Tamworth Borough Council Customer Service Strategy 2008                                                                           
[image: image1.jpg]




Customer Service and Access Strategy

2008
Version 1.05.08
Tamworth Borough Council

[image: image1.jpg]







Tamworth Borough Council

Customer Service Strategy

1Tamworth Borough Council


21
Rationale


22
Results


22.1
Vision


22.2
Aims


23
Approach


23.1
Considerations


23.1.1
Consultation


23.1.2
Business Transformation


23.1.3
Transformational Agenda


23.1.4
Other considerations


23.1.5
The Contact Council


23.2
Responsibility


24
Deployment


24.1
Access to services


24.2
Corporate Standards


24.2.1
First Time Resolution


24.2.2
Corporate Standards


24.3
Training


24.3.1
Diversity and Equality


24.3.2
Dealing with Sensitive Issues


24.3.3
Technology to support the Customer Service function.


24.3.4
Customer Service – NVQ Level 2


24.3.5
Handling Agression


24.3.6
Seeing Customer Service through to the delivery of the service


24.3.7
Complaints training


24.3.8
Health and Safety Training


24.3.9
self management of stress/stress management training


24.3.10
Other Considerations


24.4
Enablers


24.5
Working with others


24.6
Feedback


24.6.1
Customer Demand


24.6.2
Tell Us Scheme


24.6.3
Surveys


25
Assessment & Review


25.1
Performance Indicators


25.2
Ongoing Development




1 Rationale

Tamworth Borough Council is committed to improve its services and processes to help support the needs and aspirations of our citizens and businesses. Over the last few years, those who walk though our doors at Marmion House have had 86% of their enquiries resolved at the first point of contact; customers are very satisfied with this approach.  The Council wants to replicate this model across all access channels, and make further improvements. Excellent Customer Service is at the heart of our relationship with our citizens and businesses, irrelevant of the medium used, each contact conveys a perception of the council, in relation to quality of service, of trust and of value. The adoption of this Customer Service Strategy will set out our ambitions for our contact with customers, whilst providing guidance and standards to those carrying out these activities to ensure its implementation. Our services will be well designed and delivered; we can increase efficiency and enhance the skills and morale of our staff.  

2 Results

2.1 Vision

Effective customer service underpins our vision:

“By 2020 Tamworth will become the preferred place to live and raise your family in the Heart of England”

Access to the council’s services will be delivered via an Integrated Contact Management Centre, achieving a consistent, quality and information rich service to the citizens and businesses of Tamworth. Customers will be encouraged to use our services and find approaching Tamworth Borough Council a pleasurable experience. We will recognise customer’s needs, meet demand and manage their expectations. 

All interactions with our customer’s will be captured accurately and effectively through dedicated front line teams. Access channels such as the Internet and telephone will be easy for customers to use. 

Customers are very clear about what standards they expect, they are exposed to some of the most sophisticated access channels, and marketing techniques available. The ability to request information and services from the Council will be available to the customer at their convenience.  We will ensure that our services work and add value to the lives of our customers. 

2.2 Aims

Irrespective of the way customers contact us, we will provide a consistent approach and response, and furnish them with the knowledge of what to expect and when to expect it. Whilst achieving this approach, an emphasis on delivering an efficient, quality service that meets with the demands of customers will be achieved through our focus on a systems thinking model, known as ‘Vanguard’.

The key aims for this strategy are:

· To deliver Customer Service via an Integrated Contact Management Centre for Tamworth Borough Council under one management structure 

· To increase the customer’s satisfaction 

· To provide a quality customer service experience for the citizens and businesses of Tamworth (our customers)

· To ensure an efficient and consistent approach to customer service across the organisation 

· To improve access to services including building trust to increase the take-up of more cost-effective channels

· To resolve at least 80% of enquiries and requests for service at first point of contact 

· To ensure co-ordination of all functions of the Council, and partners when appropriate, to support customer interactions

· To engender a customer focused culture in the organisation

· To work with others to add value to the customer experience

· To reinforce the Council’s mission/values, objectives and business plans.

