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Foreword

Opver the last 10 years national policy has embraced the principle of active citizenship and
public involvement in governance. As the public interest in the democratic process has
declined the interest in local activism has increased. Statutory instruments, guidance and
voluntary sector publications all reflect this move towards community engagement and
ultimately empowerment - the creation of stronger and prosperous communities being

the ultimate aim of devolution and localism. There are aspirations to embed a culture of
engagement and community empowerment in local authorities at all levels. This process of
involving the community in decision-making at a neighbourhood level will ultimately bring
about a transformation in the relationship between community, elected

members and authorities.

In Buckinghamshire there have been many years of ongoing engagement and community
development activity amongst the 50+ age group of residents. Building on these

the Shape 50+ project set out to trial a model of community engagement that focused on
people-centred service redesign. Using this model any service provider would be able to work
with a ‘community of interest’ to redesign a service to meet the needs of that community.

The Shape project sought to address issues raised in the Bucks 50+ Conference in 2007
around improved transport inforamtion and healthcare access. The project presented a series
of challenges as elected members, residents, officers and service providers worked together,
having equal status within the group, not knowing where the experience would take them
and what funding would be made available.

As an outcome of this work we present two products. The tool presented here demonstrates
the methodology developed throughout the project for people-centred service development.
The second product is the proposal for HealthConnect, a service concept that was developed

during the live trial using the Shape methodology to improve ‘access to health services’.

MKOB

Milton Keynes, Oxfordshire and Buckinghamshire
Improvement Partnership



People-centred
service innovation

Shape offers a way for innovating public services that places people
at the heart of the process. Using a flexible, collaborative and user-
centred approach, Shape provides a set of processes and methods
that can be used in planning and designing new or improved
services. The process is drawn from public and private service

design practice.

Innovating services within local government demands a high
degree of care and sensitivity in planning and execution.
Innovation is innately risky and often expensive; the best way

to reduce costs and the risk of failure is by involving users and
front-line staff in this process. Our work has shown that potential
conflicts of interest between elected councillors, concerned about
the public purse, and volunteers, eager to find ways to re-allocate

funding, can be successfully overcome using this process.

To understand where Shape sits within the development of public

services we refer to three key stages:

1. Direction setting: Defining and prioritising the
best response to a set of problems and issues

In the public sector this stage usually manifests itself as a
combination of political and bureaucratic processes, often driven
from the top of the organisation. New approaches to people-
centred policy making are making increasing use of bottom-up
approaches in which resident groups are involved in planning and

budgeting.

2. Service design: Building a new or improved
service by generating plans and guidelines for de-
tailed development

This stage inludes the modelling, testing and specitying of



characteristics and processes of a new or improved service.
Those people who will be responsible for delivering and using
the service will ideally be engaged.

3. Service production: Building capacity, test-
ing and delivering a service

This stage takes place once the plans and budgets for delivering
a service have been signed oft and will involve those who will

ultimately be responsible for its management.

Diamond 1: Direction setting Diamond 2: Service design Diamond 3: Service production

Vision Service
Document Blueprint

The three stages are illustrated as diamonds, each following
sequential divergent and convergent mindsets. Shape was not
developed exclusively for one stage in particular, but rather
as a framework for engagement with users and stakeholders
in service innovation through the use of design-led tools and
activities. The Shape process can be applied iteratively at
different stages, and will require different levels of energy,
time, and methods to achieve objectives such as consensus

building, user empowerment, business planning, etc.



The Shape process

The Shape methodology includes tools and techniques
for user-led innovation that are applicable to each of

the three development stages that were described in the
previous section. Each of these can be further divided
into the following phases, which differ in the activities and
challenges that are associated with them.

Initiate The aim of this phase is to ensure that

the project is adequately planned, resourced and
communicated before involving participants. Key activities
include:

*  Defining project issues and outcomes

*  Project planning and recruiting participants

*  Establishing communication channels

Getting it right in this phase will make life much easier
later on, so it is advisable to allow sufficient time — several
months — to ensure the right people are involved in

delivering a relevant, achievable and tangible outcome.

Create This phase encourages the participants to
generate as many insights as possible, based on first-hand
user experiences, interviews and expert inputs. Activities
and methods are used to generate large amounts of raw,

qualitative data in a structured and time-efficient manner.

