
Think Digital 

A Digital Strategy for Welwyn Hatfield Borough Council 2019-2022 

Introduction 

In 2019, following a very positive Local Government Association Peer Challenge report and 

recommendations, the council’s chief executive set out a vision to all staff of #OurFuture. 

This highlighted an opportunity to undertake a comprehensive modernisation programme, a 

cornerstone of which will be how we respond to ever-changing demands on our services and the 

new ways that people want to access them.   

This strategy sets out how we will support #OurFuture by using modern and innovative digital 

methods to support service delivery, drive change and efficiency, and put customers at the heart 

everything we do.  

Accessing online services shouldn’t be difficult. We need to build services that are simple and 

intuitive enough that all our customers can use them.  They should also be consistent. We provide a 

wide range of services and each of them should be able to be accessed in similar ways. 

This strategy will be reviewed on an annual basis during its lifespan, and an annual report will be 

published to provide a high level summary of progress against the strategy.    

Ka Ng  Cllr Duncan Bell 

Corporate Director  Executive Member for Resources 

(Resources, Environment and Cultural Services) 



Vision – Digital Strategy 

To become more efficient and customer-focussed by ‘thinking digital’: developing, implementing and 

continuously improving the way people can access our services. 

Aims 

1 To provide customers with modern, efficient and accessible services 

- Make digital the preferred method of choice for customer contact

- Provide a single point of access for customers to access their data and services

- Provide 24/7 access for customers to access data, make bookings or to submit requests for

services

- Make best use of technology to keep customers informed

- Ensure as many of our services are available online as possible

2 To make digital services available to all 

- Ensure our website meets accessibility standards

- Contact our customers how they want to be contacted (for example text messaging or

emails)

- Engage effectively with our customers to ensure they know how they can access our services

- Use champions in our communities to promote and facilitate the use of digital technologies

3 Drive modernisation and efficiencies through digital innovation and feedback 

- Put customers at the heart of service delivery, adopting service by design principles

- Ensure customers can provide feedback easily, and use this feedback to shape services

- Provide consistent branding and a seamless user experience

- Simplify core infrastructure where possible

- Embrace cloud based technology

4 Have a digitally empowered workforce 

- Ensure our staff have the best tools and skills to do their job

- Provide a single view of the customer whilst protecting customer data

- Make best use of current and emerging technologies

- Create a ‘think digital’ culture amongst our workforce



The case for digital 

Making our services available to customers online wherever possible is one of our Customer 

Commitments, recognised in our customer service strategy.   

It can also significantly reduce the cost of our service delivery. As an example of this, the Society 
for Innovation, Technology and Modernisation identified the average cost per type of transaction 
for Local Government. This is further supported by publications from the Government Digital 

Service (GDS), which highlighted the similar level of costs for the various contact methods to the 

DVLA, of customers booking a driving test. 

A high level exercise undertaken as part of the Customer Services Strategy Group work, along 

with other data sources, suggests the approximate number of customer contacts per annum as 

the following:  

Telephone calls 600,000 

Emails 400,000 

Letters 150,000 

Office visits 20,000 

Statistics suggest we have around 360,000 visits to our website per annum. We have some insight 

which helps us understand user journeys, but the current use of multiple online systems in a way 

that is not integrated makes it difficult to fully track the purpose or success of an individual 

customer’s visit.   

Further efficiencies can be found by reviewing the processes behind our service delivery, looking at 

how we can do them differently and automating them where possible.   

Overall this strategy, implemented alongside the other elements of #OurFuture, will open up 

opportunities to make significant efficiencies. 

SOCITM - Average Cost per transaction

http://transactionsexplorer.cabinetoffice.gov.uk/serviceDetails/dft-book-practical-driving-test


Approach 

To drive digital change, there are three key aspects – both at corporate and operational levels.  None 

of these can be viewed independently of the others. They are all interconnected and equally 

fundamental to the delivery of our strategy.  

 

 

Digital delivery 

By putting in place a Digital Delivery Project Group that brings together ICT, customer insight, 

performance, process mapping and analysis, and front end design and delivery, we can ensure that 

we are putting the right people in the right place to make digitalisation happen.   

