15 Tools for Innovation

http://www.youngfoundation.org/our-work/local-innovation/strands/local-government-innovation/innovation-methods-local-government/to
The Young Foundation has put together a selection of innovation tools for local government. These are for local authorities seeking to introduce new ways of working that can help them find innovative ways to meet demands on their services.
The tools are broadly clustered into three stages of the innovation process: 
· fostering innovation, 
· the innovation design process 
· evaluation. 
It's not intended to be a definitive guide to innovation, but rather a menu of different approaches that can help to support new perspectives and ways of thinking into local government. A lot of these tools will be familiar techniques used within a variety of LGA programmes and activities, and many of the case studies have resulted from former IDeA support in particular. So take a look at case studies embedded within and have a think about how innovation can be helpful to you and others working within similar interest/theme/service areas.
The tools can be found by clicking on links below or scrolling down to where the contents of each have been cut and pasted for you. 
Fostering innovation
# 1 Budgets for innovation
# 2 Procurement and commissioning
# 3 Systematic support for innovation
# 4 Supporting your entrepreneurs
# 5 Time-limited focus on innovation
# 6 Innovation as part of job roles
# 7 Innovation specialists
# 8 Learning through collaboration
Innovation design process
# 9 Creative ideas generation
# 10 Ideas generation by users
# 11 Ideas Bank
# 12 User-centred research
# 13 Systems analysis
# 14 Prototyping and piloting
Evaluation
# 15 Innovative evaluation and review 
# 1 Budgets for innovation

What is it?
Allocating a proportion of an organisation’s budget to allow for the development of innovative initiatives.

How could I use it?
Local authorities are being asked to do more with less. And as they do, the pressure to innovate increases. The evidence is that financial imperatives are often critical to driving innovation in the public sector. 

Many local authorities have begun setting aside budgets for developing innovative ideas and or accessing innovation funds. Examples include:

1.    Top-slicing – providing budget for innovation by ‘top-slicing’ a percentage of a department or organisation’s budget and setting it aside for innovation
2.    Earmarked funding – for example Regional Improvement and Efficiency Partnerships (RIEP) Innovation Funds – providing funds to assist local authorities in the initiation of small scale innovative practice
3.    Outcome-based budgets – providing payment on outcome (like the number of residents using a service) as an incentive to pilot more radical innovations.

Where has it been used?
1.    Top-slicing 
Top-slicing is a common practice in the private sector where companies often reinvest a significant proportion of their profits into research and development (R&D) to create new products and stay ahead of their competitors. 
•    Companies in the pharmaceutical and biotechnology sector typically spend around 15% of their annual turnover on R&D to remain competitive. (more than £52.5 billion a year). 
•    Many local authority departments have specific innovation funds, top-sliced from their overall budget. For example, Knowsley Metropolitan Borough Council allocated funding from departmental resources to support managers to take time away from their day jobs to work on new approaches to tackling youth crime.

2.      Earmarked funds
Setting up funds that can be drawn down by individual authorities for specific initiatives can be one way of stimulating innovation. RIEP Innovation Funds have been set up on this basis:
•    England’s nine Regional Improvement and Efficiency Partnerships (RIEPs) accept funding proposals for small scale, innovative and collaborative improvement projects. Criteria for the funds usually include demonstrating how projects achieve Local Area Agreement priority outcomes or contribute to National Indicator 179 (value for money). For example,
South West Councils RIEP has approved £450,000 for 2009/10 to allow local authorities in its region that are struggling due to a lack of funding, expertise or capacity to initiate small scale efficiency or improvement activities.

3. Outcome-based budgets
Providing payment on outcome (like the number of residents using a service) as an incentive to pilot more radical innovations. For example:
•    Pathways to work encourages people claiming incapacity benefits back into work by providing financial, employment and health support. Providers are paid to run the scheme based on success, receiving a fixed fee for the number of people returning to work. This incentive has forced providers to review the support services they provide, focus on those with the best outcomes and trial innovative new schemes.  
•    Social impact bonds are being developed in the UK to provide new ways of investment in social outcomes. How they could work:
o    A local authority or Local Strategic Partnership (LSP) identifies a problem locally, such as the number of young people entering custody or the number of people not in education, employment or training (NEET)
o    Capital is acquired, either by borrowing on existing markets, or through social investment sources, and the potential saving to national government is identified.
o    National government underwrites the bond stating how much the local authority will receive as an incentive for achieving set milestones.  This incentive would represent a proportion of the lifetime savings to national government. 

