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Progress Report on the Development of the Customer Contact Centre

1.
Introduction

This report provides a summary of the current situation and development since the last report to this Committee on 14th October 2004.

2.
Accommodation

The Customer Contact Centre face-to-face and telephone areas were completed and opened during November. Feedback from staff, Members and customers about the new accommodation has been very positive.  The final design of the Keepers’ desk is still to be determined and is subject to a review of the role of those at the front desks which has arisen following an assault on a member of staff. A security guard has been employed on a temporary basis and consideration is being given as to whether this role should evolve into a ‘Meeter and Greeter’ who would effectively replace the need for CSAs on the front desk.

3.
IT and Telephony Infrastructure

The IT hardware and telephony equipment has been successfully implemented. The use of wireless technology within the Contact Centre has been well received by staff from other business units, some of whom are now considering buying PC tablets for use in their teams.

4.
Software

The first phase of software deployment in the Contact Centre has taken place with staff in the front office now using the CRM system and Capita Knowledge Management software.  User Acceptance Testing of Capita Direct modules is still being undertaken and these will be made available on the website over the next few months.

Further work is being undertaken to identify ways in which interfaces between the CRM and back office systems can develop, what the cost implications of these may be and how they can be offset against efficiencies.

5.
Change Management

The change management work commissioned from Capita as part of the contract has now been completed. In addition to the contracted activities, Capita were asked to deliver some training to staff around management and team orientation and a launch event. 

The Council is working on refining the key performance indicators and performance management of the Contact Centre and an operations group has been established to progress and review the work of the Unit.

6. Project Review/Lessons Learned

During December both the Programme Board and the Workstream Leaders’ group held meetings to review the project to date and record the lessons learned. 

Both of these sessions were open and constructive and the findings are summarised in Appendix A.

7. Conclusion

The bulk of the first phase of the Customer Contact Centre project has now been completed. Implementation of software; operational procedures and performance monitoring are ongoing pieces of work for which review and reporting processes are in place. 

The Customer Contact Centre is a complex project and reviews have highlighted a number of lessons learned that can be considered in planning future projects and add to the Council’s body of knowledge on project development and project management.
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Project Initiation

Sponsorship
It is essential for a project to have a clearly identified sponsor at a senior level with the ability and authority to influence and drive forward the project and whose decisions are ‘final’.  The sponsor must be clear about the vision and consistent in delivering this to the organisation. 



Project Definition
The project definition should be very clear with a common understanding and agreement of expectations amongst all concerned and to support progress towards achievement of objectives.

A sound business case with extensive options appraisal should pre-empt and inform the Project.



Options Appraisal
Whilst it is vital to consider a range of options e.g. in-house, procurement, partnership there is value in preceding a project with a smaller project to explore the feasibility of the options being considered.

Some considerations should include

· whether the contract should be output, outcome or input based

· is it sensible for a piece of work to be treated as one project or a number of smaller projects within an overall programme with staged procurement (cost vs quality/flexibility)?

· how much of the project can be delivered in-house?

· what are the resource requirements that the Council will have to satisfy  to either deliver the project in-house or to support the external provider(s) and can these be met?

· the wider implications e.g. knock-on effect to those not directly involved or the effect on the project of other pieces of work (including those being developed with other agencies)

· to what extent the location of external suppliers and their accessibility is likely to impact on the project  

In-house expertise should be consulted as far as possible to help inform the project/contract development.

There is value in speaking to other LAs who have gone through a similar process or can share examples of good practice e.g. via NWeGG, IDeA.

Prior to agreeing to any of the options or awarding a contract it is necessary to be confident that the product can deliver what it claims to. Evidence will vary according to the project but could include reference site visits. 



Project Management 

Establishing the Project Team
The application of sound project management principles and framework, adapted from PRINCE2, were considered vital to the success of the project.

Project teams should, where possible, be identified at the project’s inception. The PRINCE2 structure provides a useful framework for project teams.

A Project Board should be established at the project initiation stage. The role, composition and decision making authority of the group should be clearly identified and documented at the outset. Typically a Project Board need only consist of the Project Sponsor, Senior User (representing the Business Unit concerned) and Senior Supplier. The Project Manager will then report to the Project Board. Other people may be invited to Project Board meetings as necessary when their advice is required but they should be advised of their role in the process prior to attending the meetings. 

Project team members should remain consistent throughout the life of the project and understand and be able to present/promote the project ‘vision’ to others.

Workstream Leaders need to have both the ability and authority to take responsibility and lead their areas work. 

It is vital that all project team members have the skills and capacity to fulfil their roles and understand accept their roles within the overall project. 



Managing the Project

Project Planning
It is essential that all relevant information is available to inform planning for the projects and that any information which is likely to impact on the delivery of the project is given as soon as it becomes known.

The use of PRINCE2 tools and techniques can be applied effectively to support effective planning and review. 

Establishing key dates within workstreams and identifying and demonstrating dependencies and relationships between the other workstreams and overall project are essential.

Identification of stage boundaries for reviewing progress and agreeing the next work package should be reflected in project plans.

It is important to identify resource requirements well in advance of the dates they are required to allow for prioritisation or re-allocation of workloads, recruitment of temporary staff if required etc.

 

Controlling the Project
Control mechanisms and clarity of project tolerances are required and should be established by the Project Board during the intiation stage.

Any variations need to be recorded, reported and followed-up e.g. change controls, issues raised, risk assessments.



Project Reporting
Reporting structures and mechanisms should be established by the Project Board at the outset of the project. Prince2 provides useful guidance on this and incorporates highlight reports, issues logs, risk registers.

Project board meetings should be set by stage boundaries or exception reporting mechanisms rather than time-based (i.e. not weekly/monthly).

Workstream Leaders’ meetings need to be frequent to ensure that everything is on track and up to date. It is useful to have regular meetings attended by all Workstream Leaders so that they can see the effect their workstream has on others and on the overall plan and the impact of any changes can be discussed and considered with everyone able to contribute.

Exception reporting should be done as the need arises rather than wait for pre-planned meetings.

Risk Management
Clear risk management procedures and reporting mechanisms must be set at the beginning of a project. Early identification and appropriate escalation of issues and risks are essential to the success of the project.

A risk register, which identifies risks, mitigating actions, risk owners etc. should be developed at the project initiation stage and needs to be reviewed and updated throughout the life of the project.

Prince2 provides effective risk management tools and techniques for project managers.

Dealing with Change
Involve proactive people who will actively participate and support the changes not just observe and criticise.
Keep everyone informed but don’t give too much, unnecessary and confusing or conflicting information.

Ensure that workstreams are led by people who are able to authorise the changes and who will move on to find solutions rather than dwell on the problems.

It is important that the project leaders and managers provide consistency and reassurance/support through periods of change.

Communicat-ions and Marketing
It is essential that a range of effective communications channels are established and monitored and that these are appropriate to the target audience.

A balance needs to be struck to ensure that communications provide enough information, that it is accurate, timely and non-alarmist.
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