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For ewor d

Cllr Spencekbe&dloeweof t he Counci

Data is one of our most valuable assets as a council and helps to inform how we best
deliver our services to meet the needs of our communities.

Over the next five years we want to make even better use of data and insight as we
continue to deliver our ambitious Council Plan and ten council commitments. We will
proactively seek data and business intelligence that can help with decision making and
ensure we continue to be transparent in how we use, keep and store data.

This strategy puts down the foundations for a data-first approach across the council and
our future data and information aspirations.

it will ensure data is embedded in everything we do to improve the outcomes for people
in Dorset.

Mat t PrCihhs £dr Executi ve of Dor set

This strategy sets out our approach to become a data-led organisation over the next five
years. It recognises that data and business inteligence needs to be at the core of our
decision making, using good quality, relevant and timely information to inform and improve
the services we provide to our residents.

It recognises the need to remove barriers where we can, making data accessible to all
those that need it while aiding better collaboration across the council. It will become part
of the <counci éaday piattiées sowd can al york more effectively and
efficiently.

Equally, it highlights how we will work with our public sector partners to ensure we share
evidence and insight to improve, plan and ultimately shape the services we provide.



Executive Summary
1

The Data and Business Inteligence B) st r at egy establ i shes

to place the use of data and intelligence at the core of decision-making and policy
development.

Our vision isto become a data driven, intelligent council. To evolve into a proactive
data driven organisation, enabling successful delivery of the Council Plan, and
improving outcomes for the people of Dorset.

The strategy outlines the foundations needed to enhance our forecasting, reporting
and analysis in support of evidence-based and data-driven decision making.
Ultimately this will improve the efficiency of our services, the quality of outputs and
improve outcomes for the people of Dorset.

This is a 5-year strategy and accepts that over this period technology will change
and evolve, shi fting the émmew oppdrunitel ®
use our data in new innovative ways.

A series of workshops were completed with colleagues from across the council, our
partners in the Integrated Care Service (ICS), and via an Elected Member joint
Overview Committee workshop.

The workshops identified 8 key missions and themes covered by this strategy:

Data Culture and Mindset 1 valuing data as a key asset

Data Quality i improving data quality

Technical Requirements & Infrastructure T ensure we have appropriate technology
and infrastructure

Business Intelligence and Data i develop and invest in business intelligence and
data science

Skills and Leartningi devel op our peopleds data s
Data Governance i establish clear governance to manage, utilise and care for our
data

Business Inteligence and Data Science - we will develop and invest in our data
science capabilities

Data Ethics - we will consider the whole picture to justify and determine the
collection, use and impact of data
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Why we need a Data and Busines

Dorset Council was formed in April 2019, as part of Local Government Reorganisation
and brought together 6 councils into one new Unitary Council. The recently refreshed
over-arching Council Plan outlines five strategic priorities:

1. Protecting our natural environment, climate, and ecology
2. Creating stronger, healthier communities

3. Creating sustainable development and housing

4. Driving economic prosperity

5. Becoming a more responsive, customer focused council

These priorities are supported by a clear delivery plan towards making Dorset a great
place to live, work and visit. The Data and Bl strategy is positioned in support of all of the
above five themes. Making good use of data will underpin delivery of all aspects of the
wi der council 6s objectives and hence il

s | n-

ustrat

success against the wider council s objective

has a comprehensive transformation programme to improve services for residents. This
specifically references the need for Dorset Council to implement an inteligence and data-
driven approach and the informed wuse of
ambitious transformation plans. These include:

1 Being more commercial T Modernising the way we operate to ensure we are
business friendly, to behave in a more business-like way and commission as one
council.

1 Putting our customers first T Working together to design and deliver modern,
accessible services to our customers.

1 Delivering climate and ecological priorities i Ensuring our change programme
delivers in line with our climate and ecological strategy.

1 Making the best use of our assets and leading economic growth i Reviewing the
council buildings and properties to ensure best use and value of assets and help
drive prosperity whilst adopting a focus on places and spaces.

1 Implementing a digital, intelligent, data led approach i Using our data to help us
predict demand and improve our prevention agenda.

