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	EXECUTIVE SUMMARY:
	The report provides details of the rationale for establishing a stand alone call centre. This call centre will operate from the Swinton Neighbourhood Housing Office and will deal with all Neighbourhood based housing enquiries ( excluding repairs). The aim of the call centre is to provide customers with a completion to their enquiry in at least 80% of cases. In addition to improving call resolution there are clear service standards being developed to compliment the introduction of the call centre and to measure the quality of the service provided. The call centre will also free up resources to enable more intensive tenancy and estate management.


	IMPLICATIONS:
	

	CONSULTATION:
	There are no consultation implications contained within the report

	FINANCE AND VFM:
	Full details of set up & ongoing costs will be covered in the body of the report

	RISK:
	There are financial risks associated with the capital outlay of the telephone system to be set up as these are still subject to site surveys.
There are also risks in terms of the companies ability to meet Audit Commission recommendations if the Call centre aims and objectives are not met.



	LEGAL:
	There are no legal implications arising from this report.

	PERSONNEL:
	The details of the report and the location of the call centre directly affect 10 full time staff

	ENVIRONMENTAL:
	There are no environmental issues arising from this report

	EQUALITIES/DIVERSITY:
	There are no equalities and diversity implications arising from this report.


	1. Background and Context

The proposed consolidation of the telephone answering service which has now evolved into a stand alone Customer Contact Centre should be seen within the context of the overall aims and subsequent outcomes of the Corporate Service Review which was carried out by the Board in early 2007.

A significant part of this review was carried out using a systems thinking approach in consultation with customers, staff, members and partners. This consultation included workshops which both involved and uninvolved customers from cross section of the community, workshops at Area Housing Panels and discussions with members through the Area Assembly structure.

Systems thinking are a way of identifying waste and inefficiency with business process. It is seen as part of the Audit Commission and Government efficiency agenda and drive for VFM in service delivery. It was decided to be suitable for use in the service review project following pilots across the country as the process places customer need at the heart of the approach.

The central vision that set the context of the service review was defined within the themes of Excellence in Communities and Excellence in Services. These themes included:

I. Excellence in Communities

· Cleaner, greener estates

· Community safety

· Prevention and addressing anti-social behaviour

· Engagement with communities

· Support for vulnerable customers

· More intensive housing management.

This theme was subsequently defined in terms of the impact on functions, focus and structures:

· Staff engage fully with local initiatives, seeking opportunities to drive forward local agendas

· Tenant participation that goes beyond TARAs leading to more local community engagement 

· More influence in Safer Neighbourhood Teams

· More visible services out in Neighbourhoods

· Tenancy Management given more profile via more intensive housing management

II. Excellence in Services

This theme was seen to include excellence in customer service and excellence in performance in key areas to maximise value for money to free up time and resources to reinvest into front line services.

This theme was subsequently defined in terms of functions and structures as follows:

· Services delivered in the most efficient and consistent manner

· Functions or parts of functions consolidated where this enables better process and improved value for money

· Clarity about what needs to be delivered locally

· Customers get consistent service standards

· Customers can get 80% of enquiries dealt with by dedicated customer service staff at first point of contact

· Extended services in fewer points of presence

The Corporate Service Review included a series of separate and interlinked projects, which were carried out within the context of the vision of excellence in Services and within communities.

The Customer Services Review, in particular, focused on:

· Applying processes consistently

· Mechanisms to achieve a full response to 80% of customers at first visit/ contact.

· Review of service standards

· A review of in person and telephone enquiry services

· VFM in customer service delivery

A key outcome of this service review was the introduction of Customer Service Assistants (CSA’s) into each of the Neighbourhood based teams. In addition to being a fundamental mechanism for meeting aims of the Customer Service Review, CSA’s were seen as vital in terms of freeing up ‘office based’ housing officers to be able to drive forward the excellence in communities agenda. There was an initial expectation that CSA’s would be introduced to manage both in person and telephone enquiries. However, despite the introduction of CSA’s been achieved within the context of an overall efficiency saving of £190,000, the overall financial pressures being experienced by the company at the time meant it was not possible to recruit the full number of CSA’s required to staff both in person and telephone services.  However, the consolidated telephone which was envisaged at that time did not involve a fully operational ‘call centre’ just a pooling of existing telephone lines to a team of trained CSA’s

During the process of carrying out the Customer Service Review, options and the cost of entering into a partnership arrangement with RBT were explored. Unfortunately a cost of £250,000 was quoted for the initial management and establishment cost for the existing RBT contact centre to expand to take all 2010 enquiries.

In May 2008, resources were made available for service improvements due to a projected under spend on the Housing Management accounts. A Business Improvement Proposal (BIP) was subsequently approved for the recruitment of a team of additional CSA’s to staff a ‘mini’ call centre.

