
 

 

  

 

 

 

 

 

 
 
 

 
 
 
 
 
 

Following review by EMT on 8 March 2016, Leadership endorsed the Business Case for 
delivery of the Resident First Programme.  The programme has been designed to deliver 
the Council approved co-operative customer strategy to embed the Council’s co-operative 
approach with residents and services.  ‘Resident First’ means that residents will 
increasingly be expected to self-serve and self-solve first before interacting with Oldham 
Council.  It also means that we commit to considering the needs of residents first in the 
way that we deliver Council services. 
 

The programme has been designed to support Council directorates to transform the way 
they interact with residents and service users, including improvements to processes and 
supporting technology.  The programme is also designed to support directorates in 
developing and using data and intelligence on customers and demand to drive continual 
improvement.   
 

The programme is centred on transforming the experience of residents as part of our co-
operative ambition and is keen to capture the voice of residents and staff.   
 
Executive Summary 
 

This paper provides an overview of the Resident First Programme to Overview and 
Scrutiny Board including an overview of: 

 

 the background to the programme including programme objectives and benefits; 

 programme approach, including methodology, business change, and benefits 
management; 

 programme scope; 

 programme governance, including roles and responsibilities and risk and 

 financial management. 
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Purpose of the Report 
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Recommendations 
 

Comments and feedback are invited on the programme approach.  Feedback on Member 
engagement is also sought.   Please see section six.



 

 

Resident First Programme Overview  
 
1 Background 
 

1.1 In 2013 Oldham Council initiated its Customer Services Transformation (CST) 
Programme.  This programme migrated some key services into the Council’s 
Contact Centre, bringing consistency of approach and a clear central access channel 
for residents.  Alongside this, the programme also developed and launched a digital 
customer account portal called My Account through the Oldham Council website. My 
Account enables residents to apply for housing benefit and check and pay for 
Council Tax online.  In addition to these benefits, the programme delivered £209,000 
annually recurring savings to Council budgets. 
 

1.2 Oldham Council’s Member Steering Board for Customer Services and the Executive 
Management Team (EMT) endorsed the closure of the CST Programme in October 
2015.  
 

1.3 To further build on our co-operative ambition and in order to deliver the Council’s co-
operative customer strategy (2015), the Business Case for the Resident First 
programme was developed in the following period.  

 

1.4 The Resident First programme has been designed to embed the Council’s co-
operative approach with both residents and services.  We want to ensure that it’s 
easier for residents to access Council services and to serve themselves where this is 
the right thing to do. We will deliver this through the programme methodology. The 
methodology has been developed with a rounded approach to service redesign that 
also reflects our co-operative approach including our values and behaviours. This 
will result in a transformed end-to-end customer journey, aligned with the Council’s 
co-operative customer strategy and reducing the cost of transactions. By providing 
self-serve and self-solve as the primary access channels, we will increase our 
efficiency and make best use of the resources we have remaining on serving more 
complex cases or residents that require more support. By ensuring a strategic 
approach to data and intelligence in the way that we redesign services, we will 
enable the organisation to better understand why issues happen (root causes). We 
will use this information to make sure that the changes we make have a positive 
impact.  
 

1.5 This Business Case that defines the Resident First programme of works, key 
deliverables and associated costs and benefits was endorsed by EMT on 8 March 
2016 and by Leadership on 21 March 2016. The Business Case was developed 
following a period of investigating current ways of working and exploring 
opportunities for change. Thirty services across the Council were engaged with and 
a set of common themes identified. These are outlined in figure 1. 

 

Figure 1 – Common Themes identified across services 
 

Issue Defined  Impact of the Issue  

  Residents have unclear expectations 
of what will happen next 

Meaning that residents chase issues on 
multiple occasions   

A mix of access channels are in place 
and residents are unclear which to use 
to get a response 

Results in multiple channels being used 
to chase issues 

Inconsistent quality and timelines of Causing inconsistent experiences and 
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responses across services and access 
channels 

dissatisfaction 

Repeat contact is needed to resolve 
issues 

Meaning that residents chase issues on 
multiple occasions   

No common record of interactions Makes it difficult to provide accurate 
updates leading to resident chasing 
issues 

Self-service is not widely available 
across services 

Means that more expensive channels 
are utilised and access limited to Council 
opening hours 

 

1.6 These common issues presented an opportunity to change and release benefits for 
both residents and the Council.  These are summarised in figure 2 and have been 
linked to specific programme benefits outlined in figure 3. 
 

