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Summary:

This report details the progress in implementing the Customer Contact Best Value Action Plan.

Recommendations:

The O&S are asked to note the report. 

Contact Officer:
John Nutley
Ext:
 x7250

BACKGROUND 
1. The Executive approved the Best Value Review into Customer Contact, complete with comments from Overview & Scrutiny, almost exactly a year ago – 27th November 2002, hence it is an appropriate time to consider the progress in implementing those recommendations.

2. Since the completion of the review, customer service has undertaken an exploration of those channels through which the review recommendations could be delivered.

3. These have included market testing full externalisation through to a full in-house implementation.  It could be argued that this process should rightly have taken place as part of the Best Value Review.  Regardless of the process, the challenge element of the delivery mechanisms for the recommendations can be demonstrated as having being rigorously carried out.

4. The conclusion of the review for delivery of the Action Plan was that the best way of delivering on both the service and recommendations was to contract with the private sector to design and build the Council’s Customer Contact Centre with an in-house team to subsequently manage and operate the service.

5. After a full OJEC procurement, Capita was selected as the preferred partner and negotiations are currently underway on the contract.   The model and vision outlined in the final best value report are preserved in the specification 

6. The original report contained 15 key recommendations.  Appendix A restates those recommendations and gives a commentary on their current status.

7. In addition to these main recommendations there were some 85 individual recommendations made.  Appendix B details these recommendations and reports on where their current status.

8. It should be remembered that the position with the delivery of customer services has moved on since the original review and some of the original recommendations are no longer relevant or have changed significantly.  Where this is the case this is highlighted and this committee is asked to endorse those amendments.

9. Additionally, the time base to which those amendments were set has changed significantly.  This was largely as a result of the exploration of the strategic partner approach.  The creation of the customer contact centre will now deliver on many of these recommendations. The new timetable for delivery will be dictated by the project plan arising from the customer contact implementation plan.

NEXT STEPS

Next steps – O&S should consider monitoring the implementation and delivery of any contract signed with the preferred supplied 

CONSULTATION

2.1 Consultation to Date.

2.2 Consultation proposed.

RECOMMENDATIONS


The O&S are asked to note the report and the progress in delivering the Action Plan. 
REASONS FOR RECOMMENDATIONS

IMPLICATIONS

· Staffing/Resources – 

None

· Financial –

None

· Legal – 

     
None




· Corporate –   

      None

· Risk Management – 

           
No new risks are introduced by approving the statement

· Equality Issues – 

  
None

· Environmental – 


None

· Crime and Disorder –

None

APPENDIX A

Key Recommendations


Recommendation

1) 
That a separate unit be created to deal exclusively with all aspects of customer contact within the Authority, particularly performance, presentation, costs and delivery.


Status: Complete.  A separate customer service unit has been created 

2) 
That the customer contact model detailed in Appendix A be used as the basis for this.


Status:  Some elements of the model have already been delivered.  The others are still planned and will be delivered as part of the proposed contract.

3) 
That the resources for setting up this unit be found by transferring them from existing business units. 


Status:  For the existing limited service being provided there has been a successful transfer of resources to the Customer Services Unit.

4) 
That this unit manages the service via service level agreements with other units  - and manages and operates a service improvement plan on behalf of the Authority.


Status:  Other units determine the level of service the Customer Service Unit deliver on their behalf.  Formal SLA’s are premature until the full Customer Service model is launched.

5) 
That this unit standardises the customer contact service across all services.


Status:  For reception services this has taken place.  It will be extended to other access channels as they are taken over by Customer Services.

6) 
That a central contact point be created and promoted for customer service requests and that all other contact points be channelled through this central point.


Status: This will be delivered as part of the proposed contract.

7) 
That a council wide customer care culture be introduced.


Status:  This will be delivered as part of the Personal Development Program being created by Member and Support Services

8) 
That senior management take ownership of customer contact by requiring the customer services manager to be consulted on any new initiatives and requiring s/he report quarterly to their management team.


Status:  No such link has yet been made with Business Units.  However, a Customer Service Liaison Group has been set up to coordinate activities between the Customer Service Unit and representatives from the other Business Units.  

9) 
That information systems be procured to handle and deal with customer contact on a corporate basis.


Status:  Some systems have been procured to support the customer service function and are starting to yield valuable information about the service the Council provides.

10) 
That the customer care unit works with service departments and the Communications Unit to develop the concept of electronic service delivery.


Status:  The Web site has been developed in such a way that it will accommodate electronic access to services as they become available,

11) 
That the customer contact policy detailed in Appendix B be adopted for general use throughout the Council.


