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Transforming Auckland Council 
 
Auckland Council, 2016 

Presenter
Presentation Notes
This is a story of the current journey to transform Auckland Council, using:

Digitisation,
Design,
Lean,
Agile methodology
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Our challenges 
 
High population diversity 
 
High population growth 
 
Global economic focus 
 
Council responsiveness 

Background 

Presenter
Presentation Notes
1840: Founded

2010: 8 Auckland councils amalgamated; the largest merger in NZ history. 
Now: 1 council with 6 council-controlled organisations: 28 departments, 8,000 employees, 170 politicians, 56 CCO directors, 513,777 ratepayers, and still consolidating e.g. 5,000 software applications; and we:
manage NZ $30 billion in assets, $3 billion in annual revenue
govern 500,000 hectares of Auckland Council land
support 170 politicians
we bring the city its parks, recreation services, transport, libraries, waste management, environmental services & water services. We issue permits, licenses & building consents, and we collect the rates for Auckland too.

…with one of the most ethnically diverse populations in the world (2nd to Toronto?); 44% of Aucklanders identify as non-European

2014:
‘High Performance Council’ framework developed to focus us on the business priorities and behaviours that matter most
Three activity areas: ‘Engaging & Enabling Citizens & Communities’, ‘Customer Friendly Services’ and ‘Making Our Size Work’
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• We will make our services 
simple, easy and calm  

• Customer interactions will 
be smooth and fast 

• We will create services and 
work in ways that inspire  
confidence 

Customer Centric Transformat ion 

Presenter
Presentation Notes
We aspire to become the ‘World’s Most Liveable City’ (Mercer Quality of Living Surveys 2015 & 2015 rank Ak as 3rd; we want to be no. 1)

There are significant inefficiencies in where we are now, as well as large gaps to meet the future.  The scale & complexity of the change required  means we need to adopt new and different ways of thinking & working.

Customers (and staff) find our services overly complicated, difficult and stressful; our Customer journey is often stormy and dark, because of the service environments we create and the ways we work.

The Customer Centric Transformation Team was established 2016 and aims to make our services simple and Customer interactions smooth and fast 

Digital transformation is the cornerstone programme for the Customer Centric Transformation of Auckland Council; it is a cost effective channel as well as a preferred channel for many of our customers; allowing access our services anytime, anywhere. 

 I will be talking about the integration of Lean & Design in the context of this programme
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• Customer-centred 
• Right service model 
• Reduce the cost to serve 

through improvement 

Principles 

Presenter
Presentation Notes
The principles of Customer-Centric Transformation are:

Customer-centricity…delivering the right services and service experience
Service models that deliver the right service at the right time. 
Driving costs down by improving  services, not by reducing them.
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Set-Up 

Customer-Centric Transformation Programme 
 

Start During End After 

Emerging programme path 
 
• Ecosystemic & innovative goals 
• Blending Design & Lean methods 
• Blending agile & capability-building 
• Enabling early & rapid implementation 

CCT Programme 

Presenter
Presentation Notes
Projects in CCT programme are set up this way:

Ecosystemic & innovative goals to ensure project goals both reach deep into our organisation to deliver step change and aim at much higher performance

Design: Customer & Industry interviews, personnas, prototyping & keeping the Customer close in the development cycle
Lean/6 Sigma: Removing waste (duplication, waiting, backlog, rework, failure), variation & creating flow

Blending Design & Lean methods to enable much smarter ways of understanding and developing our services  The teams are learning to work collaborative, for the customer. This is the beginning of a shift to end-to-end service delivery, as we  begin to dismantle the silos.  
Using agile development to build quickly & robustly, and including capability-building so we sustain the service into the future
Enabling early & rapid implementation because we are very focused of quality of implementation (‘getting it wrong quickly’)
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Customers drive a new way of thinking  

Service models 
• Self-service through to 

enhanced service 
• Continuous improvement of 

value 

Customer insights 
• Needs & goals 
• Whole service journey 
• New kinds of opportunities 

Performance mindset 
• Customer KPIs 
• End-to-end process review 

New ways of thinking 

Presenter
Presentation Notes
The customer is at the heart of everything we do – is true for Lean & Design:
Customer insights lead both visionary change and daily continuous improvement.   
We need to get in touch with what our diverse customer base will need to experience an Auckland of the future, as well as delivering improvements to the way we operate today.  
Every day we look for opportunities to improve the customer experience of the whole service journey.  
We design service models that work for customers – sometimes streamlining them, other times adding value, and even creating whole new services.
Customer KPIs reflect organisational performance and we are exploring structural customer centricity to give us end to end visibility of process performance.
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Use Design to blueprint a compelling vision of the service 