Figure 2 – Opportunity for change  
 

Opportunity  Resultant Benefit/ Outcome 

  Residents’ expectations are better 
managed 

Resulting in improved satisfaction with 
services 

Clear primary and secondary channels 
where appropriate 

Resulting in residents being clearer how 
to contact us – improved satisfaction/ 
reputation 

Consistency of experience across re-
designed channels 

Resulting in better expectation 
management and improved 
satisfaction/reputation 

Self-tracking is available Residents feel informed and therefore 
reduced contact and improved 
satisfaction/reputation 

Emerging view of interactions Helps the Council provide a more joined 
up and holistic approach to provide 
support 

Unnecessary contact avoided / failure 
demand reduced 

Improved satisfaction/reputation and 
lower cost of transactions / service 
delivery 

Self Help approach including self-
service 

Allowing residents to interact at a time 
and place that suits them resulting in 
improved satisfaction/ reputation 

 

1.7 As a result of learning from other Council programmes, the methodology also 
incorporates an emphasis on benefits management. This will keep a focus on 
tracking the benefits throughout the duration of each project. Each project will define 
which programme benefits it will contribute to and how they will be tracked and 
delivered. The Programme Benefits are outlined in figure 3. 
 

Figure 3 – Programme Benefits  
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1.8 Ensuring that our teams are ready to receive changes and new ways of working as a 
result of Resident First is critical to success. To support effective business change, a 
framework has been developed comprising of the following products: 

 Change Readiness Assessment Guidelines 

 A Process Impact Assessment 

 A Business Readiness Assessment 

 A Business Change Plan 
 

1.9 Complementing the products listed above, a communications plan is developed per 
project, aligned with the overall programme communications plan.  This informs 
residents of the changes to accessing services and ensures all key stakeholders 
internally and externally (partners, voluntary organisations and others related to the 
process / service) are identified, engaged, and informed at the appropriate times. 
Different needs and behavioural insight will be considered including those who are 
harder and easier to reach to encourage and exploit the shift to self-help and self-
serve. The District Teams will play a key role in working alongside the programme 
team to engage with and inform members of changes to the way services are 
accessed.   
 

2 Programme Approach  
 

2.1 The Programme has been developed using best practice methodology with respect 
to project (PRINCE2) and programme management (MSP) in addition to be being 
focussed on the Councils values and behaviours.  A summary of each of the four 
stages of the methodology; understand, design, build and deliver is outlined below, 
the breadth of each stage is illustrated in figure 4. Each stage delivers a 
comprehensive summary pack evidencing the findings and recommendations 
arising.  
 

Understand – assesses current state across people, process, technology, and data/ 
management intelligence (MI). This culminates in a rounded ‘as-is’ understanding. 
Incorporates problem definition, root cause understanding, and benefit baselining. 
 

Design – designs the new state across people, process, technology and data/MI. 
Culminates in a high level ‘to-be’ design report to Resident First Programme Board 
for checkpoint decision; identification of enablers and business changes required to 
support delivery; and a plan for embedding change to track and maximise benefit 
realisation. 
 

Build - business case for agreed option. 
 

Deliver – delivered using standard project management governance and 
methodology, supported by effective business change management including 
benefits realisation monitoring.  
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Figure 4 – Resident First Programme Methodology Overview  

 
 

2.2 The advantages of having a wide-ranging methodology includes the following: 

 Focussing on the enablers of people, process, data/management information 
and technology (rather than just technology) will enable sustainable change 
(rather than tinkering at the edges) and ensure that all parts of the customer 
journey including front and back office activity is in scope for potential 
improvement and rationalisation. 
 

 By seeking to understand residents needs’ we will have greater insight. This will 
better enable us to reshape residents’ experiences of interacting with the 
Council as part of our co-operative ambition.  

