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Building an evidence and business case

Valuing community empowerment
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Issues covered

1. Principles and guidance on the ‘new’ duty to involve
2. Framing your business case 
3. Examples of business case components from Cumbria
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1. The Duty to Involve: context

From April 2009, there is a legal duty to 
• Inform, Consult and/or Involve people
• Consider Devolving appropriate services
No Council services are exempt

The aim is to make more residents feel they can influence decisions as 
part of a wider ‘strong communities’ agenda.

This gives a context to embed involvement across services into a
process which builds trust with communities
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The Duty to Involve: some points to consider

• how do I know if we comply? 
• what is my role in ensuring your Council delivers on this duty?
• will it make an impact on residents views?
• how can I show it improves our services?
• what does this mean for councillors?
• How to avoid it being just more box ticking?
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Duty to involve: guidance on representation

• influence or directly participate 
in decisions 

• provide feedback
• co-design/work with the 

authority in designing policies 
and services 

• co-produce/carry out some 
aspects of services 

• work with the authority in 
assessing services

Authorities should consider providing opportunities for 
representatives of local persons to:
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Benefits of involvement

1. strengthening democratic legitimacy 
and the civic life 

2. more efficient and effective services 
that reflect the needs of users & 
have greater customer satisfaction

3. safer communities and more 
attractive built environment 

4. strengthening community cohesion

Q. Do you agree you can influence 
decisions affecting your local area?
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Growing evidence of benefits of involving citizens in local decision making 
and service provision:
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Links to other legislation

• range of existing requirements including statutory requirements 
to inform, consult with or promote the participation of users or
citizens, in relation to individual functions (eg spatial planning)

• there are also existing non statutory agreements in certain 
areas (eg local compacts with the third sector). 

The duty to involve does not replace these. 
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Who should be informed, consulted and/or 
involved?

Your choice, but..
• you need to  engage a ‘diverse range of groups’ and to take action 

to ensure that all groups are engaged; 
• you need to consider who might be affected by, or interested in, a 

particular function and ensure opportunities reach these people –
including those who can often be marginalised or vulnerable 
people; 

• information provision, consultation and involvement opportunities 
are not limited to those with the ‘loudest voice’; and 

• authorities should be aware that equality requirements will apply to 
the duty to involve.
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2. Framing your business case

Definitions and Perceptions
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What is your aim? : Definitions of empowerment

CLG defines as 
• ….‘the giving of confidence, skills and power to communities to 

shape and influence what public bodies do for or with them’

Scottish govt working party defines as:
• ……….‘a process where people work together to make change 

happen in their communities by having more power and 
influence over what happens to them’
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Outcome framework
Primary outcomes

NI 4: whether people feel they can influence their     
localities (official empowerment indicator) and

NI 1: community cohesion
NI 2: belong to neighbourhood
NI 3: equality of civic participation roles
NI 5: overall satisfaction with area
NI 6: regular volunteering
NI 7: environment for thriving third sector

Secondary outcomes
The contribution of primary outcome/s to any of the other indicators 
eg smoking, drinking etc
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Definition affects the approach we take

• Is there agreement on what ‘empowerment’ means in different 
contexts?

If NI 4 only: 
• hard to separate out 
• open to objection of only valuing empowerment through the prism of 

public services

If wider definition: 
• must include all the relevant inputs – eg grants, buildings, support for 

‘thriving third sector’ – in the business case



���������	
���������
�
��

Services perceived as most in need of improvement 
(Place Survey, 2008)
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What we know about issues perceived as important?
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A business case for ‘reality’ or perception?

• Many measures of empowerment involve perception
• people can be wrong - their perceptions are often media influenced 
• Perceptions can also be politically influenced - the greatest single 

driver of satisfaction with the NHS is not the quality of the care you 
receive but which political party you support

• the nature of the local area can also influence perceptions 
• this means we need to acknowledge that there is a lot which is beyond 

the control and direct influence of councils
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a business case in context

• An answer to why the organisation is prepared to invest time & 
resources in pursuit of an initiative. The business case must be part 
of a general case which relates:

•inputs  (eg staff/ projects/ training) including investment  
(money / time / expertise)
•outputs (events / activities/ projects) processes (procedures/ 
methods)
•primary outcomes (empowerment itself’) and secondary 
outcomes (effect on other issues)
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Potential approach to developing a business case

1. Scoping
2. Identifying and agreeing outcomes
3. Identifying inputs 
4. Identifying outputs and processes
5. Identifying benefits in relation to outcomes
6. Identifying risks
7. Linking these to create the business case

• …..likely to be an iterative process
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Basic approaches: options for identifying 
inputs

inevitable approximation but 3 main options

• by department / unit/ staff [eg best value method re community 
development depts]

• by initiatives, schemes and projects [eg the initiatives listed and 
supported by govt empowerment policy]

• by methods adopted in other fields [eg by engagement/ empowerment 
training in policing, housing, health]
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3. Examples – simple or simplistic?

• Newcastle spends £1m pa on CD, which benefits 42,000 people (£24 
per involvement)

• Neighbourhood management  in Kendray estate, Barnsley, cost £350K 
pa and achieved: increased value of housing, reduction in empty 
houses, lower crime, reduced costs of building an academy, total value 
greater than the cost

• Neighbourhood policing claims to save more than its cost through
reduced crime

• ESF ‘global grants’ achieve employment gains at lower cost than 
conventional job schemes
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Some inputs

• Budgets
• Staffing
• grants
• Individuals involved 

internal to the council 
and through partners

• Community groups 
involved

devolved budgets 2009/2010

Highw ays Stew ards

Highw ays Maintenance - basic
allocation

Highw ays Maintenance - detrunked
roads

General Provision 

Neighbourhood Development

Forum Grants

Rents to Voluntary Organisations

Divisional Grant Panels

Appointment of Governors

School Crossing Patrols

Sandgate Hydrotherapy Pool

Money Advice - CAB

Debt Management Advice

Early Years

Nursery Schools

Youth Service Grants

Children's Activities 6-12

Integrated Youth Support
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Direct and indirect outputs

• Number of meetings and attendances at 
meetings

• Community engagement with agencies
• Referrals resulting in improved services
• Devolved budgets using PA

• Case studies of improved community 
influence 

• Improved service satisfaction 
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Outputs- attendance and engagement with others

number of speakers
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Local outputs
No. Forum Events by Neighbourhood Forum Area
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No. Residents Attending by Neighbourhood Forum Area
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Target

• improvement in events  and 
attendance

• expertise handing large events 
• a better understanding of what works 

and what does not
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Comparative evidence remains sparse...

Evaluation seldom collects the ‘right’ information consistently

Common omissions:
– Investment costs; Number of people who benefit; Quantified 

evidence of primary outcomes; Testimony of secondary outcomes; 
Imputed monetary value of outcomes

How can we improve..
• Design programmes using a business case model
• Share developing comparative models
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Analysis and evaluation

•Quarterly performance  review
•Programme and Project evaluation
•External reviews (eg what people 
think about us)
•Inclusive approaches
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Risks in the business case approach

• Cost rather than value
• Lack of meaningful analysis
• Losing sight of your aim
• Overheads of engagement out of proportion to benefits
• Parochialism/we’re different here
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In summary, the main priorities :

• KISS
• your empowerment definition must drive evaluation
• collect comparative business case inputs and outputs
• Adopt clearer evaluation of the benefits 
• evidence of benefits on a consistent basis and a consistent set of 

indicators to support the case