2. Project objectives and scope

The project group is established to:

· Determine a central point for customer contact.

· Determine the staffing resources required to deliver the project in short, medium & longer term; including contingency plan to cover annual leave/LTS.

· Develop processes to ensure resolution to queries & informal complaints.

· Determine budget for staff & set up costs involved for current year.

· Determine budget requirements for next financial year.

· Develop & Deliver training plans with trainers, ensuring competency based testing for all CSA’s.

Scope of the Service

It is envisaged that the revised telephone service will operate as follows:

· Through the introduction of one ‘Golden’ number for all Housing enquiries (Audit Commission enquiry).

· Handle all public enquiries with the exception of repair requests.

· Operate within the hours of 8.30am – 5.30pm (NB calls out of hours will continue to be managed through the councils out of hours emergency service).

· Continue to operate on a local rate telephone number as agreed following consultation through a Borough Wide Forum and through Area Panels.

· Be operated by CSA’s who will be trained to deal with 80% of enquiries.

· Be implemented on a phased basis initially with the use of intranet based scripts and specialist processes.

· Be rolled out over a three month period and inline with the revised IT strategy will introduce a CRM system when a suitable model has been identified and a resource made available.

Objectives of the service

The overall objectives of introducing the consolidated telephone service through a ‘mini’ call centre are:

· To improve satisfaction with call handling based on a baseline of results of the STATUS survey, reality checks carried out by HQN, Audit Commission and the Service Improvement team.

· Improve the performance management of call handling and in particular abandon rates and response times

· Ensure a consistent approach to customer service across the company

· Provide a resource to free up Neighbourhood based staff to concentrate on more proactive tenancy and estate management resources

· Ensure that the service links to and is incorporated into other company wide strategies (e.g. IT)

Anticipated Outcomes

A    Increased satisfaction with the telephone service as follows:
· Improve overall satisfaction with the ability to access the right person from 78% to 85% by April 2010

· Improve satisfaction with the ability to access the right person for rent enquiries from 62% to 80% by April 2010

· Improve satisfaction with the ability to access the right person for calls about transfers and mutual exchanges from 58% to 75% by April 2010

· Improve overall satisfaction with the final outcome of a telephone enquiry from 71% to 80% by April 2010

NB it should be noted that these targets will be updated when the results of the recent survey have been validated.

B.   Increase telephone usage from 74% to 80%

C.   Achieve an overall target of 80% of enquiries dealt with at the first point of contact. This can be broken down further as follows:

· Income Management 82% (defined as enquiries up to and including 1st agreement and 6 weeks rent)

· Allocations and lettings 75%

· Tenancy and estate management 82%

D.   Ensure Telephones are answered within 7 rings (18 seconds) for 90% of calls

E.   Release resources to enable Neighbourhood based staff to improve performance across a range of key indicators and in particular:

· Visit all tenancies where a breach of tenancy is reported within 5 days 95% of cases

· Carry out tenancy verification checks to 90% of customers by 2010

· We will carry out estate walkabouts every six weeks

· We will inspect 95% of garage sites and communal areas once a month

· Carry out an Estate Action Week in each Neighbourhood team at least every six weeks

· Establish an ‘early day’ team for early intervention and prevention on income management

· Introduce a dedicated resource to carry out accompanied viewings and sign ups

· Ensure no active anti-social behaviour case receives no activity for more than four weeks

F.    Enable improved performance of asbestos survey process through additional freed up resources.

3. Staffing

In order to determine staffing levels and shift patterns, call traffic data has been recently collated from a number neighbourhood offices. In addition, historical data available from those offices served by BT lines has assisted in helping determine staffing levels.

The following table indicates the average number of transactions per week that can be delivered by a specific number of FTE staff, however it should be noted that certain assumptions have been made:-

· The service will operate 8:30am to 17:30pm Monday to Friday.

· Call durations are based upon benchmarking within other ALMO’s, providing a similar simple process operation. (450 Seconds Average Handling Time).

· Call volumes are consistent for all neighbourhood offices pro rota to the number of customers served.

· Inbound call traffic is not as high on Fridays

These figures are only to give an indication of the size of the service and will need to be recalculated based on actual findings during the planned phase implementation.

Call volumes per week

Required FTE

2279

9

3741

15

4887

20

7482

30

In order to provide ongoing customer contact, shift patterns will need to be alternated for the 9 agents, ensuring the call centre is managed effectively.  The 2 proposed shift patterns are as follows:

Monday – Thursday

08:30 - 17:00 x 5 CSA’s

09:00 - 17:30 x 4 CSA’s

Friday Only

08:30 - 16:30 x 5 CSA’s

09:30 - 17:30 x 4 CSA’s

The above figures equate to 8 calls per hour per agent and incorporate shrinkage of 14.2%, to allow for holidays or sickness.  In terms of the size of the Contact Centre team, this equates to 1 FTE.  In the event that staffing levels fall below this a contingency plan will be implemented, allowing the call centre to utilise CSA’s from the Neighbourhood Offices.  It should be noted that the current establishment of CSAs includes 2 CSAs who previously worked from the former East Herringthorpe Neighbourhood office.  Consequently, there is capacity to transfer additional CSA resources into the Contact Centre without affecting front line service delivery across the Neighbourhood teams.

