Smarter Ways of Working
A Digital Strategy for North Ayrshire Council

Smarter Ways of Working: A Digital Strategy for North Ayrshire Council

Introduction
The world that we live in is changing rapidly. In just over two decades, there has been a dramatic
digital revolution which is transforming our lives, often without us realising it. We cannot predict
the future so as an organisation we must be agile enough to rapidly adapt to the changing needs
of our customers and colleagues.
People rely on the internet to communicate and carry out everyday tasks. Completing
transactions and finding information online has become second nature, with more and more of us
choosing this approach, because it tends to be quicker, more convenient and cheaper.
However our digital vision covers far more than websites and digital access to services, it covers
the processes behind the services, the way our customers find and access them, how we
communicate, how we work and how we continue to improve.
We live in an increasingly data-driven world where organisations seek to understand us better as
a means of meeting our ever more demanding needs. We must embrace the opportunities that
data affords us to deliver excellent public services that meet and exceed expectations in a digital
world.
The accelerating pace of technological innovation is increasing all our expectations. Customers
and colleagues expect the same quality of service from the Council as they do from companies
like Google, Apple and Tesco.

Digital North Ayrshire
The opportunities that digital offers may be a challenge for local authorities to exploit.
However, increased expectations on local services, together with rising budgetary and
resource pressures, mean that local authorities must strive for innovation and improvement.
North Ayrshire Council’s vision is “to be a leading organisation defined by excellent and
innovative services” and digital has a key role to play in enabling this.
Digital transformation is more than a way for the Council to save money - it is an investment
in the future of North Ayrshire.

Digital People
Digital is as much about people as it is
technology. It is about how people engage
with and utilise technology to enable new
ways of living, learning and doing business.
We must embrace digital and reimagine the
work that we do for a digital age.
Many people no longer simply go online they live online.

Customers
Partners

Leaders

Colleagues

North Ayrshire

Learners

Elected
Members

Businesses
Visitors

We believe that applying a digital
approach allows us to work and learn in a
smarter way, delivering excellent services
to all.
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Our Engagement

Workshops

It is crucial that the Digital Strategy reflects the needs and ambitions for the whole of North
Ayrshire Council. A series of engagement events enabled us to better understand where our
colleagues are digitally and what their challenges, projects and plans are.
We used workshops, presentations, interactive learning sessions and online surveys to engage
with the following groups:
Customers
Elected Members
Leadership Teams
Heads of Service

Executive Leadership Team
Digital Office for Scottish Local
Government
Community Planning Partners

Subject Matter Experts
Council colleagues
Modern Apprentices
Other Councils

These engagement exercises helped shape the Digital Strategy and provided insight into the
work and needs of colleagues. Examples of the excellent digital work already being
undertaken were identified and some have been included in this document.
Crucially, our engagement work will continue beyond the launch of the Strategy. The
Strategy is only the start of the journey - we must bring everyone along with us if we are to
truly transform as an organisation.

5 to 15 year olds now spend more
time online than watching
television on a TV set 1

72%

of 12 to 15 year olds
have a social media
profile 1

We ran a series of workshops with
colleagues to gather their ideas regarding
the Strategy. The sessions were tailored to
the service for example our IT workshops
looked at how technology can enable
digital transformation.
The ideas and feedback influenced how we
approached and grouped our priorities and
actions:
Data underpins so much that we need to
do and cannot sit in isolation - it is part of
more than one priority now
Collaboration is key, it is crucial to our
success and must be encouraged - it is
now a priority
Digital Participation is about more than
just access to technology and the
internet - this priority now considers
skills, motivation and access

Digital Schools
Digital Schools status is awarded to schools that utilise technology to seamlessly support everyday
teaching and learning. Digital is not an afterthought, it is at the heart of how the school functions.
At Dalry Primary Wi-Fi is available across the whole school and most classes have an interactive
whiteboard. This allows teachers to prepare and deliver exciting and engaging lessons.
Pupils are actively digitally involved and support the management of IT resources as well as helping
to run coding clubs and generate enthusiasm.
Dalry Primary School was awarded Digital School status in November 2016
Beith and Whitehirst Primary Schools were awarded Digital School status in February 2017

1. "Children and parents: media use and attitudes report", Ofcom, Nov 2016
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Our Priorities
We have identified the following priority areas as being key to a digital North Ayrshire.
Our priorities will determine what we focus on and what outcomes we will deliver.

