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Corporate Services

][ have heard that the City Council has
obtained ‘Pathfinder’ status. What is
Pathfinder?

The easiest way to explain this is to quote
DETR.

“The Government is committed to promoting
continuous improvement in local govern-
ment services through electronic service
delivery (ESD) to achieve the target of 100%
ESD capability by 2005.”

“Pathfinder authorities will have a track
record and capacity for further innovation in
this area. Pathfinder authorities will work
with other authorities, Government, the LGA
and IDeA to disseminate good practice and
develop national projects, which will provide
key elements of the national infrastructure.”

“Pathfinders will have to show that they are
capable of adding value by delivering inter-
actions in electronic forms which are
capable of being rolled out as standard
applications for core services across local
government, and to disseminate their best
practice to other members of the local
government family.”

T hat implies that you have already

undertaken a lot of work. What have you

already done to achieve the ESD targets?
et

answer. | can explain all the different 4

threads, many of which interlink. It

may seem a little disjointed at first, but all the

There is an awful lot of work going
on in many different areas so it's
not a straightforward question to

pieces fit into a big picture just like a jigsaw!

T his sounds as though it is going to be
quite complex. Perhaps you better start by
teling me where you started from. That
should give me a baseline.

OK! In 1998, ICT in the City Council was much
the same as you would have found in any other
Council. Systems were good and reliable, but
would not set the world on fire! We were ICL
mainframe and UNIX based with character based
‘green screen’ applications.

The Council had a data communications network
throughout the City that was good by the
standards at the time, but was really designed for
the old ‘transaction processing’ type applications.

faint hearted. It had a small

§
inw k
dedicated band of users, but could

not communicate with the outside world. It cer-
tainly wasn't part of the mainstream business.

We had an Email system that was
produced in the early 1980's. It
was cumbersome and not for the

We developed an Internet website within IT,
mainly to fill a vacuum. The web was seen very
much as something IT ‘did to the organisation’.
S o what changed the situation?

Two things really: a vision and a budget crisis.

S urely a budget crisis is no time to be
thinking about investing in ICT?

Well, that's where the vision comes in. The



[image: image2.jpg]obvious thing to do in a budget crisis is to reduce
spending. But that is ‘'death by a thousand cuts’.
Oops! Sorry, no pun intended. The real way to
manage yourself out of a crisis is to implement a
medium and long term plan to balance the books.
It may be more painful short term, but it ensures
long term survival.

S o ESD will save you money!

Yes, and it will also provide better services to our
citizens. Incidentally, we prefer to call it the
Information Society or E-Government!

S o how did you start?

Our first step was to commission

ICL to undertake some research for

us. They produced reams of back-

ground material for us, but we wrote it up into the
final document “People not Technology”. If you
want to have a look at this, it is on our web site at
http://www.salford.gov. uk/isr. People not Technol-
ogy is the blueprint for our Information  Society
programme.

The title of the document is significant.
E-Government is not really about technology; that
is just the enabler. It is about delivering better
services to our citizens through a variety of
channels both directly and through others such as
Council staff and other agencies. It is also about
cultural change within the organisation, examining
how we undertake our activities and how we inter-
act with our citizens.

People not Technology was
adopted as Council Policy in early
1999. Incidentally, this was ahead
of the Government publishing its
plans for E-Government.

People not Technology identified a
list of ten themes, although not all of these were to
be undertaken immediately. It was also
recognised that other programmes could be
added as the project progressed. The ten original
themes were:

One Stop Shop & Call centre

Office Automation & Back Office Strategy
Business Process Re-Engineering
Human Resource Strategy

oooo

Communications Strategy (as in talking to
people not the technology)

Homeworking & Teleworking

Social Inclusion

Economic Development

Digital iTV

Smart Card Technology

o

coocoo

So then it was all steam ahead?

Well, no not exactly! Don't forget we had a
budget crisis. Members rightly wanted to be
sure that E-Government would make savings in
the medium and long term. So we
commissioned SOCITM Consulting to look at
the business case for us.

They concentrated on four areas:

One Stop Shop

Call Centre

Homeworking / Teleworking
Web push technology.

ococoo

The basic conclusion was that there was a
strong business case for Call Centres and
Homeworking. The business case for one stop
shops was a ‘bit close to call'! Web technology
was a bit different in that it is really an enabler
that makes the other service delivery channels
more cost effective.

