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InTransition Episode 31 – Sarah Lay 

David: Hello ladies aŶd geŶtleŵaŶ. MǇ Ŷaŵe͛s Daǀid Peŵďƌoke aŶd thaŶks oŶĐe agaiŶ 
to all of you for joining me InTransition. The podcast dedicated to the practice of 

ĐoŶteŶt ŵaƌketiŶg iŶ goǀeƌŶŵeŶt. I͛ŵ pleased to ďe ǁith Ǉou oŶĐe again as we 

bring you the insights and wisdom of some of the most interesting people in the 

world of content marketing in government.  

Today, we head back to the United Kingdom to talk to one of their most 

decorated local government communicators. But before ǁe do that, it͛s tiŵe foƌ 
definition.  

Content marketing is a strategic and measurable business process that relays on 

the curation, creation and distribution of valuable, relevant and consistent 

content to engage and inform a clearly defined audience with the objective of 

driving a desired citizen or stakeholder action.  

My guest this week is Sarah Lay. Sarah is the senior digital officer at 

Nottinghamshire Council and co-founder of the digital practitioner network, 

LocalGov Digital where she is currentlǇ the ĐoŵŵuŶiĐatioŶ͛s lead.  

At the Nottinghamshire County Council, her work involves both strategy and 

delivery of digital seƌǀiĐes aŶd she͛s ĐuƌƌeŶtlǇ the CouŶĐil͛s Digital First project 

officer. The project includes a new website, delivery of a social media strategy, 

work across microsites and extranets and delivery of an internet and employee 

engagement tools. These roles and her previous experiences led her to be 

included in the local government shortlist for the Digital by Default News Digital 

Leaders 100 awards in 2014.  

Additionally, her roles have covered content management, to research and 

statistical analysis, use of centred-design techniques and digital engagement so 

very qualified to be a guest on this humble podcast. Sarah thanks for joining us 

InTransition. 

Sarah:  Thanks David, nice to be here. 

David: Saƌah, I͛ŵ iŶtƌigued that Ǉou like ŵaŶǇ ĐoŵŵuŶiĐatoƌs aƌouŶd the ǁoƌld aŶd 
now heavily involved in the digital first projects traditionally, perhaps the work of 

the ICT area, but increasingly seeming to fall to the communicators. Why is that? 
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Sarah: Yes, quite an interesting question actually. I think for us here in Nottinghamshire 

aŶd foƌ ŵe peƌsoŶallǇ it͛s ďeĐause teĐhŶologǇ is the seĐoŶd paƌt of the eƋuatioŶ. 
It͛s ƌeallǇ aďout haǀiŶg a Đustoŵer-centric, ease-centric approach and 

understanding what people want to do, sometimes what you want to drive 

people to do and then finding the technology that supports that rather than 

looking at the solution first. 

David: How widespread is that notion of custoŵeƌ͛s ĐeŶtƌiĐitǇ oƌ ĐitizeŶ͛s ĐeŶtƌiĐitǇ 
established now in the UK? 

Sarah: I think the government digital service with what they do towards gov.uk over the 

last feǁ Ǉeaƌs aŶd theǇ͛ǀe ƌeallǇ helped to eŵďed that soƌt of thiŶkiŶg aŶd it͛s 
still not as widespread as perhaps it could be, but certainly as an emerging 

approach to have to do digital in the UK. 

David: What aƌe soŵe of the suĐĐesses that theǇ͛ǀe had iŶ ďeiŶg aďle to pƌopagate that 
notion of user fiƌst? Hoǁ is it that theǇ͛ǀe ďeeŶ aďle to get that message out and 

get it adopted? 

Sarah: I think of ͚.UK͛ we͛re mandated within central government here in the UK to 

make that change and take that approach, to really question the way the central 

government departments were approaching digital projects and delivering those 

and to change the philosophy within central government. So they had a very 

strong reŵake to do that aŶd ǁe͛ƌe ƌeallǇ aďle to ƌooŵ ǁith that. AŶd ďǇ 
working in very open way, by sharing their thought processes, sharing that 

ƌesouƌĐes, shaƌiŶg ǁhat ǁeŶt, as ǁell as thiŶgs that didŶ͛t go as ǁell as theǇ 
perhaps hoped they would.  

Then local government has been able to picked that up and people like myself 

who want to drive a change or working within digital and local government have 

been able to sought sign post and leadership to that and give them some 

ƌeassuƌaŶĐe that aĐtuallǇ ĐhaŶgiŶg the ǁaǇ that ǁe do thiŶgs, that͛s Ƌuite ďƌaǀe 
but there are other people going first.  

David: IŶ teƌŵs of hoǁ Ǉou͛ǀe aĐtuallǇ then implemented that on the ground, can you 

give us some insights into some of your processes as to how you are working 

through this citizen first approach and how you are developing that Digital First 

project? 

Sarah: Sure. Digital First is a two-year project here at the council. We͛ƌe just about a 

year into it now. The speed of local government means that probably most 
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councils were just used to tackle one or perhaps two of the work streams that 

ǁe͛ƌe doiŶg at the ŵoŵeŶt aŶd ǁe look at it ǀeƌǇ ŵuĐh as aŶ aĐĐeleration 

pƌogƌaŵ so ǁe͛ƌe taĐkliŶg all of the ǁoƌk stƌeaŵs at the saŵe tiŵe.  

 We͛ǀe ƌeallǇ takeŶ a Đustoŵeƌ-centric approach to that. Work is focused at the 

moment on the re-lauŶĐh of NottiŶghaŵshiƌe.goǀ.uk ǁhiĐh is the ĐouŶĐil͛s ŵaiŶ 
sits and facing website.  