Select This phase includes a set of activities that help to
converge on one or several service innovation ideas.

With large, multidisciplinary groups this can be extremely
difficult to arrive at and extra care has to be given when

prioritising ideas.



Phases within the
Shape process

Define During this phase the service innovation is
fleshed out to include processes, touchpoints and users.

It is likely that several iterations of modelling and testing
will have to take place. At different workshops participants
will be able to design and refine elements of the service

involving designers and other experts, when necessary.

Outputs from this process will vary. In some cases a broad
service vision will be developed, in others a detailed
development brief or business plan may emerge. This

will depend largely on time, commitment and securing of

development funds.



Roles

Project champion

The main role of the project champion is to provide
leadership. The quality of the project will rest on the
ability of the project champion to motivate a large
group of individuals to cooperate and contribute time,
energy and resource, often for free. Therefore the project
champion should be adept at communicating the value
and goals of the project and to empower all participants

to share in its outcome.

Project manager and coordinator

Managing a successful Shape project will involve
significant coordination and communication activity,

due to the large number of participants involved. The
main responsibility for this person will be setting up
meetings and workshops, keeping everybody up to date
via email or a project blog, and managing the financial
and administrative side of the project, in order to alleviate

pressures on the project champion.

Design facilitator

The design facilitator’s main role is to facilitate the co-
design process. This is done mainly through workshops,
but not exclusively. The design facilitator’s ability to
visualise the process and outputs will be important
when working with the project champion and core
team, defining the process and applying tools and
methods to each phase of the project. In most cases the
independence and impartiality of the design facilitator

will be of value; however this will have cost implications.



Core team

The core team provides leadership as the executive
arm of the project. This team will decide on strategy
and day-to-day planning and will engage and
communicate with key stakeholders. The group will be
made up of local government managers and planners,
independent service providers and representatives of

relevant community groups.

Other groups that will be involved in the project on a less

regular, part voluntary basis include:

Co-design group

The co-design group is the largest group, consisting of
residents, elected councillors, local government managers,
service providers and members of the core group. The
group meets several times throughout the project for
structured, co-design workshops. For most members of
this group their only involvement will be their attendance
through workshops.

Advisory panel

The advisory panel has a dual role. The first is to provide
strategic advice and signposting to the core team. The
second is to ensure that the project has a legacy and
connects to future projects and policy-setting initiatives.
Members of this group will be senior managers and
elected councillors within the council and other

stakeholder organisations.



We suggest following
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these steps to
best meet
this challenge:

The aim of this phase is to ensure that the project is
adequately planned, resourced and communicated before

involving participants.

Embarking on a Shape project is no different to any

other project. The project needs to be driven by a project
champion — someone who will dedicate time and energy to
it; it must have senior-level buy-in and requires a budget,

if only a modest one, to demonstrate the organisation’s
commitment. In many organisations a Project Initiation
Document (PID) is used to articulate the project’s aims
and objectives and set the project in motion from an
organisational perspective.

The project champion will be aware that the success of

the project will depend not only on how well the project

is defined in the PID, but more so by the quality of team
assembled to work alongside him or her on the project. The
key challenge of the Imitiate phase is therefore acquiring
commitment from people with different interests and
agendas without compromising on the clarity and purpose
of the project. Experience has shown that successful
recruitment of participants and stakeholders is linked to the
quality of communication (the project outline document

is key) and allowing enough time to go out and contact

people directly, face-to face or over the telephone.

1. The project champion and project sponsor agree an
area of interest, usually as a response to a policy target, an
internal or government review or request by local interest

group. In this case the issues were around transport, an



issue raised by the Bucks 50+ Forum. A wider group of
experts and policy-makers will help to define what desirable
outcomes could be achieved and who should be involved.
The project champion will use this information to write a
PID and a budget will be assigned.

2. The project champion will recruit a core team of
committed individuals who are willing to volunteer or
part-volunteer their time and who have good networks
of influence and relevant knowledge. A design facilitator
will be recruited to guide the core group through the
service design project and help establish communication
channels.

3. The core group will conduct initial research and
mapping of the project area, write a detailed project plan
and establish the specific project issue that will be dealt
with, including target audiences and geographical areas.
Once these have been established the group will be able
to invite other interested individuals to contribute to the
project through participation in the co-design group or
advisory panel.

