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1 PURPOSE

1.1 To report the Council’s progress addressing its obligations under the Lancashire Shared Services Partnership agreement, in particular the development of the Council’s own Contact Centre and its plans for the future.  

2 
  Relevance to the Council’s ambitions and priorities:

2.1 Implementation of the Contact Centre initiative will improve the way the Council is able to serve the public. As such it is key to the achievement of the Council’s Core Values of Striving to Achieve Service Excellence and Ensuring that services are accessible to all. It will also contribute to our underlying aim to be a well-managed Council.

3   SHARED SERVICES CONTACT CENTRE

3.1 In November 2004 the Council agreed to join the Lancashire Shared Service Contact Centre Partnership – a partnership of 6 District Councils and Lancashire County, to implement an improved system of customer interface for citizens.  The agreement provides each partner with new Customer Relationship Management (CRM) technology, networked across the County, which will improve the way each council is able to serve its citizens. The partnership approach allows all partners to implement the new technology based on their particular local circumstances. Although the overall project has suffered considerable delays, all the Partners have now established a Contact Centre in one form or another.   

3.2 Ribble Valley started its ‘Contact Centre’ with the launch of its ‘Streetscene Helpline’ on Tuesday 21st February 2006, providing a dedicated telephone helpline to resolve customer enquiries regarding the new three-stream waste collection. 
The introduction of the ‘Helpline’ provided a significant additional workload for the Council that has been accommodated by the new Call Centre. However in order to maximise its effectiveness in the longer term, it is necessary to identify additional services and direct them into the Call Centre. 
3.3 The first service to be successfully migrated into the Contact Centre was the related waste management function of special (bulky household) collections. As part of the process of adopting this service, the Call Centre staff have developed the process by introducing a new system for the recording and allocation of service requests. This has been welcomed by management as a marked improvement to the service. 
3.4 Following the adoption of the waste management calls, the next milestone was to integrate the switchboard function into the Call Centre. This took place on the 15th June 2006. As well as physically transferring the principal switchboard function from the main Reception desk, the transfer has involved fundamentally changing the way calls are handled. Under the former arrangements telephone enquiries were simply connected to the relevant department. Under the Contact Centre approach the aim is to resolve as many calls as possible at the first point of contact and minimise the number of calls put through to departments. 

3.5 In pursuant of this concept the Call Centre operatives (CSA’s) are currently resolving 60% of calls at the first point of contact, being constrained only by the level of knowledge that they have (of services). However as their knowledge and expertise increases with experience over time, so will their capability to handle a wider range of enquiries. Incrementally this will ‘free up’ small portions of time of professional and technical staff in departments, thereby creating efficiencies. 

3.7
Work is currently ongoing to identify additional services for adopting into the Contact Centre. Service Managers have been asked to identify aspects of their services that are capable of being carried out and delivered by the Contact Centre staff. These should be formally brought together and agreed as part of a council-wide Customer Service Strategy. Subject to availability it is also planned to allow staff the opportunity to spend time in departments to improve their understanding of the various services and identify areas where the Call Centre can provide added value. 
3.8 Staffing establishment for the Contact Centre originally comprised two part-time and one full-time Customer Service Advisors from June 2006. However this level of staffing soon proved inadequate so in September 2006 one of the part-time CSA’s was made up to full-time, using a P/T post transferred from Level C Reception establishment. However this is still proving insufficient to meet the volume of calls as it only provides 2 for the latter part of the week, which is inadequate. 

3.9 A request for an additional 0.5 post is currently being considered as part of the 2008/09 budget process. This will create a compliment of 3 fte CSA’s, providing better ‘cover’ for lunchtimes, personal (convenience) breaks, sickness and annual leave, much of which is currently paid for through overtime payments to existing and casual staff. As an interim measure to address the shortfall, CMT recently approved the filling of a part-time post on a fixed term basis for 6 months from January 2008, to help address the increased volume of calls that has arisen as a result of the extension of the Council’s 3 stream waste system. CMT also recently agreed to appoint 2 CSA’s for a fixed, 3 month period from November to February, again in response to the unprecedented increase in workload.  

3.10 The Helpline initially used the existing Philips telephone technology but from June 2006 adopted the Macfarlane CallPlus product that provides an enhanced technological solution known as an Automatic Call Distribution (ACD) system. The system also provides improved levels of management information and statistics. Whilst the formal reporting module will not be available until after the CRM is ‘live’, a few statistical reports have been prepared manually to give an insight into the performance of the Centre over recent months. This is provided as an Annexe.  