Now, a year ago, we took quite a harsh look at that and realized that the savings 

that a council needs to make within a service is open the next couple of years, 

ǁoŶ͛t go aŶd ďe aĐhieǀe thƌough ŵoǀiŶg people to digital seƌǀiĐes ďeĐause theǇ 
ĐouldŶ͛t access a lot of our services online and why they could experience was 

pretty poor. The ǁeďsite doesŶ͛t ǁoƌk oŶ ŵoďiles oƌ taďlets foƌ eǆaŵple aŶd ǁe 
know that 50% of our traffic every month comes from those devices. 

To make those savings and to increase the Đustoŵeƌ͛s satisfaĐtioŶ, theŶ ǁe kŶeǁ 
we had to do something. And that really played across the other work streams 

that ǁe͛ƌe lookiŶg as ǁell in terms of our internet, the extranets of the councils 

gotten micro sized and also a social media approach. So, we took a step back and 

we started actually a program of talking to sets in specifically about what they 

wanted, understanding quite a lot of user research into who was already using 

our website, who was using our other contact channels such as our customer 

contact centre, why would they ringing, ǁhǇ ǁeƌeŶ͛t tƌǇiŶg thiŶgs oŶliŶe, haǀe 
they tried something can abandoned it. 

Fƌoŵ this ǁe staƌted to gƌoǁ a piĐtuƌe of ƌeallǇ ǁho aƌe Ǉou siŶĐe ǁe͛ƌe ďeǇoŶd 
the so typical frozen local government, is there a couŶĐil͛s audieŶĐes, eǀeƌǇďodǇ 
and not geographical area but of course it breaks down into more specific 

audiences with more specific needs. So we started to get that really in depth 

understanding of who is using our website or who could potentially be using our 

website if we could make it better for them. Through the process of designing it 

theŶ agaiŶ, ǁe kept goiŶg ďaĐk to uses to uŶdeƌstaŶd ǁhetheƌ ǁhat ǁe͛ƌe 
building is working for them, what could be changing, what could be better.  

They started with rather than just come out with one design. We created three 

working design prototypes for our new website. Quite small scale of prototypes 

but with functionality and now we could use some observational lab testing with 

our users, with our customer say that we could ask them to go through a number 

of scenarios ,see which element of which prototypes work for them, where they 

got ĐoŶfused, ǁheƌe theǇ got lost, ǁheƌe it didŶ͛t just ǁoƌked at all. From that 
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we merged the best bits of all three of the prototypes into what became into our 

beta side. 

Again, in local government I think we did something quite unusual. We went into 

public beta for about a 100 days before we were due to go live with the site so 

we͛ǀe designed very openly, very transparently. We͛ǀe actively sought feedback 

from our customers but also our peers across local government and other 

industries so that throughout this beta period, we͛ƌe really just iterating by the 

day by day basis to hopefully make the site as good as it can be comes 

September when it becomes the official website of the council. 

David:  AŶd hoǁ͛s that goiŶg? 

Sarah: It͛s goiŶg pƌettǇ ǁell. We͛ƌe aďout half ǁaǇ thƌough that ďeta phase now. I guess 

ǁe͛ǀe got aďout ϰϱ daǇs uŶtil Septeŵďeƌ. So yeah, ǁe͛ǀe ŵade pleŶtǇ of 
changes alreadǇ ǁhetheƌ that͛s the desigŶ oƌ addiŶg fuŶĐtionality, tweaking the 

content.  

The site that ǁe͛ƌe ŵoǀiŶg fƌoŵ ǁas aďout ϯ0,000 pages iŶ size ǁhiĐh eǀeŶ iŶ 
NottiŶghaŵshiƌe CouŶtǇ CouŶĐil has aďout ϱ00 seƌǀiĐes. It͛s still a huge aŶd 
unwieldy site. We͛ƌe ƌeally consolidating all of that information into what needs 

to be there. 

 For the first time services has been as not only been about ǁhat͛s the 
organisational need for this piece of content or this transaction, but who the 

user is and what their needs are. And they need to answer both parts of that 

question with our help, with our support so that we can build the best content 

possible and the best journey through the sites.  

 We͛ƌe ƌeallǇ lookiŶg at eǀeƌǇ ǁoƌd oŶ that ǁeďsite just to fiŶd its reason for 

being theƌe. It͛s Ŷot helpiŶg soŵeďodǇ to uŶdeƌstaŶd oƌ ŵoǀe thƌough a jouƌŶeǇ 
thaŶ it pƌoďaďlǇ doesŶ͛t Ŷeed to ďe doǁŶ. We ĐaŶ Đut doǁŶ eǀeŶ fuƌtheƌ aŶd 
really make the content as tight as possible so we can get people through in an 

efficient way.  

David: From the beginning of the process to the stage where you are now, what have 

been the biggest surprises to you? 

Sarah: That͛s a good ƋuestioŶ. I thiŶk it͛s ďeeŶ a ƌeallǇ loǀelǇ atŵospheƌe to ǁoƌk iŶ 
heƌe at the ĐouŶĐil. It͛s a Ƌuite uŶusual I thiŶk iŶ loĐal goǀernment to have 

everything he need going for a project like this. Actually going for you say 



 
 

 
 

 

 

In Transition Podcast - contentgroup Page 5 of 17 

 

support from the leadership all the way through the organisation, budget 

available from that transformation and pot of money that if we need it we can 

put some money into this project as well and the right scales in house. 

 At the start of the project, we did take a view as do we go external to the council 

and buy an expertise in terms of going to our content management system 

provider or design each and see ǁe͛ll do in invest in scales in house and we took 

that in house. We say that hopefully through the life of the project, we can start 

to embed some of this thinking and throughout the organisation around 

customer centric behaviour and use a design technique so that even after the 

pƌojeĐt͛s fiŶish, hopefullǇ that ŵiŶd-set is sustainable within the organisation. 