Status:  This policy is only in use at the Central Reception at the Civic Centre.

12) 
That mutual delivery of services takes place, after agreement with partners, via the concept of Partner Access Channels (PAC) that is detailed elsewhere in this report.


Status:  This action point has still to be addressed.

13) 
That an out of hour’s service be developed and delivered by an external provider selected through the normal tendering process.


Status:  This action is more appropriate to a telephone service.  When a centralised telephone service is introduced this will be implemented.

14) 
Whilst the planning and delivery of the recommendations are being carried out, that the Customer Service Manager assumes immediate control of all aspects of the current customer contact service.


Status:  The Customer Service Manager has now assumed responsibility for all aspects of the customer contact service.

15) 
That these recommendations apply to all Council Services with the following variations:-

i. 
Leisuretime - that the Customer Relations Method Statement accepted as part of the bid from CLL be implemented as the method of ensuring good customer contact within the services and that, where appropriate, ways of co-operating with other parts of the Council to ensure best practice in customer care be developed.

ii. 
Housing – be exempted due to LSVT and be noted that Carlisle Housing Association will vacate the Civic Centre within fifteen months but that they be invited to participate in the Partner Access Channel programme. 

iii. 
Carlisle Works – their service desk continue in operation but be subject to a number of restrictions approved by the Overview and Scrutiny Committee.  Recommendation 12 should form part of their service.

iv. 
Tullie House – be exempted but to be involved, and be a senior partner, in the development of the Partner Access Channel concept.  Recommendation 12 should form part of their service.

v. 
Tourist Information Centres – be exempted but to be involved, and be a senior partner, in the development of the Partner Access Channel concept. Recommendation 12 should form part of their service.

vi. 
The Enterprise Centre - be exempted as this service primarily addresses the business sector rather than the citizen - but be part of the Partner Access Channel.  Recommendation 12 should form part of their service.

vii. 
The Brampton Business and Telecentre - be exempted pending further discussions with the Centre Manager - but be part of the Partner access Channel.  Recommendation 12 should form part of their service.

viii. 
The out of hours emergency response facility be managed by the Customer Services Team.

ix. 
The possibility of running the Shopmobility service from, and integrated with, the Customer Contact Centre should be investigated.


Status:  i-vii)  For those Units exempted from the review, a PAC has not been agreed as the PAC concept has not yet developed 

viii) Still to start 

ix) The location of the Shopmobility service is being considered as part of the Civic Centre accommodation review.  If this service is re-located to the Civic Centre this possibility will be investigated

APPENDIX B

Action Plan - Master List

Central Issue
Ref-Id
Detail
Measured Output
Comment

Environment
CC-01-ENV-01
External Location Directors
1) Location of Civic Centre to be included on road signs leading into the City.

2) Civic Centre location to be included on finger posts

3) A prominent external sign to be commissioned signifying the location of the Civic Centre.
1)One new road sign has been installed.

2)To start

3)Agreed design.  Awaiting start date.


CC-02-ENV-02
Toilets
1) Improve SLA to increase frequency of cleaning

2) Clearer signposting

3) Cosmetic “makeover”

4) Eventual re-location to a better site
1)Provision made for ad-hoc cleaning when required

2)Complete

3)Complete

4)Pending outcome of Civic Centre space review


CC-03-ENV-03
Effective Internal Signposting
1) Employ signs that use graphical/pictorial elements

2) Utilise staff to direct customers

3) Signs to relate to services required rather than Council structure

4) Consistent signposting across all mediums including voice and electronic
1)Complete

2)Information Desk performs that function

3)Complete

4) Outcome of CCC Project


CC-04-ENV-04
Corporate standardisation of Customer Care
1) Create quality customer care standards for the Authority

2) Arrange standard to be adopted and rolled out corporately

3) Seek to adopt a nationally recognised qualification in the area of customer care 
1)Complete

2)Outcome of CCC Project

3)Several schemes identified


CC-05-ENV-05
Display Area
1) Redesign the public area for displaying notices and announcements.

2) New standards for displaying material to be created and implemented – to include all mediums including voice and electronic

3) Controls to be put in place to maintain those standards
1)Complete

2)Complete for the printed medium

3)Complete


CC-06-ENV-06
Reception Area
1) Visitors with appointments to see officers are not to be directed unescorted to Departments.

2) An area set to be set aside to wait whilst awaiting someone to come down and greet and escort visitors to where they need to be.
1)To start

2)Pending outcome of Civic Centre space review


CC-07-ENV-07
Nominated staff
1) Nominated staff to work full time on customer contact as their primary and only function.

