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Access & Customer Care Strategy

Journey to Excellence 2015/2019
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“Making a difference”
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Introduction:

The 2012/2015 Access & Customer Care Strategy has been completed with the establishment of the
customer service centre and partnership working with Suffolk Libraries, to enable a joined up approach
for the customer through area based working.

Customer expectations are continuing to increase especially due to changes in social media, the use of
new technologies such as tablets and smart phones, the continuing challenging economic environment
and other changes such as Welfare Reform.

More and more people are using the internet to purchase goods and services, and the Government is also
pushing the ‘digital by default’ agenda for those people needing to access public services. This presents
an opportunity for the Partnership to improve customer access and reduce costs.

The 2015/2019 Access & Customer Care Customer Journey to Excellence Strategy (CSJES) outlines the
strategic aims for the Partnerships approach to customer service taking into account the continuing
challenging financial environment but also the opportunities available through advancements in
technology and making more use of systems that have already been invested in.

The CSJES supports the objectives set out in the Partnerships East Suffolk Business Plan 2015-2023.

Councillor TJ Haworth-Culf Councillor Frank Mortimer
Cabinet Member for Customers, Communities & Leisure Cabinet Member for Customer Service &
Suffolk Coastal District Council Communities, Waveney District Council
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2015...What people say:

CSIJES has been developed through the following:

Strategic consultation with Cabinet Members for Customer Service and Strategic Management
Team on the purpose and strategic direction for customer service across the Partnership

PESTLE and extended SWOT analysis

Learning identified from other organisations; looking at models of customer service delivery

Staff engagement and consultation events

Real world...

“Its quite
frustrating that |
can’t sort out my

car parking permit
online in this day

“There is never
enough staff on
the front desk on
Mondays to help
and | always have

“I had three
questions and had
to talk to three
different people”

“We need to start

“Customer services

and age!” to queue” Customer
Customer Customer
V L L

“We could give our
customers such a
better service if
the websites were
better to enable
more to be done
online”
Councillor

N

Missed
Opportunities

“This is the 3 time
| have phoned; |
just want to know
what's going on”
Customer

“There is more we
could do for
customers instead
of just passing calls
on to other teams”
Customer Service
Advisor

Inefficient

N

Ineffective

making the saved my team so
website and much time..it
channel shift a made a real
priority” difference”
Councillor Member of CMT
L L
“We do well

“I want customer
services to go
above and beyond
for customers”
CEO

Opportunities

running Council
services for other
departments”
Customer Contact
Assistant

Efficiencies

”It’s not the strongest of species that survives...but the most responsive to change”

(C.Darwin)
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Purpose for Customer Service:
The purpose of Customer Service at Suffolk Coastal District and Waveney District Council is to...

“Provide exceptional, consistent and holistic customer service by acting as an advocate for our
customers, meeting their expectations with empathy and promptly resolving their query to its end the
first time, every time.”

Underneath this purpose there are five principles which will enable this to happen:

1. To resolve, signpost or enable our customers to self-serve easily

2. To facilitate the delivery of council services, information, signposting, advice and dispute resolution to

all customers both internal and external, via multiple channels

To inform customers (current and potential) of Council services in the most effective way possible

4. To provide customers with a central, consistent, accurate and holistic service at the first point of
contact

5. To enable the partnership to achieve efficiencies by using customer services to support business areas
and free up resources

w

Strategic Aims:

The CSJES has five strategic aims, which will ensure that customer access to services is easy, ways of
working are efficient, advancements in technology are maximised to improve customer experience, costs
| are reduced and value for money is achieved for the taxpayer.

The five strategic aims are:

Improving customer access to services
Proactively managing customer demand
Continuously improving our performance
Making every contact count

Effective stakeholder relations

ukwnN e

“Being challenged in life is inevitable, being defeated is
optional”
(R. Crawford)
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Aim 1: Improving customer access to services

We want to achieve the best services we can with the resources that we have available. Providing
customers with easy access to services and information is a key way of helping to achieve this.

Customer access means different things to different people; some prefer face to face contact, whilst other
customers would prefer to minimise costs and will use more cost effective ways of contact, for example
via the website.

We aim for customers to be able to access services and information when it is convenient for them. This
can be achieved through maximising the advancements in technology in order to provide 24 hour a day/7
days a week electronic services.