It͛s ďeeŶ ƌeallǇ loǀelǇ hoǁ ŵaŶǇ seƌǀiĐes haǀe ƌeallǇ goŶe thƌough aďout aŶd Ŷot 
just sort of trying to stick with what they know and fall into that comfort zone of, 

͞Ouƌ ǁoƌk pages ǁoƌkiŶg foƌ us. We doŶ͛t ǁaŶt it to ĐhaŶge.͟ TheǇ͛ǀe ďeeŶ ǀeƌǇ 
open to us coming in as a team and sort of suggesting different ways of doing 

things and sometimes asking quite difficult questions for them to answer about 

their service aŶd ǁho theǇ͛ƌe deliǀeƌiŶg to aŶd the ǁaǇs that theǇ aƌe deliǀeƌiŶg 
it. Some of those questions start to go beyond digital and to service design and 

delivery. It͛s ďeeŶ ƌeallǇ ŶiĐe that ǁe͛ǀe got that iŶ ouƌ ƌemake that we can ask 

those questions and trigger those conversations within the organisation.  

David: But even going back to that beginning where you started the process, it sounds 

to me like it was no accident that you have engendered this level of support. So 

what did you do in terms of building that support within the council? What were 

some of the things which you did to get people ready for what is essentially is a 

massive change in the way that communicate with their particular audiences? 

Sarah: We spent quite a lot of time before the project officially kicked off probably 

around about six to eight moŶths. We͛ƌe actually having lot of conversations 

within the organisation and aligning different departments and different bits of 

the organisation with the vision for the digital that we had. And providing quite a 

lot of evidence about the organisation as well in terms of what the website or 

the digital ĐhaŶŶels ǁeƌeŶ͛t aĐhieǀiŶg at that tiŵe aŶd the possiďilities of what 

they could achieve and how that match with the strategic claims of the 

organisation.  

But we spent quite a lot of time talking with IT departments here and with our 

HR department. They look after our customer service centre for example and 

actually making sure that we were all align to the same vision so that we went 
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and talk to the leadership team or we talk to our elected members. The council is 

here, then we had a very consistent view of what the evidence would covered 

meant and how that would fit in to the journey that the council is about to go 

on.  

 Then we supported that as well with external experts if you like. We had a guy 

called Carl Haggerty; he͛s the other co-founder of LocalGov Digital. He does a 

very similar role at Doven County Council here and he was willing to go further 

along the journey than we were.  

So he was able to come in and again, gave us some of those reinsurances and 

ignites some of that fire within the teams here that this change is not always 

easǇ. It͛s Ŷot alǁaǇs the easǇ thiŶg to do ďut it͛s the right thing to do. Doven 

were seeing returns on that efforts and the Nottinghamshire could see that too.  

 We really took a kind of mixed approach in terms of what we did internally and 

then validating that, supporting it with external people as well. I think 

Nottinghamshire in a lot of ways was just ready for it. With the budget situation 

and the changing shape of the council in terms of the way that we managed 

some of our services, everything just came together at the right time for us to 

actually look at the digital platforms, the digital state as we make that change. 

David: What some of your advice to people as they start down this journey? Because I 

think many people listen to this podcast all over the world who were in exactly 

the same position that you were. Perhaps a few months ago some are into the 

process, soŵe haǀeŶ͛t staƌted.  

What is just some really key advice that you could give people to perhaps avoid 

some of the mind shafts and landmines you might have stepped on along the 

way? 

Sarah: Yeah. I think evidence gathering and having a look around, that could be within 

your local sector, within your region, within your country. We look to globally as 

well at what was going on around the world.  

Have a look at who else is already on this journey and it might not just be within 

government. For us, we looked at otheƌ seĐtoƌs as ǁell aŶd ǁhetheƌ that͛s the 

soƌt of ǀoluŶtaƌǇ seĐtoƌ aŶd health ageŶĐies. EǀeƌǇoŶe͛s oƌgaŶized iŶ a slightlǇ 
different way across the world but there some really good examples out there of 

where people have started parts of this journey eǀeŶ if it͛s Ŷot the ǁhole thiŶg 
that Ǉou͛ƌe hopiŶg to do theŶ theƌe͛s usually some evidence and learning.  
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What I found is that most of the time people who work in the government sector 

are ƌeallǇ happǇ to talk aďout ǁhat theǇ͛ǀe doŶe aŶd theǇ͛ƌe eǀeŶ ŵoƌe happy 

to shaƌe the thiŶgs that didŶ͛t go that ǁell. So it͛s kiŶd of ŶiĐe seĐtoƌ to ǁoƌk iŶ 
that way. Everybody is looking to help support success and then learn from it 

again themselves rather than leave you out there exposed to fail on your own.  

But I thiŶk it͛s ƌeallǇ iŵpoƌtaŶt to ŵǇ peƌsoŶal ǀieǁ peƌhaps the eǆpeƌtise iŶ 
house and have that supported by the organisation not to use that expertise 

straight away. But to continue to learn as they go along through a project and 

bring in different thinking, try different things, and really to encourage your 

organisations and encourage your team and your individuals to be brave with 

ǁhat Ǉou͛ƌe doiŶg. It is puďliĐ ŵoŶeǇ that ǁe͛ƌe speŶdiŶg. 

We haǀe to ďe Đaƌeful that ǁe͛ƌe speŶdiŶg it iŶ the ƌight ǁaǇ aŶd ǁe͛re not 

ďeiŶg ǁasteful oƌ ǁe͛ƌe Ŷot puttiŶg it iŶto the ǁƌoŶg plaĐes. But by gathering the 

right evidence, by gathering this information from those ǁho͛ǀe goŶe ďefoƌe 
you, you can make sensible decisions about any budget that you got and you can 

try anything at the same time and push everybody forward.  