 
1)Complete


CC-08-ENV-08
Environment beyond Civic
1)  Better presentation of services across all mediums including voice and electronic before customers makes contact.

2)  A budget to be set aside to promote access to services.
1)Outcome of CCC Project

2)To start


CC-09-ENV-09
Staff Facilities
1) Tea/staff room available to customer service staff 
1)Complete


CC-10-ENV-10
Extended opening hours
1) Market test extended opening hours particularly late night Thursday night opening and Saturday morning. 
1)To start


CC-11-ENV-11
Customer Identification
1) A separation in entrance design to distinguish between customer and staff traffic flows

2) Deliveries to be regulated to minimise disruption of drop’s, collections and associated storage problems in the main foyer. 
1) Pending outcome of Civic Centre space review

2) Pending outcome of Civic Centre space review


CC-12-ENV-12
Porters & Telephonists
1) Porters need to be relocated from main entrance but close enough to provide security function.

2) Telephonists will form part of the customer contact service but station will need relocating
1) Pending outcome of Civic Centre space review

2) Pending outcome of Civic Centre space review


CC-13-ENV-13
Meeting and Greeting 
1)All customers to be acknowledged when making contact. Met and greeted at reception points and acknowledged through other access channels.
1) Outcome of CCC Project


CC-14-ENV-14
Customer contact restricted to ground floor only
1)Customers should be attended to at a main floor reception with officers coming to them if necessary.

2)Eliminate non ground floor reception points.
1) Complete

2) Complete


CC-15-ENV-15
Customer Contact Location
1) Property Manager to advise on utilising alternative locations for customer contact (Assembly Rooms, “Thrupenny bit” town centre retail premises) or plan to redesign existing reception area. 
1) Complete.  Location decided upon as the Civic Centre


CC-16-ENV-16
Electronic Signposting
1) Replacement of current keepers board and the introduction of an electronic information and messaging board.
1) Outcome of CCC Project


CC-17-ENV-17
Extend access through electronic access points
1) Use of kiosks, phones and video conferencing
1) Outcome of CCC Project


CC-18-ENV-18
Pictorial coding of services
1) Similar idea to that used in train stations and airports:- Blue for Council Tax, Green for Cashiers etc.
1) Recommendation redundant due to the central nature of proposed CCC


CC-19-ENV-19
Improve reception area furniture for customers
1) Review and provide suitable tables, chairs, supermarket queuing/ticketing system,  pens etc.
1) Complete.  Queuing system to be installed in December.


CC-20-ENV-20
First Hit Enquiries
1)Provide an iterative method to improve the ratio of enquiries that are answered at the first asking 

2)Front office staff to be empowered to make decisions on services
1)To start

2) To start


CC-21-ENV-21
Utilise existing resources
1) Extend/Incorporate the Careline, CCTV operations and/or other existing resources as part of out of hours customer contact
 1) No longer applicable


CC-22-ENV-22
New working methods
1) Generic working to become standard practice for customer contact staff

2) Customer contact home working to be trialed to provided out of hours by home workers and test of IC 
1)Complete

2) Outcome of CCC Project


CC-23-ENV-23
Extend opening hours
1) Hours of customer contact voice service to be extended to 24/365.
1) To consider after CCC Project implementation


CC-24-ENV-24
Extend electronic access to services
1) Promote electronic access as the primary route to services

2) Services delivered 24x7 through electronic service delivery aimed at meeting Governments 2005 targets.
1) Outcome of CCC Project

2) Outcome of CCC Project




CC-25-ENV-25
Cashiers
1) Investigate retail and banking sectors to learn best practice on the physical aspects of receipting cash.

2) Implement any best practice that might be applicable in this area.
1) Complete

2) Complete




CC-26-ENV-26
Counter Screens
1) Implement different types of staff/customer screen solutions at reception areas.
1) Complete


CC-27-ENV-27
Joint service provision
1) Utilisation of a physical, open environment, in conjunction with partners and other agencies to deliver services.  
1) Pending outcome of Civic Centre space review


CC-28-ENV-28
Filter desk
1) Establish an early filter desk to fast track some customer requests
1) Outcome of CCC Project

Ownership
CC-29-OWN-01
I.T. improvements
1) Implement a problem management/tracking/reporting (CRM) system
1) Outcome of CCC Project


CC-30-OWN-02
Underpinned by Service Level Agreements
1) Implement a two way service level agreement between the front office staff and the supporting Departments
1) To start


CC-31-OWN-03
Cross departmental approach
1) Consistent corporate approach to be developed to deal with customer requests 
1) To start.  Will arise from the work of the Customer Service Liaison Group


CC-32-OWN-04
Request targeting
1) Establish efficient filtering of requests, to direct request to the person/place best able to help
1)  Currently happens with the Main Reception operation.  Other channels will flow from the CCC Project


CC-33-OWN-05
Awareness Raising
1) Arrange customer care awareness training courses for staff/management/members


1) Will be addressed as part of the Corporate PDP initiative.