Our Customers
We will provide digital services so good that they are the preferred
choice for all

Our People
We will develop a workforce that is empowered, enabled and
inspired to realise the benefits of digital

Digital Participation
We will encourage and support our customers to make the most of
digital opportunities

Our Principles

1

Digital First

2

ICT Infrastructure

3
4
5

Collaboration
We will seek out opportunities to collaborate and break down barriers

SMART
We will use data and new technologies to operate more effectively

Our principles underpin the work that we do and guide how we deliver in our priority areas.

6
7

Our services will be designed to
encourage customers to choose the
digital option first
Our infrastructure will enable mobile
working and be flexible enough to
meet the changing needs of digital
service delivery

Digital by Design
We will design services to be as digital
and automated as possible

Open Data
Our data will be as open and available
as possible to help customers and
businesses

Digital Leaders
Our leaders will have a digital focus
and the necessary skills to lead a
digital workforce

One View
We should have a single view of each
customer / property / business
regardless of the service requested

Digital Colleagues
Our colleagues will have a digital focus
and the necessary skills to support our
digital customers
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Our Customers
We have both external customers (residents, learners, businesses and visitors) and internal
customers (colleagues).
We must put our customers at the heart of the organisation and build our processes and
services around them.
With reducing resources, we must make best use of the data available to us whilst keeping it
secure and building trust.

Our Focus
1. Developing, designing and testing new digital approaches with our customers to ensure they
are user-friendly and meet customer expectations.

Our vision:
Digital services so
good that they are the
preferred choice for all

2. Building a single view of our customers allowing us to offer more efficient and customer
friendly services.
3. Engaging with the public to build an understanding of how we use their data to improve the
services we deliver to them, whilst ensuring that it is kept secure.
4. Increasing the amount of Council information made available to customers.

88%

of Scottish adults have
used the internet in
2
the past 3 months

75% of adults
access the internet
3
on the go

Street Light Fault reporting
The online self-service form for reporting street light faults was integrated with the Roads
Management System. Our customers told us that they wanted to be updated on the status of their
reports and the integration work means that automated responses are now sent to customers.
Customers receive automatic updates on the status of the repair
Removal of the need for colleagues to re-enter information
Simpler form and increased customer satisfaction

2. "Internet users in the UK: 2017", Office for National Statistics, May 2017
3. "Internet access - households and individuals: 2016", Office for National Statistics, August 2016

4

Smarter Ways of Working: A Digital Strategy for North Ayrshire Council

Our People
Our colleagues show a real commitment to continuous improvement and we are recognised as
a progressive, forward thinking and innovative Council.
To progress further we must ensure that we understand the digital skills of our colleagues and
are able to encourage and enable them to develop and utilise these skills.
Technology alone will not deliver the improved services that our customers demand. We need
colleagues to be confident, supported and comfortable using and proposing the use of data
and technology to improve the work they do on a daily basis.

Our Focus
1. Gaining a better understanding of the digital skills of colleagues.

Our vision:
Colleagues who are
empowered, enabled
and inspired to realise
the benefits of digital

2. Encourage our colleagues to seek new, smarter ways of working using technology to
improve performance delivery and processes.
3. Having a digitally literate leadership team who will lead by example.
4. Supporting our colleagues to develop and increase their digital skills and confidence.
5. We will ensure mobile working is in place across the Council.

45%
of people turn to friends and family
to learn how to use the internet
Peer-to-peer support is crucial to
improving the digital skills of our
4
colleagues.

Digital skills - DigiKnow
The Wheatley Group provides homes and services to over 200,000 people in 17 local authority
areas across Central Scotland. DigiKnow is their fun, interactive and innovative group-wide digital
campaign aimed to improve the digital skills of colleagues.
The DigiKnow campaign focuses on the digital needs of colleagues and how digital can benefit
them in their personal lives. This approach makes the training more relevant and engaging.
The themes cover things like: saving money by shopping online, basic IT security and fitness.

4. "UK Consumer Digital Index 2017", Lloyds Bank, March 2017
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Digital Participation
Being able to use digital services like websites and apps is an important part of modern society.
There are clear links between social isolation, poverty and digital exclusion.
We currently provide public Wi-Fi, school s’ digital infrastructure and resources, support
community groups, and offer lifelong learning activities. However, we want to increase digital
participation further and have signed up to Scotland’s Digital Participation Charter.
We also recognise that not everyone is able to participate digitally so we will support those
who require it. Digital participation covers more than just access to the internet, it is about the
skills to use it safely and the confidence and motivation to do so.