4        CRM and LATEST DEVELOPMENTS

4.1 Aside from the steady adoption of additional services into the Call Centre, the main focus of activity over recent months has been preparatory work to support the introduction of the CRM (Customer Relationship Management) system. Once implemented the extra functionality provided by the CRM will enable us to deal with requests for service and information both faster & more comprehensively than currently, in addition to providing a wealth of new management information. These benefits are expected to increase over time as the knowledge base is populated by increasing amounts of data. However the acquisition of the CRM has been delayed by problems at Partnership level as detailed below.

4.2 From the Partnership perspective the most significant development during the life of the project has been the decision to change the CRM product in mid-contract. After many months of problems trying unsuccessfully to implement the (original) Onyx One Serve system resulting in the project overrunning by more than a year, the Partnership decided in September 2006 to re-evaluate the capabilities of Onyx against an alternative product – Northgate Information System’s Front Office, which is the leading CRM system within the public sector. After a lengthy period of evaluation and negotiations with NIS which also included consideration of LCC’s own in-house (CID/ACORN) solution, the Joint Committee agreed in February 2006 to adopt the NIS Front Office product. SEE PARAGRAPH 7 UPDATING THIS SECTION.

4.3 Under the new agreement all the partners are currently working hard to implement the Front Office CRM into their respective Contact Centres on a phased basis between December 2007 and March 2008. The priority tasks have been to define and map the detailed business processes for the first phase of (15) services, and to pre-populate the database with properties derived from the LLPG and persons drawn from the client database (call logs) built up since the Contact Centre began operating. Ribble Valley is on track to ‘Go Live’ on 12th December. 

5   Role of contact centre in the modernisation AGENDA

5.1 The Contact Centre project is one of the key initiatives by which the Council is addressing the local government modernisation agenda. The modernisation agenda is the collective term applied by central Government to a range of initiatives that public sector organisations should be pursuing in order to improve community engagement and service delivery to the general public. 

5.2 One of the principal drivers of the modernisation agenda was the Implementing Electronic Government (IEG) initiative that was introduced to increase the adoption and take-up of electronic technology within local authorities. In return for Government funding (IEG Grant) councils were required to implement a number of initiatives (or Priority Outcomes) geared towards improving local service delivery. IEG was a five year initiative that formally concluded in December 2005.
5.3 Local authorities progress towards implementing the IEG Programme was monitored by IEG Statements - statutory, annual returns required by Government. The Council’s final IEG Statement - IEG6, was submitted to Government on10th April 2006. Overall the Council achieved all of its requirements with just a few exceptions where implementation was not considered to be suitable or in the best interests of Ribble Valley. The majority of the outstanding Priority Outcomes will be fulfilled by successful implementation of the CRM that is described above.   

5.4 Transformational Government is 

the successor regime to e-government and describes the range of processes designed to improve services by leveraging the benefits from technological investment through business process re-engineering and re-design. Until recently the transformation agenda has not been as strongly enforced as e-government but following the publication of the Government White Paper: Strong and Prosperous Communities, and more recently the reports of Sir David Varney and Sir Michael Lyons have focussed attention on the renewed need to generate public sector efficiencies by introducing improved working practices. 

5.5 Most recently following the Government’s announcement of the 2007 Spending Review, DCLG published ‘Value for Money in Local Government: Meeting the Challenge of the Spending Review’ which sets out the new efficiency targets for local government together with details of the initiatives and actions that council’s should be taking to meet them. 

           BPI in CSR 07 

	         Efficiency targets for local government by workstream:     £ millions                       

	
	2008/09
	2009/10
	2010/11

	Business process improvement including collaboration
	0.6
	1.1
	1.8

	Smarter procurement
	0.9
	1.8
	2.8

	Asset management
	0.1
	0.2
	0.3

	Total
	1.5
	3.2
	4.9


           Source: Value for Money in Local Government

· 3% year on year efficiency target 

· Cumulative figure of £9.6bn over 3 years

· BPI and collaboration of total £3.5bn

· NW proportion of BPI/collaboration = £400m

5.6 Another new initiative associated with this is the introduction of a new, national performance indicator for local authorities: NI 14 Avoidable Contact. This is one of a new suite of 198 statutory indicators that are being introduced nationally to replace the existing Best Value (BV) PI’s. NI 14 has been created to measure council’s responsiveness to resolving customer enquiries or the average number of customer contacts per received customer contact calculated by the formula X/Y where x = the total number of customer contacts and Y = the total number of resolved customer requests. The indicator will take effect from April 2008. SEE PARAGRAPH 7 UPDATING THIS SECTION. 

