring 

Consult on budget 
10/11 

Set up governance 
for programme 

Review of health 
partnership 

Corporate plan for 
10/11 

Update Sustainable 
Community 

Strategy 

Update med-
term financial 

strategy 
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• Explore new ways of 
bundling and delivering 
services to improve their 
efficiency and effectiveness 

• Transform our support 
services to deliver a more 
commercial, innovative and 
customer-focussed service 

• Scope: IT, finance, HR, 
legal, audit, procurement 
[others?] 

• Make best use of our estate 
and property management 
capacity 

• Applies to commercial, public 
office and operational 
portfolio 

• Identify opportunities for co-
location/sharin

The outline plans below set out in more detail the key activities within each workstream.  
 
Value for Money 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

g assets with 

Aims 

• Timetable as for Street Scene Regulatory services 
Director of Planning, 
Housing and 
Regeneration 

• Set up governance and project board – by October 2009 
• Develop business case for Street Scene – by January 2010 
• Consolidate Street Scene services in-house – by June 2010 
• Commission new service – by April 2011 

• Contract to provide new Street Scene service – start FY 2011/12 

Street Scene: 
Director of Planning, 
Housing and 
Regeneration/ 
Director of 
Environment and 
Transport 

Other bundles 

Director of 
Corporate Services 

Commercial 
Services Director 

Lead How we’ll achieve this Strand 

• Define next Transact bundles – Jan 2010 
• Appoint leads – Jan 2010

Service 
Clusters 

• Set up governance and project board – by October 2009 

• Develop business case [for IT Plus contract] – by January 2010 
• Optimise current use of SAP – by April 2009? 
• Consolidate support services in-house – by June 2010 
• Commission new support service – by mid-2011 
• Contract to provide support services – starts June 2011 
 

Support 

• Appoint Head of Estates – November 2009 
• Develop business case – by Jan 2010 
• Consolidate internal capacity into Property Strategy Office – Jan 2010 
• Strategic management of office/operational property – from April 2010 

• Complete commissioning of commercial property portfolio – by Sept 
2010 

 

Property 

Vision: More efficient and strategic use of public sector 
resources and systems 

Workstream leads: Cabinet member: tbc  

Senior Council Officer: Deputy Chief Exec Council 
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• Agree plan for consolidation of customer service functions – Nov 
2009 

• Start phased consolidation of front office staff – Nov  2009 
• Develop business case for customer access organisation – Dec 

2009 
• Complete consolidation – by end 2010 

Assistant Director 
– 
Customer 
Services 

• Bring together customer 
service staff across the 
council to deliver a more 
consistent and efficient 
service              

New relationship with citizens 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Front office  

• Produce IS single sign-on strategy – by end 2009 
• Produce web strategy – by end 2009 

• Launch v1.1 with enhanced access for customers – by June 2010 

• Launch v2.0 of website for all Barnet partners – by end 2011 

Assistant Director 
of Strategy/ 
Corporate Web 
Manager/  
Assistant Director 
– 
Customer 
Services 

• Transform Barnet.gov.uk to  provide 
a single portal into Barnet public 
services and move more contact 
and  transactions online 

• Drive new relationship with 
customers which promotes self-
service and self-help 

Web, self-
service and 
self-help 

• Produce plan for integration of CRM – by November 2009 
• CRM integrated with website – by April 2011 

• CRM embedded across all services – by end 2011 

Assistant Director 
– 
Customer 
Services 

• Rollout CRM system 
across all council services 
and integrate with all 
access channels 

CRM  

• Radically simplify 
customers’ interactions 
with the council and its 
partners                                 

Aims 

Assistant Director 
– 

Customer 
Services 

Lead How we’ll achieve this Strand 

• Develop overarching customer service strategy – by December 
2009 

– to include opportunities from consolidation of access and transactional 
assessment processes (more complex assessment rationalisation to be covered 
as part of commissioning strand) and the roll out of self-service and self-
assessment 

Customer 
service 
strategy 
[builds on 
Access and 
Assessment] 

Vision: Offering choice, promoting independence and 
getting it right first time 

Workstream leads: Cabinet member: tbc 

Senior Council Officer: Dir Corporate Services 



Commissioning 
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• Develop business plan for creating new insight function – Oct 2009 
• Take proposals to the LSP – Oct/Nov 2009 

• Carry out audit of existing capacity (data, tools, analysis) across 
partners – by end Nov 2009 

