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5 PURPOSE OF THIS DOCUMENT

This Project Initiation Document (PID) has been produced to capture and record the basic information needed to correctly direct and manage the production of the Contact Centre Change Programme.  The PID addresses the following fundamental aspects of the programme:

· What the project is aiming to achieve?
· Why it is important to achieve the stated aims?
· Who will be involved in managing the project and a description of their roles and responsibilities?
· How and when the arrangements discussed in this PID will be put into effect?
The PID will be agreed and signed-off by the Project Board prior to development work starting on the project.  Once approved this PID will provide the ‘baseline’ for the project and will be subject to change control. It will be referred to whenever a major decision is taken about the project and used at the conclusion of the project to measure whether the project was managed successfully and delivered an acceptable outcome for the Council.
The PID will include:

· High Level project description

· The initial project plan

· Initial Product Descriptions

· Project Governance

The Project Plan and Initial Product Descriptions will be contained within appendices and will be maintained as separate documents. Consequently the versions of the appendices within the PID will represent a snapshot of the start of the project. 

6 BACKGROUND

This project arose from a best value review which was carried out into Customer Contact within the Authority. One of the recommendations was to establish a central Customer Contact Centre within the Council covering all services. This formed one of the central actions in the Best Value Review Action Plan. 

Following on from the Best Value Review a number of possible avenues for delivering on the Customer Contact Centre were explored.  These ranged from a full externalisation of the service through to an in-house solution.  The conclusion of these investigations was to engage with a private sector partner to design, build and deliver the Customer Contact Centre, with the Council to manage and operate the Centre when complete.

The purpose of the project is to provide a single point of contact within the Authority for all Customers and to satisfy the majority of enquiries at the point of contact.  The ambition is to deal with 80% of all enquiries.

7 OUTLINE BUSINESS CASE

This project will act to reduce silo working within the Authority in the area of customer contact.  It will also deliver on the Council’s aim of providing a high standard of customer care to it’s’ customers. 

The key benefits of the project are:-


Providing a single point of contact for all customers


Providing a single point for the management of customer care


Serve as a catalyst for the re-engineering of the front/back office interface


Contributing to the Councils e-government agenda


Increased efficiencies from centralised working

8 PROGRAMME OBJECTIVES 

The ultimate programme objective is to deliver a fully functioning customer contact centre, capable of dealing with the majority of customer queries. In this way Carlisle Council will move forward in relation to local, Carlisle Corporate, and National standards.  

The Customer Contact Centre will comprise of:-

· a central reception area for all visitors to the Civic Centre

· a telephone service contactable through a single number

· external access to services through an electronic medium

· a facility for incorporating mail into the CCC
The service will be capable of access 7 x 24 and will be integrated with the supporting back office systems.

It is planned that some 80% of customer enquiries should be dealt with at the point of contact without onward referral to other parts of the Council. 

The target completion date for the programme is 31st December 2004.  This will be achieved as a phased approach during 2004.  Some elements will be completed as early as summer 2004.  Critical early elements of the project are the implementation of a Customer Relationship Management system, telephony and its integration into back office systems.

One key element of the project will be identifying those resources which will be released through the centralising of the customer contact centre function and the reengineering of business processes surrounding this and the integration of the back office and the CRM system. A fundamental part of this exercise will be the re-assessment of how back office business processes operate and realignment of tasks.

Skills transfer is to be delivered in the areas of Business case development, performance management, and BPR.  As part of the alignment of the front and back office customer contact activities it is envisaged that a new customer contact ethos will be introduced.

Impact to existing services will be minimised during the transition phase of the programme

Measurable targets

New service telephone numbers will be launched relating to the Contact Centre.

e-Citizens will be able to access the contracted capita public modules

Opening of a new reception area where the customers increased from an average of “xx” per day now to “xx” per day

Telephone calls received will change from “yy” per Month today to “yy” per Month.

The project will raise corporate standards of customer care and deliver on the Council’s obligations for modernising services under BV157 * and contribute to the core values of the Council.

The programme will identify the key performance indicators relating to customer satisfaction, and implement reporting against these KPIs.

* BV157 is defined as the number of types of interactions that are enabled for electronic delivery as a percentage of the types of interactions that a re legally permissible for electronic delivery)

9 INITIAL PROJECT SCOPE

The project scope is defined within the Capita/CCC contract schedules (Reference 1).   