1 Working with the Integrated Care System i Working with partners to transform our
care services by removing traditional divisions between services, and ensure
people and communities get the support and care that they need.

This Data and Bl strategy establishe s t he counci |l 6s ambi ti o
inteligence at the core of decision-making and policy development. This strategy

dat a



compliments, but does not seek to subsume, various other key areas of work currently

being undertaken. It recognises and complements the important and evolving work being
undertaken to enhance the council 0s approach
Information Governance (IG). These areas are central to realising various aspects

referred to by this data strategy, particularly in relation to effective governance, quality,

and life cycle management of the information we hold. Other areas include ICT and the

systems needed to support our data-driven approach; Bl & Performance as the central

service for the provision of inteligence and insight; and the evolving Customer Strategy

whi ch aims to use data to i mprove our customer
the council 6s di gi t alcouncilisadmital place, plittiegcpeapleanéd 6 di g i
their needs first using design and modern tec
it sits alongside the broader and evolving ICS data strategy. At various points the strategy

will allude to these important areas, but where our focus is on becoming a data-driven and

intelligent council. These key areas of the council will all use and refer to data in

different ways, viewing data via different lenses.

The strategy will outline the foundations needed to enhance our forecasting, reporting and
analysis in support of evidence-based and data-driven decision making. Ultimately this
will improve the efficiency of our services, the quality of outputs and improve outcomes
for the people of Dorset. As an ambitious council, we recognise the huge potential that
better use of our data holds for identification of new opportunities and service
improvements both in terms of delivery and value for money. It is anticipated that all future
Dorset council strategies will reference where and how they are able to support the data-
driven ambition outlined in this data and Bl strategy.

The COVID-19 pandemic has been a major disrupter and challenge in all our lives. For
Dorset Council it provided a compelling opportunity to realise the power of our data and
how joining-up and sharing data with our partners could realise tangible and meaningful
benefits. Data helped us to inform our response to the pandemic and ensured the
necessary support for those in need. We used technology to share data with partners
organisations, acting as a joined-up system to help those in need. This included significant
partnership working across Health and the Voluntary and Community Sector, using data
to aid our most vulnerable residents.

6l n the wa-X9¢elocabgover@mentiordanisations have a huge opportunity

to supercharge their services by hahenessin
course of the pandemic, one thing that has become increasingly clearis that when

councilsare able to leverage user data, they can make better services that respond

to the needs of those users.oé6 (Glen Qcsk-,

Aswemove into the Onew normald we should not
pandemic to improve our use of data and intelligence to effectively deliver against our
council plan priorities. This strategy captures the momentum post-Covi d of -t he 6



normal, Barnessing a desire to build on these foundations and realising our ambition of
beingadata-dr i ven o6intelligentd counci |, usi ng
outcomes.

Looking ahead we must strengthen our intelligence and foresight to navigate further major
challenges that could impact our operations and our communities, from an ageing
demographic to climate change. Over the next three decades we will need to act rapidly
on climate, nature, and adaptation. Stewarding our operations and Dorset to cleaner,
greener systems for how we power, heat, feed, house and transport ourselves, including
seizing the health and economic opportunities it could deliver, will need to put data at its
heart.

Dorset Council is part of an Integrated Care System (ICS) and has recently become a
founder member of the new Dorset Data and Analytics Centre of Excellence (DACOE)
reflecting its role in the wider system towards using data and analytics to improve
outcomes for people in Dorset.

Through a series of discussion and workshops with people from across the organisation,
and with colleagues in Public Health and our wider Integrated Care System (ICS) partners,
we have identified that we would like our council to be a place where we:

9 value our data as a key asset

9 take pride in the quality of our data, and take responsibility to ensure it is accurate,
complete, consistent, valid, unique, and relevant i particularly when entering data
into systems

1 strive towards near real time data wherever possible to aid decision-making

1 develop and invest in our Bl and data science capabilities to bring data together,
enabling new insights to challenge existing ways of working, inform decisions,
inform policy and improve outcomes