More information?
•    The 2008 R&D Scoreboard
•    Social Impact Bonds
•    More information on RIEPs along with contact details and case studies.

# 2 Procurement and commissioning
What is it? 
Innovation can either be encouraged through building requirements into procurement criteria, or allowing the flexibility for potential contractors to suggest their own ideas. 

How could I use it?
Procurement processes in local government are driven towards value for money, but, in the same way that quality considerations can be taken into account, procurement frameworks can also be used to ensure that contractors are making the most of innovation opportunities. For example, authorities have set criteria for contractors to: 
•    develop and trial new ideas
•    ensure suppliers involve users in service design 
•    promote employee wellbeing. 

Where has it been used?
1.    Extending procurement criteria 
When procuring a service for window cleaning of housing stock Sheffield Homes built in a requirement to involve users, which has led to a number of innovations in the way the service is delivered.

2.    Private Finance Initiatives (PFIs) and innovation
Private Finance Initiatives (PFIs) have also helped create the conditions where more innovative products are generated. For example, Building Schools for the Future aims to generate new infrastructure, financed and designed innovatively, eg. for more flexible use by the community.

More information?
•    Office of Government Commerce – including guidance, policy and standards framework, opportunities to collaborate with other public bodies and opportunities for peer review. 
•    Procurement packs from 4ps, including model contracts, training and case studies   
•    PFI guidance by HM Treasury 
•    IDeA guidance on procurement
# 3 Systematic support for innovation

What is it?
Systematic support for innovation is about using a defined framework to track the progress of an idea and identify appropriate support along the way. 

How could I use it?
Moving from a bright idea to a service intervention that both demonstrates value and is scalable is never a simple task. Over the years organisations that support innovation have developed a number of frameworks to track an idea’s progress. These frameworks provide guidance for innovators through the different stages of development, and help managers, funders, and mentors evaluate the potential of innovations and identify further support.

Where has it been used?
Systematic assessment and support for innovations is a method borrowed directly from venture capital investors, who use a process for turning ideas into sustainable business models. 

1. Bell Mason frameworks
The Bell Mason Group uses a framework to track the success of new projects. Each new idea is assessed against a number of criteria including performance, team, investment, marketing, business plan etc. The idea is expected to meet stricter criteria as it develops through the business case, to the prototyping phase etc. 
This method helps funders (both external and internal) chart the progress of innovations and check that milestones for funding and support in the next phase are being met. Bespoke frameworks like this are also used by organisations such as Health LaunchPad and Philips.

2. Next Practice innovation model 
This model of charting the progress of innovations in the public sector has been developed by the Innovation Unit as part of its Next Practice programme to support innovation in education. It charts the stages that innovators go through to generate a new idea, develop and incubate it, and then scale it, noting the associated work and milestones involved with each stage.  

The model underpins the Next Practice in Education Programme, funded by DCSF, to identify innovations in education. It's was also used by four local authorities as part of the Innovation Catalyst's work on youth crime.

More information
•    Bell Mason group 
•    Next Practice model
#4 Supporting entrepreneurs in your organisation
What is it? 
Getting more from your staff, by supporting creative or entrepreneurial individuals within an organisation and giving them the space to explore innovative new ideas. Entrepreneurs are not just people who set up organisations, they can also be people who work within institutions, such as local government, who have a particular talent for generating new ideas and driving them forward.

How can this method be used? 
Supporting entrepreneurs in your authority could include:

1.    Space to Think - time away from the day job is a valued and essential commodity for innovators. This could include allocating a certain percentage of a worker's time to new projects they are developing themselves or projects outside of the organisation they have an interest in [see, #6].

2.    Teaching and Tutoring - support entrepreneurs with new tools and methods to develop new ideas. This can be done internally through mentoring programmes, or by bringing in external expertise. For example, support for managers in Croydon.

3.    External Links - sharing information externally can help to gain an insight into what models and methods of innovation yield good results and how these can be transferred towards your own organisation. Learning from the mistakes of others can help to avoid costly pitfalls. Networks for individual entrepreneurs exist across England, but there are few for local government workers to date.

Where has it been used? 
1.    Google encourages employees to spend 20 per cent of their time working on projects that are not core business, believing that this helps innovation flourish. It also places value on listening to ideas generated internally and supporting employees to see them through the design process. Read more here.

