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INTRODUCTION

1.1 Sedgefield Borough Council – Local Context

Sedgefield Borough Council is situated within the heart of the northeast of England in County Durham. The borough is a 217 square kilometre mixture of urban and rural areas. It includes historic villages, small towns and a new town. The borough’s population of 87,200, mostly live in the more densely populated west of the area. The east is generally rural in character including Sedgefield village, with the villages of the old Durham coalfields further north. 

Historically, Sedgefield residents were employed in heavy industry, particularly coal mining and railways. Both sectors have declined and the Borough now has a large workforce with an engineering background adapting to the new challenges of industry and manufacturing. The proportion of people employed in manufacturing (29.7 per cent) is much higher than the regional and national levels of 17 and 14.8 per cent respectively. Employment in the service sector is significantly lower than nationally, particularly in banking and finance. Local unemployment of 2.9 per cent (April 2003 claimant count) is above the national rate of 2.6 per cent, but below the regional rate of 3.7 per cent. 

The borough suffers from high levels of deprivation it ranks 39th out of 354 districts. 21.2 per cent of its population live in the 10 per cent most deprived wards and 75.6 per cent within the 25 per cent most deprived wards in the country. Residents suffer high levels of ill health. 44.2 per cent of households include persons with limiting long-term illness

Labour has 35 councillors and controls the council. Liberal Democrat and Independent Councillors hold seven seats each and Conservatives one. The council operates a leader and cabinet model of governance. 

The council’s overall budget for the year 2003/04 was £65.2 million; it has fixed assets of £229.5 million and employs over 1,000 staff across all services.

1.2 E-Government 

Sedgefield Borough Council is committed to delivering quality public services. E-Government is playing an instrumental role in delivering this objective, enabling us to continually deliver service improvements across the Council and providing a basis for engagement with intermediaries such as the Citizens Advice Bureau through service out-reach initiatives. 

The Council is one of eight member authorities that form the County Durham e-Government Partnership (CDeGP). The partnership’s vision is:

“Working together and across all boundaries to deliver quality, joined-up, customer-focused services (regardless of personal means, locality and circumstances).” 

The partnership was formed as a result of work on a joint Best Value Review of e-Government (BVR). The review began in May 2002 and a Joint Member Steering Group was established in August 2002. This collaboration encouraged further joint effort on projects, such as the LGOL supported countywide Customer Relationship Management (CRM) Solution.

This led to the formal establishment of the CDeGP in November 2003 by the approval of a constitution by all councils. A Joint Committee to oversee the partnership’s work had its first meeting in January 2004.

The Audit Commission scored Sedgefield Borough Council as good in its CPA report earlier this year and it states, “The council is working through the county-wide partnership to ensure that it meets the demands of e-government. The council and partners have increased their capacity to deliver the e-government agenda. The Durham E-government Partnership Joint Committee will oversee the delivery of customer-focused services via a dedicated programme team. ”

1.3 Customer Service Modernisation Programme

Integral to the modernisation of the Council’s Customer Services function, the Council’s 2004-2006 e-Government Strategy is based around satisfying the delivery of the ODPM’S Priority Service Outcomes (PSOs). An approach that is mirrored in the countywide e-Government Strategy. Our model for Customer services is outlined in the figure 1. 

Our customer contact model has developed through consultation. The Countywide Customer consultation (June 2003) commissioned by the County Durham e-Government Partnership identified that customers want convenient access to more responsive services. They are not concerned with who delivers them but how they are delivered. The following priorities were identified:

a)
Telephone and Face to Face contact preferred;

b)
One ‘golden’ number for all council services whether they are district or county,

c)
Answer first time;

d)
All services at all points.


Figure 1 – Contact Centre Model

To ensure an 80% resolve to service enquiries at the first point of contact, Customer Service staff must be empowered with the knowledge and skills to effectively and efficiently respond to customer requests. As part of the partnership’s programme, Sedgefield Borough Council would like to satisfy Priority Service Outcome R3 (One stop direct online access and deep linking to joined up A-Z information on all local authority services via website or shared telephone contact centre using the recognised taxonomy of the Local Government Category List) via the implementation of the APLAWS+ CMS and also to deliver proof of concept that the APLAWS+ CMS can be used as a common partnership platform to develop the Durham Connects self-service Portal.

