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Housing allocations – A case study
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PURPOSE?

Give people a house

What is the demand into the system like 
through a 14 page form?

Understand



Our view of an organisation…
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Variety of  
demand

dampening 
variety

Variety of demands into standard flowsUnderstand

Value
The demand the service is designed for

Failure
Demand due to the design of the system.



Understand The concept
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What matters

An outside – in perspective

Purpose



Measures purpose
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Understand

Customer 
derived 

measure



The measure of the customer purpose
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Bronze band mean = 655, UCL = 2316 days

Silver band mean = 750, UCL = 1960 days

Gold band mean = 675, UCL = 1592 days

Understand



The flow
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Understand



What it is like to work here
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Understand



Summary made by the team
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The System
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This is what we do

Understand



What was hidden
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95 27
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87 housed75%

105

Understand



What are we here to do?
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Understand

Purpose We process application forms…

“We make it difficult for 
people to get houses”



Test & learn PrototypeUnderstand

The systemic design method
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Permission to experiment
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Experiment

value



New principles

16

1. - Understand what matters for each person, this determines 

the design.

2. - We make decisions based on knowledge and evidence, not 

opinion or standards.

3. - Only do what is needed to create value, enabling the person 

to gain control.

4. - Take ownership through the end to end journey with the 

person.

5. - Work as a team, without department barriers.

6. - We are here to learn, and improve.

Rule 1 - do not break the law.

Rule 2 - do not make their situation worse.



Detail
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Experiment



List of cases
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Experiment



Action learning
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Experiment

2 What did you see, learn?
What are the implications?

1 Go into the work. Watch, 
listen, ask.

3 Apply the new principles 
and measure the outcomes

System space Design space



Ivy
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Experiment



Ivy
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Experiment

So what is actually wrong with your house?



Learning – what we are we her to do
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Giving people a house  

Experiment

Help me to solve my housing problem

PURPOSE



This was the realisation
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demands

Learning – the real need
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56% were not in housing need

37% in some need

21% in high need

Experiment



Systems thinking insights
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Reframing,

Outside-in

Purpose 



Systems thinking insight
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Understand the purpose of the service, 

as defined by the customer; 

outside-in. 

This defines the design of the workflow.



Test & learn PrototypeUnderstand

The systemic design method
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Leaders
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Experiment



Leaders
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Experiment



The old - new workflow
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95 27
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Listen to the 

customer

Write details 

on sheet

Identify 

options

We house 

them

Look for 

housing 

themselves

Ask what 

they need

Assess level 

of needExercise - Take a few minutes to 
come up with your design
(only do the value work)

Prototype



The new technology
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Prototype



The new recording
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Old system:

1. 6293 waiting list

2. 30% demand ‘satisfied’

3. 62.7% failure demand

4. 3 IT systems

5. 27 appeals a month

6. advertising £30,000 pa

7. aggression and frustration

8. demoralised staff

9. unknown true cost to the 
overall social system

10. 22 fte

11. Create dependancy

New system:

1. 309 new pending list

2. 80% demand satisfied

3. 3% failure demand

4. Excel + new system?

5. 1 appeal in a year

6. 25% cost reduction

7. help people

8. very motivated staff

9. true links with other groups

10. 15 fte

11. Give responsibility back to 
the citizen.



The technology – the list
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New principles
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The Outcomes
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Old system:

1.  30% demand ‘satisfied’

2.  3 IT systems

3.  27 appeals a month

4.  static process

5.  aggression and frustration

6.  demoralised staff

7.  unknown true cost to the 
overall social system

8.  22 fte

9. Create dependency

10. 6293 waiting list

New system:

1. 80% demand satisfied

2. Excel + new system?

3. 1 appeal in a year

4. Continuous improvement

5. help people

6. very motivated staff

7. true links with other groups

8. 15 fte

9.  Give responsibility back to the citizen.

10.309 new pending list



Impact on citizens 
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Shift the thinking
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Traditional design of services…
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Service workflow

Organisation Centered  Design

Governance

Finance

Management

Best practice

Departments

Strategy

Digital

Our service and 
What matters to us

procedures

rules

Approvals  
sign-offs

categories

all 
eventualities

templates

worst case risk

standards

Our mission and culture is to…

animated



Test & learn, person centred design
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Governance
Finance

Management 
governance Best 

practice
Strategy

Customer 
& what 
matters

Sales

Service experiment

Digital

Service Prototype

GDPR Legislation

Operational Service

Purpose

Understand causes of cost
framework

measures

What 

matters
workflow improve

Understand Experiment Prototype Make normal

animated

Manager



So, what is service Test & Learn
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1. Iterative action learning

2. Rooted in people (complexity)

3. Co-design

4. Co-production

5. Shifts mindsets

6. Emergent

7. Systems thinking

8. Continuous improvement

1. Building bridges

2. Rooted in systematic logic

3. Designed by experts

4. Designed in a room

5. Retain current thinking

6. Project & outcomes

7. Reductionist

8. Static until decisions



Systemic design & transformation
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CX

digital UX

solve a 

problem

culture 

changecross-functional 

teams

business 

focus

design out the 

problem

new working 

practices

new management 

approaches

transformation

process 

change

Product

Design

Service 

Design

Design of 

Services

customer

ergonomics

doing things right

doing the right 

thing

John Mortimer ccbysa

empathic 

insights
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