1 make increased use of advanced data techniques such as artificial intelligence,

machine learning and data mining to maximise the power of insights derived from

our data

enable and make use of quality data from external sources

invest in our technology and infrastructure to enable enhanced data insights and

increase our ability to derive value from big data

enhance automation of operational reporting and focus increasingly on Bl

procure interoperable systems which allow data to be linked, allowing deeper

insights to be derived from our data

1 provide data in easy to use, accessible reports and dashboards through
establishing a cloud-based data warehouse and using a common platform
(PowerBI)

1 provide training to users on how to get the most from PowerBIl reports and
dashboards

E |
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1 democratise our data and provide open access to our data wherever practicable

and appropriate

develop our internal organisational data skills and knowledge

ensure we use our data ethically and

1 make sure our data are secure and access to sensitive information is controlled via
user permissions and appropriate governance, including for dashboards and
reports

1 have clear frameworks in place to manage, utilise and care for our data throughout
its lifecycle, including for its disposal and archiving where appropriate

1 understand the provenance of our data, adopting the principle of using master data
sets rather than duplication

1 where appropriate share our data internally where this enables us to deliver better
services and outcomes for the people of Dorset

1 work with our partners to share data across systems where this enables us to
deliver better outcomes and it is appropriate to do so, including supporting the
delivery of the Integrated Care Partnership Strategy

1 provide open access to data wherever this is both possible and appropriate,
allowing our communities to use this for furthering community outcomes

= =4

This is a 5-year strategy and accepts that over this period technology will change and

respe

evol ve, shifting G hand aagrewoppoguhites tpusesauriddtd e

in new innovative ways. The strategy therefore provides the foundations for understanding
and using our data which can be further developed during future iterations.

What do we mean by Data?

Data is a wide-ranging term which can encompass a range of things from numbers
inputted into a computer system, to visual or audio data, or paper-based. Data is all around
us but requires context and processing to become meaningful/useful. For the purposes of
this strategy, data will be understood in the following terms:

0ln the most general sense, data refers t

processed, con \techtermsicdnyr mati ono.
And

0 é f aar husnbers, collected to be examined and considered and used to help
wi t h maki n dCambgidge Bidtiomarys 0
Data is treated as distinct from information, where information in this context is akin to the
Bl outputs realised from the data.

0 | n f tiom isnsmmething that provides the answer to a question of some kind or
resolves uncertainty. It is linked closely to data and knowledge, which is why the
terms can often {mecomoaddedemphdsisp (del t a

(0]


https://techterms.com/definition/data

And

6Data that has dge mformapon @wanebe amwt facts, things,
concepts, or anything relevant to the topic concerned. It may provide answers to
guestions l i ke wh o, whi ¢ h, wh e n,
(Cambridgeinternational.org)

The strategy therefore considers the linked but distinct areas of data and Bl 1 the move
from the raw, unprocessed through to the informed, ordered intelligence used for decision-
making in a data-driven, intelligent organisation.

(Rahbek, A.S, 2022 - Workplace Insights i How To Benefit From Workplace Analytics (askcody.com))

In doing so itoutlines the foundation areas for delivering a data-driven approach for Dorset
Council.

Data is all around us and we use it every day and can be either quantitative (e.g. how
much/how many), qualitative (e.g. customer feedback/experience), or visual (such as
spatial data in maps). Data can also be structured or unstructured and the type of data
will have a significant bearing onits use, storage and analysis. Structured data comprises
of values held in a table or relational database which canthen be subjected to quantitative
analysis. Examples could include election results, temperature measurements, financial
transactions.

6data that can fit squarely into a tabl

an observation, every column a variable, and the cells at the intersection of rows
and columns contain values. Consequently, the entire database or parts of it can
be subject to quantitative anal ysis. o

By contrast, unstructured data can be messy and eclectic taking various forms such as
text, audio, or video. Examples could include the content of a speech or a blog. To analyse
this information, a structure must be imposed.

6Because of the messy and eclectic
investigate them with conventional statistical method s woul d oft en
analyse such unruly data in a quantitative way, one needs to impose a structure

natur e


https://www.askcody.com/blog/workplace-insights-how-to-benefit-from-your-workplace-data

upon them by coding selected data points as observations and variablesd that is,
rows and columns. 6 (Grossman J. & Pedahzur

Data needs to be o6 processedd f-makinguRie strategy isl theceforei o n
concerned with the transformation of data i nt:
analysed or used in decision-making.