1 
Education & self help 

2 
Application support 

3 
Consent processing 

4 
Consent closure 

5 
Feedback & monitoring 

Stage 

Apply with Approved 
Project Template Lodge Process Submit completion 

documents 
Certificate 

issued 

Interactions 

Process 

2 Online  
assessment tool  

3 Interactive online  
learning service 

4 Welcome pack 9 Milestone pack 10 Fast 
certification service 

12 Customer  
feedback service 

Monitoring & 
Feedback 

1 Qualification 
service 

Customer Experience 

Example – Fast consenting for Resource & Building Consents 
A fast consenting approval service for low difficulty work that is approved within a short target time e.g. 2 days. Examples might be solid fuel heating, minor 
plumbing and drainage consents, plan changes, etc.  

Presenter
Presentation Notes
In the Building Consenting process, we recognised that:

We need to bring many services to the front end of the process to enable a successful Application to be submitted e.g. Customer journey, education, self help, Application support
By segmenting Application types we could deliver the majority of consents faster and skilled technical resources could be released for highly complex Applications e.g. approx. 50% of Applications can potentially be channelled via a  ‘fast track’ process 
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Using Lean to understand the opportunities/optimise processes 

Presenter
Presentation Notes
Value stream mapping the current state processes gave us facts on which to:
Make a compelling case for change
Assess the benefits of improvements
Highlight our lack of Customer Centricity i.e. how we actually punish the Customer


95% of Pre-applications were put on hold in the Application process
8.8 days between Lodgement & Assess
5 steps in before a qualified person was looking at the Application
Average of 4 RFIs (more info required from the Customer) per Application
Over 50% of RFI requests generated by 4 processing groups
Inspectors saying different things
Can’t understand the Conditions
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Staff culture 
 
A culture of real-time learning & end-to-end performance management 

•  Weekly (and daily) 
    performance  meetings 
 
• Realtime recognition 

 
• Responsible for our performance; not our function 

Weekly (& daily) 
performance metrics 

M   T   W   T   F   S   S 

Culture 

Presenter
Presentation Notes
We’re fostering change in our culture by bringing a real-time focus on performance 

This means exploring customer insights & KPIs that orient our work to customer value – for example we are looking into a new measure “customer effort score” 
We are also identifying real-time measures of customer process performance, and finding ways to normalise the review, reflection and actions taken for our customers -  as part of our daily & weekly routines.
There are two parts to this
End to end process performance forum informed by Customer Value KPIs e.g. throughput time, failure, rework and quality; to identify and act on improvement opportunities
Daily functional meetings informed by supporting functional Customer KPIs from which to address exceptions; to intervene in ‘real time’ to improve out delivery of the Customer value
Our first focus is on the E2E forum in the first instance
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* Interface/handover 
performance KPIs e.g. 

backlog, re-work, waiting 
time, OLA/SLA met, etc. 
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* * * 

Request Build Deliver Pay 

Weekly E2E Customer Process Performance Management Meeting 
(informed by E2E Customer Value Metrics) 

Daily Heartbeat Meetings (15 mins)  
(informed by functional group Customer Value Metrics contributing to E2E Customer value) 

Daily view of process 
partner performance 

M   T   W   T   F   S   S 

Weekly view of E2E 
performance 

M   T   W   T   F   S   S 

 
 
 
 

First cab of the rank… 

Using Customer Process management to improve quickly 

 
 
 
 
 
 

Next level of maturity… 

Presenter
Presentation Notes
This illustrates the intent of the previous slide
Uses Customer Value metrics to operational management

“If you are managing your processes on the basis of your delivery of Customer value; you have your eye on the right target”
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Developing Customer Process KPIs 

Presenter
Presentation Notes
Going just a bit deeper; this explains how we develop the Customer value KPIs

Online metrics will capture online outputs

This workshop approach is applied to the balance of the Customer processes to develop the Customer Value KPIs
Initially the ideal metrics are described and then we ask:
What metrics are available now
What available metrics could be used as proxys
What metrics do we need to develop

Develop Heatmap and E2E Performance forum 





Example - Going Places Online: Benefits for customer & organisation 
 
A new process & customer experience for booking and paying for Council places and spaces 
online, with estimated benefits 

Customer can 
search, book & 

pay online 

Customer & staff 
take 70% less 
time to book 

Facilities much 
more visible & 

accessible 

Cost-to-serve 
reduced by $0.3 
to $0.5 million Jay Farnworth| 2014 

Presenter
Presentation Notes
Using this approach, a Bookings platform and online tool for facilities hire is now in its final stages of build, with a minimal viable product delivered in twelve weeks.  
It will take 70% less time to make a paid booking, at a time that suits them.  
Digital readiness workshops have addressed different levels of capability and adoption of a digital service. 
Our people have seen how online bookings not only meet customer needs, but make their jobs much easier, and save us a lot of money in the process. 