2.    The London Collaborative supports London’s public sector to work together in order to improve its capacity to meet future challenges facing the capital. The Collaborative facilitates face-to-face meetings between the city’s public sector leaders where they can share best practice, learn about what’s happening in other boroughs and consider future challenges.

# 5 Time-limited focus on innovation

What is it?
Giving individuals or teams an agreed amount of time to develop ideas.

How could I use it?
Organisations around the world have been using time-limited innovation hubs, innovation units and innovation teams to promote new work. The method became popular in the 1940s with the success of Skunk Works and has since been adapted in a number of forms, including short-term secondments and A teams, which bring together professionals from different backgrounds to work together on specific issues for a limited amount of time.

Where has it been used?
1.    South Australia’s A Teams is a programme between the South Australia Office for Youth and the Adelaide Thinkers in Residence
•  Small groups of young employees (20s and 30s) are seconded into an A team for a limited period of time, tasked with working on a single issue or priority 
•  To date teams have worked on issues of homelessness, young people in family business, early childhood development and social innovation 
•  The programme allows those involved to work with professionals from other disciplines and interact with senior policymakers and officials 
•   For examples visit South Australia’s A Teams website

2.   Improvers in Haringey Council 
•    Improvers work across departments within the council to improve services 
•    Improver posts were advertised in 2002 and 2004 in property management, corporate finance, project management, environmental and recreation services, IT and customer services
•    The aim was to attract individuals with a proven track record of innovation and the ability to encourage others.  

3.    Skunk Works in Kent Council, Malaysia Airlines and IBM
•    Teams working outside the regular organisational structure, and often away from the premises, of a company for a limited amount of time.
•    Successes in Kent County Council [see #7] and IBM suggest workers feel less restricted by organisational norms and therefore think more freely about solutions, stay focused on the task and form a strong cohesive unit. As a result innovation flourishes. 
•    First utilised during World War II by Lockheed Martin’s Advanced Development Projects Unit where a secret team of engineers were encouraged to break company rules in the name of innovation and as a result developed highly successful spy-planes and supersonic bombers

# 6 Making innovation part of job roles

What is it?
Innovation can be made part of an employee’s role, by writing it into their job description or allocating a proportion of their time to focus on innovation.

How to promote innovation in the local government workforce has been a hot topic in recent years. Some local authorities have begun to develop a set of core competencies related to innovation that are embedded in job descriptions. Performance against these 'innovation competencies' can be encouraged and rewarded through performance related pay. Other organisations have developed roles that allow staff to work on new ideas or service improvements for an allotted amount of time (see method #5). 

How could I use it?
Local authorities and other organisations have been using different strategies to build innovation into staff roles, for example: 

1.    Defining core competencies for innovation
Recognising that innovative capacity among staff is a key condition for innovation, some employers now embed core competencies related to innovation into the job descriptions of certain roles. These might include the ability to think creatively, skills to work with end service users, critical thinking, or knowledge and experience in change management. Recruiting staff with these skills from the outset can increase the likelihood of innovation in a team. 

2.    Performance-related pay
Several local authorities now offer performance-related pay or bonuses, to reward innovative work. Studies have shown that bonuses can act as an effective incentive for employees to lift their performance.

3.    Time 'away from the job' to innovate
Allocating paid work time to generating new ideas is a concept pioneered in the USA and is mainly used in technologically companies. For example, at 3M Corporation scientists and engineers employed by the company are expected to spend 15 per cent of their time exploring new projects unrelated to their day jobs. This could be transferred to local authority roles too.

4.    Tithes of working time
Employers can give employees 'time off' to work on local projects. These projects can range from helping a community centre with DIY to giving professional advice or support to a voluntary organisation. Authorities have found this method helps officers and councillors to meet others in the community and see issues from new perspectives – an essential ingredient for innovation. 

5.    Valuing frontline workers as innovators
Staff working in the frontline of public services are often attuned to the problems entrenched within such services and have empathy with service users’ perspectives. Through constant communication with customers, clients and fellow employees they are confronted first-hand with faults in the system. Given the time, responsibility and resources frontline workers have the potential to inform future solutions. By giving employees permission to think critically of the current system, legitimacy to air their views, and encouragement to propose solutions employers can nurture an innovation-friendly environment. 

Where has it been used? 

