
From Reactive to Proactive Council Processes
Connection Enables Early Intervention 



Overview 

Councils are not reactive because they lack ambition or capability; they are 
reactive because of how their systems are structured. Most authorities are 
designed to act when a service is triggered, not when patterns are emerging 
across departments. 

This article explores how proactive governance depends on connected 
recognition of those patterns, enabling earlier intervention without replacing 
core systems. Using examples such as Single Person Discount fraud 
prevention and entitlement-aware support outreach, it demonstrates how 
structured pattern recognition allows councils to clarify circumstances 
sooner, reduce revenue leakage and proactively connect residents to support 
they are entitled to. 

The Connected Council model provides a governed, auditable layer across 
existing systems, turning isolated signals into actionable insight. The result is 
a shift in operating rhythm—from crisis-led response to earlier, proportionate 
action—strengthening financial resilience, improving resident outcomes and 
embedding proactive capability at the heart of local government.



Councils want to prevent problems, not simply respond to them. The barrier is 
not commitment, capability or effort. It is structural visibility. 

Most authorities are designed to act when a service is triggered, not when 
patterns are emerging across systems. As a result, intervention often begins 
after costs and harms have grown.

Fraud illustrates the structural challenge. Research cited by Cifas estimated that 
false Single Person Discount (SPD) claims cost councils in England around £16 
million per year. When patterns are not visible across systems, early correction 
becomes difficult and costs accumulate.

The Real Challenge



The Reactive Operating Model

Local government was built to respond. The rhythm is familiar: a resident makes 
contact, a payment is missed, a referral is raised, an issue escalates. The system 
triggers and the council respond. It brings accountability, but it can also lead to 
fire-fighting.

Problem arrears are addressed once issues arise. Support is mobilised once a 
referral is made. Eligibility is reviewed once a claim is submitted. Fraud is 
investigated once detected.

Earlier intervention is possible, but only if patterns can be recognised across 
service boundaries.



The Pattern Recognition Gap

Revenues systems manage billing. Housing systems manage tenancy. Benefits 
systems manage entitlement. Social care systems manage casework. Each 
system works. What they are not designed to do is reveal connected patterns 
across services in real time.

Example 1 — SPD fraud prevention A household receives SPD. Separately, 
benefits records indicate two adults linked to the same address. Electoral or 
other council records also show multiple adult names at the property. No single 
signal proves wrongdoing. Together, they form a review pattern. In a proactive 
model, that pattern triggers a low-friction clarification step: “Please confirm your 
household circumstances so we can ensure your account is correct.” Early 
confirmation reduces leakage and avoids the stress and cost of late enforcement.

Example 2 — Entitlement-aware support outreach A resident falls behind on 
council tax and housing charges. Connected recognition shows they are a single 
adult occupier and receiving a low-income entitlement. Outreach is specific: 
“Based on what we hold, you appear eligible for Single Person Discount and may 
qualify for Council Tax Support. If you are struggling, you may also be eligible for 
Discretionary Housing Payments or locally administered hardship support. Here 
is a simple way to confirm and claim.” This is proactive governance at its best: 
early contact that improves compliance while helping residents access support 
they are entitled to.



How the Connected Council Enables Proactivity

The Connected Council model addresses the gap without replacing 
line-of-business systems or forcing everything into one platform. It creates a 
structural layer that enables recognition across existing systems, then routes 
work through governed, auditable steps.

A practical three-step plan makes this real:

Define patterns clearly: what combinations of signals indicate risk or need.
Enable recognition: surface those signals together within clear governance 
controls.
Design structured early intervention: trigger proportionate workflows—
clarification, support outreach, or case review—with human oversight.

The operating rhythm shifts from

Crisis → Contact → Escalation → Cost

to

Signal → Insight → Early Action → Reduced Harm.

Signal

Insight

Early Action

Reduced Harm



LGR: Structural Reform and Operational Reality

Local Government Reorganisation can simplify governance, reduce 
duplication and clarify accountability, creating an opportunity to redesign 
how services operate at scale. 

However, even where political and managerial structures are consolidated, 
the underlying service systems often remain separate, configured around 
historic processes and legacy data models. Without deliberate design, those 
inherited silos can continue to shape behaviour, meaning reactive working 
patterns persist inside a larger organisational footprint. 

Structural consolidation alone does not create operational integration. 
Designing connected pattern recognition early in the life of a new authority 
ensures that reorganisation strengthens capability rather than simply 
merging complexity. It enables leaders to embed proactive working from the 
outset, preventing fragmentation from becoming the default operating 
model.



In Summary,
Where are we currently unable to recognise patterns early enough? If 
the answer is across services, the next step is not another system 
replacement. It is designing connected recognition so leaders can 
intervene earlier, reduce escalation and strengthen financial resilience.

Start with one question: where are your structural blind spots in 
recognising patterns early enough? At OAS, we work with leadership 
teams to map those gaps and design connected recognition—often 
demonstrating measurable proof within 90 days.

Get in touch by sending Pete an email to learn more. 

Smarter together. Not harder apart.
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