Real time customer metrics on digital uptake will keep us focussed on getting this right, and supporting an end to end digital service.   

Insights -  Its been a challenge to:
adopt a digital approach, even though everyone wants it, due to the level of change it required,  
deliver at pace,
define the minimal viable product.

The most gratifying part of this process is that our decisions have been led by the customer – they are our connective tissue, and when the customer tells you what they want and don’t want, like or don’t like – it is pretty hard to argue.

Customer centricity has resulted in higher engagement from our people and our people are slowly seeing the benefits of working in a collaborative way with healthy debate and decisions made for our customers.
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Example - Going Places Online: Develop & deliver the new service 
 

• Focusing on customers’ desired experiences 
• Building & testing minimal viable service at pace 

Customer Interaction – Online booking Process

O
nl

in
e 

cu
st

om
er

Sy
st

em

Mandatory questions

2.1.1
Enter # of people

2.1.2
Select type of event 

from drop down

2.1.3
Will there be 

alcohol?

2.1.3.1
Advise customer of 
mandatory security 
and cleaning charge

2.1.3.4
Would you like to 

hire security?

Yes

No

2.1.6
Will there be food?

2.1.6.1
Advise customer of 
mandatory cleaning 

charge

2.1.6.3
Would you like to 

hire a cleaner?

Yes

No

2.1.3.2
Is it  supply or

sell?

2.1.4
System generates 

automatic order for 
security

Yes

2.1.5
System attaches 

licence application 
form to booking 

confirmation

Yes

2.1.3.3
Display textbox 
requirements of 

selling and 
supplying alcohol

Yes

No

No

2.1.7
System generates 

automatic order for 
cleaning

Yes

Yes

2.1.6.2
Display textbox of 

cleaning 
requirements

No

2.1.8
Local board priority 
discount questions

2.1.9
System 

automatically 
determines discount 
based on answered 

questions

3.1
SIGN IN

or
REGISTER

2.1.11
System 

automatically 
publishes activity in 

activity calendar 
and availability 

search  

2.1.10
Select either private 

or public activity 

2.1
Book a venue

Presenter
Presentation Notes
Here is an example of a digital booking with business rule routing (driven by questions and answers) directing the journey

At some point in the digital journey it will handover to a manual process; that’s where Lean processes take over

This is the opportunity for Lean to support step change



Example – Consenting Made Easy  
 
A new process, specialist team & customer experience for simple building consents, with 
targets and estimated benefits 

Average consent 
takes 45% less 

time 

Up to 50% of 
consents are 

issued in 5 days 

Staff time 
reduced by 20% 

Presenter
Presentation Notes
Back to the Consenting Made Easy programme - A similar approach has been taken with Consenting Made Easy to create an integrated customer focussed consenting process - where everyone is on the same page throughout the process

We discovered customers need to work far too hard to develop a consent application, and staff find it difficult to help them do this 

A new service model is required to get everyone aligned before the application is lodged

Our analysis has sized the potential benefits of getting this right – 45% less time to complete a consent, staff time reduced by 20% and significant cost savings

The implementation journey on this has just kicked off…
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• Leadership support 
• Step change Vs Incremental change 
• Change capability in the organisation 
• Let the Facts tell the story 
• Believing the facts 
• Awareness of structural inhibitors to Customer Centricity 
• Heavily silo’d organisation 
• (Lack of) metrics 
• The antibodies gather; fighting the inertia 
• Online as a ‘trojan horse’ for change 
• Lean VSMs to identify high level ROI 
• Design &  Lean are not mutually exclusive; leverage the benefits of both 
• No-one is to blame 

Insights 

Presenter
Presentation Notes
Aside from the digital insights earlier; there will be much that is familiar in this list…
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Commitment to: 
• Customer-centred design 
• Service models that support self-serve & enhanced service 
• Reducing the cost of delivery by improving (Lean thinking) 
• Applying real-time management of end-to end performance 

to ensure quality of delivery (continuous improvement) 

Summary 

Presenter
Presentation Notes
In summary, we’re finding that: 

A commitment to customer-centricity drives deeper opportunities – in ways we can add value for the customer, and in ways we can transform our services and ourselves to respond to our complexity and growth pressures
We are evolving our service models to support different levels of service, from self-serve through to enhanced services, as appropriate for our customer – its not one size fits all, its what works for our customers and stakeholders
We are applying real-time management of end-to end performance within our services and work culture to ensure quality of delivery
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