Think Customer - A review of front line services

1
Introduction and Context

1.1
Reforming public services: Principles into practice
"Modernising our public services is crucial to everything the Government wants to achieve for the country.


"Strong and high quality public services are essential if we are to achieve our central aim of spreading prosperity and opportunity..."

Tony Blair - The Prime Minister 2002

1.2
He went on to explain what this reform would entail, a summary is included below.

To achieve customer-focused public services, four principles are paramount:

· to set standards that really matter to the public, within a framework of clear accountability, designed to ensure that citizens have the right to high quality services wherever they live.

· These standards can only be delivered effectively by delegation to the front-line, giving responsibility and accountability for delivery, and the opportunity to design and develop services around the needs of local people.

· More flexibility is required to achieve the diversity of service provision needed to respond to the wide range of customer aspirations. This means challenging restrictive practices and reducing red tape; greater and more flexible incentives and rewards for good performance; strong leadership and management; and high quality training and development.

· Public services need to offer expanding choice for the customer. Giving people a choice about the service they can have helps ensure that services are designed around their customers. 

1.3 How can we meet the challenge? It requires among other things

· Customer Focus - moving away from the "one size fits all" approach to providing a service around the needs of the customer - patients, pupils, passengers as well as the wider general public.

· Empowering the Frontline - Promoting leadership and workforce capacity building in order to improve front line performance

1.4 This Think Customer has been initiated as part of is part of the key priorities of the Leader of the Council.  Whilst it is a tightly focussed review, it is also a key contributor to the other two priorities

· Improving public participation

· Improving the image of the City

1.5
We have already achieved considerable successes over the last few years, our call centre took its millionth call last November, and we will have collected through electronic means £1m in payments within the next month. Back office service has also demonstrated many improvements, a 4* benefits service, changes in refuse collection, integrated mental health service provision are just a few examples of this. The challenge is to develop further from these strong foundations, to meet the Prime Ministers vision that we have a service which focuses fully on our customers and is delivered with our partners, aligned through shared intent.  Now is the time that internally and externally, we all genuinely work together, rather than working alongside each other.

1.6
The Think Customer, collaborative model strongly resonates with features of the Government’s green paper “Every Child Matters” and a joint paper by the Association of Social Service Directors and LGA on the elderly, entitled “All Our Tomorrows” where greater integration and multi-disciplinary working both within Councils and with other providers in a whole system concept is called for.  

1.7
The work proposed in this paper also complements the separate paper being presented by the Director of Social Services to Cabinet, “Community & Social Services Directorate Next Steps 2003-2006”. And of course, many other examples of collaborative work are being undertaken across the City.

1.8 Key messages from a number of other related sources also reinforce the need for the Council to move forward with the work. 

1.9
Service Provider Perspective…

Whilst the existing (largely Directorate) service model has great strengths… it has significant limitations
Strengths
Limitations

· Deep functional knowledge, expertise and experience 

· Defined customer base

· Well established professionalisms 

· Clear organisation boundaries and responsibilities
· Can be fragmented when customer needs cross service boundaries

· No holistic view of customer needs hence risk of organisational blind spots
· Prioritisation and resource allocation can be made from narrow viewpoint
· No overall coherent council strategy for collaborative initiatives
· No consistent customer care standards and targets across council services

1.10
External Inspection perspective… CPA Inspectors… 2003 

· Bias towards departmental… working

·  Mixed set of standards… 

·  Need to focus on how services are developed to consistent standards

· Does not place enough emphasis on creative policy development”

· Needs to…improve the skills sets of key staff

· Need to…implement a consistent approach to performance management
1.11
These key themes provide the context and direction for the programme of work outlined in this paper.

2
AIMS AND OBJECTIVES

2.1
This document provides the overall strategic framework for a Pilot Work Programme to test the viability, risks and likely costs and benefits of a new approach to Council and Partner service delivery.