 

 We will better understand customer demand (including failure demand) and 
reasons for contact for each service area before improvement activity is 
defined. This will help ensure that the reshaped customer journey is fit for 
purpose ensuring that root causes are addressed.  

 

 The cost and timeline for each transaction from start to finish will be identified 
for how the service works now and when the changes are delivered. This 
ensures consistency of practice and contribution to programme benefits.  

 

 All service contact points (access channels) and service standards for resident 
contact will be reviewed and rationalised. This will provide a clear approach for 
both residents and services supporting better consistency and expectation 
management.  
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 Developing an improved organisational approach including commissioning 
input from a variety of services such as IT, Organisational Development and 
our Strategic Partner(s).  This ensures that the relevant resources are bought in 
at the right time to contribute effectively to each project. This will enable future 
programmes and projects across the Council to be clear on how to get the best 
value out of our supporting services.  

 

2.3 The programme is constructed of a number of service and cross-cutting projects 
across four phases. The service projects will be undertaken across the phases. The 
cross-cutting projects enable the delivery of some of the service projects. Both 
service projects and cross-cutting projects are supported by programme and project 
communications and engagement plans and an overarching approach to change 
management as outlined in section 1.7. This is represented in figure 5. 

       Figure 5 – Relationship between service and cross-cutting projects 

 

3 Programme Scope  
 

3.1 The scope of the service projects to be undertaken as part of the programme has 
been determined by applying a prioritisation model outlined in figure 6. 
 

Figure 6 – Programme Scope Matrix    
        

 Assessment   

Criteria Low (Red) Medium (Amber) High (Green) 

Enables 

reduced 

demand 

Little impact on demand  
Moderate demand 

reduction (10 - 20%) 

Significant demand 

reduction (<20%) sought 

Improves 

customer 

experience 

Channels are suitable 

and well used; 

Customer journey is 

effective; information 

and signposting works 

Channels are working 

reasonably but some 

change needed; 

Customer journey is part 

effective; information 

Significant channel shift 

needed, with supporting 

tools; Customer journey 

works poorly; poor 

information and 
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 Assessment   

Criteria Low (Red) Medium (Amber) High (Green) 

well  and signposting is mixed  signposting  

Potential for 

efficiency/ 

savings  

Minimal opportunity for 

more efficient customer 

journey; low failure 

demand; contact already 

integrated into line of 

business; 

Some process redesign 

needed for efficient 

customer journey; 

moderate levels of 

failure demand; limited 

integration of customer 

contact 

Significant process 

redesign needed for 

efficient customer journey; 

high levels of failure 

demand; customer 

contact disconnected 

Ease of 

Delivery  

Considered high risk; 
technology heavy; high 

impact on ways of 
working; complex 

interdependencies; 

Considered moderate 

risk;  some technology; 

some impact on ways of 

working; some 

interdependencies;  

Considered low risk;  

technology light; low 

impact on ways of 

working; low 

interdependencies;  

Readiness of 

service area  

Low capacity for 

change; low 

engagement and 

understanding of 

changes needed & 

resulting benefits; not 

ready to progress. 

Some capacity for 

change; Leaders are 

engaged; partial view of 

changes & benefits; 

wanting to progress 

Good capacity for change; 

Leaders are engaged; 

understand changes 

needed & resulting 

benefits; already 

progressing activities 

 
3.2 The scope for phase 1 is demonstrated in figure 7 in addition to the timescales for 

each project.  
 
Figure 7 – Phase 1 Scope  
 

 

4 Programme Governance   
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4.1 The Resident First Programme Board has been set up to provide direction and 

management to the programme, to deliver the planned outcomes and benefits, and 

to ensure appropriate coordination across the programme. 
 

4.2 The purpose of the Programme Board is to: 

 Develop and own the programme vision, outcomes and benefits  

 Ensure the programme delivers within the business case boundaries (cost, 

impact, benefits, and phasing) 

 Resolve strategic and directional issues between projects  

 Agree and monitor the programme risks 

 Agree descriptions of programme benefits (benefit profiles) and provide oversight 

to delivering the benefits  

 Agree the programme vision (blueprint) and provide assurance that projects will 

deliver the blueprint 

 Approve and own the programme business case 

 Approve the programme phasing proposals, retaining flexibility as the 

programme progresses 

 Review and, where appropriate, approve project briefs  

 Allocate funding and resources, within the programme budget  

 Support stakeholder engagement activities, as set out in the stakeholder 

engagement plan. 

