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During 2006, Local Government East Midlands (LGEM) and rol Solutions Ltd (rol) jointly ran a
series of workshops and seminars aimed at taking local authorities through the then newly
published Customer Service e-Service Delivery Standards (CSeSDS). These standards are
part of a national programme which provides efficiency benchmarks and best practice guidance
across a number of local government service areas.

Around thirty East Midlands authorities participated in these events, and contributed to an
informative discussion regarding the challenges and priorities associated with working towards
the CSeSDS. A detailed report on the issues that emerged from the workshops is available
from rol or LGEM,; the issues raised can be summarised as:

* Managing the cultural change and wider organisational buy in;

e The need for customer services to be a corporate function;

» Ensuring the customer services agenda is a corporate priority;

»  Staff capacity issues including the internal skills to manage such projects;
e Lack of management information.

In the area of management information, it was clear that a consistent approach to measuring,
baselining and benchmarking customer service performance was a key requirement for any
local authority seeking to adopt the NeSDS, or otherwise improve customer focus in its service
delivery. It was this need that acted as the initial driver for the GovMetric project.
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The original objective of the GovMetric project was to develop a service for local authorities that
would:

» Consistently and continuously measure customer satisfaction across all channels and
services;

» Enable baselining and benchmarking of services within and between local authorities;

» Provide accurate and usable management information that could be used to help
shape service improvement;

» Meet many of the requirements of the CSeSDS (a separate document describing how
GovMetric specifically contributes to the CSeSDS is available from rol).

rol approached a number of local authorities in the East Midlands and quickly established a
group of six councils who were keen to be part of the pilot project. These are:

e Charnwood Borough Council

» East Lindsey District Council

» East Northamptonshire District Council
e Harborough District Council

» Lincolnshire County Council

»  South Holland District Council




LGEM have also provided input into the pilot programme.

The pilot project commenced in the spring of 2006, and the first phase is scheduled to run until
March 31% 2007. The key objectives in the first phase of the pilot are to:

» Develop a methodology for measuring customer satisfaction consistently and
continuously across all access channels and service areas;

» Develop a practical, robust solution to achieve this and roll it out across the pilot
authorities;

» Establish a user group to share knowledge and drive further development of the
solution;

» Develop techniques to encourage regular and sustainable use of the service by staff
and customers;

« Understand how the resulting management information could be used to shape service
improvement initiatives, and to raise the corporate positioning of customer services;

« Understand how these outputs and findings could benefit the wider public sector.

Methodology

Central to the GovMetric methodology are the questions that are used to capture customer
feedback. One of the first activities was the design of a set of questions that could be used
across every access channel in a consistent manner, and that was also simple enough to
encourage high levels of customer participation.

From the outset, it was recognised that the GovMetric approach should align with existing best
practice principles where appropriate, such as MORI, SERVQUAL and CMT. However, these
approaches are geared towards detailed customer surveys of relatively small sample groups.

In contrast, the objective of the GovMetric approach is to capture high level feedback from as
many customers as possible, in order to provide a robust barometric view of customer
perception of the service. This led the GovMetric user group to develop a new, simple three-
step question set which asks the customer:

*  Which service they used;
*  Whether they perceived it to be Good, Acceptable or Poor;
* Inthe case of a Poor rating, the reason why.

The key satisfaction drivers described by MORI, SERVQUAL and CMT were used in designing
the choices available to the user when categorising a poor experience.




The first version of the question set was agreed in summer 2006 and is currently in use across
all of the pilot councils. At the end of the first phase of the pilot, the findings will be reviewed
and the question set will be refined as appropriate.

Solution development and roll out

rol has developed a set of interfaces to capture customer feedback from the three primary
access channels. For the face to face channel, this is achieved using a simple, intuitive, yet
highly robust touch screen device. For the telephone, the customer is guided though the same
set of questions using a straightforward IVR script, and on the web, a standard piece of HTML
code can be inserted into the appropriate pages of the council website to display simple
feedback buttons.

Because the service measures the volume of transactions as well as capturing qualitative
feedback, rol has also developed adapters which receive volumetric data from existing systems
such as CRM, queuing systems, telephony systems and web logs.

Finally, rol has developed a web based reporting tool which delivers useful, easy to interpret
reporting on the GovMetric data.
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Take up

Further increasing the take-up of the service by customers has been an area of focus in recent
months. Much work has been done on ensuring that the interfaces are intuitive and easily
accessible. At the same time, rol has worked with the pilot authorities to ensure that the
GovMetric service is effectively promoted to customers by the council and its staff. Initial results
indicate that with the right approach, take up rates of 10-20% are achievable on all channels.




The next challenge will be in educating customers that giving this type of feedback is a
continuous rather than one-off activity.

The first phase of the pilot will not conclude until the end of March 2007, but the early
indications are that it has been very successful:

e There has been consensus amongst the pilot authorities on the methodology and the
design of the question set;

» The technical platform is robust and stable;

e Customers have demonstrated they are willing and able to provide feedback using the
service;

* There is universal recognition amongst the pilot authorities that the data from
GovMetric will be highly useful in shaping service improvement initiatives, and raising
the corporate positioning of customer services.

The emphasis of the first phase of the pilot was to successfully establish the GovMetric service,
with later phases being concerned with analysing the results and applying them to service
improvement. However, even at this early stage of the project, a number of interesting
observations have been made concerning the data from GovMetric:

» Front office / back office re-engineering seems to have a positive effect in terms of
customer service, with higher levels of customer satisfaction being recorded for
services which are fulfilled by the front office.
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Customer satisfaction with accessing information and services via local authority
websites is significantly lower than with the face to face and telephone channels,
despite the many of the pilot authorities having what would generally be considered
“good” websites. Specifically, large numbers of customers are reporting that they are
unable to find the information they need online. This is clearly a major barrier to
successful channel shift.

Example of the GovMetric satisfaction by channel report

Exploring this issue further, there is evidence that new silos may be emerging around
access channels. Many customer services managers are not adequately involved in the
management and performance of the website, generally because of organisational
barriers.
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The second phase of the pilot commences on 1* April 2007. The key objectives in the second
phase of the pilot will be to:

Brief customer service networks in other regions;

Establish GovMetric pilot groups in other regions;

Develop a benchmarking capability in accordance with the requirements of the pilot
groups;

Feed the evolving methodology, best practice and lessons learnt from the pilot into
national initiatives and programmes;

Continue to focus on the customer take up, developing communication and
engagement programmes that educate customers about their right and responsibility to
provide continuous feed back.