2.2
Objectives

To improve front line services through the implementation of a Collaborative Service Model both within the Council and with service partners, including necessary enabling measures, that satisfies the following 4 critical tests:
Test
Expected Results

Quality
More effective and responsive front line services based on clearer patterns of demand, their characteristics and triggers

Accessibility & Choice
Provide services at times and places convenient to Customers and in a range of different access methods

Joined-Up
More coherent, integrated and seamless services in ways that make sense to Customers within the Council and Service Partners by better clustering at the point of access and linked to centres of specialist knowledge 

Economy
Lower service transaction costs through earlier intervention and streamlined processes enabled by technology 

2.3
Scope


The work programme is aimed at direct customer facing front line services engaged in providing the first point of contact to Citizens using telephone, face to face, Internet and paper channels, and from there. examining how back office services should also be re-engineered. The scope of the programme embodies the development and implementation of the new service model and also addresses the key enablers which will be fundamental in bringing about and supporting transformation including:

· Design develop and implement pilot collaborative services

· Evaluate the pilot services to inform wider rollout  

· Develop underlying access strategy

· Develop early proposals on governance and decision making arrangements

· Develop early proposals on budget allocation process

· Develop early proposals related to future organisational structure

· Identify gaps in enabling HR and ICT services and products

2.4 
Exclusions
The scope does not include the re-engineering of ‘back office’ services, or specialisms, although within the review, some areas of back office functions will be examined in association with front line services.  An example of this is the Street Scene collaboration being led by Environmental Services and Development Services, which are discussed later in this paper.

2.5
Support and collaboration to test out the model and research / explore best practice and innovation will be provided by Manchester Business School.  Some early analysis by them has provided examples of best practice in local government and elsewhere, as well as learning points to consider.  A summary of some of these are included in this paper.  In terms of the model being developed, it is notable that key components of the collaborative service model appear to be among one of the most innovative in the UK to date.

3
The Collaborative Service Model, considerations and best practice themes
3.1
The model is built upon observation of the ways that services are and can be accessed. It shows an opportunity to create the opportunity of a hybrid organisational structure, built around clusters of customer needs at the front-end and linked into centres of specialist knowledge at the back. Thus, the organization is hybrid because it marries customer orientation with professional and service expertise. This has the potential to achieve better service quality with reduced transaction costs. The challenge will be to develop a model which reflects the unique characteristics of Salford
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3.2 We have taken this a step further by closer examination of the range of bereavement services provided to customers in Salford.  This was prompted by the work being undertaken as part of the LIFT project, which has generated much interest with partners in terms of service redesign and delivery.  For example, the PCT has embarked upon a re-engineering process for delivery of services called Care Pathways, and in the course of our joint work we found that we were covering the same ground.  This work will be carried forward in the pilot stage, and will examine how earlier intervention and better communication channels prior to bereavement and at the time of bereavement will aid customers at this most vulnerable time.

Case study for collaboration:  ‘A matter of life and death’

A recent collaborative services workshop included the following stakeholders

· Social Services

· Environmental Services 

· Registrars 

· Salford Direct

· Home Carer

· Palliative Care Counsellor

· Citizens Advice Bureau (Hope Hospital)

· Salford Community Voluntary Services

· Diana/Macmillan Nurses
· Mobile Wardens
The workshop was facilitated by Manchester Business School.  Three scenarios were discussed including sudden death away from home, anticipated death at home and anticipated death in a hospital or hospice. Each scenario aimed to prompt discussion around what was perceived as current best practice, what could be improved upon, and what information was shared amongst what other agencies at which specific point in the process. The workshop proved to be a very productive session and all participants gave a positive feedback. A great deal of information and ideas were exchanged between all participants on the day.

In the course of the workshop, we established that there were potentially 60 different types of service or agency that a person experiencing bereavement would need to contact.  See below

Workshop participants felt that it was possible to envisage a scenario where the bereaved person is provided with an information pack, by the first agency they encounter, which would signpost to all the relevant parties involved in the process and provide pertinent information. The representative from the agency at the initial point of contact would then return to a place of work and, via a single phone call, fax or email, pass the detail to a central information hub (database, or call centre) that would then prompt or proactively engage other agencies with the bereaved.