1. Hewlett Packard
HP launched its Invent Campaign in 2000. The company pays its employees $175 for submitting inventions and another $1,750 if it files for a patent on the idea. 
2. Performance-related pay for social workers in Denmark
In Denmark, social workers helping the unemployed find work are rewarded through their pay based on the length of time it takes them to find employment for their client. Read more here.

More information
•    Performance-related pay, read more here or here 
•    Why does performance-related pay work – psychology of employees? 
•    Promoting exploration and innovation by staff members – the difficulties of motivating employees to be innovative
•    Why does Google’s model of 'time off from your day job' work?

# 7 Innovation specialists within local government 

What is it?
Innovation specialists within local government are either individuals or teams of people that have a mandate to recognise and promote innovation within an organisation. 

How could I use it?
1.    Access an intermediary
Individual intermediaries, brokers, editors or scouts aim to stimulate innovation within public services by negotiating relationships between the 'inventors' or creators of a new idea and policy makers. They seek out the best practice and innovation within an organisation and bring it to the attention of policy makers, circumventing traditional hierarchies. They can also introduce new ideas from outside of the organisation and expertise about what works and what doesn’t. The new NESTA public services innovation lab works in this way.

2.    In-house units
In-house teams, or ‘Stunk Works’ [see #5] are comprised of individuals pulled together from different parts of the organisation. By approaching the same problem from different perspectives the theory is that more robust interventions can be developed. 

In-house teams are often given responsibility to find a solution to a single persistent problem that may seem entrenched and intractable. These teams work outside of the regular organisational structure and are given the freedom to break the rules of the organisation to allow for innovation. Sometimes they are also physically separated from the company. 

Where has it been used?
1.    The Social Innovation Lab for Kent (SILK) is an in-house innovation team. The unit was set up in 2007 and works within Kent County Council. It brings together council staff and draws on best practice from both the public and private sector to deliver resident-focused results. 

2.    The Innovation Unit acts as an innovation intermediary in the public sector. It was originally set up within the Department of Education and Skills as a stand-alone unit of innovation experts, tasked with thinking about problems in the education sector in a new way, and is now a stand alone company. The Unit developed ideas on subjects such as personalised learning and parental involvement. 

3.    Denmark’s MindLab brings citizens and representatives of business together with innovation specialists to develop solutions to problems in the public sector such as climate change and business regulation. It places value in cross-disciplinary solutions and draws on expert advice from thinkers in the fields of design, anthropology, sociology and political science.

4.    Kafkabrigade – based in the Netherlands the Kafkabrigade aims to 'solve problems in the public sector from the perspective of citizens and civil servants'. The project’s website (‘Trouble with the government’) lets citizens report problems they are having dealing with the bureaucracy. A number of these cases are then selected to work on in more detail. The Kafkabrigade begins by interviewing the end service user who made the complaint and any relevant civil servants. They then work with the organisation in question to resolve the issue at a structural level. 

More information?
•   Robin Murray, Geoff Mulgan & Julie Caulier-Grice, Generating Social Innovation: setting an agenda, shaping methods and growing the field
# 8 Learning through collaboration and peer learning

What is it?
Learning from peers and through collaboration can help with the design of new solutions, particularly multi-agency approaches to entrenched problems. 

How can I use it?
Many local authority officers do not know their counterparts in other local authorities, but often face very similar problems. Networks can help practitioners to develop shared solutions, share risk and learn from past mistakes. 

Local collaborations include Local Strategic Partnerships and Crime and Disorder Reduction Partnerships, but there is also a value in networks beyond administrative boundaries. This allows participants to step away from the day job and benefit from different perspectives. For example: 

1.    Professional action learning groups, for example:
•    Applied Next Practice: works with local authorities and local leaders to solve ongoing problems while sharing learning. The programme is based on ensuring work is ‘future-focused and user-focused’ and collaborative. A key aspect of the programme is partnership working – co-designing services and holding each other to account.
•    Neighbourhood Action Network: was designed to encourage and accelerate innovation in neighbourhood working. It involved 12 local authorities and four national organisations with an interest in the empowerment agenda and used action learning, action research and peer networking to share information.

2.    Peer support groups, for example:
•    Peer Support Scheme is delivered by Capital Ambition, the London RIEP. It has an officer exchange – where an officer from one local authority can assist another authority with a specific task related to service improvement. It has helped to build capacity and confidence, and improve services through sharing knowledge and experience. 