This case study describes the implementation of APLAWS+ and LGOL-Net in Sedgefield Borough Council. It includes:

· Website Vision

· The project plan

· A project diary

· Scenarios’

· Lessons Learned

· Future Development Suggestions

· User Feedback

Website Vision

Sedgefield Borough Council is committed to improving accessibility to services for Sedgefield Borough Council residents and businesses. One arm of this commitment is to improve the accessibility of the Council’s website. For some customers, the Council’s website will be a first point of contact with the Council when they are seeking or querying a Council service.

The use of the internet for contacting the Council is not expected to make up more than 10% of customer interactions in the short to medium term, however this area is expected to grow and keep growing as today’s children become adults and will expect services to be provided in this way. 

The Council aims to achieve the following in respect of interactive, electronic services: 

· Provision of an accessible, informative and up to date web site, initially focusing on the provision of information, downloadable service request forms and on-line payment facilities. 

· Development of the web site to allow the maximum access to the Council’s services, and the expansion of on-line facilities to cover kiosks and digital TV.

· Development of Internet facilities for Council Members to allow for access to Council information and to allow members of the public enhanced access to their elected representatives. 

The APLAWS + Content Management System is one of a catalogue of products that have come out of the ODPM (Office of the Deputy Prime Minister) funded LAWS (Local Authority Websites) National Project. Arising out of the ODPM's national strategy for local e-government, LAWS is one of the 22 National Projects that offer councils proven, cost effective, standard products, services and implementation roadmaps with which to build effective e-services tailored to their citizens and each council's own unique needs. 

The APLAWS+ Content Management System will be a key technology enabler that will help ensure that the Council delivers its access strategy for electronic service delivery.  The system will position the website as the main information resource to be used in face-to-face, call-centre and self service interaction and it will enable the Council to manage all web information under a single corporate framework.

The following diagram demonstrates Sedgefield Borough Council’s approach to using the APLAWS+ Content Management System:


The management of all web content within a single framework will ensure that information is accessible e.g. to the visually impaired who rely on text readers and will allow information to be held in a consistent and sharable format. It will also ensure that information is described correctly and will enable all Council officers to have a single training need for information storage. Ultimately though, it will ensure that Sedgefield Borough Council offers a similar experience for all of its services.

Project Plan

1.4 Sedgefield Borough Council’s Implementation

Following its successful securing of the LAWs phase 2 pilot extension funding, Sedgefield Borough Council was committed to implementing a number of LAWs project products:

· Generic Structure and website content

· LGOL-Net middleware

· APLAWS+ content management system

· XML template kit

Sedgefield Borough Council worked to deliver the above in line with the milestones, beginning with the completion of the Statement of Work.

Our approach brought together:

· Business analysis and strategy mapping workshops to meet Priority Services Outcomes

· Installation, support and training for APLAWS+

· Addressing transactional service needs in line with local priorities by using LGOL-Net, and LAWs eForms

· Early access to the next release of the Local Government Category List

· ESD Toolkit support.
· ROL Project Management.
1.5 Project Phases

The project was delivered in 3 key phases:

· Phase 1: Identification of business need

· Phase 2: Solution delivery

· Phase 3: Sustainability – user and technical training

1.5.1 Phase 1: Identification of Business need 

Business analysis and strategy mapping workshops to meet Priority Services Outcomes

The programme commenced with a series of interactive benchmarking workshops, each addressing a specific service area or areas.  The agenda for each benchmarking workshop is in section 4 pages 14 – 15.

1.5.2 Phase 2: Solution delivery 

Focusing on the delivery of these services through an effective technical solution (comprising APLAWS+, LGOL-Net and eForms capability) in line with local priorities. Working with ROL, the approach to solution delivery addressed:

· Installation of APLAWS+ CMS – ROL installed the operating system and application software and applied Sedgefield Borough Council’s provided design

· Installation of LGOL-Net message brokering middleware

· Installation of open source eForms software.