Across the Partnership we will develop a customer first culture; which is based around enabling
customers to help themselves, considering the customer journey when processes are designed and
empowering staff to do the right thing for customers.

We will actively explore opportunities to work in partnership to achieve a ‘one Suffolk’ public sector
approach to deliver joined up services for customers.

Customer Service Centre

Aim 2: Proactively managing customer demand
Customer demand on services is likely to increase and so being able to effectively manage this will be a
priority to ensure that customer expectations are managed and resources are efficiently used through

applying effective demand management techniques.

What is demand management? Demand management is:

. Addressing mismatched expectations through changes in process and communication

. Ensuring that over-supply is reduced

. Reducing the costs associated with those who do have needs by tapping into citizen-driven
innovations; personalisation with a purpose

. Building community skills and capacity to take on more responsibility and reduce needs in the

long term — transforming the relationship with the customer

Customer Services Team will work with services across the Partnership to enable effective demand
management by ensuring that:

. Understanding the customer journey is a core element when processes and procedures are
designed or reviewed

. Valueless customer contact is identified and eliminated

. Learning is identified and implemented to ensure recurrence of problems is prevented

Draft - Version 5

Page 14



Changes in customer expectations and advancements in technology both provide opportunities for
customers to access services and information themselves — to ‘self-help’ - which also presents possibilities
for the Partnership to work more efficient and effectively, and so developing and encouraging self-service
and channel shift will be a priority.

What is channel shift? This is a strategy for moving as many customer interactions as possible to lower
cost channels, while at the same time improving customer experience.

The ‘digital by default’ agenda will be a strategic priority for the Partnership which will help improve
access services and reduce costs by maximising advancements in technology.

The Partnerships websites will become a key driver for customer transactions to free up resources and
reduce costs. All areas and levels of the Partnership will promote and enable customers to help
themselves to access services and information.

What is self-service? This is defined as ways for customers to access information and services by
themselves, without dealing directly with a member of staff.

The Partnerships websites represent huge opportunities to reduce costs and increase access to services
and information by becoming more transactional; and this will become a key priority over the coming
years, with customer services taking a leading responsibility for the development of this area.

Aim 3: Continuously improving performance

In order to provide excellent services to customers a continuous improvement culture will be established
within the Customer Service Team in order to:

° Improve services to customers by increasing capacity to do more with existing resources
. Increasing first contact resolution

. Effectively planning resources Vs demand

. Enabling channel shift

) Making evidence based/data driven decisions

) Providing a consistent, accurate and holistic service

Performance metrics will be developed to ensure that the strategy delivers measurable improvements in
service, which will be monitored through a ‘Channel Shift Dashboard’ and having indicators that ensures
that ‘day to day’ operational performance is maintained and improved.

;o S E
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Aim 4: Making every customer contact count

The challenging financial operating environment will mean that reductions in services or staff will not be
enough. Efficiency gains will also need to be identified from re-engineering operational processes.

Engagement with business process mapping to re-engineer processes will help identify more efficient
ways for the Partnership to deliver services to customers, which will be achieved by:

. Moving regular customer contact enquiries to the customer team to free up high cost resources
from across the Partnership to deal with more complex customer enquiries and interactions and
to enable a holistic service

° Identify services that can be accessed through digital methods and self-service channels and offer
this option to customers, but make this the preferred choice for customers

The Customer Service Team will act as the ‘advocate’ for customers within the Partnership and work with
other teams to ensure the customer journey reduces avoidable contact, support channel shift and
increases first contact resolution.

Working with the Partnerships Business Improvement Team, Customer Services will use a business
process re-engineering approach as outlined in appendices one and two, to identify and implement
improvements in service delivery.

Aim 5: Effective stakeholder relations

The CSJES will look to continue to build on the effective partnership working arrangements that have
already been established, especially where there are further opportunities to improve services to
customers and ensure value for money is demonstrated.

Customer consultation is a useful way of enabling the Partnership to obtain different perspectives and
insights from its customers, systematically considering the preferences and interests of customers can
add credibility to an evaluation. Without gaining customer insight, there will be a gap in the Partnerships
understanding of the various factors that influence the success or failure of a service.

=
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Customer consultation can highlight problems with services if conducted at an early stage because it
allows organisations to identify what is working well and what might need improvement. Acting on
information gathered through customer consultation can help to make organisations more effective and
efficient, benefiting both the organisation and the customer. This can lead to better services, fewer
complaints, and ultimately, improved outcomes for customers.