· To integrate with all key strategies, schemes and projects undertaken by the Council.

· To develop a function that has the appropriate tools, information and support to provide a quality service.

· To ensure the effective capture and feedback of customer interaction for the Council’s business planning.

· To ensure a culture of continuous improvements exists within the organisation to support excellent service delivery, to underpin the customer experience.

· To ensure that processes used by the Council are clear, fit for purpose and efficient to maximise the deployment of resources.

· Via Service Transformation, develop whole system approaches that recognise the inter relatedness and distinct service functions that support the organisation and deliver to the customer.  

· To ensure that customer service is delivered efficiently and provides value for money.  

· To improve the customers perception of the Council 

3 Approach

3.1 Considerations

A recent review of our Information Technology by Socitim, has led members to appreciate and view the need for a change in the Council deals with it’s customers.  Understanding and meeting the needs of our customers is a real challenge. Customer interaction is happening at every Council site in a number of ways. Seasonal patterns, responses to information, leaflets, letters and promotions all impact on the generation of customer demand, it can also be used to predict it. It is vital that we establish an effective way of capturing the demand generated by customers to inform the business planning process.  

3.1.1 Consultation 

In 2002 a best value review of customer service was undertaken which led to the Council’s first steps to re-design its customer service function. Several smaller surveys and consultation exercises have been undertaken to monitor the change. More recently the Council’s Customer Service Team has been successful in the number of compliments received about individuals going that ‘extra mile’.  It is evident that customers are satisfied with the service provided by the Customer Service Team at Marmion House.

Currently we have a picture of customer interactions, feedback and consultation information available to us. (Appendix 1) whilst not a complete picture, gives an indication of access channel usage, customer’s preferred access channel, the current picture in relation to volumes, and their feedback in relation to the team of Customer Service officers at Marmion House.

The future will see the Customer Service function taking an active role in the consultation exercises undertaken by Tamworth Borough Council. 

3.1.2 Business Transformation

The Service Transformation Team has been created out of the need for the Council to carry out reviews to build capacity and capability within teams using a systems thinking approach.  

The valuable information obtained, allows the ease of conscious decision making about how customer demand can be met, efficiently processed, and ensure our aspirations for customer service are met. 

The methodology used (Vanguard), builds systems from the customer’s point of view. Historically processes have been built around legislation, which has led to cumbersome processes with little value in delivery to the customer.  The aim is to achieve measurable efficiencies in processes and ensure a quality service that is designed with the customer at the heart.  A total systems thinking approach to service delivery will ensure that those interdependencies created by processes and teams are joined where necessary, and resourced effectively.     

3.1.3 Transformational Agenda

A key theme of national agendas is the need for change and the provision of seamless government. Underpinning this is the ability to understand our citizen/customer needs and meet them effectively, wherever they access government services.

This ethos is advocated in the Strong and Prosperous Communities White Paper, Transformational Government Strategy issued by the Cabinet Office and the conclusions from the Varney Report. All of these national documents describe a vision of service delivery based on customer need, not governmental hierarchy.  Where information is presented in an accessible way and services can be accessed simply and efficiently, without the need for customers to navigate various departments, call centres and bureaucracies before having their needs met.

Obviously for this vision to become reality many barriers must be broken down within government activities and the correct tools must be in place to support it.

3.1.4 Other considerations

The Charter Mark is a quality standard set by Government for the measurement of excellence in Customer Service.  These standards are currently under review, but it is envisaged that in the future Tamworth Borough Council will seek to obtain the Charter Mark accreditation, this strategy has been designed to aid it’s achievement.   

3.1.5 The Contact Council

Cabinet Office as a result of Transformational Government and the Varney report has set up Contact Council that will have oversight of all customer contact in public sectors.  The future will see this Council setting a mid to long term vision for Customer Contact, this document will therefore be fluid enough to not only recognise changes at a local level, but also at a national level. 