I think my main advice is to talk to lots of people and be brave. 

David: So comes Septeŵďeƌ ǁheŶ it͛s Ŷoǁ liǀe, hoǁ ŵuĐh of that Ŷeǁ soƌt of platfoƌŵ 
ecosystem will be ready to go? You got the new website, the new social media 

strategy, the microsites, the extranets, the internet, the employment 

engagement tools. It͛s a faiƌ sǁeet of a Ŷeǁ platfoƌŵ that Ǉou͛ƌe goiŶg to ďe 
operating from.  

How much of it is going to be ready and how much of it is okay with just a bit of 

good to go, let͛s go ďeĐause ǁe kŶoǁ that pƌoďaďlǇ iŶ thƌee ŵoŶths͛ tiŵe, siǆ 
ŵoŶths͛ tiŵe ǁe͛ƌe goiŶg to haǀe to ďe ĐhaŶgiŶg aŶd ĐoŶtiŶuiŶg to ĐhaŶge? 

Sarah: Yeah. This is very much a program of continuous iteration for us. Digital First is 

an acceleration program to get us closer to where we know we need to be. From 

theƌe, ǁe͛ll just ďe ĐoŶstaŶtlǇ ďuildiŶg oŶ it fƌoŵ ǁhat people tell us aďout theiƌ 
experience.  

So come September, the websites ǁill sǁitĐh oǀeƌ aŶd ǁe͛ll haǀe a Ŷeǁ ǁeďsite. 

There still be work to do online in terms of a lot of our key customer journey, we 

wanted to not just do a better digital delivery of those but look at the end to end 

process within the organisation so that͛s offliŶe ďits of that. Bits that take paƌt iŶ 
the telephone channel and make sure that it all links up.  
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Wherever the customer comes into that journey, whichever touch points they 

haǀe as theǇ go aloŶg, hoǁeǀeƌ theǇ Đoŵe out at the eitheƌ eŶd, hopefullǇ it͛s a 
joined up journey of equal experience whichever chaŶŶel theǇ͛ƌe iŶ. So theǇ͛ll ďe 
still work going on and a lot of those customer journeys that will undoubtedly be 

bits of functionality and bits of content that still need tweaking by. I think the 

website will be pretty much there at general level, certainly enough that it can 

ďe ouƌ offiĐial ĐhaŶŶel aŶd people aƌeŶ͛t ŵissiŶg iŶfoƌŵatioŶ oƌ seeiŶg ďits that 
obviously unfinished. 

 SoĐial ŵedia stƌategǇ ǁe͛ll deliǀeƌ aloŶg the saŵe tiŵeliŶes. And again, we 

already have, we already used social media here. So ǁhat ǁe͛ƌe ƌeallǇ doiŶg is 
just realigning our social media so it takes a little bit less tactical in terms of the 

ǁaǇ it͛s all oƌgaŶiĐallǇ gƌoǁŶ oǀeƌ the last fouƌ oƌ fiǀe Ǉeaƌs aŶd is ŵoƌe aligŶed 
with the strategic claims of the rest our digital channel and the organisation as a 

whole. 

 The eǆtƌaŶets aŶd the iŶteƌŶet deliǀeƌ slightlǇ lateƌ. So ǁe haǀeŶ͛t doŶe huge 
amount of works on those yet. That will be what the team start concentrating on 

post September until around about May next year when the project winds up.  

 There will still be plenty of work happening in terms of build-time and testing. 

And then from there, I think it will just be this testing, iterating cycle. We͛ll just 

become business as usual. That will just be what the team does at that point. 

 AŶd ǁe ǁoŶ͛t staŶd still. We doŶ͛t ǁaŶt to get to a situatioŶ ǁhiĐh is peƌhaps a 
traditional way of doing things where you do big build-phase and you have a big 

bang launch for website and then you sit back for two or three years, 

maintaining it and managing it but not really developing it and then you realized 

you have to go through the whole design process again. We really just want to 

keep it flowing and day to day, week to week, in line with changing customer 

behaviour, their changing needs, changing shape of the council, changing shape 

of the local government in the UK. This all kinds of factors that make continuous 

iteration make sense to us.  

David: Now, obviously a key part of driving that behavioural change, achieving the 

engagement that you are going to need to achieve to make those changes. 

Content sits at the heart of that. Can you explain just exactly what your content 

ĐƌeatioŶ aŶd ĐuƌatioŶ pƌoĐess looks like Ŷoǁ that Ǉou͛ƌe goiŶg to haǀe the 
platfoƌŵ ďuilt? You͛ǀe oďǀiouslǇ doŶe aŶ eŶoƌŵous amount of user research 

which is by the sounds of things, going to be on-going. But how do you translate 
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all of those insights into a content marketing program that you are now going to 

be able to sustain overtime?  

Sarah: The pƌoĐess that ǁe͛ǀe got heƌe is that our team is quite heavily resourced in 

terms of ratios within the team with content experts. That͛s theƌe soƌt of ďƌead 
and butter to their background expertise. They take all of that user research and 

they talk to our service areas, who obviously have the service-delivery expertise 

in terms of whose eligible, how is the service delivered, turnaround time strategy 

outsourcing service and that kind of thing.  

They have those conversations with them and really trying to the heart of what 

is the organisation need, what is the user need, who is the user at the end of 

this. And then put that together into a page or page of content that really flow 

through that journey. 

David: Sorry to interrupt you there. But are they journalistic skills or are they policy 

people skill or what sort of skills are those people who are creating that content? 