So then it was all steam ahead?

Yes! We identified a number of priority areas
including a Call Centre, Office Automation,
Business Process Re-Engineering and Human
Resource Strategy. There were also themes
not included in the report such as improving the
data communications infrastructure, introducing
new financial systems and a Members’
information system.

From what you said before, this is where
it starts getting complicated! Where do you
want to start?

Yes, life certainly got ‘interesting’! We set off
several different projects.

One of the quick wins was to establish a Call
Centre. In fact, we had already started,
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[image: image3.jpg]because in parallel with all the work on the
business case, we had commissioned
Vertex to establish a pilot Call Centre for a
3-month trial period so that we had some
practical experience running alongside the
planning.

We chose Environmental Services for the
pilot. In addition to a steady stream of
enquiries about refuse, dangerous dogs,
trading standards food hygiene etc. there are
peaks of demand during hot summer weather to
deal with seasonal pests such as wasps and
ants nests.

We were aware that only about 17% of
incoming telephone calls were being answered.
The Call Centre immediately increased that to
between 70% and 90% of all calls being
answered within 30 seconds.

The increase in customer service was so great
that Members were reluctant to end the pilot. As
a result, we extended the contract with Vertex.

O bviously, from what you say, this was
very successful. | presume that you still
have a Call Centre?

Yes. The pilot had clearly demonstrated the
immense benefits of the approach. We had also
started to develop the model of how the Call
Centre interacts with back office functions.

During the early part of 2000,
we secured some accommoda-
tion and all the necessary
technical infrastructure (such as
PCs and telephony equipment
called an ACD) to develop our
own Call Centre. We went from
a building ‘shell to a fully
working Call Centre in about 8 weeks.

We also realised that delivery to the citizen was
not an IT function, but was a discipline in its own
right. As our strategy states, it's People not
Technology! One of the IT Senior Managers
was appointed Customer Services Manager to
champion all the E-Government activities report-
ing directly to the Director of Corporate
Services. There are a number of important
organisational issues here, but | will return to
those later.

When the Call Centre opened,
we added, Council Tax and
Council Tax Benefits & Housing
Benefits to the services offered.
These are major areas for
customer interaction, so it was a
major step change in our level
of activity.

We have plans to incorporate all the City
Council's services into the Call Centre.
Pathfinder will accelerate that process. We
expect a to handle about 1.5 million calls per
annum.

][n general, Call Centres seem to have
something of a bad reputation. Are you
having problems?

That's true, in general they do! Many
commercial Call Centres are ‘sweat shops’
where agents have unrealistic targets to meet.
In fact, one member of staff enquired in the job
interview whether they would be allowed to go
to the toilet. After brief consideration, we
decided not to install commodes!

We were well aware of the pitfalls of many Call
Centres and have engineered ours to avoid
these problems. First and foremost, our
emphasis is on customer service and not the
number of calls we can handle in an hour. It is
better to spend a few minutes extra with a
customer, because firstly they will be more
satisfied with the service and secondly, if you
deal with the problem completely, they are less
likely to make a second call.

The proof of the pudding is in the eating and
both customer and staff surveys have shown
high levels of satisfaction. Internal advertise-
ments to fill Call Centre posts are over-
subscribed and we have experienced low
levels of turnover, (even amongst temporary
staffy against a background of fierce
competition for call centre staff in the local
marketplace. Employee satisfaction is in
excess of 80%. Our service response rates
increased from 5% to 80% and the majority of
calls are handled at first point of contact.
Customer satisfaction rate is 98%.
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[image: image4.jpg]Most Call Centres use a Customer
Relationship Management System or CRM.
Do you have one?

That takes us off down another theme, so
forgive me if | go off at a tangent before answer-
ing the question.

As | mentioned previously, most of our IT
systems were traditional ‘transaction processing’
systems. What we needed was integrated and
web enabled applications. For example, if some-
one notifies us that they have moved, we may
have to update 20 or 30 different systems.
Obviously, it is much more efficient for us to
enter the information once and for that to update
all the systems. Even more ideally, we could do
with a new set of integrated software systems
that all communicate with one another.
Unfortunately, this is not very practical given that
there are well over 200 systems in regular use.
As the old adage goes “if you want to get to
where you say you want to go, you don't want to
start from here!”

