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1 introduction 

1.1 Background

During the course of December 2003 and January 2004, Capita have engaged with the Council’s senior management team involved in the Customer Contact Centre initiative (Carlisle Direct). We have also engaged a range of other key stakeholders, including Business Unit Heads. Through a series of meetings we have walked through our approach at a high-level and have investigated the issues that arose. This paper provides a more detailed view of our approach to BPR taking into consideration the specific requirements of the Council.

1.2 Our terms of reference

This paper addresses the requirements as laid out in the letter of intent dated 25 November 2003. The report therefore covers:

· the specific BPR approach to be used and Council resource requirements

· an agreed approach to determining priorities

· identification of the data that will be required in order to complete the BPR exercise

· the level of investment that would sensibly be required to detail existing processes

· the use of other comparative/benchmark data in order to supplement existing internal service data

· the extent to which the  Council can commit to using generic processes, and the identification of those processes, to ensure consistency (subject to service specific needs) in order to enhance efficiency and reduce effort

· how future services might be grouped from a customer perspective and to reflect ‘first time resolution’

· the stakeholders to be involved in the BPR review

· how far the ‘end to end’ processes should be re-engineered as part of this programme of delivery in order to contain initial consultancy costs

· a BPR section to be included in the PID. This will need to be jointly agreed by the Council and Capita

· the identification and prioritisation and prioritisation of those services which will undergo BPR.

1.3 The structure of our report 

Section 2 – Our approach to BPR

Section 3 – Process considerations

Section 4 – Council resource requirements 

Section 5 – Transferring skills

Section 6 – Prioritising services

2 Our Approach to BPR

The work that we have undertaken in December and January 2004 has concentrated on confirming the Council’s vision, strategy and approach to the future service model design. This has been a successful exercise and the Council has now indicated that it wishes to progress. This report will therefore focus on the diagnose, design and deliver elements of the BPR exercise. The agreed vision will form the platform on which the BPR will build. 

To provide a more detailed view of our approach we have broken it down into the following six stages:
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The timeframe is indicative and greater clarity will be reached as the programme plan develops. Below we have outlined the purpose, activities and outputs of each stage.

2.1 Initial scoping

To keep the customer contact centre initiative moving to schedule we intend to deliver this stage in February 2004 under a letter of intent. This stage is therefore also detailed in the second letter of intent.

With regard to the level of detail captured for existing services, the amount of information collected and the extent that the information can be validated for accuracy can be varied considerably depending on the level of accuracy required. For modelling purposes the more accurate and detailed the information collected, the more reliable the picture of the future service will be and thus the easier it will be to predict the exact number of seats in the contact centre. 

We believe that whilst mapping all existing processes would enable us to reach a comprehensive position on precise requirements for the contact centre, a sufficient degree of accuracy will be achieved through a ‘broad and shallow’ review. Our prime objective will be to identify all the potential processes that could transfer to the contact centre, and then capture and assimilate sufficient data on these process to enable a high-level evaluation of the processes. 

The broad and shallow review will focus on volumetric and duration data to identify the size and seating requirements for the contact centre. The review will also focus on corporate priorities and service dependencies to determine the recommended phasing order. The information requirements have been sent to the Council in the form of a scoping template. 

We understand that the Council has already collected significant amounts of data which we will review and assimilate into our templates to avoid any duplication of information gathering. Information gaps will be identified through a series of one-to-one meetings with the business unit BPR Lead Officers (and other business unit representatives identified by the Council to compliment the Lead Officers’ knowledge) to initiate the collection of the remaining information. 

The one-to-one meetings will be used to gain a high-level understanding of each business unit and some of the business unit specific change management issues facing the programme as well as launching the data gathering exercise. After these meetings a ‘hotline’ number will be provided for resolving any queries the Lead Officers may have while they complete the templates. Where necessary face-to-face support will be provided. 

2.1.1 Use of benchmark data

On collection of the data, the information will be reviewed for consistency and we will compare the volumetric data with that which we have collected from other Councils. The purpose of this is to sanity check the information and identify where information stands out as being significantly different from average customer contacts for services in other councils. We can also use this information to support information gaps or uncertainties. For example, where it has been difficult to gauge annual volumes for a particular service.