 Review any escalated issues that require board level intervention, decision, 

additional funding, including resource and performance 

 Review the dependencies and interdependencies to ensure that key issues have 

been identified, assessed and the outcomes are enacted upon. 

 Lead progress reviews (end stage/ gateway reviews) at appropriate points 

(milestones) within the programme. 

 Review lessons learned and how these are fed back into the programme 

approach  
 

4.3 The membership of Programme Board is outlined in figure 8: 
 

Figure 8 – Resident First Programme Board Membership 

Name Role Responsibility within the Board 

Ray Ward  Executive Director, 
Corporate and 
Commercial Services  

Programme Sponsor  and Chair of the 
Programme Board 

Helen Gerling  Interim Director 
Commercial and 
Transformational 
Services 

Programme Senior Responsible Officer 
(SRO)  

Fran Lautman Customer Development 
Manager 

Provide Customer service subject 
matter expertise 
Ownership of vision and benefits  
Programme Junior Responsible Officer 
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Name Role Responsibility within the Board 

(JRO)  

Jo 
Charlesworth 

Unity Transformation 
Director  

Represent Unity involvement and 
represent Unity with respect to service 
and commercial changes 

Nicola Harrop Finance Manager, 
Corporate and 
Commercial Services. 

Represents Council Finance and 
ensures budget spend and forecasting 
are within defined tolerances. 

Richard Holt  Head of IT Architecture, 
Unity Partnership 

Strategic IT Lead 

Carol Brown  Director Environmental 
Services  

Senior User  
Owns business changes and resulting 
benefits, and aligning with the 
operational activity within 
Environmental Services. Accountable 
to the Directorate Change Group.   

Jane 
Rotherham/ 
Joe Robinson 

Communications Lead  To lead the development of 
programme and project 
communications (internal and external) 
with steer from the Programme Board.  

Nicola Strapps  Kier Business Change 
Consultant (on behalf of 
Unity Partnership) 

Resident First Programme Manager 

 

4.4 The SRO, JRO and Programme Manager will brief the Deputy Leader (as the 

relevant portfolio holder), monthly with meetings taking place no later than one week 

after programme board. 
 

4.5 We will ensure that there is a forum for Member input and engagement as we 

believe this is integral to the success of the programme.  We are planning that this 

Resident First Member forum will meet on a quarterly basis.  The objective of the 

group is to provide Members with regular updates on implementation and benefits 

resulting from the programme and to gain Member’s insight for the programme as 

representatives of residents and local businesses.  It is also planned that Elected 

Members in the Resident First Member forum will be consulted on external 

communication and engagement plans for the programme and its deliverables.  

Lastly, the forum will provide Members the opportunity to constructively challenge, 

support, and champion changes made by the programme.  
 

4.6 The programme has a large number of service specific projects and these report into 

existing Directorate Change Groups (each Executive Director chairing) as well as the 

overall Resident First Programme Board. This will ensure alignment with other 

activities taking place within Directorates. New projects established for the purpose 

of delivering the Resident First benefits will have their own Project Boards, again 

with reporting lines into the relevant Directorate Change Groups in addition to the 

Resident First Programme. Figure 9 illustrates this:  
 

 

Figure 9 – Resident First Programme Governance  
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4.7 As part of the Programme Board’s responsibilities for risk management, a 

programme Risk, Assumptions, Issues and Dependency (RAID) log is in place and 

updated on a regular basis by the Programme Manager. The Programme Board 

receive updates on risks at each board meeting.  

 

5 Financial Management  
 

5.1 Regular Programme financial monitoring is in place in respect of Capital and 
Revenue expenditure to ensure that spend is within the budgets agreed for the 
programme. This progress is then shared with the Programme Board and Deputy 
Leader as part of the monthly Highlight Report.  