· Customisation of LGOL-Net and eForms to begin delivering transactional services as prioritised from the Priority Service Workshop Programme
1.5.3 Phase 3: Sustainability – user and technical training

A comprehensive suite of training services – from basic user to technical/admin empowered the successful take up of APLAWS+ throughout Sedgefield Borough Council in a simple but effective manner.

 “Train-the-Trainer” sessions were also incorporated to enable an effective handover to Sedgefield Borough Council so that there is on-going specialist training resource internally.

1.6 Outline Project Plan

	High Level Project Plan
	Dec 04
	Jan 05
	Feb 05
	Mar 05
	Apr 05

	
	1st ½
	2nd ½
	1st ½
	2nd ½
	1st ½
	2nd ½
	1st ½
	2nd ½
	1st ½
	2nd ½

	Milestone 2 (15/12/04)- Completion of the statement of Work form (Annex C).
	
	
	
	
	
	
	
	
	
	

	Project Initiation
	
	
	
	
	
	
	
	
	
	

	Specification
	
	
	
	
	
	
	
	
	
	

	Priority Service Workshops
	
	
	
	
	
	
	
	
	
	

	APLAWS+
	
	
	
	
	
	
	
	
	
	

	Installation
	
	
	
	
	
	
	
	
	
	

	QA
	
	
	
	
	
	
	
	
	
	

	Milestone 3 (30/01/05) - Progress Report/Funding Claim 1 Progress Report sent to the Project board, including expenditure to date and achievements against the project plan (M2)
	
	
	
	
	
	
	
	
	
	

	Development
	
	
	
	
	
	
	
	
	
	

	Internal Training
	
	
	
	
	
	
	
	
	
	

	UAT
	
	
	
	
	
	
	
	
	
	

	Go Live and Rollout
	
	
	
	
	
	
	
	
	
	

	LGOL-Net/eForms
	
	
	
	
	
	
	
	
	
	

	Installation
	
	
	
	
	
	
	
	
	
	

	Milestone 4 (28/02/05) - Progress Report -Project Progress Report sent to the Project board, including expenditure to date and achievements against the project plan (M2)
	
	
	
	
	
	
	
	
	
	

	Customisation
	
	
	
	
	
	
	
	
	
	

	Pilot Live
	
	
	
	
	
	
	
	
	
	

	UAT
	
	
	
	
	
	
	
	
	
	

	Project Signoff
	
	
	
	
	
	
	
	
	
	

	Milestone 5 (30/03/05) - Progress Report/Funding Claim 2 Monthly Project Progress Report sent to the Project board, including expenditure to date and achievements against the project plan (M2)
	
	
	
	
	
	
	
	
	
	

	Milestone 6 (31/03/05) Case Study Observed shortcomings and recommendations regarding methods of use and future enhancement
	
	
	
	
	
	
	
	
	
	

	On-going Support
	
	
	
	
	
	
	
	
	
	


2.0 Project Diary

The project diary gives a description of each of the stages of the project in chronological order.

2.1 Upgraded Servers (ROL)

The first step to implementing the APLAWS+ Content Management System (CMS) was to upgrade the council’s web server. This required:

Upgrade existing server for APLAWS+ production server

· Increase RAM to 2Gb

· Install extra CPU to improve performance (and for redundancy)

Install a new server for database server with the following spec

· 2 x 3GHz Xeon CPU (2 CPU's for speed & redundancy)

· 3 x SCSII/SATA hard disks RAID 5

· 2Gb RAM.

2.2 Kick Off Workshop – 10th January 2005

This workshop covered what the e-gov agenda is, what APLAWS+ is, how APLAWS+ fits into the councils strategy, what APLAWS+ will mean to each department, initial scoping of what is required and what the plans are for future activities. This workshop had excellent user involvement with over 40 Service Heads and Section Heads attending. 

2.3 Begin installation of APLAWS+ (ROL) – 25th January 2005 – 31st January 2005

ROL began the installation of APLAWS by migrating the current council’s website to ROL’s server. 

