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Progress report on the Development of the Customer Contact Centre

1. Introduction

Carlisle City Council signed a fixed price contract, valued at £1,252,000, with Capita in March 2004 to support the development of a Customer Contact Centre for the Authority.

This represents a significant, flagship project for the Council and aims to deliver a state of the art Customer Contact Centre with dedicated, trained Customer Service Advisors supporting a range of access channels including face-to-face, telephone, email and Internet, the latter enabling customers to access Council services 24 hours a day, 7 days per week. The project, adopting a holistic approach to customer service development within the Authority is the most comprehensive and progressive within Cumbrian local authorities.

The initial driver for this development was the Customer Contact Best Value Review of 2002. In addition to achieving the recommendations identified during this review the Customer Contact Centre will contribute to corporate priorities in relation to Putting Customers First, developing Carlisle’s regional status, increasing community engagement and access to local services and the achievement of IEG mandatory outcomes. 

Whilst it was recognised that Carlisle would need to make a significant investment in IT infrastructure and software, it was considered equally important to implement a process of change management for the authority to embrace a change in ethos and customer service delivery within the Authority.

Through a rigorous procurement process, Capita were selected as the supplier best able to deliver the combination of IT, consultancy and support to facilitate the development of the Customer Contact Centre.

The contract therefore consists of four key areas of work:

i. Accommodation 

ii. IT hardware and telephony

iii. Computer software

iv. Change Management

2. Project Management
Project management is based around PRINCE2 methodology, a project management method preferred by ODPM for use in the public sector. Details of the project management, reporting structures, governance and other elements of the programme’s initiation are contained in the Project Initiation Document (PID) Appendix A.

An overarching project plan, with detailed individual workstream level project plans, has been developed and are monitored on an ongoing basis. The overarching Customer Contact Centre Development Programme Plan is included as Appendix B.

The Project Managers from the Council and Capita meet on a fortnightly basis to ensure that any potential delays or risks to the project are identified promptly and remedial or mitigating action taken.  Progress is also reviewed regularly by the Council’s Head of Customer & Information Services who acts in the capacity of Programme Assurance Manager, and to whom unresolved problems can be escalated. 

3. Workstream Progress
3.1
Accommodation

Designs for the layout of the Customer Contact Centre were produced by Capita, based on discussions with Council officers, best practice and their experience elsewhere in delivering Contact Centres. These designs have been amended as a result of consultation with existing customer service staff and others affected by the Civic Centre ground floor review of the accommodation. The Payments Hall has been closed and work started in June. Structural changes are due for completion in August and the telephone contact centre furnished ready for IT training to start mid-August. 

3.2
IT & Telephony Infrastructure

As part of the contract with Capita, a new leased Sun network server has been delivered and installed. The Council’s IT department are in the process of migrating applications from the old to the new server and, in conjunction with Capita, installing new software to support the operations of the Customer Contact Centre. 

An upgrade to the Council’s telephone switch equipment has taken place. This provides additional functionality which will facilitate the operation of BT Contact Central and Capita’s CRM software.

3.2 Software

A range of software to support the Customer Contact Centre has been purchased as part of the contract. Whilst the following provides a summary of this, fuller details can be found in Schedule 2 of the Contract between Carlisle City Council and Capita (Appendix C).

3.4
BT Contact Central

Contact Central tracks all contacts to the Customer Contact Centre via all access channels i.e. face-to-face, telephone, email, fax and Internet. Contact Central is due to be installed in August.

3.5
Capita CRM

Customer Relationship Management software is key to managing the relationships between the customer and the Council. It enables all customer contacts through the Unit to be recorded and monitored and information about the contact to be passed between the Customer Contact Centre and other Business Units. As services are phased into the CCC the CRM system will be interfaced with ‘back office’ computer systems to ensure that the back office records can be updated automatically from the CRM record. Customer Service Advisors will be able to call up a person’s CRM record and see all of the contacts which they have made, the nature of their enquiries, progress towards addressing requests for information or services and, where interfaces have been developed, call up information from the back office computer systems.

CRM allows us to create customer profiles, provides management information to enable us to ensure that services are delivered to the highest standard and contributes to the corporate objective that information is recorded only once.

Capita are working closely with our IT department and phase 1 Business Units to ensure effective integration with back office systems.  

3.6
Capita Knowledge Management

The knowledge management software is key to the operations of the customer contact centre. This provides us with a repository for information which customers require from the Council. It will be available to Customer Service Advisors within the Customer Contact Centre and will be made available throughout the Council through the proposed Intranet.  

Customers wishing to access Council’s services electronically will be able to interrogate the Knowledge database through our website.

The Knowledge database will be set up to link with the Council’s Content Management thus, removing the need to duplicate information within different systems and ensuring access to version controlled documents.  

Capita and the Council are working together to ensure that the information which is accessible through Capita Knowledge is accurate and up-to-date and its validity is monitored and retained. Capita will shortly start working with the IT department, Information Officer and Web designer to ensure that the system is set up to meet the Council’s needs.

3.3  Capita Direct Modules

As part of the project, the following Capita Direct modules have been purchased. For more detailed information see Schedule 2 of Contract (Appendix C)

· Capita Direct E-Citizen Portal enables residents to register on the Council website to allow them access to accounts and information specific to them. During the first phase of the Customer Contact Centre development the following modules will be available.