3.2 Responsibility

Customer service is everyone’s responsibility.  All of our business processes must support the delivery of effective services. Whilst the ethos of this strategy is to encompass Customer Service as an extension of all teams, in the deployment of this strategy, front-end customer service will become a distinct function of Tamworth Borough Council, servicing back office teams with clearly defined process handoffs, data, and feedback on customer management undertaken on their behalf.  

4 Deployment

This strategy is the responsibility of the Customer Service Manager under the direction of Corporate Management Team. 

This is a corporate strategy and must apply in all areas unless Corporate Management Team or Cabinet has given separate, specific approval for alternative arrangements.

4.1 Access to services

Ensuring accessible services for all customers is a key aspect of this strategy.

Whilst technology and infrastructure provide part of the solution, the fundamental basis for ensuring accessibility is to understand our customer’s needs and view our services from their point of view. The Council does not have a full view of its customers; it does not deploy the right technology to support this need. This will be addressed within this strategy.  It is essential for business planning purposes that the Council fully understands the demand it generates, the demand it deals with and the impact of the demographics of our customers a well as the impact of our demographics.  Council records show that almost one million customer interactions are dealt with via all access channels each year. It is possible that this amount is under-reported. An evaluation of our access channels demonstrates that 28% of contact is face-to-face, 28% via the telephone and 44% via the website.  It is also evident that customers wish to contact the Council outside of normal operating hours.

The Council should not restrict the services it provides by the customer service function, partnership working is paramount when delivering local services to our local community.  Therefore this Strategy will have far reaching implications for those who wish to be our partners.  

4.2 Corporate Standards

4.2.1 First Time Resolution

Our customers should expect that at least 8 out of 10 times they will get the service/information they need from us at their first point of contact, whether this is via phone, e-mail, internet or in person. 

It is our aim to ensure first time resolution on all possible enquiries and a swift transfer to a specialist officer where appropriate.

4.2.2 Corporate Standards

Customers should also expect that they would receive specific services in line with the published Quality Promises. Standards will be published appropriately to enable the management of customer’s expectations. They will be built into all processes within the Council, and they will be confirmed to customers when requesting services irrelevant of access channel.  

4.3 Training

All dedicated front-line staff must undertake the following training.

4.3.1 Diversity and Equality

To understand the needs of all customers and ensure equal access to services. This training should also include dealing with partially sighted, hearing impaired and customers with limited mobility. Where appropriate front line staff should learn basic British Sign Language. 

4.3.2 Dealing with Sensitive Issues

To deal with customers in need of special care, such as bereaved, homeless or for whom English is not their first language.

4.3.3 Technology to support the Customer Service function. 

To be able to operate, record and update all systems to support the delivery of Customer Service. 

4.3.4 Customer Service – NVQ Level 2/3/4

This is an essential part of our approach to Customer Service. Meeting the challenge of rising customer expectations we must continually improve and recognise the crucial role of customer facing staff.

Providing a structure to their training and ongoing development with a nationally recognised qualification gives staff confidence and customers a better experience. It also demonstrates clearly to the rest of the organisation how important the customer-facing role is. It will help raise and sustain the pace of cultural change by providing clear standards for performance and professionalism.

Succession planning in the Customer Service Team will be available for those staff who have the ability to progress and want to take a more senior role when they become available; NVQ level 3 and 4 will be one of the enablers to achieve this.

4.3.5 Handling Aggression

Customers can often get frustrated when they perceive they are not getting the answer or the right service from the Council.  All front line staff must be trained to deal with aggression, recognise body language and know that the Council will fully support them in the event of an incident.   

4.3.6 Seeing Customer Service through to the delivery of the service 

All customer Service staff will see how the professionals deliver the service. This will be done in the form of mentors in each service unit. This will provide a more rounded and personal knowledge for each member of staff.  Likewise service delivery staff will be encouraged to spend a day with the customer service staff to appreciate the work carried out by our dedicated from line teams.     

4.3.7 Complaints training

As part of our first time resolution philosophy, we also mean dealing with a complaint.  Staff will be trained around the complaint process for Tamworth Borough Council (Tell Us ) and will be aim to resolve complaints before a more formal route is taken.   