There are links between this project and:-

a) Civic Centre Accommodation Review – which will provide the physical boundaries and zones in which the Customer contact centre will be delivered

b) The Council’s Personal Development Programme which will deliver a Council wide customer service culture

c) The Customer Contact Best Value Review and Action Plan.

d) “Connecting Cumbria” Partnership including “e-forms” activity, and Cumbria infrastructure hub.

The project is a corporate initiative covering most business areas.

However it specifically excludes:-


Tullie House

Tourist Information Centre

Bereavement Services

10 PROJECT DELIVERABLES

BPR analysis, design and implementation by functional area – this will include a description of the process by which BPR will be conducted.

CRM Software, as defined in the contract schedules.

CRM (and other) hardware

Telephony integration

(The contract is not a deliverable of the project – it is a pre-requisite before the project can start) 

Each Work-Stream will identify project deliverables and an associated product description.   An example of a product description is attached.

Project deliverables will at all times be governed by the project plan as per the contract.

11 PROJECT APPROACH

· Project Managed using Prince 2 project methodology principles

· Once the project plan is agreed the project will be managed by exception

· Project will consist of 4 stages: Initiation, Analysis and Design (at both a Business Process and a Technical Level), Configuration and Implementation. (It should be noted that because of the phased approach the stages will run concurrently) 

· Each deliverable will be described within a product description

· Each product will be delivered in accordance with it’s product description and the project plan

· All software and hardware products will be subject to a User Acceptance Test 

· Each Product will be accepted by CCC when it is demonstrated to have achieved its acceptance criteria 

· Project governance will be as described below

· Project controls will be as described below

· Communication will be in accordance with the communication strategy described below

12 PROJECT GOVERNANCE

12.1 Project Organisation Structure

The organisation for the project is as follows:-

An Executive Board with member representation.  This forum will meet on an exceptional and “on demand” basis.

A Programme Board with representatives from Capita and the Council will be created review Progress towards milestones

· General progress towards meting the programme objectives

· Resolution of issues that may affect the overall success of the project

· Review of major risks that may affect the project

Capita and the Council have each appointed a Programme Manager.  Each organisation will have separate work stream project teams, reporting to the Capita Programme manager and the Council Programme Manager.  These Work Streams are indicated by the diagrams below:

The Work stream Managers will meet as required by the Project Managers.

This team will work to an agreed project methodology based on PRINCE2.  Key components of this process will comprise of a minimum of:-

· Project Plan

· Project Highlights Report – Posted regularly to the Project Board

· Risk Register

· Issues Log


[image: image1]

[image: image2]
12.2 Roles and Responsibilities

12.2.1 Programme Board

· Provide overall direction and management of the project

· Accountable for the success of the project

· Approves all major plans

· Authorises any major deviation from agreed Plans

· Authority that signs off the completion of each stage

· Authorising the start of the next stage

· Provision of forecast costs and allowable tolerance over specified date range

· Ensure that required resources are committed and arbitrate on any conflicts within the project or negotiate a solution to any problems between the project and external bodies and escalate to senior supplier management as necessary.

12.2.2 Executive / Sponsor

· Ultimately accountable for the project, supported by the Senior User and Senior Supplier

· Ensure that the project is value for money

· Balancing the demands of business, User and Supplier.

12.2.3 Senior User

· Accountable for any products supplied by the Users

· Monitoring that the solution will meet User needs

· Represents the interests of all those who will use the final product(s), or those who will be affected by the project.

· Responsible for providing User resources

· Ensuring that the products and Outcomes provide the expected User benefits.

12.2.4 Senior Supplier

· Achieve the results required by the Senior User

· Accountable for the quality of all products delivered

· Ensure that proposals for designing and developing the products are realistic

· Represents the interests of those designing, developing, facilitating, procuring, implementing the supplied products

· Authority to commit or acquire the required supplier resources

12.2.5 Programme Manager 
The Programme manager is appointed by the Programme board to run the programme on a day-to-day basis within agreed constraints.  The key responsibilities of the Programme Manager are as follows:

· Responsibility for ensuring that the Programme produces the identified outcomes to the agreed standard of quality and within the specified constraints of time and cost;

· Managing the supplier’s contribution to the Programme;

· Reporting progress of the Programme at regular intervals to the Programme Board;

· Management of the risks to the Programmer’s successful outcome;

· Planning the Programme and monitoring its overall progress, resolving issues and initiating corrective action as appropriate;

· The Programme Manager will report to the Programme Assurance Manager at regular intervals and to the Programme Board on a monthly basis.

