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1. Introduction
1.1 The purpose of this report is to provide the Transformation Committee with a position statement on the

improvements to customer management to strengthen support for the introduction of digital services as
part of the implementation of the 2013−2018 Customer Services Strategy.

2. Background
2.1 By implementing the customer services strategy, it is our intention to make it simple, efficient,

convenient, pleasant and cost effective for our customers to interact and do business with us. This
means making it easy for our customers to: find us; obtain accurate information from us; contact the right
person; get the required services; and provide or receive appropriate feedback and support. A summary
of the Customer Services strategy is provided in appendix 1.

2.2 The strategy is specifically designed to maximise the value of our three major contact channels: the First
Stop Shops (face to face), the Customer Contact Centre (telephony) and the Council online web (digital)
presence. Accepting that we will always be required to provide a range of channels for our customers,
our challenge has always been to design our front line services to make the most efficient use of these
channels while ensuring that they are joined up seamlessly with our back office systems in the most
efficient and effective way.

3. Thinking ahead to 2018
3.1 When the strategy is fully implemented in 2018, many of our customers will be self serving via our

Customer Portal where they will have access to digital services using a national username and
password provided by myaccount. They will have online access to the information they need and the
services they want with guidance and support provided by Web Chat when they need it.

3.2 The customer will experience a co−ordinated approach from all Council services providers which focuses
on the needs of the customer, not on the needs of the service where 'Assisted Digital' will be
commonplace as staff work to enable our customers to self serve, creating an ever increasing number of
customers who only rarely need to contact us by phone or face to face.

4. Progress to Date
4.1 We have already created the foundations and now we're well on the way to moving our customers away

from the hard to use, expensive channels such as face to face (F2F) towards easier to use, cheaper to
provide channels such as web chat.
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Customer Contact Channels

4.2 For example, letters are expensive because they need paper, envelopes, printers and postage. They
also take significant staff time and in a number of cases need additional explanation either face to face
or on the telephone. On the other hand Web Chat allows explanations to be provided immediately, is
usually available 24/7, allows staff to handle more than one enquiry at once and is extremely low cost.

4.3 We're now well placed to help customers move to online services. We already know who our customers
are because our Master Citizen Record is already operational. The service went live on the 8th October
2014 and North Lanarkshire Council is still the only local authority in Scotland able to process automated
life event notifications (e.g. deaths, births, name changes, address changes etc) from the Scottish
Government and the DWP tell Us Once Service helping to ensure that our customer data complies with
the data protection responsibilities by keeping customer information accurate and current. We now have
over 190.000 master citizen records.

4.4 Our customers are already signing up in anticipation of digital services being launched. To−date we have
over 2,400 customers with on−line myaccount's just waiting for us to introduce these services. We have
over 190,000 customers with off−line accounts (those using concessionary travel cards or young scot
cards) who can switch over to on−line accounts by simply entering their national entitlement card number
on the myaccou nt site. https://signin.mygovscot.org/home/

4.5 We're making excellent progress. Our first myaccount enabled digital service, On−line School Payments,
launched in mid− November 2015. http://www. north Ian arkshire. gov. uk/schoolpayments

4.6 On−line School payments are now live in 22 high schools; 46 primary schools; and 2 Additional Support
Needs schools − one primary and one secondary. In total, we now have 70 out of 157 schools offering
customers online payments in some form and transactions are currently averaging just over £1,000 per
day

4.7 Our second myaccount enabled service will go live at the end of June 2016. This will enable customers
to access their council tax balances online, with further services being introduced thereafter. It was
released in May 2016 to a selected subset of myaccount early adopters who tested it and who helped us
develop the overall customer experience.

4.8 Moving forward, there will be ongoing quarterly releases of digital services at the end of June,
September, December and March every year. This forms the basis of the release early, release often,
continuous delivery model that online customers expect from professional providers.