2.4 Priority Service Outcome (PSO) Workshops – 26th & 27th January 2005

These workshops were used to place the PSO’s into a local context at Sedgefield Borough Council with regards to the delivery of the Council’s key ambitions as outlined in the Community Strategy. The objective was to prioritise the PSOs and to gather information about the services to enable effective eForms to be created. There were four half-day workshops, which covered:

Workshop 1:

· What are the ODPM’s Requirements? / What are the Priority Services & Transformation Outcomes? Overview / breakdown of ODPM 14.
· What is the council’s Strategic Vision? The current position / external factors / strategy.
· Analysis and discussion of Community Information PSO (R3, R4, G2) Interpret, research & specify ‘standard’ requirements, Required Outcomes / Good Outcomes.

· Analysis and discussion of Democratic Renewal PSO (G3, G4)
· Associated National Projects & Initiatives
·  Summary of the day
· Q&As
Workshop 2:
· What are the ODPM’s Requirements? / What are the Priority Services & Transformation Outcomes? Overview / breakdown of ODPM 14.
· What is the council’s Strategic Vision? The current position / external factors / strategy.
· Analysis and discussion of Local Environment PSOs (R7, G5, G6, G7), Interpret, research & specify ‘standard’ requirements. Required Outcomes / Good Outcomes 

· Analysis and discussion of Libraries, Sports and Leisure PSO (R13, G12)

· Associated National Projects & Initiatives

· Summary of the day

· Q&As
Workshop 3:

· What are the ODPM’s Requirements? / What are the Priority Services & Transformation Outcomes? Overview / breakdown of ODPM 14.
· What is the council’s Strategic Vision? The current position / external factors / strategy.

· Analysis and discussion of e-Procurement PSO (R9, G8), Interpret, research & specify ‘standard’ requirements. Required Outcomes / Good Outcomes 

· Analysis and discussion of Payments PSO (G10, G11)
· Associated National Projects & Initiatives

· Summary of the day

· Q&As
Workshop 4:

· What are the ODPM’s Requirements? / What are the Priority Services & Transformation Outcomes? Overview / breakdown of ODPM 14.
· What is the council’s Strategic Vision? The current position / external factors / strategy.
· Analysis and discussion of Benefits PSO (R16, G15)
· Analysis and discussion of Vulnerable People PSO (R18, R19, G16, G17)
· Associated National Projects & Initiatives

· Summary of the day

· Q&As

Excellent feedback was gathered from these workshops and a report was produced outlining progress against the PSOs and future actions. 

2.5 Initial APLAWS+ Training (ROL) – 2nd, 3rd & 4th February 2005

Six half-day sessions of training was provided to 24 Authors, 16 Editors and 8 publishers / Administrators. 

The Council’s Corporate IT Trainer was present at these training sessions with the objective of providing future training programmes without the requirement for 3rd party involvement.

2.6 Web Design Template Update – 8th February 2005

The style sheet used by the web site was updated to comply with the W3C “AA” Accessibility Guidelines. This has been tested using Bobby.

2.7 Web Standards – 10th February 2005

To make sure that Authors and Editors create content to a high standard a Corporate Web Standards Document was created which contained guidelines and a checklist of how to create quality customer friendly Web content.

2.8 Restructure of Folders – 10th February 2005 – 14th February 2005

Restructured the folder layout behind the scenes to represent the structure of the council.

2.9 Image Repository 15th February 2005 – On-Going

To ensure that image dimensions and file sizes are controlled an Image Repository was created. Users can go and choose an image to add to the web site. Users must submit their images through the IT department before any images can be added to the repository.

2.10 Addition of permissions – 16th February 2005 – 17th February 2005

Each User has been put into a group e.g. Leisure Authors. Each folder has been given custom permissions to allow only the correct users access to the folder e.g. Leisure users can only change or Add content to the Leisure Folder.

2.11 Content Creation – 17th February 2005 – On-Going

Users started to create content for the Website.

