Shadow Dorset Council ameo:

1. Exec Summary

Ameo has been engaged to undertake a delivery assurance review in order to test and provide a level of
confidence around “Day One” service preparations within the Shaping Dorset Programme. The approach used
by the team has been to test several front-line services using the customer journeys as a basis to assess any
process change up to the point at which existing back end process start.

Four specific customer journeys have initially been reviewed through meetings with Service Leads and where
necessary, supporting areas of the programme e.g. Customer Access, ICT, etc. have been explored to provide
additional information and further context.

The findings for each process have been assessed against the ‘Safe and Legal’ requirement for “Day One” (1
April 2019) and the process has been given a confidence factor using the South West Audit Partnership’s
(SWAP) Delivery Confidence Assessment Rating to provide a complementary assessment against the Gateway
reviews undertaken.

This review has highlighted that, although reasonable progress is being made by services to change their back-
end processes, there remains some significant issues to resolve. These issues can be grouped into emerging
themes arising with the front-end customer journeys.

As a result, a more detailed analysis was done with the service areas and the PMO. The follow up has resulted
in a series of recommended actions and resolutions which are shown in Annex A.

Key themes have been used to categorise the findings to enable the Programme team to make decisions and
implement any actions quickly. Our recommendations are that:

e Specific issues raised in the individual reports in Annex B and C are followed up as soon as possible by
the relevant Service Lead. Resolution may already be planned or arranged, but checks need to be made
to gain confidence that Safe and Legal can be achieved for Day 1.

e Common themes should be used by the Programme teams (particularly those in Annex B) to follow up

with the appropriate workstreams, to ensure issues have been resolved. Some good work has already
begun with this.

e The checklist should be used with service leads, to ensure they are checking that all issues have been
raised and addressed.

In conclusion the overall Delivery Confidence assessment rating of the four processes is:

Assessment Criteria Description

Successful delivery appears feasible but important issues exist requiring management
attention. These appear resolvable at this stage and, if addressed promptly, should not
present overruns.

In addition to the findings arising from the four customer journeys, some over-arching areas of concern
became clear. These are of high priority and will need urgent further investigation.

Version 0.05 — February 2019 1



2. Introduction

The Shaping Dorset Council (SDC) programme continues to progress towards operational readiness. As such, a
second gateway review (SWAP Gateway 2 review) has been commissioned by the SDC Programme Board to
provide a level of assurance to the Chief Executive of the new Dorset Council and key programme stakeholders,
that the SDC programme and associated services will be operationally ready on “Day One”, 15t April 2019.

Ameo, acting as a critical friend, have designed this review to complement the Gateway 2 review. This is not an
audit. Instead, using our existing knowledge of the authorities and the programme, we have worked with the
programme team and service continuity workstream to develop a robust approach which specifically looks at
the customer journey, and to test the level of assurance around it.

Each customer journey has been assessed as to whether it will be ‘Safe and Legal’ on “Day One” using the
Council’s own definition as follows:

“To deliver a safe and legal new unitary council, with no break in continuity in services, with the eligible
workforce transferred to their new employer and with clear plans in place for the convergence of services where
duplicated. ‘Safe & legal’ includes having a legal and balanced budget and with appropriate plans in place to
deliver the convergence savings outlined from 2019 onwards”.

3. Objective & Scope
3.1 Objective:

The objective of this review is to provide assurance for each of the processes reviewed and to provide a sense
of confidence around the proposed service. Alongside this, we have highlighted any activities, along with any
further opportunities and risks associated with the proposed process.

3.2 Scope:

We have selected and “tested” four key frontline service processes. This was a practical and challenging
investigation of the proposed final-state process flow, its hand-offs and its system dependencies. The scope of
our work covered the following customer journeys:

e A Children’s Safeguarding Referral

e An Emergency Planning Scenario (Real time agency referral & advance warning weather referral).
e A Domestic Planning Application

e An On-road Penalty Charge Notice

Further complimentary discussions have also been held with supporting workstreams such as ICT, Finance and
Customer Access. This has added additional detail and context to the understanding of each customer journey.

There may be other Service areas identified during our review that will benefit from further assessment. These
will be highlighted to the Programme Director and agreed as required.

In identifying issues in this report, we expect this to be a flag to clarify the issue. In many cases it may be that
there is a solution already in place, but that the reviewee was not aware of it. The only action therefore in these
instances would be communication follow up.

3.3 Scope Exclusions:

Reviews have been limited to a single customer journey within each service and will not include wider aspects
of the service deliverables in relation to “Day One” operations.

Whilst the reviews may identify and highlight programme issues outside of the customer journey, the review of
the programme and its governance arrangements are excluded and we understand have been covered by the
stage 2 gateway review undertaken by SWAP.

This review provides a view of progress, at a point in time, and should be viewed as complementary to other
programme assurance and scrutiny processes, and not a replacement for them. This is not an audit but is a
robustness test of how prepared the customer journeys are for the processes we reviewed.

4. Review Approach

Face to face meetings have taken place with service and/or project leads for each of the four customer journeys
selected. The basis of each review was a step by step walk through the customer journey from the point of entry/
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access to the council (email/web pages/phone/f2f) through to a point where any changes interfaces with existing
back end processes and business as usual prior to “Day One”.

We have used each of the four identified customer journeys to review specific progress within each service. This
has also allowed us to make wider assumptions about the readiness of each service to deliver a ‘safe and legal’
service on “Day One”.

Following our findings in the first four journeys, it was agreed we would follow up with two further journeys, and
those were also reviewed. The purpose was to ensure that the main themes identified were confirmed in other
subsequent journeys. The review confirmed the main themes.

5. Delivery Confidence Assessment

Our assessment of Delivery Confidence will be based on the following definitions. These have been replicated from
SWAP who are performing the Gateway reviews. This is to provide a degree of familiarity and consistency to the
programme. The criteria adopted by SWAP are largely derived from the Infrastructure and Projects Authority and
Cabinet Office guidance:

Assessment | Criteria Description

Successful delivery of the customer journey to time, quality and cost appears highly
likely and there are no notable outstanding issues at this stage that appear to threaten
delivery.

Successful delivery appears probable. However, constant attention will be needed to
ensure risks do not materialise into major issues threatening delivery.

Successful delivery appears feasible but important issues exist requiring management
attention. These appear resolvable at this stage and, if addressed promptly, should not
present overruns.

Successful delivery of the customer journey is in doubt with major risks or issues apparent
in several key areas. Urgent action is needed to ensure these are addressed and establish
whether resolution is feasible.

Successful delivery of the customer journey appears to be unachievable. There are
major issues which at this stage do not appear to be manageable or resolvable. The
process may need to be redefined and the impacts of non-delivery in certain areas
assessed.

Delivery Confidence Assessment will reflect:
= Evidence of specific process issues or risks that threaten delivery to time and/or quality, and jeopardise the
delivery of successful outcomes

= Qurprofessional judgement of the likelihood of the process working effectively if there is no definitively
clear evidence either way

= The resilience of the programme to overcome identified shortcomings or threats
When setting out our Delivery Confidence Assessment, we have not considered every scenario that might affect
the progress and outcomes of all processes. Instead we have looked to extrapolate from the process reviewed,

based on progress to date, current status and documented plans, as to whether a successful outcome will be
achieved.

6. Timescales and Resources

The reviews were conducted over a period of seven working days during the period 10 January to 16 January using
two experienced consultants from our Consultancy practice. The additional two reviews were carried out 12
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February as agreed with the Programme Director.

7. Review and Findings

A summary of our key findings is outlined in 7.1 (Page 5), organised by the common themes which have emerged
throughout the four reviews undertaken. The summary findings have allowed the Programme Team to quickly
understand the common issues which have arisen and be used as a tool to direct wider conversations with other
workstreams to quickly assess any further impact.

The PMO has responded to the findings, and we have then further responded. Where we are satisfied that no
additional action is required, these items have been shaded and noted accordingly. Where issues remain, they
are noted as such.

The detailed output and findings against each of the customer journeys reviewed have been included in Annex
B.

Several additional findings have been identified throughout this exercise which are external to the customer
journeys reviewed. For completeness, we have held some additional exploratory meetings with these areas to
clarify issues. Detailed findings from those meetings are included within Annex C.

8. Conclusions

In relation to the customer journey reviewed, the findings conclude there was a good general understanding of
the impact and requirements required for “Day One” (safe and legal) operation by each of the service areas.
Individuals appear broadly prepared for the changes ahead. However, the use of the Customer Journey to push
the boundaries of the end to end process identified areas which had been overlooked. Similarly, it also identified
areas where assumptions were being made that the scope was the responsibility of others (which on investigation
was not always the case). This leads to a degree of risk around the safe and legal delivery for “Day One”.

Overall, the Delivery Confidence Assessment is therefore summarised as:

Assessment Criteria Description

% Successful delivery appears feasible but important issues exist requiring management
attention. These appear resolvable at this stage and, if addressed promptly, should not
present overruns.