In order to overcome this problem, we entered
into a partnership with Oracle. Oracle provide a
web portal system that provides an Internet style
interface to legacy systems and also allows
separate systems to appear to be linked. We
decided that the Internet style was best both for
our customer service staff and our citizens.

So you used Oracle to develop your own
CRM!

Yes, but you are jumping ahead. We initially de-
veloped a business case and then evaluated
market offerings. We identified a number of very
comprehensive products that would do every-
thing we wanted and more. Unfortunately, these
products tend to be priced on the number of
seats in the Call Centre and when you scale up
the cost against the estimated ultimate size of
the Call Centre, the costs were prohibitive. We
identified four essential elements for our CRM:

Integration with the telephone system
Customer Tracking

Integration with the legacy systems
Scripting

ocooo

The first element was already well covered by
the ACD telephone system that we had bought,
so we started to develop the other three areas
in-house using the Oracle technology.

As the Call Centre matured, it quickly became
apparent that scripting was of little use.
Originally we though that we could bring new
agents up-to-speed more quickly if the system
prompted them along the way. In practice, we
found that the Call Centre training programme
was much more effective and that once agents
gained some experience, the scripting feature
was a hindrance.

concentrated on

customer tracking and integration with legacy
systems and have developed our own CRM
called CITIZEN. Unlike some of the packaged
CRM systems we have looked at, we have
managed to integrate CITIZEN with our own
legacy systems so that we get a two-way flow
of data.

F rom what you say, the Call Centre is off
to a good start. What about the other
projects?

| mentioned our out-of-date Email system
earlier. We decided to standardise on Microsoft
products for all our Office Automation needs.
Again, we started this whist we were still
developing the strategy.

All new PCs were installed with Microsoft
Outlook, Internet Explorer and Office 97 with
Microsoft exchange behind the scenes. We
also started an intensive campaign of installing
the Microsoft products on existing PCs.

We switched off the old Email system on 31
December 1999 as part of our Year 2000
‘celebrations’. Initially, the new system was
used about as much as the old system, but
towards the middle of 2000 we suddenly hit
‘critical mass’ and the system ‘took off.
Looking back it was incredible. | went from 4 or
5 Emails a day to 70 or so. It all happened in a
matter of weeks.

A year on, Email is the way we communicate
within the City. The reduction in the daily post
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[image: image5.jpg]bag has been dramatic. You
rarely see an internal memoran-
dum now. There has also been a
reduction in the use of the
telephone. | suppose it is the
equivalent to the growth of text
messaging on mobile phones.

We also make full use of Outlook forms. All the
bits of paper that we used to fill in, such as a
request for leave, have been automated. The
completed form is automatically Emailed to the
Manager for authorisation and as soon as it is
approved it is automatically Emailed to the
Administration staff. We have a library of forms
for all occasions!

b » hat about Intranet and Internet?

All users get access to the City Council
Intranet. Whether or not individual users have
access to the Intemet is a local management
decision.

To be honest, we are still struggling a bit with
content for both the Internet and Intranet. It still
seems to be regarded as an ICT project.
Certainly, ICT has a major role to play in the
technical aspects of the system, but the
content has to be written and maintained else-
where in the organisation.

We have decided to appoint a web content
manager within the Customer Services
Division. Hopefully, we will be able to make
some significant progress in the next few
months.

- Q
H ow about Security and Privacyb

and personal use of Email and the
Internet?

Members took that conscious decision that a
certain amount of private use of Email, and the
Internet was a valuable learning aid and that if
officers were to embrace change they would
have to be comfortable with the technology.

Compared with some organisations, we have
a very liberal policy. Having said that, the
ground-rules are clearly stated and disciplinary
action is taken against material breach of the
rules.

D o your Members have access to the
Office Automation systems?

Yes, we have installed an ISDN line, PC and
printer in nearly every Member's home. There
are only 5 or 6 Members without facilities. We
also have an IT suite in the Members’ room
with four PCs.

Members have access to Email, Internet,
Intranet and SOLAR.

On*
& & hat is SOLAR? }Iii,n_e

Salford On-Line Agendas Repo:
Reports and Minutes.

The City Council moved to Cabinet and leader
style government in January 2000. It was
decided that alongside the change we should
modernise procedures and try and remove
paper from the committee system.

We developed SOLAR, which is an Intranet
system, to mirror the
processes of the new

.O,L,A.R, Cabinet structure. We
undertook intensive

analysis work with a number of Members and

the committee administration staff. We then
developed SOLAR in partnership with Oracle.