What is Business Inteligence and Data Science

Business Intelligence takes our raw data and helps us to understand the story within. It

does this by combining data and presenting itin a logical and clear way. Once processed,

data can be visualised and then i nterptheted i
point we can derive useful, actionable insight/intelligence.
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PRESENTED EXPLAINED ACTIONABLE
VISUALLY WITH A STORY (USEFUL)

(Rahbek, A.S, 2022 - Workplace Insights i How To Benefit From Workplace Analytics (askcody.com))

Bl enables us to make informed decisions, enabling us to deliver more efficient services
with better outcomes. This is something which Dorset council has already started to
develop and deliver. Data Science takes a step forward in the level and depth of analysis
allowing for the creation of data models to test hypothesis and for predictive analytics.

0Business Intelligence ( BIl-focusedpocedsed, lout sci en
there are some key differences between the two. In general, business intelligence
focuses on analysing past events, whil e dat

(CFIT Corporate Finance Institute)

Data science can make a real difference, allowing us to better understand future needs
and to prepare for the needs of tomorrow. We can use Bl and data science to learn from
the data we hold to predict what might happen in the future.


https://www.askcody.com/blog/workplace-insights-how-to-benefit-from-your-workplace-data

Value f How can we
make it happen?

What will o
happen? Prescriptive

Analytics

Why did .
it happen? Predictive

Analytics

Diagnostic
Analytics

Descriptive
Analytics

Insight Foresight
Difficulty

(Gartner, 2019)

This strategy is aligned with the themes of the Council Plan and positions data and Bl as
enablers to deliver the council és priorities
document.



The VI si on

Our vision is to become a data driven, intelligent council.

To evolve into a proactive data driven organisation, enabling successful delivery of the
Council Plan, and improving outcomes for the people of Dorset.

Where we are today

Changes to the way we work are already happening across the organisation, including

the promotion and early development of Bl. Significant work has been completed since

2019 with the devel opment of the <councilébés p
extensive new performance dashboards provided by the central Bl & Performance

Service. However, to date the primary focus has been on:

(1) ensuring backwards-looking transparent performance reporting, including compliance
with national statutory performance reporting requirements

(2) providing operational management reporting via interactive dashboards

This has led to a significant increase in the use of interactive reports and dashboards with
an associated roll-out of the MS PowerBI platform, and whilst this represents a significant
step forward in the councilds use of data, the
more. This includes investment in how we store, access, and use our data alongside
investments in data science and predictive modelling to drive our decision-making. For
example, the council currently has a data warehouse which resides on-premises.
However, the current data warehouse will continue to grow as we increase our use of
data, and therefore being on premise may no longer be fit for purpose. Consideration will
be given to transform our platform and move towards a cloud hosted environment,
considering the costs associated with both the setup, ongoing storage, running costs, and
predicted growth.

We recognise there are several building blocks to put in place to become truly data driven,

and this strategy recognises the importance of taking the organisationona &6 j our ney 6
towards this end. The Local Government Association (LGA) is encouraging local

authorities to make better use of data to:

9 design services around user needs

engage and empower citizens to build their communities

drive efficiencies and public service transformation

promote economic and social growth through the innovative use of data
be transparent and publicly accountable

= =4 -4 -4
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Improving our use of data and BI will allow us to become increasingly proactive in
delivering better outcomes and services for the people of Dorset whilst delivering value
for money and a more sustainable impact on our environment.

As a council we operate in a challenging financial climate and are still counting the
financial costs of the recent covid-19 pandemic. This is set against a background of a 60%
decrease in Government funding for councils across the county since 2010 and the current
cost of living challenge, including inflation running at a 40 year high.

Dorset has significantly more older people than many other areas of the country: 29% are
aged over 65 compared to 19% in England and 12% in London. Even prior to the
pandemic, demand for our services was rising, with people living longer with complex
health needs. Nearly two thirds of council spending is on social care, including supporting
vulnerable children at risk of neglect or abuse, disabled children and adults, and older
people with significant, complex care needs. We are also seeing growing numbers of
children with special educational needs and disabilities (SEND).

| n relation to our cli mat e, whi | st t he Counci
need

2019 and Dorsetbdés by around a fenstireé & net zeve
nature positive and resilient Dorset. Understanding of things like why and where we need
energy, where we might need to charge vehicles, or where we could best create and
enhance habitats will be critical to plan our trajectory. Assuring o ur sel ves

track will require boosting our understanding of our emissions (including from what we
buy) and the extent and condition of our

Improved use of data and Bl can help us to better meet some of these challenges.