Our Focus
1. Working with partners and providers to improve access to digital across North Ayrshire.

Our vision:
Customers who are
encouraged and
supported to make the
most of digital
opportunities

2. Developing the digital skills of our local communities with our partners.
3. Ensuring our colleagues are able to assist those who need help using digital services.
4. Promoting the many benefits of digital.
5. Aligning our work with Scotland's Digital Participation Charter and our pledges.

Participation requires skills, access
and motivation.

800,000 (around 20%)

DigiDabble
5

adults in Scotland do not have basic digital
skills
Reason for not having the internet at home:
Cost:

10%

Lack of interest:

62%

5. "Scotland's Digital Participation Charter", SCVO
6. "Internet use and attitudes", Ofcom, August 2016
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Our libraries have been developing digital skills through an award winning family learning project
called DigiDabble. The team wanted to provide a fresh range of activities through pop-up, all-day
events concentrating on digital participation. DigiDabble provides access to a range of software, a
3D printer, robotic kits, virtual reality and coding. It supports the STEM (Science, Technology,
Engineering and Maths) agenda but more importantly it is helping increase social and digital
participation by building skills and confidence.
2017 Edge Digital Library Award Winner
2017 Digital Leaders 100 Council of the Year Finalist
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Collaboration
Collaboration, both internally and nationally, has become a necessity in today’s digital world as
it offers more effective and affordable solutions. We must increase the pace and capacity of
digital development and collaboration enables solutions to be re-used rather than built.
Customers expect to interact with North Ayrshire Council as a single entity. This requires
increased internal collaboration and a willingness to break down the barriers to cross service
working.
We should not be trying to re-invent the wheel if solutions are already available elsewhere.

Our Focus
1. Engaging with national programmes such as the Digital Office for Scottish Local Government,
myaccount and the National Entitlement Card at the right time.

Our vision:
Internal, regional and
national collaboration
enabling the delivery
of more efficient
public services

2. Working with our partners nationally to develop a set of principles and standards that drive
the sharing and re-use of data and technology.
3. Working with our partners to deliver digital that enables Health and Social Care Integration.
4. Working with our partners to identify areas to share best practice and increase collaborative
procurement of technology solutions.

Only

28%

6

of adults in Scotland look up information or
services on Government or council websites
this is 7 % lower than the UK average
and is significantly lower than the
percentage that shop online (66%) and bank
online (53%)
6. "Internet use and attitudes", Ofcom, August 2016

The Digital Office for Scottish Local Government
Working in partnership with Scotland's local authorities, the Digital Office aims to improve how
services work and councils serve residents through collaboration and digital transformation.
They have a number of projects that focus on key areas of service delivery for local authorities:
Digital Innovation for savings in Council assets
Skills Development & Workforce
Digital Procurement including Office
Planning
Productivity
Digital Health & Social Care
Better Use of Data
Digital Education
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SMART
Like the best technology companies, councils need to be lean, agile and data-driven.
Better use of more accessible data will improve decision-making and policy development. It
will also allow processes to be improved, and more effective and efficient services to be
delivered.

Our vision:
We use data and new
technologies to
operate more
effectively

We must also become smart purchasers, buying the most appropriate systems and finding
systems that are already working elsewhere, allowing for faster implementation.

Our Focus
1. Investigating options to provide corporate business intelligence standards and tools, which
will improve service planning.
2. Ensuring our colleagues and partners are connected to the information they require to make
decisions based on accurate, timely and up to date information.
3. Utilising system automation to streamline processes and improve the customer experience.
4. Developing plans with partners for improved data sharing and business intelligence.
5. Being smarter with technology: Consolidate, Re-use, Buy then Build.

Our website is optimised for
mobile devices - data tells us
that most customers are using
mobile devices for their visit.

Number of Council
systems that hold
customer records

40+

7. https://www.ria.ee/x-tee/fact, e-Estonia, 2017

e-Estonia
Estonia is one of Europe’s digital pioneers. Inhabitants of Estonia are able to do things like vote, view
their health records, and submit tax returns online.
Integration is key to the success of the Estonian approach - all existing databases and systems can
be linked and new ones can be added, no matter what platform they use.