 

5.2 The Resident First Business Case estimated total programme costs. This was based 
on the cross-cutting supporting projects and an estimate of effort to deliver service 
projects in a phased approach. Figure 10 summarises the total estimated 
programme costs and therefore the funding requirement. This includes £752,000 of 
revenue funding from reserves and £353,000 for cross-cutting projects.  
 

Figure 10 – Funding Requirements  
 

Project  
Resource 

Costs Total 
(£k) 

Resource Costs 
related to Capital 

Costs Total (£k) 

System Costs 
Total (£k)  

Programme 192 48 0 

Phase 1 Projects 100 0 TBA, if any 

Phase 2 Projects 110 0 TBA, if any 

Phase 3 Projects 90 0 TBA, if any 

Phase 4 Projects 90 0 TBA, if any 

Access Channel Strategy 0 0 0 

Contact Centre 100 60 120 
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Project  
Resource 

Costs Total 
(£k) 

Resource Costs 
related to Capital 

Costs Total (£k) 

System Costs 
Total (£k)  

Customer Data & Intelligence 0 100 80 

Payments 0 50 60 

Strategic Face to Face 70 0 0 

Website Improvement & Self Service 0 95 60 

Total Costs 752 353 320 

 

Type of Finance  
Estimated Cost (£k)  Funding already 

allocated  (£k) 
Funding required 
(£k) 

Revenue – resources 752 0 752 

Capital – systems  673 300 373 

 
5.3 Revenue funding for the duration of the programme has been available from 

reserves. Capital funding for phase 1 has been secured from existing Capital 
budgets and a bid has been prepared for future phases as part of the IT Capital 
Programme linked to the delivery of the IT Strategy.  
 

5.4 The latest financial position is provided in figure 11: 
 

Figure 11 – Financial position to 31 December 2016 
 

 
 
5.5 Revenue spend to date is £217,787. Current forecasting is that the remaining budget 

of £63,650 is sufficient to allow delivery of all phase 1 projects. The overspend in 
Exchequer Services and on programme management will be absorbed.  
 

5.6 No Capital expenditure has taken place to date as it is earmarked for the Construct 
and Implement stages of the relevant projects. As the Business Case was 

Resident First - Budget and Resources - Phase 1

Total Budget Revenue 2016/17 Capital 2016/17

Workstream Item Budget 16/17 Budget 17/18

Budget 

16/17

Budget 

17/18

Expenditure 

as at 

31/12/2016

Budget 

Remaning

Expenditure 

as at 

31/12/2016

Budget 

Remaning

Registrars 30,250 27,625 2,625 0 0 9,900 17,725 0 0

Schools in Year Transfer 34,625 32,000 2,625 0 0 11,090 20,910 0 0

Fly Tipping 28,750 27,250 1,500 0 0 22,450 4,800 0 0

Licensing 27,000 25,500 1,500 0 0 16,200 9,300 0 0

Environmental Health 23,000 21,500 1,500 0 0 10,770 10,730 0 0

Highways 6,063 6,063 0 0 0 5,273 790 0 0

Web 129,125 24,125 15,000 90,000 0 17,119 7,006 0 90,000

Contact Centre 143,750 38,750 15,000 90,000 0 28,465 10,285 0 90,000

Exchequer Services 37,125 30,625 6,500 0 0 33,594 -2,969 0 0

Programme Management 60,000 48,000 0 12,000 0 62,927 -14,927 0 12,000

Grand Total 519,688 281,438 46,250 192,000 0 217,787 63,650 0 192,000

Revenue Capital
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developed, it was recognised that a capital investment was required, however at the 
time the value of the investment wasn’t quantifiable.  This figure well vary per project 
depending upon the complexity and nature of system integration and development 
but will average £30,000. This additional capital investment has been included in the 
IT Capital Programme which has been developed to deliver key components of the 
IT Strategy. The IT Capital Programme was presented to and endorsed by CIPB in 
November 2016 but requires formal organisational approval. Accordingly, any 
unapproved Capital investment has not been included in the content of this paper.    