We possess information from a range of similar councils throughout the UK that provide similar services to Carlisle City Council. After making allowances for the variations in population densities, geographical spread and demographic dynamics we will be able to compare the average statistics across two or three councils against each service area. 

This will enable us to spot significant variations from average contact volumes and identify where further testing with the business units it required. Where data provided by the business units is weak (for example contact volumes fluctuate considerably across the year for a particular process and the business unit is unable to estimate their annual volumes) the information could be used to fill the gap. This information is clearly less accurate than measuring every contact that comes into a service or process, but is still better than no information at all. 

The output from the scoping exercise will be assimilated and presented in a series of data packs reflecting the current status of each business unit.

2.2 Analysis and evaluation

Having assimilated a significant amount of information we will be able to form a high-level view of the processes likely to transition into the contact centre. We will then carry out a cost benefit analysis which will highlight the relative levels of risk of transferring each process in order to prioritise the process improvement objectives.
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2.2.1 Building the phasing plan

The results of the cost/benefit analysis will then be mapped onto the agreed corporate priorities to develop the phasing plan for transitioning agreed services into the contact centre during the set-up period for the customer contact centre initiative.

The phasing plan will give a clear indication of which processes will be delivered by the contact centre upon  the implementation of each phase. We will then be able to model the amount of contacts (volumes and durations) that are currently handled by the business units delivering these processes to estimate the number of personnel required in the contact centre. 

It should be noted that extreme caution should be taken with the volumetric data collected and that the volumes and durations are likely to change upon implementation and in the period after that based on the following assumptions:

· there is a high abandoned call rate for some processes – we will collect estimates of these levels and add these back into the volumes

· the BPR and the new technology will enable processes to be delivered more efficiently – we will use our experience of working with other councils on similar projects to estimate the possible efficiency gains that could be made and apply this to the future service model

· customer contact patterns are likely to change when the contact centre is fully operational as customers find it easier to conduct their business with the Council both through the contact centre and as a consequence of services being made more accessible via the web. This may lead to increased volumes over the phone and face-to-face initially in the first six months, which may then start to shift across to the web. 

These dynamics will change the way in which the contact centre will need to be staffed both initially handling increased volumes and longer term handling a greater proportion of back office processing. We will bring our experience in setting up and running contact centres to more accurately predict and model these assumptions.

The output of this stage will be to confirm the “Go Live” phase processes and develop a phasing plan that details the justification for phasing services into the contact centre over the period of the initiative. We will also produce a sizing and seating paper which provides a clear breakdown of the staffing requirements for each stage of the roll-out through to steady state operations.

We will then work with the Council to agree the phasing plan and seating requirements, supporting the Council taking the plan through their business case approach to justify the rational behind each service being re-engineered and transitioned into the contact centre together with the service phasing rational. 

Where the Council feel it is necessary to change the required elements of the phasing plan, we will remodel this to develop the amended sizing and seating requirements. We believe that this is one of the most complex stages of the contact centre initiative. It is therefore essential that we get this right. Given the importance of this it may be necessary to go through a number of iterations prior to formal sign-off.

2.3 Design

Delivering customer facing services through a contact centre and one stop shops represents a fundamentally new way of conducting the Council’s business. There is a clear need to re-engineer the way you work in order to benefit from the opportunities outlined below:

· adapt services to be delivered through a new service delivery model and meet the aspirations set out in the Council’s vision

· enable services to be restructured around the customer rather than the organisation

· to put the customer at the heart of service delivery

· improve service quality, consistency, and customer care

· maximise the effectiveness of new technology

· identify and deliver service efficiencies to aid cost neutral aspirations

Following the agreement of the phasing plan, the design stage will focus on the services to be transitioned in the “Go Live” phase.

Our approach to redesigning the processes identified as suitable for transition into the contact centre revolves around creating buy-in and ownership of the model at all levels in the organisation. This approach greatly assists with the transition to the implementation phase. To facilitate this we will design the future processes through a series of workshops with process experts, experienced staff that currently deliver the processes being reviewed These staff have the most detailed knowledge of the processes in their current state. The consultants bring an understanding of how the processes could work using the new CRM technologies and contact centre functionality, and use this to challenge the current practices.