3.    Multi-agency collaboratives, for example:
The Local Wellbeing Project brings together three local authorities, IDeA and London School of Economics to find new ways of increasing public wellbeing through mainstream local government services. It has used mixture of pilots and evaluation, action research and learning, peer support and pure research to develop and implement new approaches.

Where has it been used?
•    Professional action learning groups in Woughton, Milton Keynes:
o    13 schools (12 primary and one new academy) working together to address issues of surplus places, pupil achievement and aspirations
o    As a result, they established collective responsibility for the success of all children up to 19 years in the Woughton area. 

•    Peer support groups in the London Borough of Barking and Dagenham:
o    Borough invited an officer from the London Borough of Brent to advise them on how it could review the authority’s political structures to ensure it was able to meet the demands of changing legislation.

•     Multi-agency collaborations through Clinton Global Initiative
# 9 Creative ideas generation

What is it? 
Creative ideas generation involves generating an environment at meetings that is conducive to stimulating innovative ideas. 

How could I use it? 
1.    Open Space 
Open space is founded on the principle that the most valuable part of conferences is the networking and discussion that happens during coffee breaks. Therefore Open Space events have no keynote speakers and no pre-announced agendas or workshops. At the beginning of a conference (or event), participants raise ideas about what they would like to discuss. These ideas are written on a large sheet of paper, posted to the wall and announced to the group. Attendees then congregate in groups and meetings follow.  
A process of self-organisation is created and each individual is responsible for managing their own needs. Open space is an excellent way of generating an environment where ideas flow freely amongst participants as they are not constrained by time or schedule. 

2.    Fishbowls aim to increase involvement and understanding of the topic at hand. A fishbowl session begins with an inner group of participants sitting around a table having a discussion.  This group is surrounded by a larger group that listens to the discussion and contribute. After a pre-arranged time, the groups swap over, and the new group leads the discussion. Participants tend to leave the meetings with a better understanding of the different opinions that were discussed and opinions considered. This method can be effectively used by local authorities as a means of building on commonalities between different groups. 

3.    Related worlds 
The related worlds exercise aims to encourages interest groups to think about other organisations that are confronted with issues similar to their own. By distancing themselves from their immediate problems and looking at problems hypothetically new ideas and approaches can often be generated. 

4.     ‘Six thinking hats’ and ‘Lateral Thinking’
The six thinking hats activity is aimed at generating new ideas. During the exercise participants put on a different hat – each with its own point of view. The six hats include: a white hat for data-based thinking, a red hat for intuitive thinking, a black hat for critical thinking, and a green hat for generative thinking. 

This approach can be coupled with De Bono’s other method of ‘Lateral Thinking’, where people are encouraged to find a solution to a challenging problem through unorthodox methods rather than simply accepting what appears to be the most logical solution and moving on. Using De Bono’s theories, local authorities can facilitate an environment where lateral thinking and thinking ‘outside the box’ are encouraged in order to promote creative ideas to challenging solutions. 

Where has it been used? 
•    East Sussex County Council used open space facilitation methods during a conference it held on issues concerning older people. Older people attended and it was decided that open space allowed the most meaningful involvement, as the older people were able to decide which discussions should be given priority. 

•    Croydon Council teaches leaders six thinking hats, open space and lateral thinking, amongst other techniques as part of their in-house Leadership Academy. 

More information 
•    How to run an open space event
•    De Bono, E. (2000). Six Thinking Hats. London: Penguin
•    De Bono, E. (1970). Lateral Thinking: A textbook of creativity. London: Ward Lock Educational.

# 10 Ideas generation by users (co-production)

What is it?
Making use of service users to improve existing services and develop new products and services tailored to their needs.

Increasingly service or product users are becoming co-creators, co-designers and co-producers of products and services, particularly within the private sector and increasingly in the public sector.  Many private companies use market research agencies to conduct large-scale interviews and focus groups with potential users to determine what the requirements they look for in a product. Focus groups are also used to evaluate the effectiveness of new products and services throughout the design process. Other companies go one step further and involve users in product development. In the public sector many national agencies are doing market research to gauge customer satisfaction.   

How could I use it?
Local authorities can engage users by: carrying out surveys; holding focus groups; creating a forum for ideas to be expressed (either physical or virtual); or working with community and voluntary groups.

Where has it been used?
1.    Patient opinion is a website that allows patients and carers to share their experiences of care received at local hospitals, hospices and mental health services. Comments posted on the site are forwarded to the relevant hospital or Primary Care Trust, allowing the service to address any issues and provide feedback. There is evidence of improved services, such as the appointment of a Bereavement Services Manager in Mid Cheshire Hospitals Trust.