A robust training schedule has been developed for the Contact Centre & Neighbourhood Office CSA’s to provide consistency & deliver the anticipated outcomes. 

4. IT & Telephony
CSA’s will have access to the same systems as Neighbourhood Office CSA’s, typically Anite, OHMS, ROCC & Siebel with full training to be incorporated in the proposed induction course.  It will be necessary to transfer some Siebel licenses from previous users prior to purchasing new licences.  Siebel is a CRM system and therefore an online knowledge base can be built by adding scripts and processes for the CSA’s to utilise. This will assist the call centre in achieving the 80% target.

Stringent monitoring via the new telephony system will identify the volumes of calls being answered within service, volumes transferred & types of calls.  

5.  Project Organisation and Approach

It is proposed that the call centre be introduced on a phased basis from April 2009 as set out in the revised project plan. The call centre will be incrementally introduced across each of 3 Neighbourhood teams over a six-week period. Existing telephone lines will initially be redirected into the new Golden number. However, a publicity campaign will be built into the project plan to ensure maximum take up of the golden number. It is envisaged the existing numbers will be phased out over 6 month of the call centre go live date.

6.  Finance & VFM

The table below is indicative of initial outlay costs together with ongoing running costs of the two options for the call centre.

Option 1

Option 2

Swinton

Bailey House - Managed Environment

 

Initial Set up Costs

£17,413.76

 

Initial Set up Costs

£10,000.00

 

PC Costs

£10,500.00

 

PC Costs

£15,000.00

 

 

£27,913.76

 

 

£25,000.00

 

 

 

 

 

 

 

Ongoing Costs

 

 

Ongoing Costs

 

 

Licenses

£1,350.00

 

Licenses

£1,350.00

 

Telephony Maintenance

£1,010.12

 

Telephony Maintenance

£31,500.00

 

PC Support

£5,820.00

 

PC Support

£5,820.00

 

General Office Exp

£1,200.00

 

General Office Exp

£1,200.00

 

Line Rentals

£5,852.00

 

Line Rentals

£0.00

 

Email & Internet Usage

£296.64

 

Email & Internet Usage

£296.64

 

Outbound call costs** 

£8,299.00

 

Outbound call costs

£0.00

 

Staffing

£216,210.00

 

Staffing

£216,210.00

 

 

£240,037.76

 

 

£256,376.64

 

 

 

 

 

 

 

**based on 20% of estimated calls per week

 

 

Assumptions relating to types of cabling have been made when quoting initial set up costs for Swinton therefore this cost may increase following a site survey.  

The ongoing staffing and revenue costs for the operation of the call centre are being built into the base budget exercise currently being carried out for 2009/10. There is an identified budget of £14,000 for IT improvements which can be supplemented by virement of £15,000 from under spent call centre staffing to fund the set up costs during the current financial year.

Following provisional approval from EMT to locate the Contact Centre at Swinton, a compliance matrix will need completing to support the recommendation.  It is now anticipated that the Contact Centre will be operational on the 9th April, 2009 and the project plan has subsequently been amended to reflect this.

7.  Review of project plan

Key Points on progress:
· The original Project Plan has since been updated following the provisional approval from EMT & the ‘go live’ date for the call centre to be implemented has subsequently moved to 15/04/09.  (appendix A)

· Golden Number has been reserved with Tele-west.

· ATC Solutions have been invited to a meeting on 29/01/09 to discuss delivery of telephony systems in line with project plan & arrange a site survey at Swinton. 

· Call Standards created for quality monitoring purposes. (appendix B & C)

· Call standards guidelines created for CSA’s. (appendix D)

· Quality Calibration process flow & database created. (appendix E & F)
· Productivity Report created.

· Individual objectives created to ensure delivery of overall targets.

· Call Centre scope, objectives and anticipated outcomes has been passed to Communications & Marketing team to post on internal internet.
· Process guides/procedures have already been developed – testing to commence late January with a view to modify where necessary prior to roll out of training.

· Comprehensive training schedule created & distributed to managers for confirmation of suitability/fit for purpose. (appendix G)
· Training venue agreed & confirmed.

· Budget reviewed and passed for approval.

· Advance notification of Golden Number to be publicised around the borough via the Communications & Marketing team.
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