9. Recommendations

Recommendations from the findings are that:
e Proposed actions and mitigation are followed up and implemented urgently
e Specific issues raised in the individual reports in Annex B and C are followed up as soon as possible by
the relevant Service Lead. Resolution may already be planned or arranged, but checks need to be made
to gain confidence that Safe and Legal can be achieved for Day 1.
e Common themes should be used by the Programme teams (particularly those in Annex C) to follow up

with the appropriate workstreams, to ensure issues have been resolved. Some good work has already
begun with this.

e The checklist should be used with service leads, to ensure they are checking that all issues have been
raised and addressed.
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7.1

Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

1) Customer Access

How customers are
signposted to a
relevant service and
the gateways through
which customers can
contact the service.

Using the customer journey as a
basis for review has identified
gaps in the understanding and
ownership of the end to end
customer journey/process.
Services need to consider how
their customers are signposted to
them e.g. D4U, Advertising,
literature and referrals, etc. and
identify how these need to change
for Day One. Service leads need to
own and incorporate these actions
in their implementation plans,
even when delivery is dependent
on other supporting areas of the
programme.

The PMO need to review the
potential additional workload on
supporting  workstreams  and
ensure there is sufficient capacity
to deliver.

Noted and a welcome pointer

to
to

additional assurance work
be conducted within the

programme.

a)

b)

c

d)

A review with the
Customer Access
workstream of end-to-end
processes will assist with
this.

Some of the component
parts of the customer
signposting are slightly
behind schedule and so as
these come up to speed,
many of these and similar
concerns will be met.
Through the Corporate
theme board, the PMO
have recently commenced

activity to understand
customer and staff
impacts across the

programme to feed into
the customer workstream,
this work was not
complete at the time of
the assurance work but
will resolve the gap
between the services and
customer gateways.

The implementation
coordinators will be asked

a) When will the review
with the customer
access workstream
take place? What is
the  process and
outcomes?

b) What are the actions
and timetable for this?

c) As mentioned in a)
above, sight of the
process and outcomes
is required to check
approach and
potential resolution

d) Who will ask them and

how will this be
assured?
How have line

managers of service
leads been involved to
ensure end to end

ISSUE REMAINS
Though work is
planned in there is
a lot still to cover.
This therefore
remains an issue
until reassured
that services are
picking this up
fully
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Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

to review their plans with
customer access “as-is”
and any required changes
in mind so that we can
ensure there are no gaps.

walk through to check
a robust approach?

2) Customer
Support

How customers
contact the Council to
make an enquiry or
complain about a

Reviews have identified gaps in
the understanding and ownership
of the end to end customer
journey/process.

a) A review with the
Customer Access
workstream of end-to-end
processes will assist with

a) When will the review
take place? What is
the  process and
outcomes?

ISSUE REMAINS
Though work is
planned there is a
lot still to deliver.

service, and any FAQ's, | Services need to consider how this. b) What is the process, |This therefore
action cards and customers who may contact the b) Customer access who is involved, how ([remains an issue
scripts to support Council direct (to make an enquiry workstream has in scope are we ensuring that |until reassured
consistent or complaint) will be directed to ensuring there is a process actions will be taken |that services are
communications. the correct person or team. E.g. in place for ensuring soft as appropriate eg |picking this up

District Council helpdesks may be handover of calls. updated scripts, clear |fully

required to direct an enquiry communication?

regarding a County Council service c) Please clarify how this

(or vice versa) by a person without c)The customer impacts work will assist

knowledge of that service. will also assist with this issue.

Consideration must be given to the d) Who is doing the cross

need for updated scripts or action d)The PMO will carry out a check and when will it

cards to ensure consistent cross-check of services to be completed?

communication and  efficient | ensure this is completed

handling. Service leads need to where relevant and there is an

own and incorporate these actions action in relevant

in their implementation plans, implementation plans

even when delivery is dependent

on other supporting areas of the

programme.

3) Communications How the Reviews have highlighted a The information is available | Response is noted and (ISSUE REMAINS

communications team
supports/ interfaces
with a workstream.

general issue around corporate
and programme communication
such as the dissemination of key

through the normal
programme SharePoint and a
weekly newsletter to teams

understood. More work is
needed though regarding
standard responses for use

Though work is
planned there is a
lot still to cover.
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Description

Strategic Issue/Actions

Programme Board

Ameo Follow up

Closed

Response Response down/Issue
Remains
decisions impacting progress sets out any significant | across all councils, |This therefore
within workstreams, and wider changes. particularly in relation to |remains an issue
corporate communications Teams will be reminded of | the new Unitary and the |until reassured
leading to anxiety for staff. where the detail is and the | impact of that. Complaints [that services are
Service leads need to review the PMO will ensure the right | will be one area this is |picking this up
communication and decision- content feeds in the | needed. This may fall [fully
making requirements within their newsletter and SharePoint | under another
workstreams. They need to own site. The programme decision | workstream so will
and incorporate these actions in log will continue to be the | validate first.
their implementation plans, even primary source of
when delivery is dependent on communications.
other supporting areas of the Project managers and service
programme. leads have been reminded of
The PMO need to ensure that the requirement to forward
decisions are captured and plan their communications.
effectively communicated back to
services to avoid unnecessary
delay.
4) Programme How the LGR Reviews have identified different The Programme Board is very | This has reassured the | CLOSED DOWN
Governance Programme supports/ interpretations of 'safe and legal’ clear on the Safe and Legal | board, but some service
interfaces with a which is impacting clarity around definition and reinforces this | leads are still unclear. A
workstream. what is required of services for with the workstream boards | clear message and
“Day One”. they are responsible for definition needs to be
The programme team are | passed to them with some
challenging all work items that | practical examples.
do not appear to be day 1
critical, the daily stand up
meeting also checks this. The
PMO is collating all post-day 1
activities for the next stage of
the programme.
5) Branding How the workstream Reviews have highlighted that not Branding guidelines have | Who is doing the cross |ISSUE REMAINS
is prepared to meet all services have taken ownership been issued and confirmation | check and when will it be
of Branding within the scope of of the scope of rebranding is
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Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

the new Council
branding.

the workstream under the
assumption this is being picked up
by others.

Services need to consider their
branding requirements for Day
One. Service leads need to own
and incorporate these actions in
their implementation plans, even
when delivery is dependent on
other supporting areas of the
programme.

The PMO need to understand
where services have dependencies
in relation to third parties
/external  agencies  updating
branding information and the lead
times required to implement e.g.
Planning Portal system has a two-
month lead in for updating
corporate logos, emails etc.

due for decision 23/01/2019.
A cross check of all
implementation plans will be
carried out for rebranding
activities and current status.

complete? What will be
the actions and outcomes?

No robust plan exists so a
new one is being set up —
branding didn’t have a
dedicated lead until 2
weeks ago. Structure is
being put around this now
— ‘cross check’ referred to
not done yet

6) Project
Documentation

How the project
documentation e.g.
implementation plans,
RAID logs, etc
supports the
workstream
objectives.

Reviews have highlighted
differences in the quality,
accuracy and timely
completeness of programme
documentation.
Service/Workstream leads should
be updating programme
documentation in line with
Programme reporting cycles and
PMO should be holding leads to
account. Risk that detailed
knowledge and understanding is
inside the heads of key people.

A review of all project plans
has been carried out and all
gaps highlighted. A summary
is included in the Gateway 2
report.

All project managers are
instructed to enforce the
message to keep all plans fully
up to date in the run up to go
live

What is happening with
gaps highlighted, who is
actioning these and
following them up?

The biggest issue here is
the lack of risk
identification by service
leads/co-ordinators and
that consequently not
being escalated if/when
needed. There is a need to
walk through process risks
and challenge processes
to pull out all risks.

ISSUE REMAINS
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Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

7) Decision Making How corporate or Reviews have highlighted a Weekly email to all co- | If this process was already | CLOSED DOWN
programme decision general issue around programme ordinators includes all | in place, what has caused
making impacts the dissemination of key programme decisions. | this issue to occur? Or is
workstream. information/decisions impacting Fortnightly newsletter to all | this process new to take
progress within workstreams. staff picks up key programme | into account what is
The PMO need to ensure that decision. Consideration | needed?
decisions required are captured required for the distribution |Process has been tightened
and effectively communicated list of the co-ordinator email |and appears to work once
back to services to avoid to EI:DSUI’E a.II relevant officers |yocisions are escalated and
unnecessary delay. are l.n receipt of the relevant krown Getingldecisions
emails.
raised by services has been
an issue.
8) External Agencies How external Using the customer journey as a Co-ordinators will be asked to | Whilst this is a helpful | ISSUE REMAINS

agencies/organisations
e.g. Police, Health
interface with the
service.

basis for review has identified
gaps in the understanding and
ownership of the end to end
customer journey/process.
Services need to consider how
their processes interface with
external agencies and identify how
these need to change for Day One.
Service leads need to own and
incorporate these actions in their
implementation plans and ensure
external agencies understand and
update their processes and
procedures as a result of the
change e.g. Weather warning and
alerts are emailed to the
Emergency Planning coordinators
by the Met Office.

ensure this is considered in
implementation plans where
relevant.

reminder, of itself it does
not appear to be sufficient
to support the service
leads in their thinking on
this. Coordinators need to
walk through key
processes with them to
ensure they have covered
every step, and to reassure
themselves that checks are
in place, and support is
there.
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Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

9) Policies &
Procedures

How the workstream
impacts the Councils
retained policies and

Using the customer journey as a
basis for review has identified
gaps in the understanding and

PMO will ensure the
workstream teams are aware
of the new policy library and

Whilst this is a helpful
reminder, of itself it does
not appear to be sufficient

ISSUE REMAINS
Though work is
planned in there is

procedures. ownership of the end to end its contents, and that they to support the service a lot still to cover.

customer journey/process. cross check their procedures leads in their thinking on  |This therefore
Services need to consider how against it this. Coordinators need to |remains an issue
their processes interface/link to walk through key until reassured
other retained policies and processes to ensure they |that services are
procedures e.g. service business have considered review of |picking this up
continuity plans and arrangements relevant policies, and to fully
may become out of date due to reassure themselves that
changes. Service leads need to checks are in place, and
own and incorporate these actions support is there.
in their implementation plans.