The reality of this vision is beginning to be facilitated through the continuation of effective engagement with the workshop participants. For example, currently under discussion within the Health Services is the ability for District Nurses to verify a death. This would speed up the effective delivery of services to the bereaved party as it saves considerable time waiting for a GP to sign a death certificate. In this example the District Nurse could provide the information pack and prompt, via an information hub, the services of Registrars, Counsellors, Benefits, Pensions agencies and Funeral Directors

Source:  Joint workshop report 1 December 2003

A matter of life and death – illustration of interactions as identified by workshop – this will be further developed in the pilot stage

(Note – this is a large graphic and takes up considerable download / print time, therefore it has been deleted from the file.  However a hard copy will be provided at the meeting)

3.3 There are many potential benefits from the collaborative model, and the opportunity to learn from best practice.  A summary of some of this is included above by way of illustration, and whilst there is a lot further to go, it does provide an insight for the need to collaborate and deliver coherent, joined up service, particularly when people are facing a crisis in their lives.

3.4
Other potential gains emerge from collaborative working and from having a clearer customer focus within organisations, and stronger relationships with customers.  They include better service reputation, and a more responsive organisation that is able to use the raw business intelligence it receives from customers to re-engineer its services to meet new consumer demand more quickly.  Some of these ideas are outlined below. 

3.5
There are many examples of this is the private sector.

Case example: Manchester United PLC

“A man would change his wife more readily than his allegiance to a football team”

Many would have to agree that Manchester United has developed a reputation as one of the most successful sporting teams in the world – both on the field and in its commercial operations; each acting as a catalyst for the other. As with any forward thinking commercial organisation ManU has set strategies to develop and enhance its own performance and reputation. Significantly ManU has identified customer relationship management as a means to achieve this. The distinctive and most interesting difference of a ManU customer compared to other commercial sector customers is they are more often than not a supporter and it is often said that “a man would change his wife more readily than his allegiance to a football team”. With over 50 million of these loyal and committed supporters worldwide, ManU’s challenge is to unlock the commercial potential represented by this fan base. In a nutshell converting more ‘fans to customers’ or converting ‘loyalty to transactions’. 
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Source: Ben Hutton, Director of Manchester United, presenting at Manchester Business School on 1 Nov 2003. Further material can be found at www.manutd.com

3.6
While we already have good effective networks and service / community related forums that help to shape our policies and services, there is evidence from the private sector and other councils that quantitative information received at the first point of contact (phone calls, visits, enquiries) can also play a valuable part in building up service intelligence and reshaping what is delivered. Building in information received from customers, analysing it using ICT, can provide an early and proactive indication of a need to change service mix, policies or strategies.  This also fits closely with neighbourhood management requirements where an early indication of change is needed.  An example of how this can be applied in the local authority setting is included below
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3.7
The model outlined here requires further development in the next stages, including, in particular, collaboration with stakeholders developing the Neighbourhood Management strategies and plans

4 Risks and change 

4.1
Development of the model will also involve consideration of associated risks, and the related change process.  

“Risk Management is about understanding risk and taking more risk. It is not about taking less risk. Take more risks and you can make bigger gains”


David Henshaw, Chief Executive, Liverpool City Council

Source: Northamptonshire County Council Presentation CD

4.2 An initial risk log is included in the Appendix, and these risks will require careful management and countermeasures if they are to be overcome.  Some of these also require immediate resolution if the model is to be developed.  Call centre accommodation for example, is a particular issue, given that it has been stretched beyond capacity for some considerable time.

Culture change

4.3
Increasingly, as we move beyond the current service model, key considerations of capacity to manage and implement change will need to be considered.  This is integral both to these developments, the changes within, for example Community & Social Services, the requirements of joint working, and joint appointments with our partners, and the emerging HR strategy.  In all of these, we will become a more adaptive and learning organisation.  
Empowerment: A characteristic of Adaptive and Learning Organisations
“It is very important to think about the nature, style and structure of the organisation. Empowering the front line, making staff feel stronger, making them feel supported by senior management is key to success. 