2.12 Help Documentation – 18th February 2005

To help users, an on-line help page was created with advice and guidance on how to use the APLAWS system.

2.13 Training – 2nd March 2005 – On-Going

To make sure all the required content is created by the deadline a further training need was identified. Training dates were arranged and have been carried out by the Council’s Corporate Trainer.

2.14 Final APLAWS+ Theme – 5th April 2005

The final version of the new Sedgefield BC website design has been integrated into an APLAWS+ XSL theme.

2.15 LGOL-Net installation – 

An LGOL-Net server was set-up within the Sedgefield BC ICT infrastructure

2.16 West Sussex form builder – 

Customisation of the West Sussex form builder to use an Open Source platform and incorporate the new Sedgefield BC website design.
Scenarios’

2.17 APLAWS + Current Process

Currently for a user to develop content and then have it published onto the website 4 stages must be carried out:

· Content Creation,

· Section Approval,

· Customer Services Approval,

· Webmaster Approval and Publishing.

2.17.1 Content Creation

The first stage is the Content Creation. This is where the user, a service department representative with a good knowledge of the service area develops local content. This is achieved through a) using the Generic Content created by Tameside and/or b) by creating a new Item independently.

2.17.2 Section Approval

Once the content is created and the Author has completed it the next stage is Section Approval. The Service Manager usually carries out this section approval. They will make sure the content is factually correct and that there are no gaps in the content.

2.17.3 Customer Services Approval

Once the section is happy with the content the Customer Services Manager will check the content from a Customers’ point of view. This is to make sure the content would be clear and helpful to the customer and the customer services staff.

2.17.4 Webmaster Approval and Publishing

This is where the Webmaster gives final approval to the content and then publishes it.

2.18 APLAWS+ Vision

It is envisioned that these 5 stages will be reduced to 2. This will be done through knowledge and skills transfer over time. The envisioned stages are:

· Content Creation

· Content Approval and Publish

2.19 LGOL-Net

LGOL-Net Current Initiatives 

Customer Scenario 1- For Customer/Customer Services Officer to input house number and postcode onto website to get real time information on bin collection days and times.

Customer Scenario 2 - Direct Debit e-form sent directly to Council Tax back office.

Customer Scenario 3 - Applying eForms through LGOL-Net to enable joined-up working. For example, if someone submits a notification of some vandalism, LGOL-Net can send the online notification to multiple destinations such as prosecution and the clean up people. The eForms product used in isolation to LGOL-Net can only send to one party.

Future Developments

· Adoption of the ENCORE e-Forms product which led by West Sussex County Council has developed e-forms for every PID within the ESD-Toolkit.

· LGOL-Net training for SBC IT staff to enable self-sustainability.

Lessons Learnt

This section explains some of the lessons learnt during the project.

2.20 User Help

Some users required further help and guidance after the training for some basic issues. The creation of an online help page which covered the basic questions users’ were asking helped to keep the users’ happy when using APLAWS+. The Online help page covered:

· Finding your generic content

· Adding an image to the content (Using the image repository)

· Attaching files

· Copy and pasting content

· Adding Tables

· Finding the correct category for your content

2.21 Training

These are the lessons learnt for training users on APLAWS+.

2.21.1 Folders and Permissions

Before the training begins for general users’ the Administrators of the system should be trained and create a relevant folder structure (imitating the Council Structure), develop the required groups and add required permissions. This will prevent any delay between the timing of the training and the users’ creating content due to development work. This delay can cause the momentum of the project to slow down as some users’ may require a refresh of the training.

2.21.2 Training Content Usage

When training people for APLAWS+ it is recommended that you don’t use the generic content unless they are going do some genuine updates of the content. If they do play with the generic content during the training this will mean they are presented with a giant list of content waiting to be authored when they login. This causes a problem because it makes it harder for the user to find their content to edit in this list and have to go through the folder structure to get to their content. This makes the list pointless as a shortcut to currently authored content. You can reduce this list by deleting the workflow from the content item but this can be a long and laborious task.