10) ICT Systems & Data How the workstream Reviews have highlighted that not Project managers are now How has this instruction ISSUE REMAINS

impacts the Councils
retained IT systems
and data.

all services have taken ownership
of systems within the scope of the
workstream under the
assumption this is being picked up
in full by ICT or D4U.

Services need to consider their ICT
requirements for Day One. Service
leads need to own and incorporate
these actions in their
implementation plans, even when
delivery is dependent on other
supporting areas of the
programme.

The PMO need to understand
where services have dependencies
in relation to ICT e.g. some
confusion exists with service leads,
regarding who they should contact

instructed to ensure
implementation plans include
hand offs and other links to
back office processes and
systems to ensure all changes
join up

been provided (are project
managers the service
leads?) What support has
been offered? Service
Leads need to know
specifically who to contact
in IT if they want to
review their end to end
process.

IT lead has commented
that this is a timing issue
as they are only just
starting to look at
configuration and it is all
in hand. Keen to make
sure that the service is
seeing the end to end and
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Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

in relation to ICT and whether it is
the web team or indeed
themselves who are the owners of
the issue.

taking responsibility for IT
queries and questions,
rather than lead by IT.
Looks like getting resolved
but remains until then.

11) Contingency How adequately the Reviews have highlighted a Further reviews of the Who is carrying out this ISSUE REMAINS
Planning workstream is general issue around services workstream risk registers review - programme

prepared to respond assuming ‘nothing is really are carried out and where office or Service Leads?

to risks and issues. changing’ and therefore not relevant escalated to Conversations with
always identifying risks and Programme Board Coordinators and Service
issues, impacting progress within Leads need to take place
workstreams. to include discussion
Service leads need to determine all regarding the biggest
risks and issues, and own and ongoing risks. These then
incorporate  these in  their need to be captured for
implementation plans, even when the PMO to see and
delivery is dependent on other escalate as appropriate.
supporting areas of the Lack of process flow
programme. The PMO need to diagrams or end to end
ensure that risks and issues are process guides is making
captured and effectively , e s ,

. . identification of issues more
communicated back to services to o
avoid unnecessary delay. difficult.
12) Finance How the workstream Using the customer journey as a Project managers are now How has this been done, ISSUE REMAINS

impacts the Councils
financial policies and
procedures

basis for review has identified
gaps in the understanding and
ownership of the end to end
customer journey/process.

Services need to consider their
Finance related requirements for
Day One. Service leads need to
own and incorporate these actions
into their implementation plans,

instructed to ensure
implementation plans
include hand offs and other
links to back office processes
and systems to ensure all
changes join up

what are the outcomes?
Whilst this is a helpful
reminder, of itself it does
not appear to be
sufficient to support the
service leads in their
thinking on this. Need to
walk through key
processes to ensure they
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Description

Strategic Issue/Actions

Programme Board
Response

Ameo Follow up
Response

Closed
down/Issue
Remains

even when delivery is dependent
on other supporting areas of the
programme.

The PMO need to understand
where services have dependencies
in relation to Finance e.g. thereis a
lack of clarity regarding the cash
receipting process and the steps,
and what is to change. There is also
lack of clarity for some service
leads who believe Finance are
taking actions, when in fact they
are not.

have covered every
financial issue, and to
reassure themselves that
these are being discussed
with finance colleagues
and  resolved. Any
escalation of issues
arising should also be
through the risk register
by the coordinators.

13) Location

How the workstream
is impacted by
location/ building
related issues

Reviews have highlighted a
general issue regarding team
relocation, and the impact on
progress within workstreams.

The PMO need to understand
where services have dependencies
in relation to Location issues, and
where these could be impacting on
the ability of Service leads to
deliver on time e.g. Parking are
being asked to relocate in the same
time frame as Day 1.

This has been resolved and
confirmed that no relocation
activity will take place for
go-live

Satisfactory response
and closed down

CLOSED DOWN
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Annex A: Proposed Actions and Mitigation

No. | Theme/work area Issue Day 1 Safe and Risk Level and Potential Solution
Legal Risk? Type
1 Customer Service and It remains unclear Day 1 High — Customer | Meetings have been
Access how customers will planned with the
find the right phone relevant services. It is
number for the urgent that this is
service they need, resolved, and
via our web pages. outcomes
communicated to all
services.

2 Customer Services and It remains unclear Day 1 High - Customer | Further meetings

Access how customers who have been arranged
don’t know their for next week. It is
postcode will locate urgent that this is
the right phone resolved, and
number for the outcomes
service they need, communicated to all
via our web pages. services.

3 End to end process Evidence that some | Day 1 Medium - A session at

ownership by services services are not Process Managers Forum to
owning the end to walk through some
end process, and example journeys. A
instead focussed on Checklist (Appendix
their own part of the A) to be provided to
service. As a result, help services think
ownership of about areas to walk
dependencies and through. Longer term,
support functions is service process maps
not always being are needed to ensure
taken. transformation does

not have the same
issues. A reminder of
the roles of the co-
ordinators and the
PMO could assist
further with this.

4 Identification and Evidence that some | Day1 Medium To be included in the

escalation of risks services are aware Service Manager
of and identifying checklist for services
risks, but not to challenge
documenting them themselves to identify
through the project issues or questions
structure. As a
result, these are not
known by the PMO
and not checked or
escalated.

5 I.T. testing and support There is no current Day 1 Medium - Feedback to be
intention to provide Support for requested from
additional support Employees Services regarding
for any queries on any support they
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No. | Theme/work area Issue Day 1 Safe and Risk Level and Potential Solution
Legal Risk? Type
Day 1. There is also require. Review of I.T.
no UAT planned for changes to be done
ICT changes other and assess whether
than on new UAT should be done
systems. (in conjunction with
services).

6 Finance Evidence that some | Day1 Medium - To be included in the
services are Payments Service Manager
identifying finance checklist for services
elements to their to challenge
processes and themselves to identify
assuming finance issues or questions.
are dealing with
them, without
following up to
confirm.

7 Finance parking It remains unclear Day 1 Medium - This has been

payments how Finance are Payments identified to the
resolving the Project Managers and
allocation of parking being followed up
payments to the urgently.
correct individuals
and budgets. Each
finance lead thought
the other was
dealing with it.

8 Response to emergency Ongoing concern Day 1 Medium — Discussions with
scenarios from regarding the Emergency individuals concerned
Gold/sSilver commitment of Planning need to take place,

individuals to regarding their
respond to commitment to
incidents, as existing respond

staff are rota’d for appropriately.

the first two months Reassurance to be
after Day1 (due to provided back to
new post holders Emergency Planning.
not being

confirmed).

9 Branding There has been a Day 1 Low - Work needs to be
lack of a robust plan Consistency caught up. In
and a dedicated lead addition, a cross
has only recently check of
been set up. As a implementation plans
result, work has needs to be carried
fallen behind out to ensure all
schedule. branding issues have

been picked up.

To be included in the
Service Manager
checklist for services
to challenge
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No. | Theme/work area Issue Day 1 Safe and Risk Level and Potential Solution
Legal Risk? Type
themselves to identify
issues or questions.

10 Third parties and external | Evidence that some | Day1 Low - Process To be included in the

agencies services are picking Service Manager
up issues in their checklist for services
processes which to challenge
relate to third themselves to identify
parties, late or not issues or questions.
at all.

11 Cash payments It remains unclear No High — Finance PM has been

(branding) how branding Consistency and | asked to follow up
related to receipts Reputation with Customer
for cash and card Services to resolve
face to face this and confirm who
payments will be is dealing with it.
done.

12 Complaints The process for No Medium - D4U and customer
complaints has only Customer services are meeting
just started to be to progress this.
looked at. Services need to be

informed as soon as
decisions have been
made.

13 Finance budget training This is planned but No Medium - Representatives of
not communicated Support for services (who rely
yet. It remains employees most heavily on
unclear whether the budget information)
services needs have to liaise with Finance
been fully to get the training
considered, and support at the
regarding the way right level.
budget information
is being provided.

14 Corporate standard Work is being done No Low - Reputation | Services need to be

templates and replies centrally but informed that these
services are not templates are on
aware. Some are their way. A generic
consequently approach to services
creating their own finding these should
templates. be set up.