0The use of data plays an increasing
public services to improve outcomes and drive efficiencies within current financial
constr@prnt s. O

Data can be used to model the impacts of decisions and provide predictions for outcomes.
For example, collaborative data sharing with the wider ICS to support population health
management can help direct early interventions and support to alleviate future pressures
on the system. Additionally, data and intelligence can be used to demonstrate evidence
to support funding bids and lobbying for fairer funding.

The council is already making use of data science and predictive analysis to help with the
current cost of living challenge. A cost of living working group has been convened under
the #DorsetTogether umbrella and has brought together colleagues from across the
council and our strategic partners from the voluntary and community sector to work
together on this issue. This includes organisations such as Age UK, Citizens Advice and
Help and Kindness. We have used predictive modelling to understand the impact of the
cost-of-living challenge on Dorset households, including using powerful mapping
technology to understand where we have areas of the county suffering difficulty i or which

12
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areas are likely to experience issues over coming months and years. The model accounts
for the latest economic forecasts and includes central Government mitigation. The data
has been incorporated into a PowerBl report to provide an innovative and visually
impactful tool enabling the working group to consider different scenarios, including where
to target resources and services to help minimise the impact on Dorset residents. The
model has attracted significant interest from other councils and been showcased at
various national forums. This is an example of the type of activity which will be further
enabled by this strategy.

In addition, through our 5G Rural Dorset test bed and trial programme we have
demonstrated the benefit of smart sensors; as the use of sensors matures and is more
widely adopted, the data captured will have the power to influence how we design places
and create new ways of delivering services.

0Smart cities and | nt er n e tinedafawth hkechnoipgy
to improve

the functionality of places... The data created by these devices i physical objects
equipped with sensors and network connectivity I can be used to make tasks more
efficient, such as traffic management, water or air quality monitoring, and the

(IoT)

operation of infrastr uedogvke such as street

All of the above represent an exciting opportunity for Dorset and rely on our use of data.

Data Maturity

To establish a baseline for how and at what level of complexity data is used at Dorset
council, a data maturity assessment was completed.

6Dat a ma traefer to the/ readimens of a local authority to take on data work

of different | evels of complexityd (Symons

In 2022, two data maturity surveys were conducted, based on the NESTA LGA Wise
Council Data Maturity Model. The first survey was directed to 800 managers in the
organisation as representative of a group of key organisational decision makers. This
survey covered several areas including:

1 Data Management

1 Data Openness and Governance
1 Data Use

9 Data Skills

A score was generated based on the respondent

the level of data maturity. An overall level of data maturity across the council was then

calcul ated. A second survey in the *btafrTims of a

provided some broader insight into how individuals felt about using data in their area of

13


https://www.local.gov.uk/sites/default/files/documents/research-paper-datavores--d1a.pdf

the organisation. Both surveys showed similar outcomes and assessed the Council as
positioned between an intermediate and advanced level of maturity, concluding we are a

6Data Awared organisation. t he

with our use and understanding of data.

However ,

The approach had a number of limitations, not least that it is possible that generally those
who perceive themselves as more confident in their use of data completed the survey,
contributing to an overly confident assessment of maturity. We will periodically re-run the
assessment as the strategy is rolled-out and anticipate that greater accuracy in self-
assessment will be achieved as we mature the data culture of the organisation. We will
also seek to engage as broad a span of employees as possible. However, this has
provided some useful initial insight and a baseline.