5.7 At the same time the Government also published their Transformational Strategy for the public service which is the heart of capturing the benefits and efficiency savings outlined in the Gershon efficiency review and throws down a direct challenge to local authorities. The Strategy proposes that without fundamental redesign and simplification of business processes, councils will be unable to achieve significant improvements to their efficiency. 

5.8 The transformational government strategy identifies three core elements:

· The services enabled by IT must be designed around the citizen or business – not the provider- and be provided through modern, co-ordinated delivery channels;

· Local government must move to a shared services culture – in the front-office, back-office, in information and in infrastructure – and release efficiencies by standardisation, simplification and sharing; and

· There must be broadening and deepening of governments professionalism in terms of planning, delivery, management, skills and governance of IT enabled change

The view on greater efficiency of shared services is one endorsed by the Audit Commission which highlighted potential savings in excess of £75m a year over three years. The Chair stated that “Savings of this order could help councils minimise pressure on front-line services.”

5.9 Lack of capacity within the Council means that there is limited opportunity to address the t-government agenda at Ribble Valley. However one area where officers have been involved is the work that took place earlier this year led by Chorley Council as part of the National Process Improvement Programme (NPIP) funded by DCLG. Chorley led on the development of a national ‘blueprint’ (model) for district councils and Ribble Valley were able to contribute at the quality assurance stage to verify the applicability of the work to other district councils. This enabled the Council to input and benefit from the outcomes of the project with a minimum impact on resources.   
5.10 The priority for the future is to develop an agreed channel migration strategy for transferring services into the Contact Centre, together with a programme for any associated integration of back-office services to the CRM. This should be developed as part of a longer term, re-appraisal of how customers are best served by the Council in the light of emerging technology and the increasing choice of access channels. This strategy needs to take into account the increasing pressures to work more closely with other partners on the shared services agenda including LCC’s review of access points across the County.      

6   Summary & conclusions
6.1 Since its launch the workload of the Centre has increased ten-fold from 50 to 500 calls per day (250 to 2,500 calls per week). This has increased significantly as a result of the recent roll out of the next phase of 3 stream waste, peaking at 652 calls on 29th October. The CSA’s are currently resolving 61% of these calls within the Centre. 
6.2 The Contact Centre project is a significant investment for the Council but represents a major step forward in adopting a modern, customer-centric approach to local service delivery. Progress has been hampered by problems within the Partnership but is now on track to implement Front Office CRM to all district partners within the coming months.

6.3 Adoption of the CRM is expected to provide partners with the ability to resolve more enquiries at the first point of contact, thereby generating efficiencies in the ‘back-office’. However efficiencies can only be achieved if the current ways of working (business processes) are fundamentally re-designed to ensure they are being delivered in the most effective way. Currently the time constraints imposed by the Partnership agreement, coupled with lack of capacity within the Council means that this is not happening, and many processes are simply being copied across into the CRM unchanged rather than being re-engineered for greater efficiency. Furthermore given the small size of this Council, the net savings that can expected from this are correspondingly reduced. 

6.4 The formal adoption of the CRM is the first stage of adopting a modernised, customer focussed approach to service delivery. To maximise the potential benefits to the Authority however the approach needs to be extended further to include as many other services as possible.  This will require the development of an agreed Customer Service Strategy that defines the Council’s approach to migrating further services into the Contact Centre. The re-engineering and re-design of services associated with this can be expected to contribute towards the identification of further efficiencies as will be increasingly required under recent Government directives.

7 RECENT DEVELOPMENTS 

7.1 Ref. Paragraph 4.2 – ‘CRM and Latest Developments’ – On 30th October the Chief Executive received a letter from Richard Jones, Executive Director, Adult and Community Services who is Lancashire County Council’s lead officer for the project. The letter outlined the decision of the County Council’s Customer Access Steering Group not to implement the Front Office CRM, but to continue with LCC’s own, in-house ACORN system.

7.2 The decision has been received with some shock amongst District Partners who feel that the LCC decision demonstrates a lack of commitment to the Partnership and will jeopardise the potential for future joint working. In their response LCC have assured District Partners that they remain fully committed to delivering the new vision for the Partnership, emphasising the potential benefit of:

· A shared telephony platform with the ability to transfer calls through the shared network.