2.    I want great Care is a website that allows patients and carers to find reviews for doctors across the UK by name, speciality or region. The site provides information on how much their patients trust them, feel listened to and if they would recommend them. The comments of patients are feedback to the reviewed doctor.

3.    Kafka Brigade 
The Kafka Brigade is a research and intervention team that works to improve the public sector in the Netherlands. Citizens submit details of problems they're having with the government to the project website. The Kafka Brigade then follows these up, interviewing the end service user who made the complaint and then any relevant civil servants. They then work with the organisation in question to resolve the issue on at a structural level. The purpose is not to just resolve the tensions in one particular case, but to take a holistic approach so the processes and systems that caused the problems are fixed. The method used allows public servants to critically reflect on the services they provide in a safe environment. It also provides space for them to creatively identify ways in which to improve the problem area.  

4.    Tenants and residents' associations
Many local authorities fund tenants and residents' associations to promote community cohesion, build social networks, provide a consultation forum and to feed new ideas into housing and wider services. Although these sort initiatives can be reactive, or even confrontational, they can also be a valuable source of ideas and inspiration for new ways of meeting tenants’ needs.
# 11 Ideas Bank

What is it? 
An Idea Banks is a space – either physical or virtual – where people can put forward ideas which are then advanced by decision makers. 

How could I use it? 
1.    Idea Banks 
This can be established either within an organisation, such as a local authority, or publicly as an open space online platform where people can propose ideas. This is an excellent way for local authorities to harness innovation both internally and externally. Idea Banks also challenge the assumption that innovation is hierarchical or top-down.

2.    Ideas festivals
Ideas festivals run along similar lines to trade fairs. They bridge the gap between the local authority, social innovators, third sector providers, public bodies and local residents by physically bringing them together to tackle key issues within their community. 

3.    Innovation Bazaars
Innovation bazaars match social innovators with specialists to explore and develop new ideas. This has been used successfully bringing social innovators and web developers to give shape to their ideas. Bazaars work by bringing innovators and developers together over a couple of days to build websites quickly to test if the idea would work. Bazaars often operate with small teams competing against each other, with a reward for the team that produces the best result. Innovation bazaars speed up the innovation design process and help social innovators without web expertise or support see their idea come to fruition. It is an excellent way for local authorities to support innovative ideas that can connect people together through the web.

Where has it been used?
Ideas Bank
•    The Global Ideas Bank is a website where users can submit ideas. Other users can then vote on the feasibility, originality and humour of the ideas. The site has attracted more than 4,000 ideas and attracts more than a quarter of a million unique visitors annually. The team behind the site also offers social innovation workshops for young people that get them to grapple with real world problems.

•    Seoul City Imagination Bank is an online forum supported by the regional government. In 2006 the ‘Imagination Bank’ was launched, where ideas concerning the city government could be submitted online by citizens. Policy leaders then held a ‘Realisation Conference’ where the ideas were transformed into policy. In its first two years of operation citizens posted more ideas on more than 16,095 topics. Ideas that emerged from the site include a multilingual magazine about Korea for new residents and lower hanging hand grips on the bus for vertically challenged passengers. 

Ideas Festivals
•    The Innovation Exchange holds a festival of ideas that brings together innovators from the third sector, public services and social investors to discuss opportunities for innovation. Findings from the festivals are then posted online where attendees can keep in touch after the event. The Innovation Exchange recently held two festivals: Independent Living and Excluded Young People.

Innovation Bazaars
•    Social Innovation Camp brings together ideas and people to create web-based social start-ups. In the lead up to the Camp there is an open call for ideas: anyone can submit an idea or a problem that a web-based tool might be able to help solve. Six finalists are then selected to come to a two and a half day event and work with web developers on their idea. At the end of the Camp support is given to the projects that show the most potential. 
•    BarCamps, based in the USA, are self-organising ‘unconferences’ that discuss everything from healthcare to political organisation. Participants supply the content and shape the programme. Originally focusing on technical web-based meetings the forum has grown and is hosted at physical venues sourced by the participants.

#12 User-centred research and analysis

What is it?
User centred research is an excellent way of building a more holistic picture of the needs and experiences of service users. 