Sarah: I would say that they are from sort of journalism, PR communications type 

backgrounds, and marketing type backgrounds. So that kind of copywriter type 

expertise, mix them with a lot of experience in digital channels in terms of 

understanding usability and accessibility. Not in a very in depth way but on a 

light level things like interaction, design and visual design. We do you have those 

experts within the team as well to support that knowledge. But everybody has 

that kind of overview of how things work within the digital channel.  

 So they put scattered the page or page of content and then they do that testing 

to saǇ, ͞OkaǇ. Well, these aƌe the ǁoƌds that ǁe͛ǀe started with. Let͛s see hoǁ 
people use that.͟ So we generate hit maps of where people are clicking or 

mouse scrolling along the screen. We capture little videos of how people are 

using those pages.  

We gatheƌ feedďaĐk fƌoŵ people ǁe͛ǀe aĐtuallǇ ďeeŶ thƌough it. We talk to 

people. We post it no test, all kinds of stuff to make sure that wherever the 

starting point is that we push it a few iterations forward and then have those 

conversations again with the service as well to make suƌe that it͛s faĐtuallǇ 
correct.  

It may be ƌadiĐallǇ diffeƌeŶt fƌoŵ ǁhat theǇ͛ǀe got at the moment. On the 

current side, ǁe͛ǀe seen scenarios go from 20 plus pages down to a single page 

ďeĐause the ƌest of the iŶfoƌŵatioŶ just didŶ͛t aĐtuallǇ Ŷeed to ďe theƌe. It͛s like I 
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see content that needed to ďe deleted, it just haǀeŶ͛t ďeen managed, all kinds of 

reason. I͛ŵ suƌe hoǁ these thiŶgs gƌoǁ oǀeƌtiŵe. 

 We͛ǀe seeŶ Ƌuite a lot of ĐoŶsolidatioŶ. Obviously, that͛s Ƌuite a shoĐk to the 
system for some services. But actually understanding how we got to that point 

aŶd seeiŶg the eǀideŶĐe giǀes soŵe that ƌeassuƌaŶĐe that aĐtuallǇ that͛s okaǇ. 
It͛s okay to go from 20 plus pages to 1 page if the information in that page is the 

thing that your service area Ŷeeds to tell people aŶd it͛s ǁhat people aƌe aĐtuallǇ 
looking for. 

David: But do you have any sort of any future idea around sort of the editorial mix of 

Ǉouƌ teaŵ that͛s goiŶg to ďe ƌeƋuiƌed oƌ is it ƌeallǇ just goiŶg to fluid aŶd Ǉou͛ƌe 
going to move as required. Some areas may not require any sort or updating, 

other areas are going to require a lot of movement, a lot of updating, a lot of 

ĐhaŶge aŶd so theƌefoƌe, ǁithout the site ďeiŶg liǀe, Ǉou doŶ͛t ƌeallǇ kŶoǁ Ǉet. 

Sarah: Yeah. I thiŶk theƌe͛s a ĐeƌtaiŶ eleŵeŶt of uŶkŶoǁŶ iŶ ouƌ ĐoŶteŶt goǀeƌŶaŶĐe 
approach. What we have here in the moment and have them for the last for 

years even before digital first is a centralised team within the organisation and of 

content office. So any changes to website, internet content would come through 

that centralised team and be done on behalf of the services.  

 I doŶ͛t see us ŵoǀiŶg aǁaǇ fƌoŵ that ŵodel iŵŵediatelǇ ďeĐause ǁe ǁill haǀe 
that period of working out, how much is there to manage, the frequency of 

updates, the type of updates and all of that kind of things. I think we will go 

through that period and understand a little bit more and then reconsider our 

content governance model. It may be that we want to devolve the authorship 

slightly back to services or move to our hope and spoke ŵethod ǁheƌe theǇ͛ƌe 
more supported but have access to meet direct changes in some parts of the 

organisation.  

I think that really fits into the bigger picture within the organisation as well in 

teƌŵs of otheƌ sites that ǁe͛ƌe ŵaŶagiŶg, the eǆtƌaŶets, the iŶteƌŶet, ďut also 
our social media approach as well. We really want to move to a create ones 

puďlish eǀeƌǇǁheƌe ŵodel ǁheƌe ǁe͛ƌe Ŷot dupliĐatiŶg a lot of the effoƌt ďut 
ǁe͛ƌe ĐƌeatiŶg ďased ĐoŶteŶt ǁhiĐh is soƌt of ǁheƌe the digital fiƌst phƌase Đaŵe 
from really is that if we can get it right to the digital channel, then we can build 

blocks on top of it for other channels or for other users so that we can tweak the 

content to make it more visual for example for social media.  
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We can add more detail to quotes or information if it was going out as press 

release or our traditional media. We can deliver in all kinds of different ways but 

if ǁe ĐaŶ get the digital ĐhaŶŶels ƌight that͛s ouƌ fouŶdatioŶ leǀel aŶd theŶ ǁe͛ll 
tweak and publish elsewhere in appropriate ways. 

David: You said that you got oƌ Ǉou͛ƌe Ƌuite happǇ ǁith the ƌesouƌĐiŶg that Ǉou͛ǀe got 
their in terms of your team. Can you give us some sort of indication as to what 

that team looks like and what sort of skills are covered by the people that you 

have on your team? 

Sarah: Yeah, sure. We have a big project team at the moment which is just fixed term 

within the council for Digital First. There are a couple of permanent members of 

staff but the majority of people are fixed term contracts.  

What ǁe͛ǀe got iŶ the ŵoŵeŶt are three senior digital officers of which I͛ŵ oŶe. 
We͛ǀe ďeeŶ ǁoƌkiŶg ŵostlǇ iŶ Digital foƌ Ƌuite a loŶg tiŵe Ŷoǁ. For myself, 

about 15 years in public and private sector and background in journalism. That͛s 
the way that I train and came through the digital world that way.  