I think it is the job of chief executive, directors, and leading people inside the organisation to empower staff, to think about those people at the front line and their supervisors. They are the people who know what the job is like. They can be creative and really transform the organisation from below”


 Mike Pitt, Chief Executive Officer of Kent County Council 
4.4
Every part of our organisation is different. No two are the same, no matter how close they are in operational characteristics. This is due to the fact they differ from each other in many subtle ways; people, personality, values, external factors, internal political factors, and organisational history. Many positive examples exist relating to empowerment and change.  Perhaps one of the strongest exists within our own organisation.  It is being used as an exemplar of an ODPM national project relating to organisational change.

Remake the Deal

Capacity building implies many necessary skills such as being able to learn from others and to organise knowledge management. However, perhaps at its deepest, it is about embedding new skills and insights in the professional practices of the SPRINT users themselves. (Salford’s BPR method, now adopted by more than 17 local authorities in England)  
The best example of this is probably the creation of Salford’s Housing Contact Centre. It has been designed as a satellite cluster to the authority’s multi-function contact centre that will, over time, share functionality with the main centre. 


The whole of the 45 seat Housing Contact Centre was created in eight weeks, from conception and design, right through to building work, system installation and go-live. 
Not a single management consultant was involved. 
Instead staff, housing managers and contact centre managers worked in a large open-plan room, creating designs and logging issues as they went through. At launch, they had already managed to implement some substantial back-office process improvements as well as the totally new front-office. Moreover, they had already established a list of further process improvements designed to move the service further forward after launch.
At the launch party, several of the housing team declared those eight weeks the  “best experience” of their entire working lives. 

Source: Manchester Business School: ODPM sponsored CRM National Project; Managing Change 2003

5
Pilot work and step change considerations – Learning from experience

5.1 In the context of the preceding chapters, it is recognised that the transformation will be a long- term endeavour, require considerable imagination, effort and team- work, which will take time and effort, and will not be without risk. Initial pilot work will be required therefore to test the model and then inform the wider programme of change.

5.2 Because of this it is proposed that the early pilot work, involving seven different themes, will form step change analysis and improvement and consideration of the future model.  This is set out in the following pages.

Theme 1:
 Providing joined up health and benefits advice IN Salford

Aspiration

Provision of a one-stop shop for benefits/health and financial advice specifically in the area of home visits, advice surgeries and benefits take-up campaigns/health promotional work. 

Linkage to community plan themes IN Salford

· Improving health

· Promoting Inclusion

· Creating Prosperity

· Enhancing life

Aims and Objectives

· Joint team intervention should result in an overall net additional take-up of benefits and, contribute to the successful delivery of Pension Credit.

· In terms of overall costs to partners, that the outputs outweigh any additional costs of service provision.

· Improvement in the quality of life and independence of vulnerable persons, resulting from pre-emptive intervention before time of acute need; a reduction in acute admissions of older people to hospital, etc., thereby creating savings to the NHS.

· A detectable improvement in local economies brought about by increased benefit entitlements feeding though, for example, to create jobs.

Collaborative partners (this is not an exhaustive list)

· Salford Directs Benefits service (Corporate Services Directorate)

· Welfare Rights (Social Services Directorate)

· Supporting People (Chief Executives Directorate)

· Pensions Agency

· Job Centre Plus

· Salford Primary Care Trust

· Voluntary Agencies e.g. Citizens Advice Bureau

· Libraries Service (Education Directorate)

· Housing Associations/Accredited landlords

Next steps

· Creation of Project Documentation following workshop with all key stakeholders (February, 2004)

· Discussion about delegation of some benefits advice resources internally between Salford Direct and Welfare Rights (February, 2004)

· Implementation of joint advice surgeries at Hope Hospital (Salford Direct, Welfare Rights, CAB, Pensions Service) (February, 2004)

· Implementation of benefits verification services within Libraries network (May, 2004)

Theme 2: 
A safer place for all to live IN Salford

Aspiration 

The provision of one point of access to the Anti-Social Behaviour Referral process including the review of all associated “back-office” procedures within the City Council and the organisational structure and location of those arrangements.  This will include considerations of a whole system approach that enables better integration and  improved service access in ways that make sense to the customer, as well as making a difference to outcomes on the ground.