2.21.3 Local Government Category List (LGCL) Explanation

During the training all the technical training regarding APLAWS+ the users’ are comfortable with. The most difficult aspect of the training is explaining why they should use the LGCL and not order the navigation by the council structure. Many users’ aren’t comfortable in putting their content in a category they consider to be another department e.g. Legal Department feel right to buy should be part of legal services and not Housing.

If you can explain why the category list should be used and the departments are in agreement the training will flow smoothly.

2.22 User Resistance

Departments who have kept an up-to-date website through their IT department can be resistant to the change. This must be managed and their buy-in established otherwise they view it as creating additional work with no benefit to themselves. This can delay the progress of the project.

Alternatively departments’ who haven’t got an up-to-date website but see it as a vital tool for their service view the system as a ‘knight in shining armour’. This is because it allows them to create a website for themselves without any delays due to an overloaded IT Department.

2.23 Workflow Update

Make sure before users’ begin working with the APLAWS+ system that the Workflows are correct. 

2.24 Generic Content For Environmental Service

Some of the Generic Content relating to Environmental services was deemed un-useful by the Environmental Department. This means they had create all their content from scratch.

Future Developments

2.25 Circular Workflow

What is required is when a content item has been unpublished the author should be able to update the content and pass it on through the workflow to be published again.

To do this now you have to add further steps to the workflow (e.g. Post Publish Authoring) or to delete the workflow from the content item and add a new workflow

In the future the workflow should automatically reset and begin at the author stage again. This will allow the author to update the content and pass it on through the workflow to be published.

2.26 Cascading Workflow Update

What is required is when an update to the workflow is made this should automatically update the workflow for each content item.

Currently when you make a change to the workflow you must manually go to each content item and remove the old workflow then add the updated workflow.

In the future once the workflow has been updated the update should cascade through all the content items with that workflow.

2.27 Add Image Option

When using the Add image option to insert an image it appears above all of the text inside the body text which isn’t appropriate.

In the body text there is an option to insert an image wherever you wish. This facility makes the Add Image option redundant. 

The only advantage of the Add image option is the browse facility when entering the image into the system.

In the future the Add image option should be removed and the Browse facility should be added to the Insert Image option in the body text.

2.28 Editors’ Shouldn’t Need To Be In The Author Role

What is required is to allow Editors’ the ability to edit content items’ as well as Approve / Reject content items’.

Currently to do this the editor must be in the Author Role as well as the Editor Role. This causes a problem because when the editor logs in, their list doesn’t just have items that need to be approved; it also has items which are currently being authored. This makes it harder to go through the list and find which items require approval.

In the future the Editor Role should include the ability to author content without being in the Author Role.

2.29 Link to files in Body Text

What is required is the ability to link text in the Body Text of an Item to an Attachment.

Currently to do this each Attachment must have it’s own content item devoted to it. This increases the volume of authoring work and increases the number of mouse clicks the user has to use to get to the file they require.

In the future there should be an Attachment Button in the Body Text editor, which allows you to upload an attachment and link it to the text. This will prevent any confusion when there are many files attached to a content item and all listed at the bottom of the page.

2.30 Link With Local Government Services List (LGSL)

The system currently incorporates the Local Government Category List (LGCL) but it should also include the LGSL. This would help identification of which services have been e-enabled as part of Best Value Performance Indicator (BVPI) 157.

2.31 LGCL and LGSL Link

The LGCL and LGSL should be linked together to provide a definitive list of where website information should be placed e.g. 

Business – LGCL
.
Business and street trading licences – LGCL
.
.
Entertainment licences – LGCL

.
.
.
Licence - public entertainment PID 393 – LGSL

This would provide a complete list of required website content for services and a customer focused structure to present them. It would also highlight any possible gaps e.g. Census Information in the LGCL. 

2.32 Improve Environmental Services Generic Content

The generic content for some of the Environmental Services PIDs should be improved. This content wasn’t useful for our Environmental Services Department.

Aim to resolve 80% of service enquiries at first point of contact








   
“Driving Forward Service Improvements….”
1
PAGE  
11
   
“Driving Forward Service Improvements….”