· The sharing of service information between partner organisations using an agreed data interchange format.

· The sharing of self-service/ web-forms to enable services to be delivered on behalf of each other.

7.3 At a meeting of the Partnership Board on 16th November, LCC stressed that the decision was entirely based on an empirical evaluation of the benefits offered by the two systems, concluding that there was no business case to proceed with Front Office as it offered a lower level of functionality that was less well suited to the County’s needs; adding that Front Office was, in contrast, better suited to the more transaction based needs of Districts. 

7.4 LCC agreed to convene an extraordinary meeting of the (Shared Services Contact Centre Partnership) Joint Committee to allow the matter to be discussed. 

7.5 Ref. Paragraph 5.6 - Introduction of performance indicator: NI 14. – The proposed introduction of a new, national performance indicator is the subject of a national consultation by the Department for Communities and Local Government (CLG). It is one of a new set of 198 national indicators (NIs) that are being introduced to replace the existing Best Value Performance Indicators (BVPIs).

7.6 The proposal to introduce the indicator has initially met with a substantial opposition from the local government sector who are alarmed at how difficult and costly it will be to set up the systems necessary to collect the required data within organisations. The definition requires councils to record all contacts made (in person, by telephone or e-mail) in respect of requests for service and then to record all subsequent contacts until the request has been resolved.

7.7 The scope of the indicator covers the majority of high volume, transactional services including planning applications, building control, payments of Council Tax & NNDR, invoice processing and payments, environmental health services (licensing, food safety, pollution and past control), waste collection and street cleaning), Housing (benefit claims, council tax benefit, provision of social housing and homelessness), trading standards, parking permits and parking control notices, change of address details.

7.8 The DCLG consultation period closes in February and work is in hand to develop a robust Council response that will be collated in time to meet the deadline. 

8 Risk assessment  

8.1 Resources: (a) Financial – The SSCC project commits the Council to a 7 year financial commitment to the Partnership. This has been set aside in all the relevant years budgets. (b) Staff – The staffing complement of 2.5 fte has recently been supplemented by an additional 2 fte on a temporary, 3 month basis to meet the extra workload resulting from the extension of the 3 stream waste collection and implementation of the CRM. A bid for a further 0.5 post is currently being considered as part of the 2008/09 budget process.

8.2 Technical, Environmental and Legal: none.

8.3 Political: none.

8.4 Reputation: Implementation of the Contact Centre will meet our obligations under the Partnership and provide an enhanced quality of service to our customers. 

9   RECOMMENDATIONS

9.1 The Committee is asked to note the progress achieved and support the future plans for further development of the Contact Centre.
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pp. CHIEF EXECUTIVE

For further information please contact Jeff Fenton, Corporate Services Manager tel. 01200 414593.

ANNEXES: Management reports showing:

· Call traffic for September 2007

· Call traffic for October 2007

· Analysis of calls by type: September 2007  

	DDI Group Traffic
	
	
	
	
	
	
	SEP
	TEM
	BER
	
	
	
	
	
	
	
	

	
	03-Sep
	04-Sep
	05-Sep
	06-Sep
	07-Sep
	10-Sep
	11-Sep
	12-Sep
	13-Sep
	14-Sep
	17-Sep
	18-Sep
	19-Sep
	20-Sep
	21-Sep
	24-Sep
	25-Sep
	26-Sep
	27-Sep
	28-Sep

	Calls offered
	323
	236
	279
	269
	284
	332
	271
	229
	283
	255
	341
	402
	482
	359
	300
	375
	316
	283
	266
	223

	Calls abandoned
	4
	0
	0
	1
	3
	13
	2
	0
	4
	4
	3
	17
	45
	14
	5
	4
	5
	2
	5
	4

	Calls transferred
	175
	145
	154
	144
	150
	177
	155
	136
	166
	152
	183
	160
	152
	165
	146
	190
	149
	152
	152
	132

	Calls answered at first point of contact
	144
	91
	125
	124
	131
	142
	114
	93
	113
	99
	155
	225
	285
	180
	149
	181
	162
	129
	109
	87
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	DDI Group Traffic
	
	
	
	
	
	
	
	
	
	OC
	TOB
	ER
	
	
	
	
	
	
	
	
	
	
	
	NO
	V

	
	1st
	2nd
	3rd
	4th
	5th
	8th
	9th
	10th
	11th
	12th
	15th
	16th
	17th
	18th
	19th
	22nd
	23rd
	24th
	25th
	26th
	29th
	30th
	31st
	1st
	2nd