4.3.8 Health and Safety Training

Health and Safety for staff and customers is paramount, staff will be well educated about their responsibility in relation to health and safety. 

Procedures and the skills to deal with incidents such as bomb threats will be undertaken and reviewed on a regular basis.    

4.3.9 Self management of stress/stress management training

Due to nature of the environment we are in, front line duties can be very stressful.  It is therefore intended that staff will be trained to self manage stress to give staff the appropriate coping skills.

4.3.10 Other Considerations

The delivery of Corporate Standards will be included in the Corporate Induction.

All publications, promotions and mail shots will be communicated to the Customer Service Team to ensure the adequate resource of the front line.

The good work carried out by Tamworth Borough Council will be promoted effectively via a dedicated area in the Integrated Customer Management Centre at Marmion House, and will be designed to support the corporate priorities, outcomes and objectives.

4.4 Enablers

An evaluation has been carried out relating to the enablers required to support the vision of this strategy.  It is clear that no one single solution is able to support the complex environment of a Local Authority, therefore a number of approaches and systems are required to deliver this approach to Customer Service.

4.4.1 Re-design/set up of the Integrated Contact Management Centre.

Customers will feel more welcomed and informed with the re-design of the Customer Service area of Marmion House.  The design will be built around customer requirements such as the need for more privacy when making their initial enquiries, and also the need to have more staff available to deal with walk in customers as we look to provide a more in-depth service.  The new design will support the need of a more effective and efficient management of resource to deliver the service.  Telephony contact and other access channels will all be in one place, supported by a generic team to deliver the same service irrelevant of access channel.  Home working will also enable the delivery of more efficient means of providing customer service.   

4.4.2 Customer Relationship Management (CRM) 

The Customer Relationship Management system provides a technological solution to  

· Capture customer requests

· Access to services, by underpinning other technology such as the website

· Support the ability to view each customer and manage their relationship with us with appropriate information on all of the services they use

· Provide the platform to deliver services in a more “joined-up” and effective way.   

The CRM system itself is not a panacea and must still be supported by clear processes, communication between services, and effective knowledge management.

4.4.3 Electronic Document Management System (EDRMS)

A document management system (EDRM) is also required to enable- 

· The capture customer requests

· Access to services

· The ability to view each customer and manage their relationship with us with appropriate information on all of the services they use

· The provision of a platform to deliver services in a more “joined-up” and effective way

· All correspondence to be stored electronically and supporting processes to be managed effectively such as freedom of information requests

· The creation of efficiencies and eliminate paper work

· Nearly all processes within the Council (and some that are not) to be developed on the system using workflow.

· Support the Website with Customer self service

The creation of a ‘golden record’ for all customer contact is a realistic goal, as is continuity and consistency in approach.  The effective management of information and the ability to have a whole system approach to all documents and information generated by the organisation is achievable. 

4.4.4 Telephony 

A new telephony system is required to support the customer service vision.  The system required will lead to the number of lines and numbers in operation being reduced.  Currently in place is a managed service, and is one of the most expensive types of telephony provision on the market.  New telephony is required to take Tamworth Borough Council out an antiquated system, service and contract to one that is information rich, operationally rich and fit for purpose now and in the future.  

The will need to integrate to the CRM and EDRM as well as one with the traditional types of user requirements such as transferring calls, group conferencing and provide valuable management information.  The telephony market is moving away from the managed system we have in place to those centred around the “multi-media call” by using the telephony infrastructure to support other communication techniques.  IP (information provider) telephony is based around an organisation’s IP network, sharing infrastructure such as inter-site links and internal network cabling with other applications including data (PC), CCTV and videoconferencing.  Using a single cabling system considerably reduces cost and management overheads.  

4.4.5 Website (Content Management System)

A content Management system is a fundamental tool to enable our approach to customer service delivery, providing customer service officer’s detailed information about services.  It will underpin all we want to provide to our customers, giving staff the knowledge whilst supporting the CRM and EDRMS allowing our customers an information rich, interactive service twenty four hours a day, seven days a week.