· Authority to run the project on a day-to-day basis

· Responsible for escalating issues

12.2.6 Work stream Manager 

· Responsibility for assisting the planning and the creation of specific products

· Prime responsibility is to ensure production of the identified products defined by the Programme Manager to an appropriate quality in a timescale and at a cost acceptable to the Project Board

· The Work stream Manager reports to and takes direction from the Programme Manager, for this project only

· Notifying the Programme Manager of unscheduled changes

· Identification and effective / timely notification to the Programme Manager of any project related issue or risk

· Responsible for debating and providing potential solutions to Project issues

· Provide steer and advice to the Programme Manager

These roles are further summarised in the table below:

Role
Description/ Responsibility

Project Executive/ Sponsor
The ownership and communication of the project at a senior level.  Key responsibilities include:

Communication strategy

Decision making

Project board representation

Resolve contentious issues



Programme Assurance Manager
Responsible for the CRM project to budget, time and quality. Key responsibilities include:

Decision making

Budget management

Signoff

Resolve contentious issues

Project board representation

Responsible for data protection implications

Reviews Programme Manager outputs

Attends Programme Managers meetings

Quality Assurance and overall integrity of the Programme – focusing on adherence to corporate technical and specialist standards;

Ensuring the delivery of the system is to the appropriate levels of quality, time and budget in accordance with the Programme plan.

· Prime responsibility is to ensure that the project produces the required products, to the required standard of quality and within the specified constraints of time and cost.

· Responsible for the project producing a result, which is capable of achieving the benefits, defined in the Business Case



Programme Manager
Primarily responsible for the resource management of Carlisle staff, technical infrastructure provision and dependencies with other Council projects.  Key responsibilities include:

Agree project plan & terms of reference

Agree risks and manage containments

Allocation of Carlisle resources

Project Office mobilisation

Project board representation

Resolve daily contentious issues

Providing sufficient secure, accommodation and resources for the project team and for CAPITA development server

Provide a secure dial in service for CAPITA to remotely access the CAPITA servers

Procurement of the CAPITA Direct hardware infrastructure including Operating System, Database licenses and utility software

Procurement of desktop hardware and software upgrades necessary for the deployment

Management of CAPITA



Senior User
Is an integral part of the project board and ensures the CRM product meets the Council business requirements.  Key responsibilities include:

Requirements definition

Proof of Concept signoff

Communication of product to end-users

Functional specification signoff

UAT plan agreement & signoff

UAT resource identification

Pilot signoff

Project board representation

Creation of the standard list of A to Z of services



Contact Centre Manager
Involved in all stages of the project to ensure that the contact centre service is fully supported and enhanced by the CAPITA Direct CRM tool.



IT Infrastructure Bridge
Technical expert responsible for the CRM technical infrastructure design and technical liaison between the Council and the project team.  Key responsibilities include:

Technical Solution Design

CRM server infrastructure configuration/ installation

Test CAPITA Direct client capabilities with existing desktop application

CRM network monitoring and infrastructure upgrades if required

Upgrade of desktops to minimum recommended PC Specification for CAPITA Direct

CRM application rollout to desktops 

Database installation

CRM data backup

CRM fault tolerance/ Disaster recovery



Application Trainer
Responsible for the training needs analysis and definition of Council training requirements.  Key responsibilities include:

Training needs analysis

Signoff and take-on of training course materials

Take on of CSO and CAPITA Direct administrator training course



Training Administrator
Responsible for the co-ordination of end-user training.



CRM Administrator
Responsible for the administration of the production CRM system. . Key responsibilities include:

Attend CAPITA Direct overview (prior to creation of users)

Creation of user accounts in (shadowing CAPITA implementing the first accounts)

Password resets

Creation of Roles and Positions within CAPITA Direct

Creation and maintenance of A to Z of services as appropriate (Categories, Short URLs, Descriptions, Date of Updates and Relationships)



CAPITA Direct Configurator
Professionally trained CRM application support expert responsible for the management of the CRM application. 



End User Rep (1 – 8)
Ensures the CRM product meets functional requirements and champions the product within the Council.  Key responsibilities include:

Poof of Concept Signoff

UAT Testing

CSO Mentoring



12.3 Meeting structure

Programme Board

The Programme Board will normally meet monthly. It will provide guidance and instruction in line with its defined roles and responsibilities (see section 12.2.1 above). Exceptionally the Programme Board may meet on an ad-hoc basis when an urgent decision is required to address an exceptional event.

Project Managers

The Capita and Carlisle Programme Managers will normally meet fortnightly. Prior to each meeting the Capita Programme Manager will prepare a Highlight Report. The meeting will review the Risk and Issues register and the Project Plan and will agree any necessary changes. The Programme Managers meeting will normally be timed so that it precedes the Programme Board. 