Outputs

A project outline document
* An online project management and communication
tool
* A project plan that has been agreed by the core team
*  Supporting research that has been collated including

maps of relevant organisation and projects

11



Initiate

Activities

Define project
issues and Q
outcomes

Issue is identified
through government
review, residents’ >
conference,
reference and action
groups, complaints
mechanisms.

Project champion
writes a project
> initiation document. > >
Project budget is
approved.
Research is carried out to Core team builds detailed
establish relevant body of plan including project
knowledge — statistical data, > outcomes, risk, equality >
news articles, academic and impact assessments,
research, etc. If possible, stakeholder map and context

these are posted on the map of other relevant
project website. projects and organisations.

>.




Context and
stakeholder

mapping

Helps to understand which

other projects and organisations
are operating in a similar

area. Encourages a structured
relationship-building programme.

Project initiation
document

A detailed project plan that
defines the parameters and
boundaries of the project,
defining issues such as scope,
vision, team, Sponsor, manager,
funding, outcomes and objectives.

Project outline
document

A clearly written document that
provides important project details
including background, objectives
and definition of terms. It is
important to get this document
right as it will form the basis for
all other communications, from
the name of the project to its
visual language (typeface, colours,
logo). Clarity at this point will be
rewarded with better results in
the end.

Background

research

Establish body of knowledge on
the issue — statistical data, news
articles, academic research, etc.
If possible, post these online

for all project participants to be
able read, comment and add to.

Johari’s window
This simple framework

helps create an investigation
framework and highlights which
areas require primary research
from user insights.

Project diagnostic
tool

Different projects require
different approaches to
research, planning, data
collection and evaluation. The
process and methods will be
dictated by parameters such as
budget, buy-in, who is affected
and how radical the
innovation is.

Induction

programme

Necessary to get all project
participants to know how to
communicate with each other
using online and offline tools
and to understand the project
context and who else is working

in this way.

Online
communication
tools

File-sharing and programme
management tool + website /
blog if appropriate.

NB Website may benefit from
being neutrally branded in
some cases, ie, not part of
Council’s website.

Multiple
communication
channels

It is important to establish
multiple communication
channels: face-to-face meetings,
email updates and telephone
reminders should be employed
concurrently and logged on the
online communication tool for

people to access spontaneously.

13



Create
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Objectives

To collaboratively generate ideas for new services based
on an understanding of the current problems facing users

and providers, and the opportunities for innovation.

Overview

Once the project has been defined, planned and resourced
the process of co-designing can begin. By now, a large
group of people will have shown an interest in the project
because it has promised to achieve something they are
interested in. Many of these people also have a clear idea
in their heads of what needs to happen and by whom
(often this will be someone other than themselves). One
of the challenges for the Create phase is therefore building
empathy and a shared understanding of the complexities
that the project presents. The best way to do this is
through structured experiential research activity.

The Discovery workshop, which is the cornerstone of

this phase of activity, is designed as a platform for
unearthing vast numbers of issues and insights into
people’s experiences. The first-hand experiential aspects
of the workshop are critical and it is advisable to set
participants tasks individually or as a group in advance

of the workshop. This could be a hospital visit, a bus
journey, internet-based activity or something similar.
Participants will be asked to keep logs of their experiences
and photograph people and places in order to reflect on

existing services and experiences.



During the workshop participants will be facilitated
through a process of discovery and idea generation.
People’s experiences will be shared and discussed,
extracting the problems, opportunities and challenges

that exist at both micro and macro levels. At the end

of the workshop a vast amount of data will have been
generated and clustered into a number of areas for service

Innovation.

Outputs

The main output from this phase is the Discovery
workshop summary, which will include the key problem
and opportunity areas that were identified during the
workshop. These will be clustered using common sets of
issues that are based on the type of service that can be
developed to address them. For example, some may lend
themselves to a web-based solution, such as information
systems; others may require a reconfiguration of existing
resources and people, such as GPs providing a new

type of advice service; others may be grouped around

a specific problem such as improving accessibility to a

particular train or coach station.

15



Create

Activities




Tools

Participant user
research

Getting people to experience
existing services first-hand
provides a rich source of insight.
In advance of the Discovery
workshop participants should

be encouraged to go on service
journeys, whether it means
shopping for a product, going
on the bus or booking an
appointment. They should
document their experience using
journey logs and cameras; these

are useful workshop prompts.