	Calls offered
	384
	327
	322
	364
	326
	389
	320
	377
	392
	373
	419
	426
	373
	332
	373
	591
	401
	451
	433
	366
	652
	559
	521
	480
	423

	Calls abandoned
	2
	3
	3
	19
	11
	7
	1
	8
	18
	13
	17
	7
	7
	8
	20
	106
	10
	51
	20
	21
	89
	25
	33
	45
	53

	Calls transferred
	210
	160
	154
	142
	154
	172
	129
	152
	140
	152
	168
	152
	145
	121
	139
	160
	126
	134
	157
	113
	156
	169
	164
	152
	139

	Calls answered at first point of contact
	172
	164
	165
	203
	161
	210
	190
	217
	234
	208
	234
	267
	221
	203
	214
	325
	265
	266
	256
	232
	407
	365
	324
	283
	231
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	Code
	Description
	No. calls Sept 07
	%

	3
	Three Stream Waste
	17
	0.1

	3L
	3 stream waste - received letter
	465
	26.1

	C
	Commercial Waste
	14
	0.8

	G
	Garden Waste
	34
	1.9

	LCC
	Lancashire County Council
	163
	3.5

	P
	Paper Sacks
	37
	2.0

	R
	Missed Refuse
	208
	11.7

	RC
	Refuse Complaint
	17
	0.1

	RCW
	Missed Commercial Waste
	4
	0.2

	RG
	Garden Waste Missed
	27
	1.5

	RH
	Help List
	5
	0.3

	RI
	Refuse Information
	8
	0.4

	S
	Specials
	351
	19.7

	SI
	Specials Information
	48
	2.7

	
	Misc.
	380
	21.3

	
	TOTAL
	1778
	


DECISION
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This report was first considered at the meeting of the Policy and Finance Committee on 20th November 2007, but has been updated to include important new developments that have occurred since that time. 
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Daily call Traffic 3rd- 28th September 2007
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Calls Sept 2007

		DDI Group Traffic

				3-Sep-07		4-Sep-07		5-Sep-07		6-Sep-07		7-Sep-07		10-Sep-07		11-Sep-07		12-Sep-07		13-Sep-07		14-Sep-07		17-Sep-07		18-Sep-07		19-Sep-07		20-Sep-07		21-Sep-07		24-Sep-07		25-Sep-07		26-Sep-07		27-Sep-07		28-Sep-07

		Calls offered		323		236		279		269		284		332		271		229		283		255		341		402		482		359		300		375		316		283		266		223

		Calls abandoned		4		0		0		1		3		13		2		0		4		4		3		17		45		14		5		4		5		2		5		4

		Calls transferred		175		145		154		144		150		177		155		136		166		152		183		160		152		165		146		190		149		152		152		132
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Calls Oct 2007

		DDI Group Traffic

																																																		NOV

				1st		2nd		3rd		4th		5th		8th		9th		10th		11th		12th		15th		16th		17th		18th		19th		22nd		23rd		24th		25th		26th		29th		30th		31st		1st		2nd

		Calls offered		384		327		322		364		326		389		320		377		392		373		419		426		373		332		373		591		401		451		433		366		652		559		521		480		423

		Calls abandoned		2		3		3		19		11		7		1		8		18		13		17		7		7		8		20		106		10		51		20		21		89		25		33		45		53

		Calls transferred		210		160		154		142		154		172		129		152		140		152		168		152		145		121		139		160		126		134		157		113		156		169		164		152		139

		Calls answered at first point of contact		172		164		165		203		161		210		190		217		234		208		234		267		221		203		214		325		265		266		256		232		407		365		324		283		231
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No of calls

Analysis by type of call: September 2007
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Sheet1

				Category of enquiry		No of calls		%

		3		Three Stream Waste		17		0.1

		3L		received letter for Three Stream Waste		465		26.1

		C		Commercial Waste		14		0.8

		G		Garden Waste		34		1.9

		LCC		Lancashire County Council		163		3.5

		P		Paper Sacks		37		2

		R		Missed Refuse		208		11.7

		RC		Refuse Complaint		17		0.1

		RCW		Missed Commercial Waste		4		0.2

		RG		Garden Waste Missed		27		1.5

		RH		Help List		5		0.3

		RI		Refuse Information		8		0.4

		S		Specials		351		19.7

		SI		Specials Information		48		2.7

				Misc.		380		21.3
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