The workshops will focus on groups of processes within a business unit, so in the first phase there would be three streams of workshops. The workshops will take the following shape:

Workshop 1 – mapping current processes. During this workshop the consultants will continually challenge why activities are carried out in a certain order. This will help to identify quick wins, challenge whether certain activities need to be carried out at all,  and identify potential areas for change. We will also initiate on-going recording of contact volumes and durations to capture more accurate information over a prolonged period. This will be essential for the detailed implementation planning.

Workshop 2 – creative thinking. This workshop will focus on imagining what it will be like in the new contact centre and how services could be delivered in the future. Consultants will prompt the staff to think broadly and challenge their pre-existing ideas concerning how things “must” be done. The purpose of this is to generate some innovative ideas and to get the staff to start thinking positively about the changes ahead.

Workshop 3 – future state mapping. Taking the most feasible ideas from the previous workshop we will begin to map the way in which the new service will be delivered in detail. We will involve the software consultants in this workshop to ensure that the design of the process drives the design of the software supporting the contact centre.

In between Workshops 1 and 2, we will put the process maps into our mapping software for circulation. We will then have a meeting with the business unit BPR Lead Officer (and business unit head, as appropriate) and a process expert to sign-off the accuracy of the maps, making any final amendments where necessary. We will also document all identified quick wins and issues that have been identified with the current processes to share at the Workshop 2.

In between Workshop 2 and 3 we will take the ideas captured at Workshop 2 and draft speculative future state maps. This will enable us to bring processes to the workshops that can be challenged by the process experts, rather than starting the workshops with a blank sheet of paper.

After the Workshop 3 we will amend the future state maps and circulate them prior to a sign-off meeting with the business unit BPR Lead Officer (and business unit head). The outputs from the workshops will be agreed future state process maps for each of the processes, with business rules governing decision points.

2.4 Confirmation and sign-off

Following the sign-off of the future state maps at the business unit level, we will then be able to identify staff who will need to transfer from other parts of the business together with the number of staff who need to be recruited. With this information we will be able to advise on the budget that should transfer.

We will then develop a detailed resourcing plan for the contact centre and an implementation plan for the transition of services into the contact centre for the “Go Live” phase. This can be developed into a business case for senior management approval and sign-off prior to implementation. The approval of these plans will activate the implementation of the contact centre.

2.5 System build

The outputs from the software consultants involved in the third workshops will contribute to a system functional specification. The specification will be presented to specialist programmers responsible for developing the contact centre systems capable of supporting the re-designed processes. Following the sign-off of the resourcing and implementation plans the detailed elements of system build will commence. This will involve developing a model office scenario for training purposes.

Along side this our consultants will work with your HR staff to agree the future structure and organisational charts for the contact centre. We are able to provide advice around shift rota and project work patterns based on the detailed contact volume profiling undertake during the design stage. Depending on what is agreed during the contract negotiations, we could also work with the Council’s performance management team to develop criteria and structure for measuring performance in the new environment.

When the systems and structures are in place we can move into the implementation stage.

2.6 Implementation

Implementation is the transition of existing services out of their current environment into the contact centre prior to “Go Live”. This stage involves:

· moving/ recruiting staff to fill the contact centre (this can require a three month lead in time depending on the complexities of Union negotiations)

· developing guidance notes to support the new processes

· developing training packages with the process experts to train the other staff

· testing the software and processes in the model office environment

· piloting the contact centre for a month prior to publicly launching the initiative, to ensure any early issues or problems have been resolved 

· support for Contact Centre managers and team leaders to establish management and supervisory arrangements, including ethos, MIS requirements, staffing rota and staff incentivisation

· reviewing processes and making amendments based on early learning in the new environment

The output of this stage will be an operational contact centre with the “Go-Live” services transitioned.