• Set up (virtual) governance arrangements – end 2009 
• Develop work programme – end 2009 
• Test model with pilot project(s) – by March 2010 

• Strategic insight function operational – by April 2011  

Assistant Director 
of Strategy 

• Develop a common 
strategic insight function 
for public services in 
Barnet 

Insight 
function 
[builds on 
Strategy] 

• Appoint lead – October 2009 

• Develop joint assessment/disadvantage prototype with citizens 
and test out model for joint commissioning– by end 2010 

• Develop work programme for further commissioning – April 2010 
 

Assistant Chief 
Executive/Assistan
t Director of 
Strategy 
 

• Develop prototypes with 
citizens to test out new 
approaches to solving a 
challenging problem 

• Test out citizen-centred 
commissioning model and 
approach to working as 
‘One Barnet’ 

Commissioning 
[builds on 
Vehicle + 
Strategy + 
Assessment]  

Aims Lead How we’ll achieve this Strand 

Vision: One Barnet developing new approaches to 
solve our greatest challenges 

Workstream leads: Cabinet member: tbc 

Senior Council Officer: Assistant Chief Exec 



Leadership 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

• Set up public consultation mechanisms – by Nov 2009 
• Develop communications and engagement strategy for LBB – end 2009  
• Re-launch Barnet First to include partners – by April 2010 
• Start joint communications activity with key partners – Jan 2010 
• Set up joint comms unit for Barnet – by end 2011 
 

Assistant Chief 
Executive 

• Build shared vision across 
partners, with coherent 
messages 

• Engage citizens in 
development and work of the 
Future Shape programme  

Comms/ 
Engagement 

• Develop meaning of new relationship with customers – end 2009 
• Develop council’s corporate plan for 2010/11 to drive Future Shape – by 

March 2010 (alongside Budget) 
• Update Sustainable Community Strategy – Oct 2010 

• Produce a corporate plan for Barnet public services in 2011/12 (i.e. with 
partners) – March 2011 

Assistant Chief 
Executive 

• Develop a shared and 
coherent strategy for public 
services in Barnet 

Strategy 

• Develop council’s budget for 2010/11 
– Consultation with Cabinet – Oct to Dec 2009  

– Signed off by cabinet – by Feb 2010 

• Review of council’s charging and income policy – Nov 2009 
• ‘Future Shape’ Recast Medium Term Financial Strategy – April 2010 

• ‘One Barnet’ Medium Term Financial Strategy – from April 2011 

Section 151 Officer • Ensure coherence between 
council’s finance strategy, 
Future Shape, and the 
strategies of our partners 

Finance 

• Develop the right relationships 
and governance arrangements 
to deliver better outcomes 
across public services in 
Barnet 

Aims 

Assistant Chief 
Executive 

Lead How we’ll achieve this Strand 

• Appoint lead – October 2009 
• Set up programme governance arrangements for council – Nov 2009 
• Review of health partnerships arrangements – Dec 2009 

• Reposition the LSP to deliver shared (Future Shape) agenda by April 
2010 

Governance 

Senior Council Officer: Chief Exec 

Cabinet member: tbc Workstream leads: Vision: A coherent and shared vision of the future for 
Barnet 
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People and Culture 
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• Set up staff panel – October 2009 
• Rollout new intranet for council staff – by April 2010 
 
 
 

Assistant Director 
of HR/Assistant 
Chief 
Executive 
 

• Develop an empowered and 
innovative culture in all our 
staff 

Engagement 

• Articulate a set of behaviours/values expected of all staff? – end 
2010 

• Develop new performance management framework – by March 2010 
 

Assistant Director 
of HR 

• Develop the capabilities of 
our staff 

• Drive up performance 
across the council 

 

Capability  

• Restructure services to 
provide capacity to deliver 
Future Shape in the context 
of current/future budget 
constraints 

Aims 

Assistant Director 
of HR 

Lead How we’ll achieve this Strand 

• Restructure of senior leadership team 
– Announced by end September, people in posts by end 2009? 

• Review of Assistant Directors – October 2009 
• HR restructuring – people in posts by Jan 2010 

• Create Chief Executive’s Service – Nov 2009 to Feb 2010 
• Restructure Env and Transport – Nov 2009 to Feb 2010 

• Others? 

Structures 

Vision: The right people, with the right skills, in the right 
places 

Workstream leads: 

Senior Council Officer: Dir Corporate Services 

Cabinet member:  tbc  
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