What we are proposing is a significant undertaking and will require everyone in the organisation to 

embrace cultural change. The success of this strategy’s implementation will depend on the 

organisation being one where staff and councillors see it as their job to ‘think digital’, all the time, 

about the way their service is delivered. 
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Service Design 

Service design will put customers at the heart of processes. Using nationally recognised standards*1 

(Local Government Digital Service Standards), we will start each design with an understanding of 

customer needs and service demand.  We will also ensure that online services meet accessibility 

standards*2.  

Our service design will be based around our 15 Digital Principles set out in Appendix A. We will use 

an iterative service design cycle to continuously review and improve services. 

 

Iterative service design cycle 

 

 

What will we do: 

- Soft market test, procure and implement a single digital platform 

- Review our use of CRM and related systems and explore options for a central view of the 

customer during the soft market testing period for a single digital platform 

- Develop and improve existing web forms / portals 

- Review our website, including third party systems accessible through it, to ensure it meets 

accessibility standards 

- Undertake process mapping and analysis to inform priorities and service design and delivery 

- Design a high level project plan and road map for digitalisation 

- Engage with third party providers on APIs and other integration options 

- Develop and integrate systems to provide customers with intuitive, consistent front-end 

access to our services 

 

*1 Local Government Digital Service Standards 
*2 WCAG 2.1 AA accessibility standard required by September 2020 
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Culture 

Our people will be key to driving successful digital development.  Our staff need to have the right 

skills, and also the right mind set.  They also need to feel empowered to drive change. 

Through our wider #OurFuture transformation programme, we will drive cultural change and 

embrace the redesign of services, embedding a ‘think digital’ culture across the organisation. That 

means thinking about how we can use digital technologies to deliver our services, from start to 

finish, in everything that we do. 

To support this, we will use digital champions within services to coordinate digital improvement 

activities, undertake testing, and to encourage their colleagues to think about the delivery of their 

services in new ways.  These representatives will champion the delivery of digital change at service 

level, analysing existing processes and user needs, and highlighting development opportunities (see 

Appendix B). 

Using new and improved technologies, training and hardware, we will empower our staff, ensuring 

that they have the best tools we can provide for them to do their jobs.  

What we will do: 

- Engage with staff in the design and development of solutions 

- Work with teams to identify efficiencies and improve service delivery through digitalisation 

- Implement a new intranet that gives staff better access to the tools they need  

- Introduce Digital Champions to promote a ’think digital’ culture 

- Continue to embed a #OneTeam culture as part of #OurFuture programme 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Infrastructure  

To provide customers with a single point of access to services and data, and our staff with a single 

view of the customer, we will purchase a single digital platform which will interface with our service 

specific back office systems (Appendix C).    

Through service design, we will identify and purchase hardware/software that is required to provide 

our staff with the tools they need (such as tablets).  

Whenever we tender for new software, or negotiate the extension of licences for existing software, 

we will ensure that all Application Programming Interfaces (APIs) are included to enable the 

interface with the single platform, and other software. We will ensure our ICT strategy reflects our 

digital vision and sets a purchasing strategy for future ICT purchases. 

Clouds provide computing capability without the need to have infrastructure on site, such as 

physical servers. We will embrace the use of cloud technologies, giving these priority status over 

traditional technology, and we will look to make use of single identities and cloud based 

authentication. 

We will undertake a review of our applications, to streamline applications where possible and 

ensure that the applications used are the best to meet the needs of the customer.  

We have 38 applications which we consider to be core service applications (such as customer 

relations management, rents and repairs, payroll, income management and planning processes). Key 

information relating to these systems are as follows: 

 They are provided by 31 software vendors 

 27 of these have fewer than 100 users 

 8 are available to 100 – 300 users 

 1 of these systems is available for up to 500 users 

 2 systems are available to all users (intranet and web forms) 

 10 are true cloud SaaS applications, accessed on the internet via a web browser  

What will we do: 

- Undertake a systems analysis to better understand our base systems, hosting and future 

requirements  

- Conduct an ongoing review of our ICT Strategy, responding to new technology 

- Undertake an options appraisal and put plans in place for the future of our ICT delivery (our 

current contract ends December 2022) 

- Enable all staff to work in an agile and flexible way (remote/home working) 

- Utilise the Government Digital Marketplace for procurement 

 

 

 

 

 

 



Structure and Governance 

In order to deliver the strategy, we will make use of existing resources where we can, and invest in 

specialist support where required. 