Gathering evidence of how well a service is doing and what difference it is making to customers provides
useful evidence for commissioning purposes, and demonstrates that the organisation is focused on

learning. A range of methods will be used to consult with customers on change that may affect them to
ensure the best decisions are made for the customer and the Partnership.

Target customer service operating model:

The target customer service operating model outlines how services will be delivered to customers
through the following channels:

Provide access to services and information:

° Via self-service methods (internet, mobile, text and phone); making this the ‘preferred choice’

. Through a single contact centre for the partnership providing a ‘one stop shop’

. Through social media (Facebook and Twitter)

. Face to face (at our chosen locations or others that may become available/subject to
demand/funding)

. In writing (email or letter)

Our customers will be offered services in a range of ways including:

. Self-service (the customer helps themselves on a 24/7 365 (24 hours a day, 7 days a week, 365
days a year basis)

° Assisted service (we enable the customer to help themselves)

. Mediated service (we help the customer)

. Signposted service (if we can’t help the customer we find someone that can)

Achieving value for money:

The National Audit Office (NAO) uses three criteria to assess the value for money of government spending
i.e. the optimal use of resources to achieve the intended outcomes:

. Economy: minimising the cost of resources used or required (inputs) — spending less;

. Efficiency: the relationship between the output from goods or services and the resources to
produce them — spending well; and

. Effectiveness: the relationship between the intended and actual results of public spending

(outcomes) — spending wisely.

The CSJES will adopt this approach to ensure value for money is achieved for the taxpayer.
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A ‘Postcard from the Future’; what difference will the strategy make?

‘Postcard from the Future’...This is a concept used to illustrate a high level description of the Partnerships future state for customer service. Its purpose is
to creatively illustrate a vision and to help keep stakeholders focused on the objectives during the duration of the strategy.

March 2019

bear 1] § Frank,

Hope you are well! Thought | would drop you
@ line to let you know the difference we have
mads...

Lots of customer enquiries are being resolved
atthe ﬁmt’poiﬂ-ta?gouwh

ninbers of customers are using the
website for doing business with the councils.

Costs have beew reduced every year.
.smyr have beew empowered to help customers
help thewselves. P

Resources have been freed up across the
councils.

Learming has been identified and changes
made following customer feedback.

Kindest regards,

parren Knight
Head of Customer Service

Ps....we have just been awarded Customer
Service Excellence Accreditation!

cabinet Members for Customer Services

Suffolk coastal and
waveney Distrist Councils

East Suffolk

in partnership
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Action plan:
The CSIJES is supported by a comprehensive service improvement plan, which is based around:

SMART objectives (Specific, Measurable, Achievable, Realistic & Time bound)
Customer and business outcomes

Level of impact

Measurement & value

=

Links to other strategies:

This strategy links with the Council’s other strategies; including:

o Corporate Business Plan

. Enabling Communities Strategy
o Communications Strategy

. Digital Transformation Strategy
Contact:

For more information contact:

Darren Knight

Head of Customer Service

01502 523330
darren.knight@eastsuffolk.gov.uk
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Appendix 1:

Customer process/transaction decision tree:

Do something?

v

NOT POSSIBLE!

No Yes:

v

Can the process/
transaction be
digital?

(i.e. self service)

V.
Yes +

v

v

DOIT
Implement
recommended
improvements

Business process
Can customer -
. re-engineer
service do some/all
of the work?
\ 4
DOIT
Yes * Move re-engineer
No process on-line
* Can the work be
Can the demand on absorbed within
service be reduced existing resources?
by improving
customer journey?
No
No Yes 3
Yes
Business process
re-engineer
Referral to Consider increasing
Executive Team resources
DOIT
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Transfer work to
customer services
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Appendix 2:

Customer Service approach to Business Process Re-engineering:

Identify
purpose of
service

Needs to be clear

A

P Business process
Process map ‘as is

» re-engineer

state
‘to be’ state

\ 4

Identify waste
or efficiency
opportunities

4 v
Identify Identify
reporting efficiencies

requirements

Link to

\ 4

What happens to
efficiencies?
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| Re-deploy all/part
> to customer i
i services

,,,,,,,,,,,,,

made i

,,,,,,,,,,,,,

where |
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Implement
‘to be’ state

Benefits realised?

Post
implementation
review
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