Perceptions and

preconceptions

Use prompt cards that describe
elements of the journey or
experience to get participants to
prioritise areas that they think
are in most desperate need of
attention. Doing this exercise
upfront will help participants get
any baggage off their chest and
will help them listen to others’
experiences

Timeline:
experience mapping
Map out a relevant timeline for
one individual user by charting all
of their activities and interactions.
Try high points and low points,
flagging critical periods and
focusing on patterns.

Group journey

A way of introducing participants
to the subject is to take them on
a group journey or fact-finding
mission. The idea is for the group
to physically experience the
service as a group — this could

be taking a journey on public
transport, visiting a school or
hospital, or going on a virtual
tour, online.

Clustering

At the end of a Discovery
workshop there can be hundreds
of sticky-notes and flip-chart
notes. There are different ways of
clustering these, but doing so 1s
important in order to feed back to
participants the outcome of the
workshop, and have as a starting
point for the next workshop.

P.O.L.N.T.S.

Using a framework helps to
rationalise the large amounts of
rich qualitative data, which result
from successful user research.
The PO.LN.TS framework helps
to distinguish between some or
all of the following: problems,
opportunities, insights, needs,
themes and systems challenges.

Hopes and fears

An ice-breaker to get all
participants to share their hopes
and fears from this project. The
facilitator will write these on a
flipchart and it will be included
in the workshop summary to
help steer the project clear of
obvious pitfalls.

Evaluation form

At the end of each workshop
participants should be given the
chance to give their feedback
and suggest things they may not
have been given the chance to
say during the workshop.

My journey

User insight is invaluable.
Focusing on the experiences of
participants as they present the
journeys they went on as part
of the pre-workshop tasks will
uncover the reality of what has
been ‘seen’ and experienced
rather than ‘assumed’ or
‘heard’. It is important that
other participants complete the
PO.IN.TS excercise during
this stage, rather than sitting
passively.

17
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Objective
The aim of the Select phase is to have one, or several
agreed service areas that adhere to a shared vision.

Overview

At this point in the project it will have been made clear
to all participants that there are a number of ways to
address the problems that have been identified. For
many participants this realisation is accompanied by a
disconcerting feeling caused by the innate ambiguity of
having to reconcile so many viewpoints and individuals’
needs. Many people are not comfortable with this
ambiguity and may express dissatisfaction with how the
project is progressing. The challenge for the Select phase
therefore is to reassure participants of the value and

purpose of the project.

So, having moved participants from the comfortable
position of conviction to the uncomfortable position of
ambiguity the Select workshop is of vital importance in
rebuilding their trust and commitment. The success of the
Select workshop will depend on the skill of the facilitator

to negotiate an agreed project. The workshop will force
the group to prioritise, vote and argue the case for the
most appropriate project to focus on. Sometimes it will be
difficult to arrive at a single project idea without alienating
some of the participants, in which case either more

than one idea will be taken forward or a decision will be

deferred and negotiated ‘offline’.



At the end of the Select phase a diverse group of
participants and stakeholders will have agreed that in
order to fix a particular problem for a particular group it
is necessary to focus on a particular service innovation.
This is not a trivial matter. Select is a necessary phase in
order to place participants in the right frame of mind for

collaborative service innovation.

Outputs

The Select workshop summary will highlight the agreed
direction for service innovation and highlight the shared
vision that has been agreed upon. This will include who

will benefit from the service and in what way.

19



Select
Activities

Select m

workshop
Plan and prepare workshop
structure, exercises and
prompts, venue, refreshments,

%] Communications AV requirements, etc.

If necessary, engage specialists
to contribute to the workshop.

M In

Run Select workshop. Core group holds
Problems are turned debrief meeting

into opportunities; a ) immediately after >
shared vision is developed workshop to evaluate,
through the use of share experiences and
personas, user journeys plan next steps.

and storyboards.

20

=

Invitation reminders
are sent to workshop
> participants and
followed up by phone
call where necessary.

=

Workshop summary is
published online and
sent via email / post. It
includes photos, slides,
exercise summaries,
actions and notifications
for the next workshop.



Tools

Focusing down
Narrowing the project area
through discussion and vote

€xercises.

Service
improvement
brainstorm

Participants select particular
areas for improvement within
the different service themes.
These could be individual
touchpoints, service elements or
the full customer experience.