Linkage to community plan themes IN Salford

· Promoting Inclusion

· Reducing Crime 

· Enhancing life

Aims and Objectives

· Responding effectively to nuisance and disorder   

· Tackling violent crime   

· Reducing vehicle crime   

· Reducing burglary  
· Effectively responding to hate crime
· Ensure consistency of approach and minimise duplication in how referrals are dealt with and working practices of the internal teams handling these referrals

· Greater use of the synergies that exist with both operational and strategic partners 

· Allow for improved management information, crucial when reporting such key performance indicators as BVPI 174 and 175.

Collaborative partners (this is not an exhaustive list)

The Salford Crime and Disorder Partnership is made up of public and private agencies each playing their part to reduce crime and disorder in Salford, in partnership with local communities. The partners include  

· City Council, 

· New Prospect Housing Ltd

· Greater Manchester Police Authority

· Fire

· Salford Primary Care Trust

· Criminal Justice and Probation Services

· Chamber of Commerce

· Youth Offending Team

· Drug Action Team

Next steps
· Creation of Project Documentation (February, 2004)

· Forming part of broader Safer Cities strategy, BPR team currently documenting nature of current services provided, processes and agencies involved and setting out a definition of race/hate crime incidents. (Final report to be produced April 2004)

· Clear commitment given from client department to integrate services within Call  (Possible implementation June 2004)

Theme 3: 
Joining up access to bereavement services IN Salford 

Aspiration

Provision of a single point of contact to facilitate the prompt and effective delivery of all multiple agency services (Health, Social Care, Benefits, Voluntary Sector, Spiritual, Operational and Legal) to those who are either anticipating or undergoing a bereavement.

Linkage to community plan themes IN Salford

· Enhancing Life

· Promoting Inclusion

· Improving Health

Aims and Objectives

To ultimately develop the best possible customer care for the citizens of Salford based upon empowerment, prevention and where appropriate re-engineered services. These services will be based upon the seamless integrated provision of care through the ease of access to bereavement services, delivered in a consistent manner from all agencies involved

To deliver the following benefits:

· For the patient or relative: ease of access to services to make the process of loss/bereavement as easy to deal with as is permissible given the difficult nature of this life event, and to improve the patients care experience.

· For SCC and NHS: it will reduce co-morbidity, produce efficiencies of scale through a joint provision of services, increase efficiency and improve access to services via a single point of contact in terms of LIFT and other joint working initiatives.

Collaborative partners (this is not an exhaustive list)

· Salford NHS Primary Care Trust

· Hope Hospital (various departments including neo natal/maternity etc)

· Non-NHS service providers e.g. Macmillan and Diana Nursing 

· Citizens Advice Bureau

· Salford Community Volunteer Sector

· Social Services

· Registrars

· Home Carers

· GPs

· Bereavement Services

· District Nurses

Next steps

· Mapping out of multi-agency service provision around the death/bereavement scenario (end January 2004)

· Produce a high-level service design model to establish areas of service synergy, duplication and gaps as a basis for future joint working (February 2004) 

Theme 4:  Improving Children and Young People’s  lives IN Salford
Aspiration

To develop improved access to Salford City Council and other partner services to support all of Salford’s children and young people. To contribute to a whole systems approach to the planning, and modernisation, of all children’s services within the City.

Linkage to community plan themes IN Salford

· Investing in Young People 

Aims and Objectives

· Commence fact finding BPR work within both Social Services and Education Directorates to document all relevant processes and available services, thereby facilitating a framework for collaborative working and joined up service delivery. 

· To benefit from the IRT work being led by Salford on behalf of North West local authorities.
· To take account of the work on Children’s Services under the direction of Councillor Mrs Lea, 
· To take account of ongoing work being jointly undertaken by the Directors of Community & Social Services, and Education in relation to the Governments Green paper “Every Child Matters”

·  To take account of the work being led by Salford CC on behalf of 47 North West Authorities. Salford City Council, are developing the ICT protocols for the new IRT system that will enable partners to exchange Information, Refer and Track vulnerable children. 