15 Disaggregation Evidence that some | Not Day 1 for Low - Reputation | It is acknowledged

responsibility of
Christchurch work

services are passing
responsibility to BCP
without having a
clear view that their
process works.
There is a danger
that we are giving
away responsibility
without reassuring

ourselves but still
a reputational
issue.

that in principle BCP
have responsibility for
the ongoing
processes once they
take them over.
However, care needs
to be taken that in
our hurry to do so, we
are still assisting to
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No. | Theme/work area

Issue

Day 1 Safe and
Legal Risk?

Risk Level and
Type

Potential Solution

ourselves that those
residents will be
supported.

ensure it is a smooth
handover.

To be included in the
Service Manager
checklist for services
to challenge
themselves to identify
issues or questions.
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Annex B: Review Findings

Customer Journey 1 - Children’s Safeguarding Referral

Title Description

Review Date: Thursday 10t January 2019, follow up 5 February 2019

Service area Children’s Social Care

Reviewee/s: Stuart Riddle — Work package Lead

Implementation Plan: V2.1 dated 13/11/2018

RAID Log: Included in above implementation plan.

Assurance Level: Successful delivery appears feasible but important issues exist requiring
management attention. These appear resolvable at this stage and, if
addressed promptly, should not present overruns.

Overview of the Service

The general impression (excluding the customer journey), is that there is a good handle of what is involved in the
workstream. Stuart talked confidently about the activity being undertaken to migrate Christchurch and broadly
mentioned the key activities involved i.e. HR (TUPE transfer of staff), buildings, assets etc. He also advised that there
are good working relationships through business led stakeholder meetings with BCP and discussions with joint
delivery partners i.e. MASH. An implementation plan was available and issued.

In terms of risks around safeguarding, the fact that the two [future] MASH groups will be co-located with Police and
Healthcare in the same building means that if a Christchurch referral is made to the Dorset team, they can
communicate with colleagues in the same building.

The main area of concern is where other areas of the business interface with the service itself, and how well joined
up and understood that is. This is highlighted in the limited information provided about the customer journey and
what processes require amendment as part of customer access.

Findings:
Those areas shaded grey have now been completed, or resolution clear and in train. Those areas unshaded remain
as issues outstanding.

Theme/Area Finding

Customer Access The overarching perception is that as all ASIS social care provision is currently
handled by DCC, all processes remain the same from Day One as there is no
integration across the District Councils. However, the separation of Christchurch
to Bournemouth & Poole changes the customer journeys for residents in that area.

Customer Access No visible provision to review and test changes to communications collateral i.e.
changes to signposting and gateway data.

Customer Support No visible provision within the social care workstream to ensure that customer call
centre procedures for referrals/complaints are updated to reflect Day One. Risk
that helpdesk scripts are inaccurate, and referrals are delayed getting to the
correct teams. There is an assumption that this is picked up elsewhere.

LGR Programme Generally, it is unclear how workstreams and scope is organised. It appears that
customer journeys have not been considered in this workstream and that there is
an underlying assumption that communications and customer related activity is
the responsibility of other workstreams.
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Theme/Area Finding

LGR Programme
and Customer

There is an underlying assumption that internal and external communication
related activity (information and signposting) is being picked up by other

documentation

Access responsible workstreams and third-party organisations and is outside the scope of
the social care workstream.

Branding The implementation plan contains a branding log. Identified branding covers ID
cards for staff and letterheads only. This suggests other areas requiring branding
have not been identified.

Project Implementation Plan was last dated 13/11/18. There is no date in the risk log to

identify when risks were last reviewed/updated. We would expect risks to be
reviewed/updated at least weekly at this stage.

Project
documentation

Deliverables & Outcomes has a column to record related workstreams. Some
deliverables are shown as "Cross Cutting" which we assume to mean there is more
than one workstream involved in supporting the deliverable. There is also no
status column to identify the current status. The task lead column is also blank.

Project
documentation

Implementation Plan is out of date. There are tasks flagged as out of date. PMO
section has dependencies and actions assigned with no owner or date assigned.
Confirmation has been received from the service lead that this is the most up to
date version.

Programme Board
response

There are no day one changes proposed as the number to the MASH (the place
where referrals are made) is not changing. Regarding the comment made in the
LGR programme and customer access it should be borne in mind that it is for the
service making the change to notify customer services if they need to update
scripts or procedures. Reminders will be made to all workstream leads that if they
make changes to a process, they must notify the relevant customer services team.

Ameo Follow up
Response

The service lead/coordinator had not seen the report. When items above were
discussed, most remain outstanding although some progress is being made.
Branding and some customer services areas picking up tasks for this service, but
the service lead is unclear regarding progress. He hasn’t seen this report or looked
at issues and hasn’t updated project documents although has been asked to.
Remains unclear about end to end processes and is leaving to someone else —
remains unclear how this will happen. Understand the priority from his point of
view is current cases and that is the focus — however this review is the customer
journey and specifically for the lead this is not really registering as an important
issue.

Closed down or issues
remain?

ISSUES REMAIN
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Customer Journey 2 — Emergency Planning - Planned and live scenario process

Title Description

Review Date: Friday 11t January 2019, follow up 6 February 2019

Service Area Emergency Planning

Reviewee/s: Marc Eyre

Nigel Osborne

Implementation Plan: V3 dated 12/9/18

RAID Log: N/A

Assurance Level: Successful delivery appears feasible but important issues exist
requiring management attention. These appear resolvable at this
stage and, if addressed promptly, should not present overruns.

Overview of the Service Reviewed
Our impression is that there is a good overall understanding of the back-office processes and changes required, which
appear to be planned.

The main findings are around the customer access and what changes will be needed, as well as identifying where
updated information needs to be sent to ensure consistency of service for all parties.

Findings

Theme/Area Finding

Customer Support Existing out of hours contact numbers for each Council are retained at Day 1.
There is a need to ensure that action cards/call scripts are updated where
relevant to ensure that event calls are directed to the right person/teams
(particularly for DC's). Out of Hours has been agreed to remain as is for Day 1,
resolved.

Customer Support The policy to supply and distribute sandbags differs across Councils. Existing

policies are to remain in place until a new community scheme can be
introduced. Action cards for call centres need to be updated to reflect
different policies.

Project Documentation Cross over and continuity of IT systems, and asset transfer data, still needs to
be worked through. Knowledge transfer instead. New people still need access,
which has been arranged.

Project Documentation Implementation plan version control shows the last change as 12/9/18.
Implementation plan sheet only present, no reference to Phase
3/risks/policies/branding/decision required (this may have been uploaded to
the PMO on Share-point). There is an apparent lack of consistency with the
instructions shown, regarding how the project documentation should be
completed. It was also noted that instructions on the implementation plan
appear different to those seen in Children’s Services.

Project Documentation The implementation plan contains high level more strategic actions and
minimal detail, suggesting that a large amount of the detail must be held
within key individual’s heads. Is being updated.

Decision Making There was a high degree of confidence that the Service Lead has a solid and
robust understanding of what needs to be implemented for this workstream
on Day 1. This is helped by the fact that there are existing emergency planning
arrangements within DCC and DCP already which is being used as the basis for
Day 1.
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Theme/Area Finding

Incidents usually come from other agencies rather than the public. Incident
and response planning are already working well. Key issues are around the
Command & Control structure which is based around Gold and Silver
coordinators (selected from the senior leadership team and executive). The
team are waiting to be advised on specific appointments, in order to progress
with this.

This has moved on, the structure has now been provided. Agreement to go
down to Heads of Service was given at board. Emergency planning
responsibilities have been written into JD's and there is a three-phase training
programme in place following appointment.

Biggest issue for this service is that the Corporate Directors and Heads of
Service will not be in place for Day 1. As a contingency, existing staff have
been put on the rota for the first few months. There is a concern regarding
commitment to respond from all individuals in this group.

Waiting feedback of names in roles when decided.

External agencies The Civil Contingency Unit may be a route to initiating an event. They operate
a system called Operation Link to auto-contact all parties. The service lead
needs to ensure the contact details on this system are up to date.

External agencies Events are usually triggered by a 3rd party agency. Police/Fire etc. can page
the Emergency Planning Liaison Officer for live events, early warnings e.g. bad
weather warnings come in via email from the Met Office. Work is needed to
identify all 3rd party agencies and communicate changes to contact names,
emails and phone numbers as necessary, to ensure alerts and
communications links are not delayed or broken.

Added to implementation plan.

External agencies Impacts from disaggregation of Christchurch are mainly understood, however
Policies and Procedures there is a need to ensure that both in-house and 3rd party procedures reflect
Customer Access the change and direct Christchurch incidents to the new BCP Council. There is

a need to ensure that any existing Business Continuity Plans and Emergency
Procedures are migrated to BCP, as well as making historic data regarding
Christchurch incidents, accessible.

New issue raised regarding old email addresses and how emails will get
through to the new council. Unclear how this will be resolved yet.

Policies and Procedures No review has been undertaken on internal BCP plans to see how these might
be impacted by changes for Day 1 (and beyond as a result of procedural
harmonisation later in the programme). The new plan is done; most changes
on existing plans are on track.

Contingency Planning A combination of Brexit preparations and associated work pressures,
alongside potential weather issues, are all potential impacts on delivery of
Safe and Legal for Day 1.