June release
Phase Overview
Data Complaints, Compliments and Comments, Council Tax, Social Work, National

Entitlement Card and the SEEKS education system matched to the Master Citizen
Record

National Myaccount sign−in, Online School payments, NEC applications and Tell Us Once
Services
Simple Services Council tax balance

September release
Phase I Overview
Data Scottish Welfare Fund and Blue Badges matched to Master Citizen Record
Simple Council tax on−line billing.
Services

Existing eForms will also be replaced by the new web forms for: general enquiry
form, make a comment/compliment, make a complaint, children's carer initial enquiry
form, report a housing repair, report a breach in planning permission/conditions,
starting building work form, strategic planning list unsubscribe, register key holder
details, abandoned vehicle report, pest control request, report fly posting, request for
dog chipping, voluntary surrender of vehicle, report a fallen tree or lamp post or other
structure, request for graffiti removal, street cleaning request, request dog fouling
cleaning, request a dog fouling bin, broken street light report, broken traffic light
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report, report a damaged guardrail or bollard, report a pedestrian crossing not
working, report flooding or make a drainage request, request a road or footpath
repair, missed bin/bin pull−out, request a special uplift, request a bin pull−out, make a
Qrant enauirv, website feedback form.

4.9 We are now working with service providers via the Information Assurance Working Group (IAWG) and
Customer Liaison groups to identify services to include on the customer portal for the December and for
further subsequent releases.

5. Ongoing focus
5.1 Digital services do not operate in a vacuum. For example, they rely on accurate information about our

customers; in many instances they work in parallel with traditional channels such as telephony or email;
they also need consistent approaches to everyday functions such as taking payments or making
booking; and they need processes to be simplified so that our customers can access them for on−line
service provision.

5.2 At a CMT meeting on 3rd February 2015, eleven actions were endorsed to support delivery of the
customer services strategy. These actions are detailed in Appendix 2, together with a short summary of
progress made to date. In terms of these actions, we are now seeking to build further on the areas
where we've made progress but also to unblock the areas where no progress has been made to date. In
recognition of this, areas currently being addressed are:

Customer data

5.3 The customer data on too many of our back office systems still isn't complete or up to date meaning it
isn't fully compliant with data protection legislation. Additionally, in many instances, due to duplicate
names and 'preferred names' we cannot be sure who our customers are on these systems so we will be
unable to offer them digital service.

5.4 The Complaints, Compliments and Comments system, the Council Tax system, the Social Work system,
the National Entitlement Card system and the SEEKS education system are all currently matched to the
Master Citizen Record and these areas are therefore fully compliant with data protection legislation and
ready to begin providing digital services authenticated by myaccount. By September, the Scottish
Welfare Fund system and the Blue Badge system will also be ready.

5.5 All other systems are currently not ready and this includes major areas such as Housing, Libraries, Sport
Centres etc.

Open data

5.6 Open data has been added by the Information Commissioner's to the Model Publication Scheme as a
new class of information to promote the proactive publication of information. In response, the council
needs to create its open data publication plan providing links to the data so that customers can have
easy access.

5.7 Open data is non−personal and non−commercially sensitive and will be made available through the
customer portal so it is important that data sets are created and maintained so that they can be
published. Examples of data sets published by other councils are Council tax band by post code,
conservation areas, councillor's expenses, monuments, museums and galleries, public toilets, policies
etc. The data provided by Glasgow city council can be accessed at https://data.qlasqow.qov.uk/dataset

5.8 Councils providing improved access to open data report that publishing open data sets can reduce the
number of Freedom of Information enquiries received. The council should identify the top 20 freedom of
information enquiries and ensure that the data associated with these enquires is published first.

5.9 To support this work it is critical that all land and property systems adopt open standards for holding data
and thereafter migrated to the corporate GIS platform to ensure efficient, effective and consistent data
sharing with our customers.

Embracing national service provision

5.10 In terms of existing on−line services, increasing numbers of our customers are now using national
initiatives such as ePlanning, Personal Licensing, National Entitlement Card, MyJobsScotland, Tell Us
Once and TeliMeScotland and they are specifically looking at these sites to find information about
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council services. Not all of these sites are as actively promoted and supported as they should be by the
council. For example there has been a major increase in the number of customers using the
TellMeScotland public information notices service however as a council we still do not promote this
service to our customers and we don't publish all of our public notices there meaning that our online
customers are receiving a poor service from us. Visiting https://www.tellmescotland.gov.ukl clearly
demonstrates this.