Work stream Managers 

The Capita Work stream managers will meet on periodic basis. These meetings will cover the review of the Work-Stream project plans.

From time to time a joint Work stream Managers meeting will be held. Timings and frequency of these meetings are at the Programme Managers discretion.

13 PROJECT CONTROLS

13.1 Project Plan

A Project Plan for the implementation stages will be developed jointly between the two Project Managers and will form a standing item for discussion at Programme Board meetings.

For control purposes the authorship of the joint project plan (i.e. the permission to amend and update) will reside solely with the Capita project manager. Separate work stream plans will be managed by the individual work stream managers, and these will feed into the joint project plan, via the appropriate project manager.

All changes to the baseline plan will be agreed between the Project Managers, either at their regular Progress meetings, or via an exception report. 

The initial project plan is at appendix 1. Note that this is for information only. 

Reporting

The project will be managed by Project Exception Reports, regular Project Highlight Report and Project Assurance Reports. 

· The Capita Project Manager will provide a fortnightly Project Highlight Report to the Carlisle Project Manager. The Project Managers will each provide a Project Highlight Report to the Project Board at intervals defined by the Project Board. 

· The Capita Work stream Managers will provide the Capita Project Manager with a fortnightly Project Highlight Report, normally to coincide with the Work stream managers meeting.

· Exception reports will be produced as required by the Project Manager(s)

· Informal project reviews and adhoc / exception project reviews will be called with both the Project Team(s) and Project Board as and when required. 

· All issues and risks will be reported directly to the Project Manager as soon as identified

· Any changes that may impact on the forecast timescales and costs for the project must be reported to the Project Manager as soon as identified.

· The Project Manager will request exception meetings with the Project Board if forecast timescales and costs are expected to exceed the tolerance set.  A report will be provided, detailing the deviation from the approved plan with suggested resolution options

· In association with the Work stream Managers, the Project Manager will provide agreed work packages to the Product Owners, detailing the task(s) to be undertaken, the timescales for completion, agreed costs / effort, reporting guidelines, quality measures and the deliverables required.  

· Each Work stream Manager will be responsible for delivering that work package within the agreed tolerances on cost, quality, effort and time.  Programme Managers will monitor the performance of Project managers.

· Project issues that require further investigation will be fed via the Project Manager to the Project Team, for initial analysis prior to submission to the Project Board. 

Change Control

This procedure is designed specifically to cover amendments to the project plan.  These may be necessary due to time scale, omissions, deletion or insertion of tasks etc.  There is a set process for requesting change to the plan, which can be raised by either party. This process has fixed time scales and is managed by the Project Managers. Example refer to Appendix D

The procedure requires the completion of a Change Control Form by the Capita Project Manager (irrespective of who requests the change).  The Project Managers then discuss and agree the change within a defined period, with the form subsequently being signed by both.  Should the change have cost implications then the appropriate Capita and members of the Project board will be required to sign. 

This ensures that the partnership approach is maintained with both parties working together to achieve the desired end result. 

In the event of agreement not being reached there is an escalation procedure - referred to below.  The change control process will be operated in conjunction with contract schedule No. 7.

13.1.1 Escalation Procedure



There may be an occasion when the Project Managers cannot mutually agree to a proposed change or if there is an action which has taken place without the general agreement of both parties, then a means for successful resolution is required.  In the first instance the issue must be documented (if not already covered by a Change Control Form) and the Project Manager identifying the issue must write to the other, within 1 day, formally specifying the problem, the preferred means for resolution and time scale.  


The recipient Project Manager must respond with their own view and their proposal for resolution within 1 day, following which the two need to mutually review the two proposals in order to reach an acceptable solution.  If, in the unlikely event, the two still fail to agree the matter within a further 2 days, both solutions are placed before the Programme Managers, and Programme Assurance manager for their consideration and resolution.  Escalation to the Board is the final stage in the process.

Executive Management is:

For Carlisle: Jason Gooding

For Capita: John McGuire

13.2 Issue Management

A Project Issue can be:

· A request to change the specification of requirements (RFC);

· A suggestion to improve one or more of the project’s products (RFC);

· A record of some current or forecast failure to meet a requirement (OS);

· An unresolved question on any project topic. (DQ)

· An observation of something that may become an issue which needs to be kept in view (O).

All input will be logged as a Project Issue on the Issue log and categorised as Request for change (RFC), Off-Specification (OS), Query (DQ) or Observation (O).

