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Is Information a Tool for Democracy? 

Delivering  Public  Sector Outcomes w ith Business Analytics 

Democracy’s central premise is carrying out the will of the people, meaning people get access to services that 
meet their needs. To achieve this they following steps need to happen: 
 

1. Understanding what the needs are 
2. Finding good ways to deliver the services  
3. People being able to access those services 

 
Information is important to each aspect. It takes two main forms, narrative and fact-based. Business analytics 
can help to get a fact-based view, which of course for right or wrong we then often express via a personal or 
political narrative. 
 
Consider what connects these people: 
 

 An expectant mother in a developing country benefiting from improved midwifery provision  

 A parent finding out which childcare provider meets their needs 

 A trainee nurse benefiting from a nursing degree commissioned at a university with a track record of 
achieving good qualifications and first jobs 

 A tenant whose council house repairs are responded to appropriate and cost -effectively by a council 
making good use of contractors 

 A patient taking medicine produced by the NHS which has met quality co ntrol standards  

 A passenger arriving safely thanks to a rail regulator which tracks and deals with safety accidents and 
assaults  

 
They are all examples of information supporting democracy - using business analytics to understand what 
people want, enable services that meet the public need and help people access services. The outcomes were 
all enabled by DSCallards (the background to each case is described later on). 
 
Talking about outcomes is easy to do within the context of a white paper, however achieving outcomes 
doesn’t happen automatically on the ground level 

 

 Projects often end up failing to deliver outcomes by focusing on technical requirements  
 
Within a project the various roles have different priorities. While the project sponsor will focus on outcomes 
the project manager needs to focus primarily on timescales and deliverables, while a project member is 
focused on delivering their own part of the project. 
 
The danger with different levels of focus is that the over-riding focus becomes the lowest common 
denominator, the technology, rather than the highest, the outcomes. Failure to focus on outcomes can lead to 
failure to deliver outcomes 
 

 Inability to express benefits means they don’t get off the ground  
 
A particular challenge to business analytic projects is that the outcomes are less immediately tangible than 
some other projects. Consider the difference between planning the outcomes of a business analytics system 
and a business process system, such as SAP ERP: 
 
The business process system can be compared to building a new hospital, where the business analytics is more 
aligned to fundamental medical research. Which is easier to express benefits of? 
 
The hospital, because we can predict how many patients we will treat etc, where it’s harder to know  what 
discoveries we’ll make with medical research. It’s the same with business analytics – you don’t know exactly 
what discoveries you will make on your data and therefore what outcomes you will achieve. This makes it 
harder to establish up front the intended outcomes. In light of this many business cases focus on technical 
rather than business benefits. 
 
So, to flog the medical research analogy a bit further, you can avoid doing it and still treat patients but over 
time the service you provide will degrade. 



 

 
What’s the alternative? 
 
DSCallards project methodology includes as an option our outcome management methodology which helps 
overcome these two challenges. It acts as a tool to identify and communicate outcomes and outputs a project 
value map, along the lines of the version shown below, which communicates: 
 

 Why are we delivering this requirement? 
 How does it deliver the outcome? 

 How do we know if it’s on target? 
 

 

Some of the elements of DSCallards’ project methodology that makes this project value map possible include 

• Pre-Project 

– An up-front focus on business requirements 

• Blueprint  

– Outcome discovery: combining knowledge of achievable outcomes with outcome -focused 

interview techniques 

– Outcome definition: ratification to output the project value map shown above 

• Implementation 

– Outcome metric tracking: after defining and baselining pre-implementation business metrics, 

track how they change during and after the project 

• Live Running  

– Case study to express the benefits of the project, validating the original business and useful as 

reference for other potential projects 

 
DSCallards 4BI project methodology 

 

To conclude, at DSCallards we believe that information is important in supporting the democratic process. To 

cite the examples from earlier against the steps in the process: 

1. Understanding what the needs are 
o The expectant mother: The UN is building a facebook application which uses analytics to 

compare your friend statistics to death in childbirth statistics from a country of your 



 

choosing, to illustrate the issues. It will then provide a mechanism to capture your concern 
which can be delayed to decision makers 
 

2. Finding good ways to deliver the services 
o The trainee nurse: An NHS commissioning body is using business analytics to analyse the 

success rates that various universities achieve in training medical students, in order to 
commission for more effective outcomes 

o The tenant: A metropolitan borough council saves money on contractor services by having 
the information to use the right person for the right job, rather than over-skilled (expensive) 
or under-skilled (quality issues) contractors 

o The patient: A quality control team in the NHS ensure that the medicines the NHS produces 
meet strict quality control standards 

o The passenger: A rail regulator uses business analytics to support the full cycle of action 
from safety incident to corrective outcome 
 

3. People being able to access those services 
o The parent: A London borough council provide a facility for their citizen support team to 

quickly search across the various information required for choosing a childcare provider such 
as location, services, opening hours, inspection rating 
 

The chances are that if you’re reading this, you’re involved in this process in some way, whether it’s recording 

information as part of your job serving the public, working with the systems that hold that information, 

working with systems that turn that information into useable business analytics, or using the business analytics 

to improve service delivery. 

If you have outcomes you would like to deliver, why not engage DSCallards to help you achieve a quick win and 

let you assess whether you would like to engage further with DSCallards. 
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