How can I use it?
1.    Ethnography
Ethnography is a research technique used by anthropologists where they immerse themselves in the lives of their research subject. Ethnography allows researchers to observe the participant in an environment where they feel comfortable and allows them to build a more comprehensive picture of their lives than they would get from a one-to-one interview in a neutral venue. By interviewing people in their homes, or neighbourhoods, the ethnographer can pick up on influences and motivations for behaviour that would have been unlikely to come up in a more structured interview. It also eliminates the discrepancy between professed and actual behaviour. 

2.    Day in the life of…
'Day in the life' of studies quickly capture the experiences of subjects. It can be a great way for local authority policy officers to gain a different perspective on an issue they are grappling with. By shadowing a frontline worker for a day they can develop an understanding of the problems affecting residents or service users, and points of tension within the system.

3.    User Journey Mapping
User journey mapping tracks a typical customer’s journey through a service. It captures common behaviours and contact between the customer and the service provider. The findings can then be analysed and the local authority can make improvements where it sees bottlenecks or tensions. 

Where has it been used?
SILK – Daddy Cool 
Working with the Seashells Sure Start in Sheerness, Kent, SILK developed ‘Daddy Cool’ a programme for fathers to come together and meet other fathers in their community. The programme evolved after a study carried out by SILK, in which it asked residents about gaps in services, revealed that they wanted opportunities to create more social networks. The report also revealed that children and families services were focused on the mother and child, and often left out the needs of the father. 

Teenage pregnancy in Lewisham 
Like all local authorities the London Borough of Lewisham has to meet the government target of halving the teenage pregnancy by 2010. The local authority felt it did not have a comprehensive understanding of the factors that led to unplanned teenage pregnancy. In the summer of 2008 it asked the Young Foundation to research teenage pregnancy from the perspective of young people. Using ethnographic research methods the Young Foundation carried out 14 'day in the life of' studies and more than two dozen one-to-one interviews with expectant teenage parents, teenage mums and dads, to build a detailed narrative of their lives and experiences. The research was presented back to the council in a seminar where new interventions were also work shopped.

More information?
•    Guardian supplement on social innovation for more case studies
#13 Systems analysis: identifying the gaps

What is it? 
Systems analysis is the term used to describe a range of methods that explore the need for services and the experiences of the people who use them. Local authorities can then use this information to improve services so they better suit people’s needs. 

How could I use it? 
1.    User Journey Mapping tracks a typical customer’s journey through a service. It captures common behaviours and contact between the customer and the service provider. The findings can then be analysed and the local authority can make improvements where it sees bottlenecks or tensions. 

2.    Needs Mapping is the term for a collection of techniques that estimate the existence, nature and distribution of actual and potential needs among the population. It is a helpful method for local authorities that want to target services for those most in need. Needs mapping uses both quantitative and qualitative methods, such as talking to experts, analysing statistics, carrying out surveys and conducting interviews with service providers, users, and residents. By building a detailed picture of existing and emerging needs within a population local authorities are better able to target the services they provide and tailor them to the needs to their residents. 

3.    Identifying Difference through market research, consumer categories and psycho-social demographics allows needs to be identified at a very specific level. In future this information can be used to more effectively target resources. It is an equally important tool in terms of prevention. 

4.    Assessing Concurrent Activities by carrying out a survey of activities that are already happening in any particular field (concurrent activities) local authorities can make sure they do not duplicate effort or ideas when they start to look for innovative solutions. This exercise should take place at the beginning of a project in order to maximise the project's focus and scope. This can also be a means of establishing a network to share information. 

Where has it been used? 
•    Needs Mapping in North Wandsworth - in the London Borough of Wandsworth the public health, strategy and service improvement units came together to capture the health service needs of North Wandsworth. Epidemiological, corporate and comparative approaches were incorporated in order to assertain service gaps and areas where the service could be improved. 

•    Planning for Real in Yanfield, Stafford - Together Stafford Borough Council, the Community Council of Staffordshire, Staffordshire Police and the Youth Service held a meeting with residents where they could discuss concerns and together develop an action plan for the village. 
•    A large-scale 3D map of the area was constructed and members of the community were invited to place stickers on areas where they thought there were problems. 
•    They then made suggestions about what they would like to see happen in those areas, for example, more facilities for young people, an arts and crafts club, and parks for 6-12 year olds. Together residents prioritise ideas on what they would like to see happen. 