ICT The Share-point site and Resilience Direct (National Multi-Agency Database)
are both used by the County Council to record incidents and decision making.
There is a need to check if officers in DC's can access and update the system
from Day 1.
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Theme/Area Finding

Location A further issue has arisen regarding the need for any changed assets (mainly
buildings) to be identified to the team so that plans can be updated.

Programme Board The sponsor has reviewed the customer journey for emergency planning and
response believe Ameo to have provided a fair analysis of progress and what remains
to be done. Emergency planning is less likely than the other areas reviewed
to involve direct contact with service user customers. Instead our contact is
more likely to be with other professional agencies like the CCU who are likely
to initiate a multi-agency response to which we are one responder. Whilst
there is more work to be done around updating contacts there is not a
customer journey of the sort experienced by a member of the public accessing
a service personal to them. PMO will ensure these actions are built into the
implementation plan.

Ameo Follow up It is encouraging to see that all findings are being picked up and included in
Response plans. The point regarding customer contact is understood but we must be
clear about what the process is, if a customer was to report an incident, for
Day 1. This is in addition to the more obvious resolution of a clear process for
following up incidents once they are reported.

For consideration for transformation, it is suggested that a similar Risk and
Resilience Group is set up for the new organisation. This would include cross
cutting themes and include service reps.

Close down or issues ISSUES REMAIN — though anticipate further analysis will provide confidence
remain? needed to close down.
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Customer Journey 3 - Domestic Planning Application

Title Description

Review Date: Friday 11t January 2019 and 6 February 2019
Service Area Planning Control
Reviewee/s: Naomi Macklin — work package lead

Alan Davies - Purbeck
Mike Garrity - DCC
Jean Marshall - DCP
Linda King — CED

Implementation Plan: V1.12 dated 19/12/18
RAID Log: N/A
Assurance Level: Successful delivery appears probable. However, constant attention

will be needed to ensure risks do not materialise into major issues
threatening delivery.

Overview of the Service

Our impression is that there is a good overall understanding of the back-office processes and changes required, which
appear to be planned. Planning is a statutory process. Gateways to submit planning applications are by email, post,
hand delivery and via the Planning Portal. Signposting to the planning process is via the D4U website and the Planning
Portal (which holds forms for each Council). The 3™ party owner of the Planning Portal requires two months lead in
to update branding and contact details. Some harmonisation has already taken place across DC's so that residents
see consistency. Each DC has a unique planning reference number so there is no duplication across teams.

The main findings are branding issues to be followed up, and the need for FAQ or a consistent script for service teams
and call handling teams.

Findings
Theme/Area Description
Customer Access East Dorset planning team lose their current base of operations as the building
goes to BCP as a result of the ED/Christchurch split. New contact details are
required for ED residents for postal/walk in applications once this is resolved.
Customer Support Need to ensure that call centres are provided with up to date details to handle

planning queries/complaints. Consistency of approach is required when
handling a complaint from residents. A Desk Aid (FAQ's / consistent comms
script) will need to be written and provided to all planning teams.

Customer Support The statement of community involvement identifies how planning
applications and decisions are communicated to the public/applicants (or
their agents). Different policies exist across each Council. FAQ will need to be
drafted and included with the desk aid for officers, to ensure consistency of
approach.

Project Documentation The workstream has a plan in conjunction with D4U to update the main
planning pages on the website. There is an activity to review the
pages/information and to test the links prior to go-live. A degree of
harmonisation has already taken place on the site to promote and direct users
to the Planning Portal which is the preferred gateway for all applications.
Branding just received so ok to send now.

Theme/Area Description
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Theme/Area Description

Project Documentation Review of the implementation plan and other documentation shows that
overall the standard of documentation is much better than previous services
reviewed. Each tab has been completed using the approach as per instructions
in the main plan. Two issues are not as well covered in the documentation,
which are the Branding tab only showing reference to ID cards, and the
Implementation Plan having some missing information. These areas are
mainly around action information and owners, mostly left blank.

Decision making Planning [statutory] process relies on a scheme of delegation to identify
officers who can approve planning decisions. The team will not know who the
Authorising Officer is until appointments within the new Council are
concluded. A potential workaround has been proposed and is being tested
with Legal.

Contingency planning East Dorset have lost/are losing officer capacity for Day 1 due to staff
leaving. There is a risk that applications cannot be dealt with and a backlog
occurs. Planning backlogs are difficult to overcome due to the time required
to recruit and train staff. Identified as a risk. Reputational issue for the new
Council if applications are not turned around within the statutory period. A
meeting has been arranged 8/2 with John Sellgren to see what can be done.

Programme Board Generally agree with findings but unclear about the point about deficiencies

response in implementation plan in relation to branding as tab does include additional
items e.g. in relation to planning portal.

Ameo Follow up It is encouraging to see that all findings are being picked up and included in

Response plans. With reference to deficiencies regarding branding, although the

planning portal is referred to in comments, there is no detail regarding dates,
implementation, owners or other information to determine whether it is on
track, progressing or owned by anyone.

Close down or issues ISSUES REMAIN - though anticipate further analysis will provide confidence
remain? needed to close down.
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Customer Journey 4 — Parking on street PCN

Title Description

Review Date: Monday 14t January 2019

Service area Parking Enforcement

Reviewee/s: Paul Hutton — work package lead

Cassie — D4U

Implementation Plan: V1.4 dated 3/11/18

RAID Log: N/A

Assurance Level: Successful delivery of the customer journey is in doubt with major
risks or issues apparent in several key areas. Urgent action is needed
to ensure these are addressed and establish whether resolution is
feasible.

Overview of the Service Reviewed

Parking manage on-street and off-street parking enforcement as well as car parks and resident parking permits.
Parking is governed by legislation which dictates the process for managing enforcement. The on-street team manages
parking enforcement across the whole of the County whereas car parking is split. Parking enforcement occurs when
a Parking Enforcement Officer witnesses a contravention of the legislation. There are strict rules applied in terms of
timescales etc. as to when a PCN can be issued.

Our impression is that the tasks that need to be done are understood but not the size and complexity of them and
the dependencies on other workstreams. There does not appear to be any end to end process flow diagram to reflect
current as-is processes, resulting in some confusion over detailed steps of the process. There is a risk that many of
the tasks will not be completed prior to Day 1. The additional pressure of relocation at the same time adds to the
scale and complexity of Day 1 preparations.

Findings

Customer Access and D4U is the main gateway for customers to manage payments or to follow the

Finance appeals process. The site needs to change to reflect the changes in systems,
the new PCN reference numbers, the disaggregation of Christchurch and
legacy PCN's. There are some complex issues to resolve to ensure that the site
directs customers to the correct pages. This work is on the plan but has not
yet started.
Meeting has now taken place with web editor, clear what web address needs
to be used. Waiting for other elements to be resolved.

Customer support and The customer in receipt of a PCN has two choices a) Pay or b) appeal.

Finance Payment options are via an automated phone system; on-line payment

accessed via D4U; a manned phone service or by post.

The automated payment system will require updated scripts.

It is unclear how the end to end process of the online payment system works
(is it part of the Chipside/Imperial360 system or another provider?) The
service leads comment was that ‘it just happens’. Postal payments will be
impacted by the office move which is not finalised.

There is no clarity regarding what finance system will collect payments
(SAP/Capita) and how cash receipting will be affected. IT is aware of issues,
and have put in a fix so that both systems will be continuing to allow people
to pay. A different phone number will be provided for new tickets to
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Theme/Area Description

imperial. There will continue to be two budgets, and told by finance that the
service will be able to allocate what needs to go where. Accountants will
decide when sorted. Needs follow up to ensure that service leads get what
they need to manage budgets effectively.

Customer Support The on-street parking team uses auto-scripts (pre-written text) to cut and
paste into customer communications. There is a requirement for a script to
be generated and signed off by legal to countenance the argument that legacy
Councils who issue PCN's no longer exist after the 1st April. There is a working
group looking at this area and the harmonisation across the teams, but a lack
of clarity regarding ownership.

Branding Details of the contravention are recorded on a mobile hand- held device and
the ticket is printed to a blue-tooth connected device. The ticket is branded
and contains contact details which will require updating. The envelope which
is affixed to the windscreen is also branded and will require updating. This
activity is included on the implementation plan but not progressed.

All ordered now.

Branding and The system follows the appeals process to either a Traffic Penalty Tribunal
External providers (TPT) or collection of penalties via the Warrant County Court or Bailiffs.
Discussions are still ongoing with suppliers regarding this aspect of the
process. There is a need to ensure that all contracts can be novated to the
new Council and that updated branding/contact changes are picked up and
issued as well as any payment collection changes (see finance comments
above). Meetings are arranged with suppliers but have yet to take place.
Advice from procurement is to leave contracts as is, and during the next
twelve months they need to harmonize contracts, including considering new
options for back office.

Branding Car Parking signage is to be rebranded as it is a statutory requirement to
display the car park owner. A plan is in hand to do this across car parks using
stickers over old logos. It is not clear if this is a Day 1 requirement or is part of
the two year transition period given by central government.

Branding and ICT The parking app (Just Park) will need to be advised of any changes including
payment information. The intention is to bring 6 car parks in Purbeck into the
Just Park system. East Dorset also don’t appear to be currently using the
system. It is unclear what the plan for this is. Tomorrow, ed finished.