820
98%

years of working time saved in 2016

7

of prescriptions are prescribed online

900+

organisations use it each day
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Our Key Actions
Our
Customers

Our People

Digital
Collaboration
Participation

SMART

Review and update all communications to promote Digital First
Develop a marketing strategy and plan to reduce telephone calls
Define an approach for assisted digital
Baseline digital skills internally and externally and identify a programme
for improvement
Implement an approach for baselining and evaluating digital participation
Review Customer & Digital structure to align with service delivery
Develop a business partnering approach
Conduct an applications review and implement the recommendations
Roll out Office 365
Implement virtual desktops
Implement mobile working across the Council
Define a strategy for cloud first
Develop a policy and approach for Master Data Management
Develop a policy and approach for Open Data and GIS usage
Develop a policy and approach for business integration
Develop a policy and approach for business analytics and intelligence
Work collaboratively with partners and providers to consider
opportunities for improving connectivity
Work with businesses to capture the economic benefits that data driven
innovation offers
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Our Timescales

2017

2018

2019

Review and update all communications to promote Digital First
Develop a marketing strategy and plan to reduce telephone calls
Define an approach for assisted digital
Baseline digital skills internally and externally and identify a programme for improvement
Implement an approach for baselining and evaluating digital participation
Review Customer & Digital structure to align with service delivery - Phase 1
Phase 2
Phase 3
Develop a business partnering approach
Conduct an applications review and implement the recommendations
Roll out Office 365 - Phase 1
Phase 2
Phase 3
Implement virtual desktops
Implement mobile working across the Council
Define a strategy for cloud first
Develop a policy and approach for Master Data Management
Develop a policy and approach for Open Data and GIS usage
Develop a policy and approach for business integration
Develop a policy and approach for business analytics and intelligence
Work collaboratively with partners and providers to consider opportunities for improving connectivity
Work with businesses to capture the economic benefits that data driven innovation offers
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Our Future Engagement

Sep

Oct

Ongoing

Pre-launch campaign around the strategy to encourage interest
DigiQuiz to gain a better understanding of the digital skills of colleagues
Recruit DigiBuddies
Staff Talk article focusing on what the Strategy means for all colleagues
Digital Strategy for Cabinet approval
DigiBytes - useful information, best practice and resources about digital
"Digital for you" campaign around the key elements of the strategy and what they mean to colleagues
Digital Diaries - series of video interviews with a selection of colleagues
Executive Directors vlog showing how they use digital and lead by example
Specific drop-in sessions / roadshows to wider locations
Lunchtime drop-in sessions and webinars for digital skills training
New website to enable digital engagement and the sharing of digital knowledge and best practice
Digital Strategy formally launched

Digi 2025 video
National Customer Service Week - digital participation, skills and awareness raising activities
Buddy Meetings to engage with the DigiBuddies, train them and capture feedback
External customer digital engagement sessions
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Measuring Our Progress
Priorities
Outcomes

Measures of
success

Indicators

Our People

Digital
Participation

Collaboration

SMART

Services built with
our customers and
delivered to meet
their needs in a
digital world

Digitally skilled and
motivated
colleagues who
have embedded
digital in how they
work

Customers with the
necessary skills,
motivation and
access to realise
the benefits of
digital

An organisation that
seeks out
opportunities to
collaborate and
operate more
efficiently

An organisation that
takes full
advantage of data
and technology to
operate more
efficiently and
effectively

1. Customer
satisfaction
2. Channel shift
3. Engaging with
our customers

1. Digital skill level
2. Channel shift
3. Staff satisfaction

1. Digital
participation level
2. Digital skill level
3. Access to digital

1. Number of
collaborative
projects
2. Cost savings

1. Process
improvement
2. Cost savings
3. Data sharing

1. Customer
satisfaction
surveys
2. Proportion
of external
transactions
completed online
3. The number of
customer
engagement
sessions

1. Staff skills survey
2. Proportion
of internal
transactions
completed online
3. Staff satisfaction
survey

1. Surveys - ONS,
People's Panel,
Scottish Household
2. Number of people
receiving digital
skills training
3. Number of
locations providing
digital access
4. Number of people
accessing our free
public WiFi

1. Number of
national digital
projects involved
in
2. Savings achieved
from collaboration

1. Number of
processes
improved through
automation and
integration
2. Savings achieved
from using data
and technology
3. Number of data
sets made
available as open
data

Our Customers
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