CC-34-OWN-06
Comment and suggestion sheets
1) Institute formal arrangement for considering suggestions and comments
1) To start


CC-35-OWN-07
Back office to create & retain ownership
1) Develop procedure so that scripts, flowcharts, decision tree’s for the front office originate and be maintained by specialist back office staff.
1) Outcome of CCC Project


CC-36-OWN-08
Joint Back/Front office ownership
1) Develop a series of joint front/back office performance indicators 
 1) Some hard management information is now available for non-Revenues face to face visits.  These need to be converted into PI’s.


CC-37-OWN-09
SLA Database
1) Develop an SLA database to control and monitor the interaction between front and back office – connected to any CRM solution implemented
1) Outcome of CCC Project


CC-38-OWN-10
Cross department approach
1) Joint Team Improvement Reviews (TIR’s), SLA’s and Service Improvement Plans to be developed between front office and back office staff. 
1) On hold pending outcome of CCC Project


CC-39-OWN-11
Training of back office staff on customer contact
1) Agree a regime where back office staff are trained and exposed to customer contact situations. 
 1) On hold pending outcome of CCC Project 

Performance Managemnt
CC-40-PERF-01
Best practice dissemination
1) Agree PI’s for Customer Service 

2) New mechanism needed to review and implement any best practices that are identified
1) To start

2) To start


CC-41-PERF-02
Publish PI’s
1) Publish PI’s for staff and customers.  
1) To start


CC-42-PERF-03
Quality to be measured
1) Include quality measurements in agreed PI’s s
1) To start


CC-43-PERF-04
Multi-channel PI’s
1) Agree PI’s which take account of all customer channels including voice,mail and electronic channels
1) To start


CC-44-PERF-05
Customer satisfaction surveys
1) Perform survey’s on a regular basis, feeding TIR’s as a method of improving performance
1) To start


CC-45-PERF-06
Staff satisfaction surveys
1) Staff survey’s driving TIR’s, leading to service improvements
1) Postponed until replacement to TIR’s delivered


CC-46-PERF-07
Customers satisfied at first contact
1) Arrange to measure this vital statistic on a frequent basis.
1) To start


CC-47-PERF-08
Formal external measurement of customer service
1) Aim to be an IDeA Level 5 Authority. 

2) Check if any other external verification of customer service that are applicable.  E.g. Chartermark, ECQFM
1) To start

2)  To start


CC-48-PERF-09
IT System required 
1) Automate PI recording and measurement. 
1) Some systems in place but by no means comprehensive coverage of all areas of operation


CC-49-PERF-10
Quality responses tailored to customer need
1) Design customer contact procedures to be flexible enough to meet the differing needs of the customer base.  
1) To start

Communication
  CC-50-COM-01
Electronic communication
1) Procure and implement an intranet system to be a knowledge repository for all service information 
1) Complete


CC-51-COM-02
Published material
1) Create a centralised digital library containing all published material
1) To start


CC-52-COM-03
Immediacy
1) All communication channels to be immediate and real time where possible
1)  Outcome of CCC Project


CC-53-COM-04
Customer surveys & market research
1) Establish closer links between the results of such exercises and service improvement plans
1) To start


CC-54-COM-05
Access channels to be customisable
1) Establish the capability of access channels to be customisable in specific circumstances
1) Outcome of CCC Project


CC-55-COM-06
Consistent  consultation 
1) Consistent levels for all consultation exercises to be established. 
1) To start

Organisation-i) Central point of contact
CC-56-ORG-01
Central Service Desk
1) Creation of a central service desk in the foyer area manned with generic Customer Service Staff

2) All enquiries to be routed though this facility

3) Customer Service Staff to also deal with initial voice, mail and electronic contact.
1)Complete

2)Complete

3) Outcome of CCC Project




CC-57-ORG-02
Customer Service Manager
1) Appoint a Customer Service Manager with specific customer contact and customer service information
1) Complete