3 Process considerations

3.1 Generic processes

Based upon our experience with similar organisations we have developed an understanding of core generic or key processes for the delivery of a number of services.  We will compare current processes to this framework to identify best practice that should apply across all sections and enable identification of options for centralising / rationalising this activity to deliver greater consistency and efficiency.

The similarities can be shared at a high level to ensure consistency, but the further that you drill into each individual process the more specific they will need to become to the individual service that is being delivered. An example list of generic activities that all customer facing processes can be made up from is detailed below: 

· handling contacts

· handling enquiries

· handling complaints

· taking payments

· making payments

· handling applications

· managing debts

· managing customer

· commissioning services

· tracking transactions

· managing contracts

· providing management information; 

· deliver service



The extent that the Council wishes to go down this route will determine the level that we would develop them prior to starting the design stage with the business units. We would recommend having these in the background as guiding processes to enable consistency, rather than defining them as critical and forcing all processes to fit into a mould. The more restrictions placed on the future state processes, the more difficult it is to gain buy-in from the delivery staff.  The converse is: the more ‘bespoke’ processes become, the more time and input is required to develop a future state position.

3.2 Identifying service bundles

Through the scoping exercise we will be able to build a picture of all the processes that could transfer into the contact centre. During this exercise it will be possible for us to identify similarities across business units. This could be because the same process is delivered in several business units (possibly differently), or because they use the same software, or because they deliver services for the same customer segments. 

Where there are obvious groupings that stand out when the data from all the business units is brought together and compared, this may influence the phasing plan. Where a customer currently needs to speak to three different business units to access three different services at the same time, it may make sense to try to phase these services into the contact centre at the same time. For example when moving into the City a customer may need to set up their Council Tax payment method and buy a parking permit at the same time, grouping these services together would make customers experiencing that life event enjoy their Council experience more than the current arrangements.

Over and above service groupings, we will also identify the different customers and types of outcomes to identify whether there are any changes that need to be made to the core policies.  For example, it may be that services are provided based on certain criteria, are chargeable or are provided on a mixed economy basis.  Through analysis of the various volumes we may be able to identify changes that will substantially reduce process volumes or substantially reduce cost or increase revenue.  For example, in our experience awards based upon discretionary criteria can actually be provided in over 90% of the cases.  Furthermore as many as 30% of the unawarded claims can be challenged.  This suggests that automatic qualification should be increased to reduce the volumes of assessment and processing.

3.3 Extent of BPR – future need to re-engineer back office

The scope of the BPR for the “Go Live” phase services has been agreed as up to the point of hand-off into the back office. During the Scoping and BPR activities we will identify services that would benefit from additional BPR activity into the back office. Within the scope of this project we will list these and pass them to the Project Sponsor.

4 Stakeholders in the BPR review

4.1 Internal to the Business Unit

There are two levels of input from the Business Units. At the scoping stage we require a lead officer who has the authority to speak for the business unit head.

For the business units with services identified for transition in the “Go Live” phase, there will be a greater dependency on their resources during the design and implementation phases. Along with the BPR Lead Officer, we recommend identifying:

· process experts: staff with the greatest knowledge of the processes under review

· information leader: responsible for identifying the location of relevant information within department, collating and reviewing it. This person is likely to end up with responsibility for the on-going maintenance of business unit’s information on the info base 

· systems leader: the staff member (ideally within the business unit) with knowledge of the existing IT software and systems

· HR leader: the person with lead responsibility for HR for the business unit

We would recommend that for each business unit at least one nominated process experts (senior staff in the delivery teams) attend the three workshops, along with the business unit BPR Lead Officer. Where the services are delivered from several different locations it is best if the process experts come from different teams, in case the processes are delivered differently in different places.

The BPR Lead Officer is responsible for signing-off the current and future state process maps. Where he/ she feels that they should also have their business unit head’s authorisation, they can jointly sign-off the maps. It is important that the sign-off process is not opened to a wider audience, otherwise this can add considerable time to the process.