 We͛ǀe theŶ got a Ŷuŵďeƌ of [I͛ŵ just tƌǇiŶg to ĐouŶt up iŶ head ƋuiĐklǇ] aďout 
seven digital content officers, who are these content specialist I spoke about. 

They do elements of that user research and training, they look at our analytics, 

they manage our soĐial ŵedia pƌofiles daǇ to daǇ as ǁell. So theǇ͛ǀe ƌeallǇ got 
the overview content across other channels. 

 We then have two digital design officers who look at the interaction and the 

visual design. They do the creative and then they do the sort of CSS and HTML 

type coding.  

And then, outside of the team but within the organisation, there are frontend 

developers as well. We work quite closely with them and they support our 

ĐoŶteŶt ŵaŶageŵeŶt sǇsteŵs. We͛ǀe just ŵoǀed to aŶ opeŶ souƌĐe sǇsteŵ 
called Umbraco.  They support that and do the programming around where 

perhaps look up bringing an APIs and all of that kind of thing.  

Then other people that we work a lot with are our customer service centre. They 

have development officers down there. Obviously looking at this process design 

within the council with a specific focus on telephone channel but more broadly 

on what the customer needs. So we work with them a lot as well.  
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Theƌe͛s a diƌeĐt digital deliǀeƌǇ teaŵ aŶd theŶ theƌe͛s the suppoƌtiŶg fuŶĐtioŶs 
around the organisation as ǁell that ǁe͛ǀe tap into. 

David: Post the conclusion of the project in an around September or perhaps a couple 

of months after that. What will that on-going team look like? 

Sarah: I doŶ͛t kŶoǁ. It͛s the hoŶest aŶsǁeƌ. Digital First funding runs up until May next 

year which is when the Internet is due to be delivered. So ǁe͛ƌe ƌeallǇ lookiŶg at 
the moment and starting that process now.  

We͛ƌe considering and what would a digital resource look like for the council. A 

lot of things have been unclear to us in terms of the council has changed shape 

slightly in the services they delivers. Local government has changed shape a little 

bit as well.  

We͛ƌe lookiŶg at ŵoƌe ďƌoadlǇ ǁithiŶ the ĐoŶteǆt of ĐoŵŵuŶiĐatioŶ aŶd 
marketing which is the scene that we sit within at the council as well. So yes, 

ǁe͛ƌe just staƌtiŶg to go thƌough that pƌoĐess Ŷoǁ of aĐtuallǇ tƌǇiŶg to haǀe a 
look six months down the line and say, ͞What will the organisation need to 

continue working in this way? Not with such a heavy delivery load but certainly 

with a real focus on customer centric digital delivery. ͞ 

David: How involved has the communications in marketing team been with your 

project? 

Sarah: VeƌǇ. We͛ƌe aŶ iŶtegƌated teaŵ heƌe so ǁe sits aloŶgside a ŵaƌketiŶg function 

aŶd a ŵedia teaŵ aŶd theŶ theƌe͛s a gƌaphiĐs, soƌt of offliŶe gƌaphiĐs function as 

well. The project sponsor, Martin Done is the service director here for 

communications and marketing and then you got a great manager for 

ĐoŵŵuŶiĐatioŶ͛s and marketing, Clare Yau, whose work extremely it associates 

on the delivery and the strategic groups. TheǇ͛ƌe oďǀiouslǇ ǀeƌǇ iŶteƌested fƌoŵ 
a project level, very interested from a practitioner level as well in terms of 

managing that team day to day, integrating digital skills more widely with 

marketing and media.  

The digital team alongside Digital First are doing a lot of that sharing and 

supporting works so that the marketing team can really take forward end to end 

digital marketing, content marketing in that channel. The media team can widen 

their focus perhaps.  
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We doŶ͛t iŶteŶd to ŵoǀe aǁaǇ fƌoŵ tƌaditioŶal ŵedia ďeĐause that͛s Ƌuite 
stronger for us in Nottinghamshire but to really broaden out and to look more 

online influences who maybe individuals or smaller community groups or 

individuals with a geographic area of interest and using those as well in our 

media mix. We͛ƌe doiŶg a lot of suppoƌt to ƌeallǇ ŵake a lot of digital paƌt of a lot 
of people͛s joď as ǁe go foƌǁaƌd as ǁell. 

David: Where do you think it will ultimately rest? Will it likely see the underneath that 

marketing communications to sustain it over the years? 

Sarah: I thiŶk at the ŵoŵeŶt that͛s the iŶteŶtioŶ heƌe at NottiŶghaŵshiƌe. AŶd it͛s 
ĐeƌtaiŶlǇ soŵethiŶg that I͛ŵ seeiŶg ŵoƌe of it otheƌ ĐouŶĐil. Through my way of 

the LocalGov Digital is that, as we said in the beginning, that the move seems to 

have a come away from IT based teams and IT based work managers, more 

towards communication and marketing goal. Perhaps in a customer service error 

as well and we see some of the councils have gone down, that create and put 

their digital function alongside their customer service and offline channels.  

 I think for me it can set almost anywhere within your organisation as long as that 

shared vision. Everybody is aligned to that. A culture within your organisation of 

the success or the delivery belongs to the whole organisation and the team has 

to sit soŵeǁheƌe ďut ultiŵatelǇ, as loŶg as eǀeƌǇďodǇ͛s ǁoƌkiŶg togetheƌ to that 
shared vision, then we can all share that success. 

David: Now you mentioned that early on, you got out and you did the preparation, you 

did the consultation but throughout the program what are again some of the 

successes that you had? It is just because you͛ǀe kept talking to people, kept 

going back to people, kept asking their opinions, kept getting them engaged 

that͛s eŶaďled Ǉou to ĐoŶtiŶue to ŵake the pƌogƌess Ǉou haǀe? 