 
6           Key Issues and Questions for Overview and Scrutiny to Discuss 
 

6.1   How can we best engage with residents to reshape our services?  
 

6.2 Note the proposal made in section 4.5 with respect to a Resident First Member 
Forum, and suggest membership of the forum, which it is planned will include a Lead 
Elected Member, Deputy Lead and a minimum of four additional members. 

6.3 How will elected members champion this programme? 
 

7. Links to Corporate Outcomes 
 

7.1 Corporate Plan– the Resident First programme will strengthen our co-operative 
approach to service access between Council, Residents and Partners. The 
programme supports the third corporate objective in getting the basics right. This will 
be delivered by reshaping customer journeys, accessing services, and developing 
clear services standards. Providing greater access to self-service will also make sure 
we are responsible for resources by using them on more complex queries. We are 
also focussed on capturing the voice of the resident throughout the programme 
methodology. This will be undertaken through capturing and analysing feedback, 
web analytics, and engaging with residents who use our services and those who 
don’t. This supports the final strand of the third corporate objective. 
 

7.2 Customer Access Strategy – the programme will ensure a consistent approach 
through the programme methodology and programme tools to ensure that channels 
are rationalised and link together to improve ease of access.   

7.3 IT strategy – the emerging IT strategy will guide (and vice versa) focus on IT that 
improves access to the Council for residents.  

 

7.4 IT architecture – infrastructure changes proposed within Resident First will need to 
be aligned to the ‘to be’ IT architecture as this is defined.   

 

7.5 District working strategy and Library strategy – this will influence the way that 
services organise to achieve a Resident Focus by clearly outlining what type of face 
to face support is available where and when. 

 

7.6 Early Help Offer – embedding a more rounded approach to supporting residents’ 
needs within an environment of reducing ‘response’ and enhancing ‘prevention’ and 
‘cure’. 

 

7.7 Staff Engagement – colleagues are invited to ‘do their bit’ by highlighting how we 
improve the way we deliver our services either as a member of the Oldham Team or 
as a resident. Mechanisms to capture this feedback are underway.  
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7.8 Co-operative Values – We will work together in partnership with residents, partners, 
and services to improve self-help and self-service access. We will reshape our 
website, Contact Centre and face to face access to deliver this.  

 

7.9 Co-operative Behaviours – We are aiming to capture each behaviour through the 
programme methodology. We will work with a resident focus by bringing data, insight 
and the voice of the resident into each project. We will support Local Leaders by 
making sure that Members have sight of the changes we make to services to 
improve self-serve access and what the most effective route and channel is to 
resolve issues, reports, claims, and queries. We are encouraging colleagues to be 
committed to the borough by sharing their ideas and experiences as staff and as 
residents to improve how we deliver services. We are working together with services 
to take ownership and drive change to improve our current service access. Finally, 
we are encouraging high performance by clearing baselining programme benefits 
and measuring them to understand how successful the changes made have been. 

 
8. Additional Supporting Information 
 
8.1 None 

 
9.  Financial Implications 
 

 Capital Implications 
 

9.1.       There are no additional capital implications arising from this report. 
 

9.2 Provision to undertake phase 1 works exists within the current capital programme. 
 

9.3 Funding required to undertake further phases of works will be addressed as part of 
the ICT Capital Strategy. 

(Jit Kara- Senior Accountant) 
  

 Revenue Implications 
 

9.4  Revenue expenditure for the Resident First programme is being funded from 
earmarked reserves.  A sum of £752k of reserves has been allocated to support the 
various phases of the programme. 

 

9.5 The Resident First Programme is spilt into 4 distinct phases plus cross cutting 
projects, with each phase being further broken down into stages - assess, design, 
construct and implement. 

 

9.6 Phase 1 projects are programmed to be completed in a phased manner dependent 
upon the complexity of the individual project between March and June 2017. These 
along with the first tranche of cross cutting projects were allocated a total revenue 
budget of £320k.  As at 31 December 2016, £217k had been spent, and it is 
projected that this element of the programme will be delivered within budget. 

 

9.7 The financial management arrangements that have been established will ensure that 
there is close monitoring of the costs to enable the continuation of the project into 
Phases 2-4 to be delivered within the overall £752k allocation. 
 

(Mike Ward – Senior Accountant) 
 
 