· Benefits Direct Public provides claimants with online information about their claim. Residents will be able to notify the Council electronically of changes of circumstances and, ultimately, apply online for Housing and Council Tax Benefits.

· Council Tax Direct Public provides online access to an individual’s Council Tax account and enables account holders to change payment methods, apply for discounts, notify of changes of circumstances etc.

· Business Rates Direct Public provides online access to details of individual National Non-Domestic Rates accounts and the facility to apply for relief, notify of change of details etc.

· Licensing Direct Public enables residents to apply online for licences and, through a link with the Internet payments software, make any necessary payments.

· Waste Direct Module. This module will be developed to suit the needs of the Special Collections service. 

· Public & Private Consultation. This module enables stakeholders to participate in consultation exercises or comment on Council services or policies online.

· Member Services

· This will provide access to information exclusively for Council Members. Examples include Committee Minutes, agenda, discussion groups, chat rooms etc. 

3.7
Mandoforms

As part of the Connected Cumbria partnership, Carlisle City Council has purchased the Mandoforms software which enables e-forms to be produced for use internally and via our website, enabling citizens to apply online for Council services (in some cases, this is subject to further clarification from central government on e-signatures). The partnership has also funded the development of 80 standard e-forms and has provided training to key personnel in their development.  

Capita will contribute to this by providing a further 25 e-forms as part of the CCC contract and linking these with the CRM system. Meetings have been set up with first phase services to identify which forms should be developed as part of this contract.

4
Change Management

It is considered essential to the success of this complex project that an effective change management programme should be undertaken and the Council is using Capita in a consultancy, development and support role to provide this. There are a number of strands to this. These are detailed in Schedule 1 of Contract between Carlisle City Council and Capita (Appendix D) and progress towards them is detailed below. 

4.1
Business Process Re-engineering

Business Process Re-engineering has been the area where most consultancy and support has been undertaken and can be broken down into the following stages. 

· Development of Business Process Re-engineering strategy (Appendix E)

· Broad and shallow trawl of all Council services to inform the phasing plan for moving customer services from Business Units to Customer Contact Centre.

· Development of proposed phasing plan (Appendix F)

· Deeper drill of phase 1 services i.e. Revenues, Licensing and Special Collections. This piece of work is in its final stages and agreement has been reached as to which processes should move into the Customer Contact Centre. The restructuring of these processes, including the point at which enquiries need to be passed to the back office, and the interfaces between back office and front office computer systems still need to be identified and developed.  

Some changes to the Project plan have been made e.g. replacement of car parking with special collections as a service for inclusion in the first phase of the Customer Contact Centre as a result of recommendations from the Business Process Re-engineering exercise.

A member of staff from Customer Services has worked alongside Capita throughout the Business Process Re-engineering to benefit from skills transfer in this area.

4.2 Benefits Realisation

A draft Benefits Realisation Strategy (appendix G) has been developed to define the benefits which the Council will achieve through the implementation of the CCC, identify indicators of success and set qualitative and quantitative targets for the project. Further work on this strategy and targets is required.

4.3
Performance Management

The CCC will implement effective performance management from the outset. The criteria for this will be developed in conjunction with the other Business Units and will reflect the performance of the Customer Contact Centre and also the other business units within the Council where contacts are handed on to them from the CCC.

4.4
Human Resources

A Recruitment Protocol has been produced and staffing structure and job descriptions have been prepared for the Staffing Forum and circulation to Unions for consultation. The proposed structure provides staff with a graduated and defined career path within the Customer Contact Centre. It is envisaged that staff will be recruited internally during August. 

Work has recently started on the development of a staff training plan. 

4.5
Knowledge & Information Management Strategy 
Capita have run a number of workshops with staff and managers to develop a Knowledge & Information Management Strategy (Appendix H). A subgroup has been convened, led by the Information Officer, to further develop the strategy and ensure that recommendations are implemented.  This has been very useful in highlighting the need for a corporate approach to information and knowledge management and acted as a catalyst for joint working between projects e.g. LLPG, CCC, Information Management and IT. 

4.6 Operational Design

Capita have been useful in facilitating the development of a detailed operational design for the Customer Contact Centre. Some of the discussions and decisions which have been made relate to queuing, telephone numbering and address strategies; the customer experience; staff presentation, location and roles. Further work and consultation on the operational design with the new Customer Contact Centre staff, once in post, will be undertaken.

4.7 Communications

Capita have contributed to the development of a Communications strategy for the Council in informing all stakeholders of the vision for and progress towards achieving the Customer Contact Centre.

A range of methods of communicating have been used including Member Briefings, verbal presentations to and consultation with staff, email bulletins, and a public folder for staff to ask the CCC team questions about the project. Future communications include articles in Staff Focus, Carlisle Focus, a display for the Foyer, press releases and a public launch. 

4. Summary

The Customer Contact Centre Project is progressing in accordance with the key dates in the Project Plan. Where problems have arisen these have been addressed as soon as they become apparent and staff from the Council and Capita have been keen to work together constructively to find appropriate solutions.  

The development of the Customer Contact Centre has, thus far, provided some good examples of cross Unit working and a catalyst for ‘joining up’ corporate activity.  

Some of the strategy documents which have been developed can be used as  foundations for, or contribute to, corporate strategy development. 
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