We will build on the skills and knowledge of our digital and web development staff, embedding the 

right ways of working for them to support the development of our digital services, and work closely 

with third party providers and partners where appropriate. They will work as part of the Digital 

Delivery Project Group which also incorporates business analysis, ICT and customer insight and 

performance management (see appendix B). 

We will also realign our practices to ensure that we no longer deliver digital development in a silo-

led, ad hoc way (Appendix D). This will remove inefficiencies and duplications, over-reliance on 

third party suppliers, and the potential development of solutions that do not meet GDS or 

accessibility standards.  

A Digital Strategy Corporate Working Group (DS-CWG) will be set up to oversee the delivery of the 

strategy (see appendix B). The group will have responsibility for driving digital change and 

monitoring the delivery of the digital strategy, along with approving upgrades, extensions and 

purchases of new software.  

This will be a multi-disciplined group made up of senior officers from throughout the council. The 

group will be comprised of a core set of individuals, with others being part of the group as required. 

The group will be supported by our partner for IT provision when necessary. 

The DS-CWG will also have responsibility for overseeing the work of the Digital Delivery Project 

Group and agreeing development opportunities highlighted by Digital Champions.  The Chair of DS-

CWG will also attend the Modernisation Programme Strategic Board who have overall responsibility 

for delivering our modernisation agenda.  

What we will do: 

- Agree our delivery method and budgets 

- Ensure we have the right skills and resources in a corporate Digital Delivery Project Group 

- Allocate adequate resource with ICT/development partners for them to support 

digitalisation projects 

- Set up a Digital Strategy Corporate Working Group agree the Terms of Reference 

- Set up individual project groups (reporting to DS-CWG or DDPG) as needed 

 

 

 

 

 

 

 

 



Appendix A – Service Design Principles 

1) Understand user needs: research to develop deep knowledge of who the service users are and 

what that means for the design of the service. 

2) Have a multidisciplinary team: ensure a suitably skilled, sustainable multidisciplinary team, led by 

a senior service manager with decision making responsibility, can oversee the design, build and 

ongoing improvements to the service. 

3) Use agile methods: create a service using the agile, iterative and user-centred methods set out in 

the Government Service Design Manual. 

4) Iterate and improve regularly: build a service that can be improved in response to user need, and 

make sure we have the capacity, resources and technical flexibility to do so. 

5) Evaluate appropriate tools and systems: evaluate what tools and systems will be used to build, 

host, operate and measure the service, and how to procure them, looking to reuse existing 

technologies where possible. 

6) Evaluate user data and information: evaluate and understand what user data and information the 

digital service will be providing or storing, and address the security level, legal responsibilities, 

privacy issues and risks associated with the service – and use that data to drive decisions about 

further development. 

7) Use open standards: use open standards, existing authoritative data and registers, and where 

possible make source code and service data open and reusable under appropriate licenses. 

8) Test the end-to-end service: be able to test the end-to-end service in an environment similar to 

that of the live version, including all common browsers and devices. 

9) Make a plan for being offline: make a plan for the event of the digital service being taken 

temporarily offline, and regularly test. 

10) Make sure users succeed first time: make sure that the service is simple enough that users 

succeed first time unaided. 

11) Build a consistent user experience: build a service consistent with the user experience of 

government digital services, including using common government platforms and the Government 

Service Manual design patterns. 

12) Encourage everyone to use the digital service: encourage maximum usage of the digital service 

(with assisted digital support if required). 

13) Identify performance indicators: identify performance indicators for the service, incorporating 

existing indicators and publishing to a performance platform, if appropriate. 

14) Do ongoing user research: put a process in place for ongoing user research, usability testing to 

continuously seek feedback from users, and the collection of performance data to inform future 

improvement to the service. 

15) Test with senior manager and/or councillor: regularly test the service from beginning to end with 

an appropriate council member or senior officer responsible for it. 



Appendix B – Digital governance and structure 

 

 

 



Appendix C – Digital Platform / Customer Interaction Model 

 



Appendices D – Digital Delivery Model and Process 
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