4.2 Corporate BPR resources

As expressed through the meetings with the Council, it is key to have a Council representative with responsibility for the BPR programme for the Council. The Corporate BPR lead officer should have a sound understanding of the whole council and the key individuals within the business units, and enough authority to ensure that deadlines are met and the right staff attend the meetings and workshops agreed. The role is one of co-ordination and liaising with Council staff, to promote the vision and the initiative and support the communication strategy. Through the Project Sponsor, this individual should have authority for making day-to-day decisions as the ‘Design Authority’. Where decisions require escalation, the Corporate BPR Lead Officer should have a route into the project sponsor to escalate issues quickly for a timely response.

Should the Council decide that they are keen to establish an ongoing BPR team who are able to continually review processes, and roll BPR into the back office processes, we will be able to support the establishment of a core joint BPR team. This team would be responsible for carrying out the activities listed above from the detailed design through to implementation stage. The team would be led by a consultant, who will manage the BPR programme. 

Such a Council team would typically mirror Capita’s consulting team, with a Council officer responsible for each business unit undergoing BPR. Prior to the workshops we would run a training workshop where we would role play each workshop to enable the Council staff to feel comfortable in the ‘live’ workshops. The workshops would be led by the consultant and supported by the Council BPR team member, jointly facilitating and running the workshop. The team would work together through the analysis stages and the Council staff would be shown how to use the mapping software.

Undergoing this exercise may be resource intensive for the “Go Live” phase BPR. However, after working through the initial processes and establishing the contact centre, the Council staff may feel more comfortable operating independently during the later phases which could enable a wider range of services to undergo BPR simultaneously. In the next section we have outlined our approach to transferring skills in more detail.

5 Our Approach to transfering skills 

We welcome the opportunity to provide skills transfer.  This is because we believe the provision of improved skills in customers is a vital element in the success of projects.  

Our approach is to work with our clients rather than for them and to seek to avoid any situation of dependency.  The transfer of skills to the Council’s staff, therefore, forms a very important part of the Customer Contact Centre initiative.  This ensures the Council’s staff will have the skills and understanding to maintain the momentum of change once the consultancy team has withdrawn from the Council and maximises the results achieved.
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Within any major project there are numerous opportunities for both informal and formal skills transfer especially where consultants and client staff work closely together to achieve shared aims and objectives.  The working practices of Capita consultants ensure that opportunities for skills transfer are created and exploited. Our consulting style is demonstrated in the diagram below.

The more formal opportunities for skills and knowledge transfer used by our consultants include:

· joint teams

· presentations

· workshops

· focus groups

· coaching and mentoring

· peer support.

As we suggested in the design and implementation stages of our BPR approach we would be happy to establish a BPR team that includes Council staff and consultants.  This supports our preferred style of working and helps to share knowledge, understanding and skills, and to develop a strong team and shared ownership.

Presentations, workshops and focus groups provide ideal opportunities for skills and knowledge transfer and all of our consultants are trained and experienced in using them. In addition, use of these strategies allows Council staff in the BPR team the opportunity to see the delivery and facilitation techniques being role modelled, allowing them to reflect on their own practice in similar contexts. 

Peer support, coaching and mentoring are techniques that are experienced by all of our consultants as they form a key aspect of our professional development programme and our senior staff are skilled in the techniques.  Mentoring is a frequent technique used in our support for teams where significant change and development is needed.

6 Prioritising services

6.1 Approach to determining priorities

The Council was looking to agree set criteria for prioritising services during the evaluation stage. Following discussions we have established that due to the complex nature of this decision, the phasing will be by the project team with the Project Sponsor and presented to the Executive Group for authorisation. Capita will recommend an initial phasing plan to the project team to initiate this discussion.

6.2 Priority services – for “Go Live”

Currently we understand that the following services have been highlighted as having potential for transferring into the contact centre in the “Go Live” phase:

· Revenues (possibly with Benefits)

· Licensing

· Parking

We will test the assumptions behind these three services during the evaluation stage and confirm whether there are any other services in a greater state of readiness for transition in the first phase.

7 conclusion

This document outlines the proposed BPR Approach agreed with the City Council. The delivery of this approach will remain flexible to fit with the Council’s needs and aspirations, working towards a summer implementation of the contact centre. The overriding principle is “to get it right”, rather than to rush the implementation.
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