Policies and Procedures There is a need to revisit the policy for Parking to ensure it is consistent and
up to date. This will need to reflect the new Imperial system and process.

ICT The appeals process is a statutory process which is driven by set events and
timescales. These are built into the back- office systems (Chipside/Imperial).
There are slight differences in process for on-street and off-street appeals.
On-street will need to be built within Imperial as part of the change. Appeals
can be submitted by letter (post) which is scanned and attached to the PCN
record on the relevant system, via an e-form through the D4U site. Letters are
auto-generated by the system, checked and issued as part of the appeals
process. Rebranding of these are included in the plan. There is an additional
3" party system (self-serve) inbuilt into the website (Barbour Logic) to
manage FAQ's around on-street appeals enquiries. This will need to be
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Theme/Area Description

reviewed to check if any branding/contact information requires updating. A
decision has been made to extend this system to include off-street as part of
harmonisation which adds to the workload. It is unclear whether this is
expected for Day 1.

A Project manager has been appointed for Imperial. They now know the
requirements. Streets are starting to be put into the system, this is the biggest
challenge. Template letters form part of the system, they will do branding.
Barbour Logic meeting has taken place and agreed they will remain on
chipside with no feed to imperial yet. They will look to move later.

ICT Currently On-Street parking use a system called Chipside whereas Off-Street
use Imperial. The decision has been made to harmonise the parking
enforcement systems and use Imperial from Day 1. Discussions have
commenced with the supplier but the scope and timescales are unclear. The
contingency is to retain Chipside (up to 18months) to close down legacy PCN's
issued to 31st March if Imperial will not be ready. It is not clear at this stage if
blue-tooth printers and new hand-held devices used by on-street team are
compatible with Imperial, or will have been tested end to end before Day 1.

Finance From Day 1, Christchurch will be part of BCP and there is an agreement how
legacy PCN's for both on-street and off-street will be managed. There is
confusion around the process post Day 1 but we understand that legacy on-
street PCN's will continue to be managed by the team and income received
by the new Council. There is complexity around the off-street process. Legacy
PCN's in East Dorset Car Parks will be managed by Christchurch and BCP will
get the income. There is a need to ensure that this approach has been signed
off by Finance as all income from East Dorset and Christchurch PCN's prior to
Day 1 should belong to Dorset Council. The strategy needs to be clarified as
there are no staff moving to BCP.

Finance There is no apparent finance partner linked to this workstream which is
primarily income generating. The service lead is not clear who to speak with.
There are clear risks around not understanding how income will be collected
and managed from Day 1. Finance arrangements are also not understood by
D4U. There is an urgent requirement to understand the financial process
associated with payment collection and processing at both County and
District level for Day 1 and the implications on the web front end links to the
back- office payment systems.

Location The suggested relocation of parking teams to co-locate in a new building is
also underway. The new location will impact PO addresses used for PCN
communications. It is not clear this will happen in time for Day 1 which may
require multiple changes of address/contact details with suppliers/systems.

Noted Residents permits — there is a data migration project with ICT to migrate
Christchurch data to BCP. There will be a rebranding exercise for retained
areas.

Programme Board A solution has been agreed to enable payments of PCN’s via a dedicated

response telephone number. The message has been signed off by the customer

access project group and passed to the finance workstream. Once the
scripts are finalised these will be passed onto the customer services team
the implementation plan will be updated to ensure this happens.
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NB after PJ met with the Project Manager, further investigation was done by her

with the service lead Paul. It transpires that he had provided a detailed response
to this original report but it was not shared with Ameo. The details are below and
where these have resolved issues now, they have been shaded and closed down

accordingly.

‘Since this meeting took place on 14th January there has been significant
progress in all areas identified above.: Back Office System and ICT Implications *
Full engagement with the back-office provider (Imperial) has commenced, a
project manager appointed, and a high-level project plan put together. All
indications from the provider is that the new database will be ready prior to the
1st April, with testing of the new hand-held devices and printers during March. *
Because the Imperial system is already in use by the Dorset Councils Partnership
continuity of service provision for Penalty Charge Notices could be maintained *
Because the Imperial back-office system is already being used, the input from ICT
is relatively minimal for this part of the project. * New hand-held equipment and
printers which are compatible with the new system for the current DCC CEQ’s
have already been ordered

Collection of PCN Revenue * All revenue from PCN’s are processed through the
Imperial Database. * Meeting has since taken place with the Web-portal manager
* Collection issues via Capita and into SAP were discussed and resolved during
the meeting on 25 January (see next paragraph) * Meeting with Barbour Logic is
taking place on 27 January.

Customer Access, Support and Finance * Key personal from IT at DCC and DCC,
and the Finance Teams met on Friday 25 January 2019. The participants reached
a clear agreement and understanding of the process flow for how Penalty Charge
Notice

Theme/Area Description payments will be collected via Capita, and then re-
assigned into SAP whilst separate Parking Budgets still exist. Reassurance was
provided and work is linked with the creation of the Imperial back-office data-
base. * This group included finance partners from both existing organisations
(DCC and DCP) * Customer access is currently being worked on but could not
progress before relevant web-site links were agreed, and corporate email contact
addresses identified. These links and email addresses have now been agreed.

Branding, ICT and External Providers * Branding for uniforms, Penalty Charge
Notices and Car Park Tickets has been approved and orders have been placed
with existing suppliers. * Branding as part of the new back-office database has
been discussed and is included as part of the high-level implementation plan with
Imperial * Car Park audit has taken place and there is a local plan in place for
relevant signage to be updated with the new council name and logo. * Branding
within the Just Park cashless app will be ready for 1 April. Ongoing discussions
with Just Park regarding this.

Policies and Procedures * The current on and off street parking policies are fit for
purpose and since they cover different aspects of parking legislation will remain
in place. The project plan has recorded that a review to assimilating the two
polices will take place within 6 — 9 months of convergence.

Location * Discussions are taking place with the respective ICT providers.
Although a date has not been formalised to move both back-office parking teams
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into a single building, this is not critical or dependent on the abilities of both
teams to trade safely and legally on day one.’

Ameo Follow up It is encouraging to hear that a payment resolution has been arrived at, for

response residents to phone in. However, there are other issues raised for which we
can see no initial response from the service. These issues therefore remain a
concern.

Following further meetings, it became clear that further updates had been
provided (not seen by Ameo). In light of the progress now being made, there
is more confidence that this can be delivered, and the issues resolved have
been closed down.

Close down or issues ISSUES REMAIN — though progress has been significant since issues were
remain? identified. View is that this remains a service to support through the changes
as a lot still to do.

Customer Journey 5 — Housing Register Application
Follow up Review
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The following two processes were identified for review, following initial findings of the first four journeys.

Title Description

Review Date: Tuesday 12 February 2019
Service area and Housing
Reviewee/s: Clive Milone, Sarah How, Shelley Hayes, Kathy Spawton

Assurance Level:

Successful delivery appears feasible but important issues exist
requiring management attention. These appear resolvable at this
stage and, if addressed promptly, should not present overruns.

Overview of the service reviewed

Our impression is that there is a good overall understanding of the back-office processes and changes required, which

appear to be planned.

The main risk is the systems updates on Locatar. The other main findings are around the customer access and what
changes will be needed, as well as identifying where updated information needs to be sent to ensure consistency of

service for all parties.

Findings

Theme/Area Description

Customer access

Within the new web pages there is an assumption by the service that
residents will be able to do a postcode search to find out which area to click
on, if they aren’t sure what area their address fall within. Needs clarification
and details of the customer journey.

Policies and Procedures

Existing Councils have different complaints systems —some are 2 stage and
some 3 stage. Unclear whether there is going to be a standard way for new
complaints to be dealt with as currently have DCP standard templates.
Unclear how or if this is being done by a corporate complaints team.

Resource

Knowledge gaps exist within ED staff, as a result of the Christchurch split and
staff with knowledge moving across to BCP. Concerned that there will not be
enough knowledge left in those staying which will put pressure on other
staff and potentially impact SLAs. Unclear what support is being provided to
resolve this issue or to recruit.

Customer support

There is a current requirement for residents to provide documents and
evidence before they can be banded. Documents are emailed or physically
handed in and scanned and put on the system against their application. East
Dorset have just had this member of staff leave (the only person who does
that role) Unclear whether there will be support to fill this role or assistance
provided. Customer experience likely to be affected if no action is taken.

Ongoing generic emails — corporate guidance has been received but causes
further issues for the service. They have made suggestions to amend the
email addresses but were told they didn’t meet corporate guidance. The
service are waiting for the PMO and IT to discuss and resolve this issue.
Unclear how or when this will be resolved, as service urgently needs the
email details to advise all contacts and customers and update web pages.