•    Identifying difference – 'Social Exclusion and Imprisonment in Scotland' 
•    In 2003, researchers at Caledonian University, Glasgow, conducted a study to explore the link between social deprivation and imprisonment in Scotland. They analysed a range of information about the prison population. 
•    Postcodes of prisoners were used to correlate prison population to other demographic information. Researchers found that 50 per cent of prisoners came from the poorest 12 per cent of council wards across Scotland, and the imprisonment rate for men aged between 21 and 25 is 924 per 100,00 (compared to the national average of 237 per 100,000) with the imprisonment rate for 23-year-old men from the 27 most deprived wards 3,427 per 100,000.

More information 
•    Mapping emerging and unmet needs

#14 Prototyping and piloting

What is it?
Prototyping, or piloting, can test the viability of a new product or service in a real life setting. It checks for any problems that were unforeseen in the design process so they are corrected before the final version is rolled out. Prototyping refers to a product, whereas piloting refers to a service.

How could I use it?
1.    Fast prototyping
Fast prototyping (or piloting) allows ideas to be tested out quickly, speeding up the pace of social innovation. Fast prototyping is useful for local authorities if there is a pressing problem they need to address, but they do not know what the solution will look like yet. Fast prototyping allows for a process of trial and error that results in a bespoke solution, and also sets up a framework for managing risk. The final product can include end user and practitioner requirements, if they give feedback during the prototyping stage.

2.    Slow prototyping
Slow prototyping (or piloting) is a way of incubating a new idea that allows for a more organic evolution to the final product. Slow prototyping takes an idea and refines it slowly throughout extensive user testing before a final version is delivered. Slow prototyping can accommodate a gradual scaling up process – making sure that the final version can be adaptable to accommodate the nuances of specific geographical areas or communities of need. 

Prototyping also reduces the costs, both financial and political, of potential failure, which untested ideas are often susceptible to.

Where has it been used?
•    Clinic to Go was a project between Birmingham Primary Care Trust (PCT) and Thinkpublic. The aim was to develop a kit that would give practitioners all of the tools they would need to set up a community clinic in an old NHS building. A meeting was held with practitioners to gather ideas for what would be required and develop a prototype. A prototype was made quickly and passed to practitioners who helped to develop it further. A final version was made available to practitioners across the NHS in early 2008. The prototype was inexpensive and by having practitioner input throughout the design process the final product was able to accurately reflect their needs.

•    Family Intervention Projects target chaotic families with high levels of anti-social behaviour . 
The first, in Dundee in Scotland, was developed by NCH Action for Children in the 1990s. Replication was slow until government funding through the Home Office Anti-Social Behaviour Unit allowed small amounts of funding to pilot different approaches in designated pilot areas. Drawing on the lessons from these, and robust evaluation evidence, the model was rolled out and there are now over 50 Family Intervention Projects in England.
#15 Innovative evaluation and review 

What is it?
Innovative evaluation and review can help foster continuous improvement of a new service.

How could I use it?
Traditional quantitative approaches to evaluation can be limited in terms of the understanding they can provide on end users experience of the service. Using qualitative approaches in evaluation can provide local authorities with a more comprehensive narrative on how the services they provide are being received and where they could be improved. For example:

1.    Quality circles are one method of engaging end users in the review process.
•    They bring together end users, experts, academics and practitioners involved in delivery, to address logistical concerns and resource allocation
•    by bringing these different perspectives together, specific problems relating to both the delivery and use of a service can be uncovered
•    quality circles normally have no more than 10 members and are supported by the local authority responsible for providing the service being evaluated. 

2.    Citizens’ panels that either meet physically or are hosted online are also a valuable way of increasing participation in evaluation and review. Local authorities can recruit a representative range of local residents to draw on when they need feedback. 

3.    Online forums can help local authorities engage the time poor, for example professionals or working parents, who may want to contribute but would have difficulty committing to a meeting. Instead they can respond online at a time that is convenient for them. 

Where has it been used?
•    Bristol’s citizens’ panel - In 1998 Bristol City Council established a citizen’s panel of 2,500 residents that departments within the authority can consult if they want feedback on the performance of a service. At the heart of the strategy is the website Ask Bristol. The website helps the process work both ways: the local authority can contact residents asking for their opinion, while at the same time residents can begin their own discussion on the site about topics of concern to them. The site is monitored by Bristol City Council staff so they can pick up on pertinent issues of concern to the local community.

More information?

· IDeA on Bristol’s e-democracy initiatives
· www.thesociallab.com
· www.participle.net 
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