Sarah: I think so and having quite high-level of expertise in house that we can get to 

those, the point where we want to go out and task a lot quicker perhaps than 

ǁheƌe that eǆpeƌtise isŶ͛t aǀailaďle iŶ house. We͛ǀe ĐeƌtaiŶlǇ fouŶd that haǀiŶg 
an in house team has made us more fleǆiďle aŶd ǁe͛ǀe ďeeŶ aďle to ƌeaĐt fasteƌ.  

 IŶ pƌojeĐts I͛ǀe ǁoƌked iŶ ďefoƌe, ǁeƌe theǇ͛ǀe ďeeŶ setup that Ǉou͛ƌe ǁoƌkiŶg 

with an external partner. Theƌe͛s oďǀiouslǇ a ďit of ďaĐk aŶd foƌth theƌe aŶd tiŵe 
passes because you have to fit in to their schedule and they have to fit into 

yours. Whereas here, if we want to change something, we can do it within half 

an hour or however longer it takes just to write the code to do it.  
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That͛s ďeeŶ ƌeallǇ a ŶiĐe feeliŶg being out in beta and having commenced from 

peers and interested people as well as customers who have really helped us to 

validate some of ouƌ thiŶkiŶg, peƌhaps soŵe of the stuff that ǁe͛ƌe pushing a 

little bit further and be on the norm for local government. It͛s ďeeŶ ƌeassuƌiŶg to 
be able to get those comments. As well as actually it shows that perhaps in some 

Đases, ǁe haǀeŶ͛t pushed far enough and we can make braver choices.  

I think that openness, the testing, by having expertise and being quick to react to 

feedďaĐk has all ĐoŶtƌiďuted to this speed ǁhiĐh ǁe͛ǀe ďeeŶ aďle to deliǀeƌ so 
far and hopefully will continue to help us deliver it that speed as well.  

David: Yeah. I͛ŵ iŶteƌested though that ƌeallǇ iŶ ďuildiŶg Ǉouƌ teaŵ, it souŶds like 
Ǉou͛ǀe ƌeĐƌuited to haǀe that ĐapaďilitǇ iŶteƌŶallǇ aŶd ďƌought people iŶside. I 
think that makes a lot of sense. But I wonder whether or not once the project 

finishes, is that expertise going to leave the building? 

Sarah: Theƌe͛s that poteŶtial. Yes, I thiŶk ǁhat ǁe͛ǀe tƌied to do is shaƌe that eǆpeƌtise 
around. So ŵake suƌe that ǁe͛ƌe all haǀiŶg ĐoŶǀeƌsatioŶs ǁith people, ŵake suƌe 
that we have been back and spoken to our leadership team and our council is 

heƌe aŶd ƌeallǇ shoǁiŶg theŵ ƌatheƌ thaŶ told theŵ ǁhat ǁe͛ƌe doiŶg.  

So ǁe͛ve shoǁiŶg theŵ ƌeal eǆaŵples of ǁhat ǁe͛ƌe ďuildiŶg aŶd ǁhǇ ǁe͛ƌe 
building it in certain ways. Oƌ iŶ soŵe Đases ǁe͛ǀe shown the bad examples if 

Ǉou like of, ͞Well, ǁe Đould do this ǁaǇ aŶd that ǁould ďe ƋuiĐkeƌ oƌ ǁe Đould 
do it this ǁaǇ.͟ AŶd ǁheŶ theǇ ǁalk thƌough it theŵselǀes, theǇ͛ll see ǁhat 
ǁe͛ƌe talkiŶg aďout ǁith useƌ eǆpeƌieŶĐe.  

 We͛ǀe doŶe a lot of that sharing and telling. We͛ǀe doŶe a lot of talkiŶg to 
services in a way that makes sense to them but it starts to embed that customer-

centric thinking. So that hopefully, even if the digital resources does diminish, 

even if some of those skills do leave the building as you say which is a possibility. 

Hopefully, some of that thinking embedded within the organisation. 

I think the Digital First is a transformation project here at the council although 

my role is very much focused on the practical delivery of these projects and the 

practical day to day management of the team that are doing it. It has seeded and 

supported bigger wave of Đultuƌe ĐhaŶge that͛s ĐoŵiŶg thƌough the organisation 

at the moment. As paƌt of the ǁideƌ tƌaŶsfoƌŵatioŶ ǁideƌ thaŶ digital, theƌe͛s 
lots of things happening in response to the council changing shape and the 

austerity measures that are emplaced at the moment.  
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But we are seeing that culture change is that people are starting to think 

differently and part of that is thinking about digital in different way. So hopefully, 

even if some do leave the building as you say then, then that mind-set has 

staƌted to ĐhaŶge aŶd that͛d ďe a sustaiŶ eleŵeŶt theƌe. 

David: I͛ŵ iŶtƌigued ďǇ that aŶsǁeƌ ƌeallǇ, aƌouŶd that ďƌoadeƌ Đultuƌal ĐhaŶge that 
Ǉou͛ƌe saǇiŶg that͛s ďeiŶg dƌiǀeŶ out of this Digital Fiƌst pƌojeĐt. What aƌe soŵe 
of the ŵaǇďe theƌe͛s soŵe of the ƋuiĐk thiŶgs oƌ soŵe of the sŵall thiŶgs that 
Ǉou͛ǀe seeŶ that aƌe ŵeaŶiŶgful iŶ teƌŵs of the ĐhaŶge? 

Sarah: I think that openness to delivering in a different way is one of them and not to 

be underestimated it. I think when we first started looking what became Digital 

First, when we started asking questions about our existing platform, we quite 

quickly came to the conclusion that there was obviously a practical project here 

that we needed to do to get ourselves to where we needed to be for the 

customers.  