Policies and Procedures

From 1/4 it is unclear how FOIs will be responded to, in particular with
requests regarding data in say in the last 3 years - does that mean they need
to provide information for all councils merging as part of Dorset, or just
DCC? Further clarity and corporate guidance is needed from the FOI team
regarding how to respond from Day 1.
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IT/3rd parties Locatar is the system used by the service. Discussions have been taking place
for some time but work has been delayed. Locatar originally asked for a 12
week run in to make changes but they have only being sent to them 13/2/19
(giving a 6 week run in). Locatar wouldn’t start on the work until all changes
were received. Unclear whether Locatar will meet the Day 1 deadline for
changes, nor whether sufficient time for testing will be provided.
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Customer Journey 6 — Register Births Deaths and Marriages

Title Description

Review Date: Tuesday 12 February 2019

Service area and Registrars Service

Reviewee/s: Vivien Robson

Assurance Level: Successful delivery appears feasible but important issues exist
requiring management attention. These appear resolvable at this
stage and, if addressed promptly, should not present overruns.

Overview of the service reviewed

The service is very aware and organised regarding the activities required. However due to having to deal with
consultation issues as well as LGR, some issues are still being worked on. DWP and GRO issues remain high on the
list to be resolved urgently.

Findings
Theme/Area Description
3rd Parties BCP working relationship is very good — have been meeting for 8 months and

working well. Unclear whether there is a full understanding of the
implications of taking over the work. Appears to be a lack of structure to deal
with smooth handover of the Christchurch area.

Customer access On line booking for Christchurch will be removed a week before Day 1 —
these customers will need to ring, and then Dorset will put them through to
BCP. Suggest they add a note to the web page that Christchurch residents
need to ring BCP to avoid this happening. Follow up is required with D4U to
investigate this.

IT When the resident meets the registrar F2F, they input data to RON system
which the General Register Office owns. GRO are updating the RON with
information on Day 1 so the office has decided to close whilst it is done.
Unclear how much assurance has been provided that there is no risk to the
service beyond this day. The service will use manual options if the system is
not accessible. In addition, GRO need to do a cleanse of the data before it
updates on Day 1. This will involve them sending the cleanse outcomes to
the service and them amending data, before they can go live. No
information provided yet from GRO regarding the potential volume of
cleansing required so unclear of the task required and time to complete it.
Risk to be flagged and escalated.

IT Printers will need to still be linked up after the cleanse has taken place —
check with IT that printers will remain functioning.
IT The service has its own dedicated call centre and phone calls are all currently

through skype. It is unclear to the service how or if any changes need to be
made to this. Urgent follow up is required with IT to check this.

IT The service is still waiting to hear regarding what generic email addresses
they will be using. Follow up with IT is urgently needed. The service is also
keen to sort out inconsistencies which currently exist in emails, as part of
this. These include the use of ‘registry office/registrars office/registrars’ all
separately being used rather than one common term.

IT The service wants to change its name ( to
‘Dorsetregistrarsandceremonies@dorset council’), but is unclear who is
making the decision. Urgent follow up is needed with IT whether this is
being dealt with for Day 1.

Customer access The service are monitoring the on line bookings diary for any Christchurch
resident who pay prior to Day 1 but have an appointment after Day 1. The
service will then be refunding the money back to the customer. It is unclear
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Theme/Area Description

how rest of process is being resolved. Unclear whether an alternative option
has been considered to update web pages with advice about the service
change rather than taking residents payments and then refunding.
Branding and Finance Receipts are provided via printing from the system, the service can change
the branding easily so will do it themselves. However it is unclear whether
card payment system receipts will be updated and if so how that will be
done.
Branding Signage for all offices (9) needs to change but this is not considered a
priority for Day 1. Confirmation required that this approach has been taken
by other publicly accessible locations.
Branding There are ‘folders’ which customers are given with other services
information in, when births or deaths are registered. Further work is needed
to check with other services whether their leaflets are still able to be used as
is.
IT/3rd parties The service provides a free ‘tell us once’ service via DWP. This is offered to
the customer and details are put on to the system. DWP then arrange for all
government and council related departments to be contacted to advise of the
death. This includes passport office, DVLA, council tax etc. Until last week
DWP said this was a small change to their system. However they have started
to realise it is much more than they first thought, specifically regarding the
disaggregation. This risk needs to be noted and escalated, that the ‘tell us
once’ service may not be available Day 1. Whilst this is not a safe and legal
issue, it is a considerable reputational issue as all customer feedback refers to
how helpful and important this service has been to them.
Customer access and Registering a marriage can’t be done or paid for on line —the only method is
Branding to ring or email. Face-book pages also refer to the service, so the service will
need to ensure that pages are updated. This also applies corporately and
confirmation is needed from the Branding workstream that all council face-
book pages are being updated.
Customer access A resident can book a marriage if they live anywhere, but the location of the
venue dictates which council to contact — e.g. if you get married in Dorset,
Dorset Council is the contact. There are 9 venues which will be moving to
BCP. Many of these are promoted on other company web sites and the
service say they can do nothing about that. Recommend that some contact
is made with these companies to request they update the contact details to
improve service to the residents.
Finance Fees reconciliation needs to be done for Christchurch residents payments.
This has been raised with finance and they have advised the service to
complete a decision record. Scenarios are:
- Booked and not paid — Dorset Council to take an admin fee
- Booked and ceremony appointment made and paid in full — Dorset Council
to take an admin fee and the remainder to go to BCP
- Paid in full and no appointment made— Dorset Council to take an admin fee
and the remainder to go to BCP
The service have determined that this is not an urgent Day 1 issue as they
will simply keep a tally of the amounts due and agree the method to pay
across to BCP. Clarity is required from Finance regarding how this process
will work.
IT Both BCP and Dorset use the same software system and a data extract is
being taken for Christchurch cases and moved across to BCP. They are
however on two different versions of the system. Confirmation is needed
that there are no potential issues with this.
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Annex C: Additional Findings

1. ICT

Title Description

Review Date: Thursday 10 January 2019
Over-arching work area ICT
Reviewee/s: Karen Perrett — ICT Strategic Lead

Findings

Theme/Area Description

Decision Making Decision making — There is potential to make simple decisions more complex
than they need to be e.g. the new DC email address required for each
planning team. The proposal is to give each planning department a team
email i.e. Team 1,2 etc. This decision apparently requires a written proposal
to agree how team names will be allocated and then discussed and
approved before implementation. This appears to be an over-complicated
approval process for a low impact decision.

Contingency Planning There is an issue with Christchurch social care records digital migration to
BCP. The initial plan submitted by BCP Mosaic consultants cannot meet the
Day 1 deadline (currently end April). There are several alternative options
available if it cannot be delivered, however there is no apparent agreement
on which Plan B option will be implemented.

Contingency Planning Cash receipting is flagged as a high priority workstream within the ICT
programme as it involves changes to point of sale infrastructure and
changes to back end finance processes. It is noted that there is no separate
finance specific workstream from an ICT perspective. It is assumed that the
new authority will need a new accounting structure from Day 1.

Contingency Planning There is no specific Day 1 support plan to provide post Day 1 support. No
anticipated issues are foreseen by the Strategic Lead in relation to ICT
support call volumes on Day 1. No provision is therefore being made to put
in additional resources for post Day 1 support i.e. centralised or common
communications or resources for coordination of cross team/cross system
issues.

Programme It is unclear what provision/strategy has been put in place for robust
systems and user acceptance testing of any process and system
infrastructure changes.

Programme Board The decision for generic email addresses was not a decision to be made in
response isolation by ICT — the paper was written recommending a naming convention
and signed off at an SDC Weekly Implementation meeting. The issue regarding
Mosaic has now been resolved with an agreed interim solution, a contingency
and a fall-back plan.

There is an SDC Finance ICT PM in place who is co-ordinating the Finance day 1
requirements and has confirmed all services have been engaged with where
this an impact. The ICT Service Delivery work package is looking at how ICT
support will be provided from Day 1. There will be no change in the way users
currently contact their ICT helpdesks, however shadowing is currently taking
place across the sovereign councils where additional resource has been
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identified as needed for day 1. The Dorset Council ICT Support desk software
has been agreed, subject to Governance ratification, this software will be rolled
out from February onwards and will provide a centralised view of ICT issues.
There are a number of LOB applications that will be converged on Day 1, robust
system and user testing is included in the individual implementation plans. The
main day 1 infrastructure change is being implemented and project managed
by a Microsoft Gold Partner, this project will include user acceptance testing.

Ameo Follow up
Response

The full response is very helpful. Those areas fully addressed have been shaded
and closed down accordingly. Issues which remain are:

- Finance have been referred to as already engaged with services where
they are impacted. However, some of the services spoken to remain
unclear about specific ownership of actions within the end to end
process. More needs to be done by Finance and Service Leads to
discuss the end to end process and agree who is resolving which part of
the process.

- User acceptance testing. This is planned but only for areas changing
systems. Where changes to existing systems are taking place UAT is not
planned. Confirmation will be sought from services whether this
provides sufficient reassurance

Close down or issues
remain?

ISSUES REMAIN
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2. Customer Services/Support — Call Centre

Title Description

Review Date: Wednesday 16 January 2019
Over-arching work area Customer Services — Telephony/call centre
Reviewee/s Emma Parry DCP

Debbie Cliff CED
Gemma Haydock DCC
Sharon Attwater Purbeck DC

Findings

Theme/Area Issue Raised

Customer Access Clarity is required around how the web site uses postcodes to find the right
phone number.