The old committee system was paper-based
with bulky agendas being delivered to
Councillors by courier on a regular basis.
SOLAR has replaced this slow and
cumbersome system with electronic delivery of
information directly into Councillors’ homes.

There is also an area that holds press
releases, news and reference material such as
standing orders. We are currently producing a
new version of SOLAR that will also provide
information for our local MPs and our citizens.

Councillors will be able to nominate areas of
interest including individual wards or topics of
interest. SOLAR will then inform Councillors
every time a report is published matching the
areas of interest, even if the Councillor is not
an attendee of the particular meeting. This will
allow Councillors to keep up-to-date without
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[image: image6.jpg]having to read irrelevant reports.

SOLAR will also include comprehensive searching
facilities to allow quick access to information and
there are facilities to automatically précis informa-
tion.

Do officers also have facilities at home?

Part of the People not Technology strategy was
homeworking or teleworking. The original plan
was to have 400 members of staff based at home
within the first year. With hindsight, we were
slightly ahead of the technology, but the main
problems are cultural. There is still the ethos of ‘if
you are not at work, you are skiving’. We are
trying to change this to ‘work is what you do not
where you do it'. It takes time though!

We ran a pilot within IT Services where two
members of the development team became home
based. The pilot was extremely successful with
high levels of staff satisfaction and increased
productivity. We have now extended homeworking
to more staff within IT both on a regular and
ad-hoc basis.

Our original plan was to develop the Call Centre
into a Virtual Call Centre where a number of
agents are home based. New agents would spend
some time in the Call Centre before being allowed
to work from home. This strategy meets a number
of political and operational objectives. It:

a allows extended opening times
o provides flexible employment

0 provides employment opportunities for
those unable to travel to work

a reduces congestion on the roads

0 saves energy, reduces pollution &
improves the environment and

0 reduces pressure on office space.

The Call Centre is very IT intensive and the cost
of installing a system in an agent’s home is quite
expensive. We are now considering whether
homeworking would be better for the back-office

staff.

Just to complete the picture, a number of
senior officers have IT facilities, including
ISDN, at home. This tends to be used for
ad-hoc home working and for accessing
systems during the evening and weekend.

& ~ e have covered a fair bit of ground,
and | am trying to think back to your
original themes. Wasn’t Business Process
Re-engineering one of them?

Yes. Business Process Re-engineering or BPR
is an essential part of our E-Government
agenda. The obvious solution to meeting the
targets for E-Government in 2005 is to add new
electronic interfaces to existing systems. To
borrow a phrase from the Customer Services
Manger, it's “applying technology like "sticking
plaster" to present systems, losing much of the
potential benefits in the

e >
If you take this SPRINT

approach, you are
adding cost to existing systems whist failing to
reap the benefits. By challenging each process
and re-engineering it to meet the requirements
of E-Government, you can improve customer
service and reduce cost.

We have developed a set of Business Process
Re-Engineering tools and techniques in
partnership with Manchester Business School
and Salford University. We have a set of
methods and tools called SPRINT. We are
using SPRINT to help managers and staff to
address their business transformation require-
ments in a practical way.

We are moving from traditional Directorate
‘silos’ to an integrated customer-centred model.
In other words, instead of each directorate
providing an end-to-end service, we are using
BPR to separate out the customer interactions.
These move into the Customer Services
Department whilst Directorates retain all the
back-office functions. Not only does this
provide a ‘joined-up’ and improved service to
customers, but it also frees up the back-office
specialists so they can concentrate on their
vocation.
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[image: image7.jpg]How are you undertaking this change
process?

Change is always difficult. There are some
people who can accept it readily, but most people
find it disconcerting or even threatening.
Changing culture is the crux of the modemnisation
process. It's People not Technology! The real
challenge of E-Government is to change the way
you deliver services. Not just doing things
differently, but also doing different things. | don't
want to play down the ICT aspects of
E-Government, but it’s less challenging than the
cultural change that has to go with it. Technology
is not the limiting factor, it's the speed you can
change the organisation.

At the start of the project, the Deputy Director of
Personnel was given specific responsibility to
help the organisation through the change
process. He has been instrumental in guiding us
through the process.

O bviously, staff will have to be more ICT
literate. How are you helping them?