All of these will contribute to The Think Customer programme can look to learn valuable lessons from these scoping projects thereby facilitating the effective delivery of children’s services within the guidelines and recommendations laid down in the recent Central Government Green Paper “Every Child Matters”

Collaborative partners (this is not an exhaustive list)

· Social Services

· Education

· Salford Primary Care Trust
· Greater Manchester Police

· Voluntary Sector

· North West Local Authorities involved in the IRT project

· ODPM

Next steps

· Detailed scope of BPR to be complete by April 04

· Testing of protocols for new system to be complete April 04

Theme 5:  Improving access to applications for licence or permits IN Salford

Aspiration

To provide a single point of access for customers to obtain any type of licence or permit for as broad a range of social, business or pleasure activity.

Linkage to community plan themes IN Salford

· Enhancing Life 

· Promoting Inclusion 

· Creating Prosperity 

· Encouraging learning, leisure and creativity

Aims and Objectives

To pilot the provision of the following licence applications:

· Blue Badges

· Bus Passes

· Free School Meals

· Work Permits

· Chaperones Licenses

Objective: To utilise the lessons learned from the pilot projects to facilitate the planning and future effective roll out of all Council wide licence applications, including the new requirements under the Licensing Act 2003. This will lead to a prompt and rapid deployment of those services via the dedicated single point of contact.

It will also enable more coherent policy formation and inclusion  / enforcement of the Council and partners existing powers and policy requirements in relation to licensing regulation.

In the longer term, it is intended that integrated licensing applications could also enable better public participation in licensing issues, for example, when granting entertainment licences.

Collaborative partners (this is not an exhaustive list)

· Environmental Services

· Social Services

· Education, Arts and Leisure

· Development Services

· GMPTE

· NHS

· Police

Next steps

· Implement a single point of access to specific Licensing applications, as covered in the pilot projects, via the contact centre. To allow for the provision of advice and the initial processing of applications by April 2004 

· Implement on-line application forms via Salford City Council web site by April 2004 

Theme 6: 
Joining up Street Scene Services IN Salford

Aspiration

To provide a single point of access for customers wishing to access the services provided by both

· Environmental and Development Services – Street Scene 

· Development Services Directorate – Highways Service first point of contact

There are two strands to this project

· Joint working between Environmental and Development Services to consider the potential of a single street scene inspection process. A joint working report has been agreed at officer level in relation to the development of Street Scene Inspection reporting. 
· Single point of access to report faults, progress chase enquiries, complete transactions

Linkage to community plan themes IN Salford

· Improving health

· Promoting Inclusion

· Creating Prosperity

· Enhancing life

· Reducing crime
Aims and Objectives

· Establish a central point of contact that would allow customers improved access to the service

· Raise awareness within each directorate of Highways and Street Scene issues

· Identify service provision requirements both at the point of contact and operationally

· Improve the overall service that customers receive

· Provide the ability and the capacity to enhance current enforcement provision on the street.

· Examine the options for integrating operations 

· Ensure that sufficient service level and control arrangements are built into the future JVC being facilitated by Development Services that will assure continuity of any future collaborative model

Collaborative partners (this is not an exhaustive list)

· Environment Agency

· United Utilities

· New Prospect Housing Ltd

· Local Contractors

· Future JVC

Next steps

· Creation of Project Documentation following workshop with all key stakeholders (February, 2004)

· Detailed scope of BPR to be complete by April 2004

· Move forward with the clear commitment already given by Development Services to integrate services within the call centre

· Make maximum use of existing call centre protocols and procedures 

· Explore the potential for development of a street scene partnership with the Environment Agency. 
· Establish a framework for effective liaison for reporting and meeting community needs This includes officers from Development Services training Environmental Co-ordinators in relation to available powers under Section 215 of the Town and Country Planning Act, with the ultimate aim of widening the enforcement resource.