Communications There is a lack of understanding from Service Leads of how call handling is
changing, and a belief in some areas that teams are joining up.

Communications and There is a risk in assuming services have no changes impacting CS, as is the

Programme current assumption (unless the Service Lead has advised)

Communications Consistency of diversion messages as part of the customer greeting, is needed
across all councils.

Communications One standard response is needed regarding the approach to the new Unitary
Authorities.

Programme and There is a risk of Service Leads and their teams not being supportive with

Communication difficult front- end queries. There is a concern that services will regard the CS
delivery as ‘not good enough’ as there will be no converging of teams.
Programme support has been provided very late. There is a need for a clear
message to staff regarding culture and behaviours expected, to support CS in
promoting the new Council. Standard proactive messages and reactive
responses need preparation to be consistent across all CS teams.

Programme Customer Services are often left with issues which don’t appear to fit anywhere
else, e.g. resolution of the out of hours issue. They are currently impacted by
other Service Leads needing help with their own plan, diverting them away
from their own.

Finance Customer requirements are being considered late. It is unclear how cash
payments will be taken and processed. Resolution is needed.

Finance The team is working together with finance on cash receipting now but there is a
lack of clarity over how it will work in practice and who has responsibility for
different tasks in the process.

Programme Board Effective communications including the suggested standard messages are part

response of the implementation plan and work will commence in early February engaging
with communications colleagues to ensure appropriate messages are issued.
Communications are part of the customer access workstream to ensure
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messages will be delivered to the wider workforce where required. Corporate
board has recently been restructured and additional resource allocated to
support a number of the issues identified in this review.

Ameo Follow up
Response

The full response is very helpful. Those areas fully addressed have been shaded
and closed down accordingly. More also needs to be done to communicate with
services regarding what is being done centrally to help them, to prevent them
‘doing their own thing’.

Close down or issues
remain?

ISSUES REMAIN

Version 0.05 — February 2019

36




3. Customer Access - Web

Title Description

Review Date: Wednesday 16 January 2019
Over-arching work area Customer Access
Reviewee/s: Laura Hall D4U
Findings
Theme/Area Description
Customer Access Some services have still not completed the web survey so D4U are unaware

of what work needs doing.

Customer Access Small to medium services have had to tell D4U what web changes they want
—there is a risk that some services may not have done so, or not accurately
identified the areas for change.

Customer Support There is a lack of clarity over how residents find the right phone number —
would they have to put their postcode in? D4U doesn’t understand the plan
from customer services regarding this.

Communications There is a concern that a lack of understanding of digital functions and
processes could cause wrong decisions and lack of questioning.
Communications need to be improved so that everyone understands terms
used, and decisions required.

Communications and There is confusion amongst some staff regarding what functions are

Programme IT/web/communications and are therefore not contacting the appropriate
colleagues.

Programme Some services do not have web pages - these should be noted for

Transformation.

Programme Work is split into Dec/Jan/Feb/Mar and allocated according to which service
asks first. There is a risk that services who are struggling or unsure about
web changes will delay work required and have resource implications for the
D4U team, putting further pressure on nearer Day 1.

Programme There is concern regarding some contractors not agreeing to update
branding until their contract renewal date.

Programme There is a lack of clarity over future decision making from Day 1 as currently
there is a D4U board that is expected to be removed.

Decision Making There is expectation that Service Leads will talk to third party providers
regarding web links and liaise with ICT themselves — confirmation is needed
for all Service Leads that they should be doing this.

Decision Making A decision is still to be made regarding the lead in time for the old web
address — a year is preferred by D4U but it is unclear when this decision will
be made, and it has dependencies and high impact to other workstreams.
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Decision Making The domain name protocol has still not been determined or communicated.
Further consideration is needed that if the proposal is to include numbers,
e.g. Planning Team 1, how clear this is when verbally providing the details (1
or one).

IT and Customer Access There is a lack of clarity regarding the process of look up if the customer
doesn’t know their postcode.

Programme Board Some work has taken place to transfer content and resolve some of the
response issues raised. The project manager is meeting with work stream leads to
bring forward decision records to the Corporate Board regarding some of
the issues identified.

The process for the website is that business services are the owners of
their service pages and are the allocated web editors in each business area
they are responsible for updating their contact and/or informing the D4U
team of any changes required. This remains the same process for the
Shaping Dorset Council programme. All co-ordinators and web editors have
been advised of this process.

Web pages have been reviewed by the D4U team and the web editors (and
any other required business decision makers) through the process of
“Discovery sessions” focused around the customer journey through the
website. Based on information identified through these, or if the service
areas were not yet ready to confirm their requirements, they were
prioritised into 3 tranches for development. The Project team are currently
mid-way through the second tranche as well as confirming the
requirements with services for the final tranche and are on track for
completion.

In relation to the third-party applications and any updates required, these
are the responsibility of the services which has been communicated during
the discovery sessions. The PM will initiate an assurance piece of work with
the other programme areas to ensure this has been picked up as part of
the service plans where required.

Information updates on the processes within the website and updates on
progress are being planned by the team which will hopefully resolve some
of the lack of understanding reported. Decisions that are due are also
currently being drafted and will be fed to the relevant governance points.

Ameo Follow up It is encouraging that significant further work is being planned to resolve
Response the findings. On the face of it these actions appear to work towards
resolution of some of the issues. However there remains reassurance
needed from actions taken, that appropriate work is done.

Close down or findings ISSUES REMAIN

remain?
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4. Finance — Payment Processing

Title Description

Review Date: Wednesday 16 January 2019
Over-arching work area Finance Project Managers
Reviewee/s: Jason Pengelly/Rosie Dilke
Findings
Theme/Area Description
Customer Support and If a location does not currently take cash from customers and there is no
Finance finance officer based there, the Customer Service (CS) Lead needs to decide

if they will take cash or not if asked. Whilst Finance are clear that this is a
decision for the CS Lead, there is a lack of clarity from both areas regarding
ownership of the end to end customer journey/process.

Customer Support When the customer asks to pay by card face to face— if the office already
provide that, it remains the same. If not, they will be unable to do so from Day
1. Whilst Finance are clear that rebranding will be needed by the CS lead, there
is a lack of clarity from both areas regarding ownership of the end to end
customer journey/process.

Communications Capita are the cash receipting delivery company. Feeds from the systems are
not daily, some are weekly and monthly so payments will not appear until later
in April. Finance have a list of those who need to know about the changes. It is
unclear where this list has originated and will need validation to ensure all
relevant Service Leads are contacted.

Programme With reference to payments on line, Finance are liaising with D4U to show a
seamless process. This interfaces with the cash receipting process. There is a
risk that the end to end processes have not been checked to ensure they deliver
the required outcomes. Processes such as PCN payments and planning
applications would be appropriate examples to check. It is unclear whether any
testing has been planned.

Policies and Processes With reference to cash payments, if customers can currently go to a location
and pay cash, then they can continue to do so in the same way. The officer
logging the payment will still see the same process. Service Leads will though
need to re brand receipts if they give them, and any other related items (e.g.
chip and pin machines, receipts). Whilst Finance are clear that rebranding will
be needed by the CS lead, there is a lack of clarity from both areas regarding
ownership of the end to end customer journey/process.

Policies and Processes If a customer takes cash to the ‘wrong’ building due to teams relocating, the
and Finance front facing member of staff can still take the cash (rather than send the
customer somewhere else) The process required is that they pass it to the
finance officer in the back office. The CS Lead will need to prepare templates to
record all customer details, reference numbers etc and pass this to the finance
person. Whilst Finance are clear the CS lead is responsible for this, there is a
lack of clarity from both areas regarding ownership of the end to end customer
journey/process. The Finance Officers group has sponsors and it is their
responsibility to tell each of their finance teams of this new role. It is unclear
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whether this has been done. There is a risk that this has not been done, due to
the lack of end to end process discussions.

Policies and Processes Service Leads have often referred to Finance related issues all being dealt with
by Finance, and as a result have not taken responsibility. Finance confirm they
have confirmed this to Service Leads. There is a risk that Service Leads
therefore don’t think they need to take action on any finance related processes.
Issues regarding branding and checking functionality of end to end payment
processes may not therefore have been followed up.

Finance Implementing a cash receipting system in 3-4 months is a concern due to the
short timescale involved. A test system is being used by Capita and they have
full confidence in delivery — it is unclear how this has been evidenced.

Programme Board Finance workstream are confident in the plan and the ability to test and deliver
response within the timescales set out. Meetings with key stakeholders have taken place
since the assurance work and they now have clarity. Generic comms to cover
the end to end processing piece and what will change from day 1 are due out
w/c 28/01/19 covering accounts payable, cash receipting, and accounting.
There will also be further detailed cash receipting comms which will be going
out w/c 28/01/19. The issue regarding cash payments at front of house has also
been resolved since the report was produced.

Ameo Follow up It is encouraging that finance workstreams are confident in planning and
Response delivery. However most of the issues raised are around the confidence of the
service leads and clarity for them regarding how processes work in practice.
Follow up will be needed with Services to confirm this. General view is that
more has been picked up, training is starting. Focus though is far more on
internal working and less on customer services — leaving them more
responsibility to pick up their own issues.

Close down or issues ISSUES REMAIN

remain?
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