Once an RFC has been accepted it will be incorporated within the project plan and will therefore be closed as an issue.

An Observation is something which needs to be kept visible – it may become a risk. 

DQs are unresolved questions which need decisions as part of design process.

All issues will be recorded in the Project Issues Register. The issues register will be reviewed at each meeting between the Capita and Carlisle Project Managers. Follow up actions will be agreed between the Project Managers and documented in the Issues register.

All issues will have specific resolution or review target dates.

The initial Project Issues Register is at appendix X.

13.3 Risk Management

A risk is defined as “the chance of exposure to adverse consequences of future events”; anything that might cause the project to fail, in full or in part, to deliver some or all of its objectives. 

The Risk Register will be managed by the Carlisle Project Manager.
Any perceived risks to the project will be logged on the project Risk Register and categorised by Probability and Impact. Each categorization will be High, Medium and Low.

The initial risk register attached.  


Severity

Impact
High
Medium
Low

High




Medium




Low




All risks will be reviewed on a regular basis

All risks will be allocated to a specific owner

All risks will have a clearly defined approach and set actions

The risk review will be conducted as part of the Project Managers meeting. All High/High risks will be reviewed to ensure that appropriate mitigation activities are on-going. 

In addition all risks where the significance is rising will also be reviewed (i.e. there has been a change since the last review).  

14 RESOURCE REQUIREMENTS

The resources required for the implementation stage will be determined by the Project Manager and Work stream Project teams upon an agreed Implementation Plan.  

15 PROJECT QUALITY

The adopted project methodology supports a change control procedure, and all project deliverables will be subject to appropriate review before delivery. 
Appendix 1 Initial Project Plan

Appendix 2 Initial Issues Register

Appendix 3 Initial Risk Register


Appendix 4 Example Product Description.

PRODUCT REF:


PRODUCT NAME:


CCC OWNER:


CAPITA OWNER:


Estimate of total time to produce this product:


CCC sign-off:

Date:


CAPITA sign-off:

Date:


DESCRIPTION:


DELIVERABLES:


DERIVATION:


DEPENDENCIES:


CAPITA SKILLS:


ACCEPTANCE CRITERIA:


�





Programme Management


Capita


(Tony Marvell)





Design of contact centre


Fit & Furnish of contact centre


Inc. cabling & power





Servers


PCs


Networking


Telephony – hardware


Contact Centre equipment (wall boards, etc)


Data Transfer


DR & Infrastructure Review 


Services


Project Management


TDA


Build & implement (PCs & Servers)





Programme Management


Carlisle


(Carolyn Mitchell)





Design of contact centre


Fit & Furnish of contact centre


Inc. cabling & power





Servers


PCs


Networking


Telephony – hardware


Contact Centre equipment (wall boards, etc)


Data Transfer


DR & Infrastructure Review 


Services


Project Management


TDA


Build & implement (PCs & Servers)





Core CRM


Core CRM, E-citizen portals, e-forms, knowledge management


Capita Direct (web)


Council Tax


Benefits


Business rates


Licensing, bookings & permits


Member Services


Consultation


Telephony – software & integration


Services


Project Management


Technical & Business Consultancy


Data Transfer


Back Office Integration





Design & strategies 


Contact Centre Model, service model, knowledge management strategy


Scoping & phasing


Phasing


Design and business rules


Service specification


Implementation planning


Implementation


Training (L&D, CSS)








Accommodation


(Andy Hawthorne)





Infrastructure


(Paul Bingle)





CRM, Software & Integration


(Martin Tayler)





Service Design, BPR & Change Management


(Ed Temple)





Programme Management


Capita


(Tony Marvell)





Core CRM


Core CRM, E-citizen portals, e-forms, knowledge management


Capita Direct (web)


Council Tax


Benefits


Business rates


Licensing, bookings & permits


Member Services


Consultation


Telephony – software & integration


Services


Project Management


Technical & Business Consultancy


Data Transfer


Back Office Integration





Design & strategies 


Contact Centre Model, service model, knowledge management strategy


Scoping & phasing


Phasing


Design and business rules


Service specification


Implementation planning


Implementation


Training (L&D, CSS)








Accommodation


(Gordon Nicholson)





Infrastructure


(Mike Scott)





CRM, Software & Integration


(Mark Witworth)





Service Design, BPR & Change Management


(Jason Gooding)





Programme Management


Carlisle


(Carolyn Mitchell)





12.1.1 Capita Work Stream Structure 





12.1.2 Carlisle Work Stream Structure 
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