Theme 7
 Tackling Health Inequalities IN SALFORD

Aspiration
Improving access and quality of life, health and social well being through access to joint service provision. Key developments within the project will include;

· Health promotion

· Raising awareness of the Patient Advisory Liaison Service (PALS)

· Integration of procedures in respect of complaint handling

· Joint training and development of staff

· Pilot integration work between City Council and a GP surgery

· Provision of health/benefits advice outreach work in Health/City Council premises

· Examine possibilities for integration/sharing of key of key customer contact computerised systems

· Service design in respect of the new LIFT Customer Service Centres

· Joint marketing and publicity programme specifically in respect of collaborative working initiatives

Linkage to community plan themes IN Salford

· Improving health

· Promoting Inclusion

· Enhancing life

Aims and Objectives

· To maximise take-up of Health and City Council services and support networks through optimum use of joint resources

· Improving access to health services and removing organisational barriers through targeting of vulnerable groups

· Promoting health education with Salford residents thereby empowering them to take responsibility for their personal well being

· Supporting and delivering national initiatives at a local level e.g. 

· Local Strategic Partnership performance targets, 

· Government agendas, 

· City Council/PCT performance targets

Collaborative partners (this is not an exhaustive list)
· Salford Directs Benefits service (Corporate Services Directorate)

· Social Services Directorate

· Hope Hospital

· Libraries Service (Education Directorate)

Next steps
· Invitation to LSP meeting in March 2004 to outline “Think Customer” proposals and discuss in further detail integration work with PCT

· Further health promotion work to be determined (March 2004) areas under review include flu jabs campaign 2004/05, smoking cessation clinics, men’s and women’s health screening, medical waste, get fit for summer, sexual health, organ donor card distribution, targeted accident prevention

· Presentation to Salford’s Professional Executive Committee in February, 2004, to recruit a GP surgery to undertake pilot integration work with City Council

· Planned visit to Halton Borough Council in February, 2004, to share experiences in respect of integration between Health/Local Authority services

· Hope Hospital advice surgeries as previously stated
· Development of integrated PR strategy in respect of Health promotion work and integration of services. NB. This will involve Salford Direct staff being part of the recruitment process for appropriate PCT resources

6 CONCLUSION AND NEXT STEPS

6.1 This paper sets out the initial work and next stages of the proposals in relation to the improving front line service, requested by the Leader of the Council.  It takes account of, for example the Prime Ministers public service reform, and aims to ensure that our customers receive the services that they have the right to expect and that we have a duty to deliver in a modern 21st century organisation.  Whilst it is a tightly focussed service review, it is also a key contributor to the other two Leadership priorities

· Improving public participation

· Improving the image of the City

6.2 This particular review builds on much success. Our work in Customer Services and Business process Re-Engineering is used by ODPM and the NAO as national exemplar of innovative management and practice and as importantly, delivers real customer service and satisfaction to our local community.  However, we now need to move to the next stages of this review.  Partnership working, across Directorates and externally, is no longer an option, it is a key contributor towards the achievement of a truly joined up customer service.  We need to hold hand more with our partners, not simply touch fingertips with them.
6.4 The analysis outlined here and the pilot work in the next phase represent an exciting move forward. They will help formulate proposals on the following measures

· Organisation Development… The implications of the collaborative model on the organisational structure of the Council, relating to both the pilot areas and the possible wider impacts of a rollout of the model in other service areas. This will also need to cover organisational preparedness for change, skills and cultural change. 

· IT Systems… Develop the specification for the underlying ICT products, facilities and infrastructure to facilitate the collaborative model, any gaps in current provision and recommended solutions to address the gaps. This will cover investment, implementation and business case

· Governance and Decision-making…Understand the implications of the collaborative model upon the council’s governance arrangements and decision- making process in light of the cross-service nature of the initiative. 

· Budget allocation… The implications of the collaborative model upon the council’s budget allocation process in light of the cross-service nature of the initiative will need to be understood. 

· Customer Care standards… Corporate customer care standards need to be adopted to underpin the new service model including standards of responsiveness, accessibility and communication
6.5 An initial risk log has been set up, outlining the key known risks at this stage.  It requires careful management if we are to ensure that we can deliver. A programme team structure will also need to be agreed. 