CC-58-ORG-03
Interim Arrangements
1) Customer Service Manager to assume control of existing customer contact arrangements during the transition to the new service structure
1) Complete


CC-59-ORG-04
Staff
1) Appoint to the Service desk staff who are orientated towards customer contact
1) Complete


CC-60-ORG-05
Common contact point
1) Employ a common phone number, e-mail address, mail address, reception for all customer contact for the Authority
1) Outcome of CCC Project


CC-61-ORG-06
Focused staff
1) Ensure customer service staff are separated from other non-core duties 
1) Complete


CC-62-ORG-07
Identity required
1) Adopt a separate identity or branding, themed within any corporate branding, so customers can immediately identify locations and sources of help
1) Outcome of CCC Project


CC-63-ORG-08
Secure environment
1) Contact Centre to be secure – covered by CCTV and visible people/security presence 
1) Complete

ii) Silo Working
CC-64-ORG-09
Knowledge dissemination
1) Create a knowledge customer service data base / hub intranet
1) Complete/On-going


CC-65-ORG-10
80% threshold
1)80% of calls to be answerable directly 

2)Answers to common service requests should be available to all council staff via an intranet who should be encouraged field queries
1)Outcome of CCC Project

2) Outcome of CCC Project


CC-66-ORG-11
Transferred calls PI
1) Create a Transferred Call’s PI as an alternative measurable to “Calls answered on first contact”.  
1) To start


CC-67-ORG-12
CRM
1) CRM system to be available as a corporate resource throughout whole organisation
1) Outcome of CCC Project


CC-68-ORG-13
Consistent decisions
1) Employ rules based decision making especially in discretionary situations to ensure consistency
1) Outcome of CCC Project

iii)Links to partner organisations
CC-69-ORG-14
Exposure to external influences
1) Network with similar operations to gain exposure to best practice
1)To start


CC-70-ORG-15
Identify benefits
1) Identify and quantify the benefits to customers of such links to enable prioritisation
1) To start


CC-71-ORG-16
Training
1) Consider joint training with other organisations 
1) To start


CC-72-ORG-17
Joint policy formulation
1) Establish joint customer care policies and strategies
1) To start


CC-73-ORG-18
Common channels
1) Create common access channels and interfaces to be established with partner organisations
1) To start


CC-74-ORG-19
SLA
1) Establish SLA’s with partner organisations
1) To start

iv)Corporate Approach
CC-75-ORG-20
Handbook and induction training
1) Customer contact to be included in induction training and training to be extended to include existing staff
1) Planned as part of new PDP scheme


CC-76-ORG-21
Customer contact policy
1) Establish a working party to generate and maintain customer contact policy. 
1) Customer Service Liaison Group to assume control 


CC-77-ORG-22
Global PI’s
1) Identify and introduce of global PI’s
1) To start


CC-78-ORG-23
CMT Involvement
1) Establish Customer contact/care as a standing item at CMT
1) Cancelled.  Agenda items raised as necessary


CC-79-ORG-24
Reporting
1) Institute a reporting regime on customer contact to portfolio holder, Overview and Scrutiny and Executive
1) To start

v)Customer Orientation
CC-80-ORG-25
Customer suggested improvements
1)Investigate methods to encourage customer improvements to service 

2)Respond proactively to any such suggestions
1) To start

2) To start


CC-81-ORG-26
Service flexibility
1) Service to be reviewed on a regular basis to check whether the basis for the service has changed and to adapt to changing customer needs
1) Awaiting establishment of service


CC-82-ORG-27
Service statement
1) Customer Service Manager to produce an annual “state of the service” statement 
1) Awaiting establishment of service


CC-83-ORG-28
Disability Access
1) Conduct a complete review of disability access to the customer contact service in conjunction with the Disability Action Group
1) Complete for Main Reception – to be carried out for new Customer Contact Centre


CC-84-ORG-29
BV Disability Review 
1) Consideration to be given to including Disability Access to all services into the BV Plan as a thematic review 
1) To start

vi)Customer Care Culture
CC-85-ORG-30
Implement customer care culture
1) Create a customer care culture

2) Maintain a programme to maintain that culture 
1)Part of PDP Programme

2)Part of PDP Programme


CC-86-ORG-31
Link to TIR’s
1)Customer care to become a standing item on TIR’s.  2)Mandatory TNA customer care entry for all staff.
1)Reviewed as part of PDP programme 

2)Reviewed as part of PDP programme


CC-87-ORG-32
External service verification
1) Externally driven, inspected and tested care standard.  Examining body yet to be identified:- Chartermark, ISO, BSI etc.
1) To start
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