4.4.6 Property Database
To underpin all of the above systems, a corporate property database is required to enable the delivery of both citizen and business golden records.  It also provides the platform for future ventures via the Staffordshire Connects Partnership such as the single business account.

4.5 Working with others

The Staffordshire Connects Partnership is a vehicle to adopt shared service across the region of Staffordshire. Tamworth has been a significant influence in establishing the strategy for the partnership.  More recently we have reviewed the effectiveness of the partnership and the CRM procured as the vehicle to delivery the partnership vision. The evaluation found that the partnership is a valuable vehicle to enable shared services, and has the potential for longer-term strategy delivery. The caveat to this is the LG45CRM is the tool to enable delivery. This technology is both difficult to develop and cumbersome to use.  However it would be worthless continuing within the Partnership without buy-in to the CRM, one is no use without the other.
Whilst it is important that we recognise the needs and expectations of our customers in relation to the services we deliver; the modernising agenda also emphasises the need for a seamless approach to service delivery from all Government Agencies and supporting organisations, working to improve the local area, and the delivery of services locally.

The work of the Local Strategic Partnership and the LAA will also continue to develop and share learning, information and expertise to deliver joined-up services and improve the quality of life for those living and working in Tamworth. Our customers often find it confusing to distinguish which organisation does what, they should not have to worry about which part of Government provides a particular service, the clear aim is to deliver these services locally to our local community.  Tamworth Borough Council will look to deliver services locally to the local community.  

4.6 Feedback

Feedback from our customers is essential in the continuous improvement of our services and the effectiveness of this strategy.

4.6.1 Customer Demand

The primary method of feedback we have from our customers is their demand. Management information about the number of requests we receive and analysis about what they mean and how these are dealt with will help to ensure that the services are tailored to meet customer needs and expectations. To this end, and to ensure this information is used and of importance, the ‘tools’ detailed above will be the enabler to obtain and assess this information. This will help us design our services in the future.

4.6.2 Tell Us Scheme

The Tell Us scheme is another regular and direct method of feedback. Forms are available at all Council venues and interactive forms are on the Internet for customers to fill in, and the intranet for employees to complete on their behalf. Tell Us issues are co-ordinated and monitored corporately to ensure response and to analyse trends. It is the ambition of the Council to use this information more effectively to demonstrate that we value and learn from feedback information. 

4.6.3 Surveys

We have markers as to how we currently perform, in the future we will be able to measure any increases in performance. An Annual Customer Satisfaction Survey is required to measure progress of the strategy. This should be broadly based on the questions included in the Best Value General Satisfaction Survey, which is conducted every 3 years, and the main objectives of this strategy.

Exit Surveys are also conducted from time to time with customers leaving Council venues to track progress. As are mystery shopper surveys.

As part of the deployment of this strategy it will be necessary to conduct focus groups and specific surveys to explore issues raised. These consultations will be conducted in line with best practice.

5 Assessment & Review

It is envisaged that regular updates to all managers, CMT and Cabinet will be given in relation to improvement, measurable efficiency, and culture change and customer satisfaction.  Also, all business planning should take into consideration the demand analysis from the customer service function.  Changes to process and service should be made when demand is captured to reflect problems within service areas. Again this should be reported and demonstrate a learning organisation.

5.1 Performance Indicators

Demand levels – by channel, by service type

Resolution rates – by channel, by service type – Target of at least 80%

Response times – by method – see standards

Customer Satisfaction Level – by survey, measure welcome/greeting, wait time, efficiency of assistant dealing with enquiry, satisfaction with interaction and delivery of service, first time resolution.

Monthly reporting on all dedicated channels, to all staff will be delivered.

Real-time supervision of response times/wait times and abandonment rates to ensure adequate staffing to meet demand. 

Efficiency in processes, and improved service delivery will also be reported to demonstrate improvement of the organisation of both the front and back office.  

Demonstration of learning and change as a result of feedback.

5.2 Ongoing Development

This document is fluid and will be updated and amended as necessary as the customer service function develops. 







Tracey Yeomans 


Head of Customer Service 


Tamworth Borough Council 
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