This Data and Bl strategy is also concerned with moving the data aspects along the digital
maturity curve below towards stages 3 and 4 in the Dorset council Digital Vision. (Dorset
Council Digital Vision 2020, Pg 7)

Modern Council

Improving Council

Traditional Council

.Stageo—
Largely paper
based, siloed,
traditional
communication

Transforming
Council
Transforming
Services Stage 4 — The council
is a great place to
Stage 3 — The work, we're creative .
customer experience and innovative. We People, design and

Stage 1— Working
smarter, improving
processes and
digital skills, some
services online,
modern technology
used

Stage 2 — People are
connected and
confident using online
services. People and
partners are involved
in the design of
services. We work
where we need to.
Data supports better
decision making and
early intervention

14

is excellent,
consistentand
designed around the
customer. Democratic
engagement is
improved. Processes
are automated. We
use and share data to
deliver integrated,
intelligent, predictive
services and better
outcomes

try things and
deliver quickly. we
shape and not just
react to demand. We
help people to help
themselves. We
design solutions with
people to meet
needs in the Digital
Age

data are at the
heart of what we
do-wearea
digital council in a
digital place

resul
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Stage 0 - Traditional Council

Stage 1 - Improving Council

Stage2-T f Services

Stage 3 - Ti f g Council

Stage 4 - Digital Council

Customer view

Feels old fashioned to deal with,
old icati hods at

Becomes easier and faster to deal
\with the council, can do more
online including making payments,
and make contact at times and
using hods that better suit

set times, online services difficult
and/or fustrating to use.

needs. Still accessing services
largely in ways di d by council.

People have access, the trust and
skills, to access their record and use
services online which are easy to
access and are so good that people
prefer to use them. People are

digital offer.

Easier to engage in local democratic
processes. Information already
supplied to the council for a
different service can be re-used for

+ I

[involved in the design of services and

. People are pi ively
alerted to other services that may
be of interest. Consistent services
are received no matter the channel
used and person dealing with.

People are dealing with a
modern organisation that
facilitates and co-produces
solutions. The council works
'with me and whoever it needs,
to design solutions that meet my
needs and responds to our local
community priorities.

|1 am able to happily live
independently and make the
most of opportunities.

Employee view

Processes slow & inefficient, lots
of paper, silo working, using old

Modern technology available with
good support to enable flexible
and mobile working, data is

More channels are being used to

Processes are paperless,

The council is a great place to
work. Ideas are tried out,
learning from failures shared,
and continuous improvement of
services takes place. We really

starting to be used to und d

with ct

d, and designed around

d our and

customer needs better, processes
are being improved and made
electronic making people more
productive. Digital skills are

reduce demand, and processes are
less labour intensive. People are
working where best and reducing
travel. Data is being used to target

customer needs. Systems are
integrated and updates provided to
lly. Datais

get great feedback. We have
digital leaders across the
at all levels and

joined up to provide deep insight

operate in a digital way

hnol. not fe d on the idered as part of learning and |resources, intervene earlier and on citizens and is integral to service |understanding the benefits of
, desk based king. |devel support better d making. planning and delivery. that.
Partners & C ities feel emp d
Community view and supported. Our partners

Partnership working weak or
ineffective.

Engagement beyond formal
consultation, tools available to
collaborate with the council.

Information is shared to support
better care and improved

Data is shared and joined up to
deliver, integrated, intelligent and
predicitive services. Data is open
to communities to use and support

feel we work alongside them to
design solutions. Organisations
and agencies work as a whole
system to prevent demand and
deliver the best outcomes for
Dorset.
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Our Approach

A series of workshops have been completed with colleagues from across all four council
directorates, our partners in the ICS, and via an Elected Member joint Overview
Committee workshop. A presentation and engagement session was also completed with
trade unions as part of gaining feedback on the draft strategy. These workshops have
identified 8 key themes and missions covered by the strategy. These include:

Data culture and mindset

Skills and learning

Data quality

Data governance

Technical requirements and infrastructure
Data security

Business intelligence and data science
Data ethics

ONOoOGOAWNE

Each theme has an associated mission. The below diagram illustrates how the strategy
acts to support the council plan.

The following sections outline the details in each of these 8 missions and the desired

out comes. This is the o6what 06 -lewed actoo pldndsits| i ke
alongside this strategy and wil|l det ai | 6hov
therefore details the five-year strategic intentions for Dorset council with respect to

becoming an intelligent data-driven organisation. The action plan will continue to be

developed as the delivery of each of these themes is taken forward. At this stage high-

level actions are provided.
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