IT Services has always offered a comprehensive
range of training courses from the very basic to
advanced. We have added to the portfolio to
support E-Government.

The training section has recently \“._

become certified so that we can
deliver European Computer Driving

Licence courses and award the”
qualification. \-s., L

We are also providing facilities for our citizens.
The ultimate aim is that citizens will be able to
‘serve themselves’ but that means both access to
equipment and the training to use it.

T ell me a bit more about this. Presumably
it is the Social Inclusion theme?

Social inclusion is part of the Customer Services
Manager's remit.

There are a range of initiatives to encourage
citizens to learn about and use ICT, including:

a Facilities to allow free Internet access from

each public library.

o City Learning Centres at Buile Hill and
Moorside High Schools.

o The development of community based
facilities.

o Salford Speaks (www.salfordspeaks.org.uk),
a web site for Community and Voluntary
groups in the city.

C hanging tack slightly, you mentioned
new financial systems.

This is not strictly part of the E-Government
agenda, but it is part of the Council’s change
agenda. The City Council's financial systems

were very old.
a-merge
modernising business processes.
Following some BPR work we have

Implemented SAP financials with assistance
from PriceWaterhouseCoopers.

The project, called E-merge, included the
implementation of new general ledger,
accounts payable, accounts receivable,
purchasing and payroll / HR systems. Over 600
users have access to the system. This has
virtually eliminated the need to produce printed
management reports.

The Council has centralised its financial
processing activity with the creation of a new
team carrying out purchasing, creditors, debtors
and payroll processing for the whole of the
Council.

As the next stage we are hoping to replace our
current in-house cash collection facilities with a
partnership with the Post Office and Paypoint.

To complete the picture, we have had a
document image management system for some
years, but we have upgraded it to support the
Call Centre and Revenues back office.

“L s ell that seems to have covered most
of the change process. How are you
supporting it technically?

As | mentioned at the start, we have always
had a very good Data Communications
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[image: image8.jpg]network, but it was going to be too slow for our
needs.

We commissioned Deloitte and Touche to give
us an independent view and also to look at
security. They confirmed that we had a very

secure network but that it would have

insufficient capacity for our needs.

Just to give a bit of background, we have
five major areas of population in Salford. In
each area we have some data communication
equipment called a ‘node’.

In conjunction with Cisco and Cable & Wireless,
we have connected each of these five nodes
with 155Mbit links. Forgive the technicality, but
basically the connections are very fast. From
each node we are able to run slower connec-
tions to local buildings.

This fast network gives us the ability to transport
telephone calls, data and even video throughout
the City.

An exciting extension to this is that we have
started a project to connect every school and
library to the network using fast connections.

Basically all schools will receive
one integrated service that includes
Internet, email, video conferencing,
learning resources and telephony.
This will be one of the fastest and
most powerful educationally based
infrastructures in the country.

][ s that the last piece in the jigsaw?

Well almost. We are also involved in a European
Project called PERMIS, funded by the EC.

The PERMIS project revolves around Research
and Development into the technical and
administrative means of carrying out electronic
transactions between Public Administrations,
Citizens and the Business Community, as part of
the E-Government Strategy.

The Project, which will run for eighteen months,
will entail the design, build and piloting of the IT
Infrastructure and Software Applications to
validate the solution. The validation sites include
the Municipality of Bologna, City of Barcelona

and the City of Salford.

OK, so we started off talking about
Pathfinder. What is the project about?

‘.'; Pathfinder will expand upon the work we

have already undertaken and will accelerate
our plans for the future. There are five
themes to our Pathfinder activity:

o We will continue to develop our Business
Process Re-engineering tool SPRINT.

o We will open a Centre of Excellence —
providing facilitation, dissemination, train-
ing and practical case studies to support
the change process. This will ensure that
the impacts and benefits of E-Government
actually take place

o We will continue to develop our Customer
Relationship Management system
CITIZEN.

a We wil develop SOLAR to include
modules for the citizens of Salford through
the Internet and also partner organisations.

o We will produce a Shareware on-line
repository to enable the local government
family to achieve collaborative benefit

An important part of Pathfinder is
dissemination and mentoring. We will be
contributing to the national dissemination
programme under the guidance of DETR.

T hank you. | can see from what you
have told me you are very busy, so | won’t
take up any more of your time. As you said
at the beginning, there is a lot going on!

Renneth Horton
Fead of 77 Sewvices




