
GBC operating model paper 
 

This short paper is part of the programme close down documentation of the Future Guildford, whole 

council transformation programme. It provides a summary of the Council operating model that we 

hope is valuable to all stakeholders; Councillors, CMT, heads of services and all staff and partners in 

maintaining and continuing to build the operating model to meet the evolving strategic priorities of 

the council. 

1) Aims of Future Guildford and the design principles 
 

In late 2018 the leadership team of Guilford Borough Council were supported by Ignite Consulting to 

develop a business case and blueprint for a new way of working at GBC. The aims of this new 

operating model were to: 

 Improve our services and customer care 

 Future proof our organisation  

 Modernise our services and systems  

 Make us more efficient  

 Deliver savings and address our financial challenges  

 Create an environment where there are better development opportunities for staff 

 Develop our culture into one that collectively adapts and changes to address the various 
challenges and issues facing us 

 

In order to meet these aims we agreed a set of twelve design principles to guide the transformation 

programme and the creation of our new organisation. These design principles remain as relevant 

now, to how we continue to build our organisation on the success of the Future Guildford 

programme, as they were in implementing this transformation: 

1. Focus on the customer experience 

2. Fewest steps for customer 

3. Keep customers informed 

4. Digital by default 

5. Resolve first time 

6. Collect less and tell us once 

7. Use skills and expertise effectively 

8. Efficient working 

9. Use technology to ensure compliance 

10. Real time measurement to improve 

11. Supporting customers to do more 

12. Proactively prevent and shape demand 

 

 

 

 



2) Foundations of our operating model 
 

In designing our operating model we clarified two key characteristics of the work we do in the 

Council. These are critical drivers in how the work is most effectively structured and delivered. 

a) Purpose of work 
 

All organisations, including local 

authorities, perform three core 

purposed of work or general roles: 

 Green box – strategy and 

governance 

 Blue box – service/product 

delivery 

 Red box – support 

services/resources  

 

This purpose of work was used as the starting point for the structure of the three directorates of 

Guildford Borough Council, recognising the importance of all staff playing an appropriate role, as 

required by the organisation, in any of these general roles based on their individual skills. 

 

b) Type of work/tier 
 

As a key mechanism to delivering 

significant efficiencies in 

transactional/process heavy 

activity we have implemented 

this four-tier model across much 

of the core blue and red box 

service areas. This has led to 

consolidating the interface with 

the customer in tier 0 to enable 

more self service, bringing 

together a larger single front 

door customer service team and creating a blue and red box case management team to deliver the 

majority of rules-based work in the council.  

 

The diagram below describes the key aspirations of the successful implementation of these four 

tiers. The language is particularly focussed to blue box/customer facing services, referencing 

customer service advisors (CSAs) in tier 1 but it is equally applicable to red box/support services 

where we have combined tier 1 and 2 activity into a single resources casework team. 



 

 

 

  



3) GBC operating model visualisation as at April 2021 
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