6.6 The transformation will be a long- term endeavour, require considerable imagination, effort and team- work, which will take time and resources, and will not be without risk. Increasingly, as we move beyond the current service model, key considerations of capacity to manage and implement change will need to be considered.  This is integral both to these developments, the changes within, for example Community & Social Services, the requirements of joint working, joint appointments with our partners and to the emerging HR strategy.

6.7
Consulting with our partners in relation to the concepts, gaining their commitment and informing them of our work will be key to the next stages.  Public consultation and participation, building them into the planning and performance process in the longer term will also be essential.

6.8 You are asked to support and endorse the proposals in this report.

Appendix - INITIAL RISK LOG

Description of Risk
Risk
Countermeasure / Action to Address

· Buy in from Directorates at all levels, and from partners to ensure the pilot work and future model progresses is essential.
High
· Brokerage with Directorates and partners to ensure commitment and resources are allocated to the work

· Clear communications strategy in respect of project to ensure awareness of all stakeholders as project progress

 (Lead: Chief Executive)

· Collaborative working and radical innovation will present many challenges in term of cultural change and readiness for change.

· To move to an adaptive and learning organisation will present challenges and potentially introduce uncertainty for managers and staff.

· New organisational models and structures internally, and in conjunction with partners will be required
High
· HR strategy is currently in development, and will include the considerations arising here

· New organisational structures will need to be developed and agreed  

(Lead: Chief Executive)

· Partnership working, high-level commitment required from all stakeholders within pilot projects to ensure clear ownership of “Think Customer” 
High
· Report to Local Strategic Partnership (March 2004) to raise awareness of “pilot projects” (Lead: Corporate Services)

· Governance and Decision making – the collaborative model of working will place new demands on decision making in terms of accountability
High
· The implications of the collaborative model upon the council’s governance arrangements and decision- making process in light of the cross-service nature of the work must be impacted 

(Lead: Chief Executive).

· Clear and Modern HR strategy is needed to deal with integration issues between organisations /reorganisation of front/back office arrangements within the City Council. 

· Conflict between existing organisational HR strategies across partners

· Need to have a more responsive personnel policy that is able to handle the fast moving demands of customer service
High
· HR strategy is currently in development, and will include the considerations arising here 

· Early testing and pilot work in developing new day to day personnel practices may be required, particularly in the area of recruitment and secondments

(Lead: Personnel and Performance)

· Lack of integrated IT development strategy between organisations and conflict between existing organisational IT strategies
High
· IT Development strategy in light of “Think Customer” to be reviewed in conjunction with appropriate Collaborative partner representatives 
· (Lead: Corporate Services)

Accommodation, pilot projects will impact upon key services e.g. Contact centre, Anti-Social Behaviour team which may require accommodation
High
· Project documentation in respect of all pilot projects to be finalised so that likely accommodation requirements are understood (Lead: Director of Corporate Services)

· To review implications of these requirements and to propose way forward 

(Lead: Development Services)

Budget to meet development costs in respect of Think Customer “pilot projects” E.g. BPR staffing resources, IT developments, training and development costs

High
· Project documentation in respect of all pilot projects to be finalised so that resource requirements are understood and agreed 

(Lead: Corporate Services)
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Customers’ needs for services are often 


determined by key characteristics exemplified


 by events, stages or incidents in their lives. 





Early and effective understanding and diagnosis of need based on recognisable triggers and easy and rapid access to appropriate individual services or clusters of services should be available





The strengths of the existing organisation structure with its deep service expertise, experiences and specialisms could be radically enhanced at front office level by adopting the collaborative service model, 


In this way:





Clearer patterns of demand can be observed and the intelligence used for better strategic and operational planning of services, both single and collaborative





More coherent and integrated services can be delivered, based around clusters of services which better reflect defined needs 





Earlier service interventions could be facilitated which could benefit Customers’ quality of life and lower the Council’s Service transaction costs 





Customer service representatives would have access to a full knowledge base of key service information to support broader, collaborative service offerings





Partners such as Salford Partnership PCT, Police and others would form part of the collaborative model 
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