 But, ǁe ĐouldŶ͛t sepaƌate that off from a culture change within the organisation; 

if this was to be sustainable, if it was to keep moving forward. And so, getting 

the leadeƌship to the poiŶt ǁheƌe theǇ͛ƌe happǇ foƌ useƌ testiŶg to deĐide to a 
certain extent what the website looks like rather than a set of designs being 

presented to them and a board picking the one that they like. So, moving that 

towards that more user experience evidence approach, theǇ͛ve been very open 

to that and very curious actually about the sort of thinking and the 

methodologies behind that. Although that perhaps sound a little bit vague and a 

little bit woolly I think it can͛t be underestimate within.  

LoĐal goǀeƌŶŵeŶt is Ƌuite Đautious aŶd its thiŶkiŶg ĐeƌtaiŶlǇ iŶ the UK thaŶ it͛s 
Ƌuite a ƌisk aǀeƌse Đultuƌe. TheǇ like doiŶg thiŶgs that theǇ͛ǀe doŶe ďefoƌe 
because they knew that it works. To start opening them up to different 

approaches, to different thinking has been great for the practical delivery of the 

pƌojeĐt ďeĐause it alloǁed us to push foƌǁaƌd iŶ ǁaǇs that peƌhaps ǁe ǁouldŶ͛t 
been able to in other organisations. But, I thiŶk it͛s the staƌt of that loŶgeƌ 
culture change within Nottinghamshire County Council as well. 

David: It ŵaǇ ďe just the fiŶal ƋuestioŶ. You͛ǀe also ƌefeƌƌed theƌe aƌe Đouple of tiŵes 
to the austerity measures that are emplaced in the UK. What role have they play 

and could I put it to you that the austerity measures really have played key role 

in being able to open up that culture because instead of being complacent and 
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holding on to the things of the past, people now clearly understand that things 

haǀe to ĐhaŶge aŶd if theǇ doŶ͛t ĐhaŶge, people will change things for them. 

Sarah: Possibly, yes. I mean, without getting too much into it, sort of political debate 

ǁhiĐh isŶ͛t iŶ ŵǇ poǁeƌ to do. 

I think certainly these changes, budgets, and austerity measures being of the 

changing organisation of local government, changing expectations from 

customers, opeŶiŶg up seƌǀiĐes that ǁe͛ƌe peƌhaps oŶĐe hoǁ to ŵoŶopolǇ oŶ 
delivering in a geographic area. And now, what we would call traded services are 

competing with the voluntary sector or private sector and to deliver some of 

those services means that the thinking has to change and you do have to 

ƋuestioŶ hoǁ Ǉou͛ƌe deliǀeƌiŶg the seƌǀiĐe oƌ hoǁ Ǉou͛ƌe pƌeseŶtiŶg the deliǀeƌǇ 
of the service. 

If you are going to on the one hand meet budget savings, which are there or 

thiŶg that happeŶiŶg, ďut also to ŵeet those Đustoŵeƌs͛ eǆpeĐtatioŶs oƌ to ďe 
competitive in a marketplace for the service that you deliver. Then, it has 

encouraged or triggered changed thinking and yes perhaps allowed some of that 

control to be reliŶƋuished a little ďit ďeĐause theƌe isŶ͛t that optioŶ aŶǇŵoƌe. 
We do need to try new things and we do need to change.  

David: Well Sarah Lay, massive amount of value for the audience today. I think they can 

take away so much from your experience there at Nottinghamshire. Just some of 

things that I will take away are; the importance of preparation, the importance 

of having experienced people, preparing well in advanced of anytime that you 

want to start to your digital project, getting your platform updated and ready to 

go.  

Consultation – absolutely vital. When you talk to people, you listen to people, 

Ǉou asseŵďle the eǀideŶĐe aŶd it͛s Ŷot just iŶ Ǉouƌ loĐal aƌea, it͛s Ŷot just iŶ Ǉouƌ 
ĐouŶtƌǇ, it͛s aƌouŶd the ǁoƌld aŶd it͛s just Ŷot iŶ Ǉouƌ iŶdustƌǇ. There are insights 

all over the place that you can bring to win the argument.  

Be brave. Make sure you can be brave and really step out there and seek the 

support to be brave capability and having it internal.  

What a fantastic insight there from Sarah about being able to move quickly. Who 

others haǀeŶ͛t ǁoƌk oŶ a pƌojeĐt ǁheƌe it goes outside, Ǉou haǀe to get iŶǀolǀe 
with those tiŵeliŶes aŶd all the suddeŶ soŵethiŶg that Ǉou͛ǀe though ǁas goiŶg 
to take a Đouple of daǇs is a Đouple of ǁeek. It͛s all tƌaĐked, it͛s out of ĐoŶtƌol. So 
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building that internal capability I think to government all over the world is so 

important to have it in house.  

Digital Fiƌst ĐoŶtiŶuous iteƌatioŶ, it͛s Ŷot aŶd eŶd poiŶt. It͛s ƌeallǇ the staƌt of the 
new way of doing things, the new way of thinking things. The start of being less 

tactical and more strategic in insuring that the content you create, the value that 

you deliver is well and truly linked to the business objectives of the organisation. 

Sarah, thank you so much for that. That is just a wonderful example, a wonderful 

case study. I hope someone has written it up somewhere for an academic 

journal somewhere because it sounds like post September in the weeks, months 

aŶd Ǉeaƌs ahead, Ǉou͛ƌe ƌeallǇ goiŶg to aĐhieǀe soŵe ǁoŶdeƌful things for the 

people of Nottinghamshire. 

Sarah: Let͛s hope so. That͛s ĐeƌtaiŶlǇ ouƌ iŶteŶtioŶ. 

David: Thanks very much for joining us InTransition. 

Sarah: Thanks David. 

 

 

  

 