Project brainstorm
The aim of this exercise is

to expand on several project
ideas, taking into account who
the primary users would be
and what problems the service
would be solving.

Evaluation form

At the end of each workshop
participants should be given the
chance to give their feedback
and suggest things they may not
have been given the chance to
say during the workshop.

Idea prioritisation
matrix

This tool helps participants have
a structured discussion around
which ideas are suitable for
further development. The 2x2
axes include: high/low impact
and high/low effort. Using

this matrix it is easy to classify
projects as ‘quick wins’, ‘hard
slogs’, ‘basic’ or ‘major’ projects.

21
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The aim of this phase is to develop and refine the service
proposition and specify its processes and touchpoints. The
degree of refinement that will be reached will depend on
how much time and budget exist and how much wider
support there is for implementation.

Having established a clear focus for the project the
participants are able to begin to flesh out what elements
would make a service innovation viable, desirable and
sustainable. From this point on, as the service becomes
more tangible participants are likely to get more excited
and want to see the project realised as soon as possible.
However, chances are that the project will be constrained
by limited resources and time commitments and further
development will need to take place. The Define phase is
therefore intended to take the project as far as possible
in defining the service proposition with the available

resources.

Depending on the project, its realisation may be out of
the scope of the project and will require fund-raising,
partnership development and aligning with long-term
strategic objectives. In this case the output from the
project will be a service vision document, a funding
application or a position paper that forms the project
team’s response to the initial project area that had been
identified.



The Define phase consists of Service Modelling and Test &
Refine workshops. In these, participants will use personas
and scenarios to agree what the core principles of the
service will be and what elements or ‘touchpoints’ need to
be designed. These will be visualised by designers and fed
back to the group for feedback and refinement; ideally this

process will be reiterated several times.

A service proposition will be the main output from this
final phase. The service proposition will give as much
detail as possible about the desired service — from the ‘look
and feel’ to uses and rough costings. These will form an
integral part of the next phase of development, either by
forming the brief to the development team, or by helping
to ‘sell’ the project to potential partners and investors. In
some cases a brief for the next stage of development will
also be part of the output.

23



Service
Modelling / R =

Test & Refine
workshopst Plan and prepare workshop Invitation reminders
structure, exercises and are sent to workshop
prompts, venue, refreshments, participants and
@ Communications AV requirements, etc. followed up by phone
If necessary, engage specialists call where necessary.

to contribute to the workshop.

I 2

Run Service Modelling and Test & Refine Core group holds
workshops. The service propositions and debrief meeting
features are modelled and tested. This > immediately >
process would ideally happen over two or after workshop to
more workshops with the service being evaluate, share
designed and refined during and between experiences and
workshops. plan next steps.
Workshop summary is Service proposition

published online and sent produced, shared

via email / post. It includes > with participants >

photos, slides, exercise and other

summaries, actions and stakeholders, and

notifications for the next published online.

workshop.

S S

Present outcomes to Gathering support

the advisory panel to and funding for

get a handle on how > implementing the

to write up the final service. This may take

service proposition some time and will be

and who it should be undertaken by different

aimed at. people in different ways.



Service visioning
Through structured discussion
around the different service
elements or ‘building-blocks’,
and good service principles the
group arrives at a concensus
around the tactile and emotional
qualities of the future service.

User scenarios

Using personas and pre-defined
situations (usually of extreme
cases) participants explore the
limits of the service and can
start to think about what value is
attributed to different elements.

Service visualising
Visualising different service
touchpoints, such as websites,
letters and leaflets, as well as a
storyboard that visualises the
user’s journey is a critical part of
service design. This activity will
usually be done after the Service
Modelling workshop and be
repeated after the Test & Refine
workshop.

Evaluation form

At the end of each workshop
participants should be given the
chance to give their feedback
and suggest things they may not
have been given the chance to
say during the workshop.

Service
roadmapping

Having constructed a vision of
a future service the participants
place the different service
elements along a timeline,
taking into account which
elements of the service are
crucial at which stage of
development.

Service proposition
This is one a set of documents
that detail the service that

has been designed — in either
broad or detailed terms. It may
include a storyboard outlining
a user’s journey through the
service, visualisations of service
touchpoints, or a service
architecture that explains how
different elements of the service
align with each other.
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