Process redesign

5.11 The national Digital Public Services strategy, "Scotland's Digital Future: Delivery of Public Services" was
published in September 2012 and committed the public sector to "adopt an approach of "digital first" in
service design; that means that organisations will deliver online, everything that can be deliveredon−line".

5.12 To do this we need to start redesigning our more complex processes such as the Housing repairs
process or the special uplift process and providing consistent corporate solutions for making payments,
making appointments and booking facilities. For example, we may wish to assess payment methods and
concentrate on new options e.g. Paypal to our current payment options or implement a single centralised
booking, scheduling and appointment system.

Customer contact

5.13 As more and more digital services are introduced we will experience an inevitable change in the way
that our customers contact us and communicate with us. Some customers will move away from more
conventional contact methods such as face to face and telephone towards digital alternatives such as
web chat, web forms and web applications, while others will begin to use a wider combination of contact
methods. This change will be spread across both the front office (e.g. Contact Centre, First Stop Shops)
and the back office services themselves.

5.14 As an example if we look at telephony, the annual volume of customer calls through the contact centre is
750,000, however if we look at the back offices, the annual volume of customer calls is 16,000,000.
Clearly only 5% of the current customer telephony contact goes through the customer contact centre, so
any movement by our customers from telephony to on−line will be experienced proportionally more in the
back office than it is in the contact centre. This is mirrored also in our face to face channels with the First
Stop Shops handing 350,000 enquiries a year while the back office handles almost six times that
number.

5.15 Baseline information is currently being collected to help identify the volumes of customer contact moving
from the front offices and the back offices. Services need to be preparing to adjust staffing levels
appropriately and support service provision.

Consolidating contact channels

5.16 Customers who use digital services tend to want to use recognised support mechanisms that support
digital when things go wrong or additional support is needed. This help primarily comes for Web Chat
and from the telephone. In preparation for this it is proposed that the customer contact centre and
network of first stop shops are brought together and consolidated, strengthening the existing successful
customer hub operational model by supporting first line web chat provision.

5.17 In March 2011, the Transformation Programme Board requested that a comprehensive review of
customer management be undertaken as part of the Service and People First change management
programme work streams. The service areas identified by this review need to be the starting point as we
seek to move towards more 'joined up' through these customer hubs. Identified areas such as: Housing
and Council Tax Benefits, Licensing, Education Maintenance Allowance, Ticket Sales, Registrars,
Consumer Advice Services, Social Work enquiries, Direct Debit Helpline, Debt Recovery, Non−domestic
rates, Private Benefits, Registration of Births and Deaths, Housing Allocation applications − progress
chasing and reporting Changes of Circumstances, Parking Fines, Skip & Scaffolding permission &
payment, Electoral Registrations, Adult Literacy and Numeracy, Burials − enquiries & administration,
Controlled parking, Supply Teachers, Council House Sales, Purchase of duplicate birth, death and
marriage certificates, Facilities Booking and others, with a view to their inclusion. This will be supported
by the continuing move towards appointment based services and begin the alignment to service
provision from one office per main town locality.
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Information Governance

5.18 Information governance directly support digital service delivery by setting out the framework that ensures
that information is current, accurate and held in the most efficient way to allow customer access when
appropriate. This varies from getting the personal information on a customer correct all the way through
to tracking electronic correspondence so that a customer can access it.

5.19 The council owns its information governance processes and therefore it owns the operational risks
associated with these processes. It also owns the reputational risk because this is managed through the
actions that the council takes. In short the council is responsible for all of the risks associated with its
data, information and it's records. To address this, the Chief Executive has delegated authority for the
implementation of the information risk management assurance framework to the Senior Information Risk
Owner (SIRO) who is accountable to the Corporate Management Team (CMT) for the delivery of the
Information Risk Policy.

5.20 Information risk FCS095,"Failure to comply with information governance requirements" is held on the
risk register. While there was a records management function within NLC the residual risk was evaluated
as 'medium' however since the functionality was removed from the council and located within CultureNL
this risk was re−evaluated at "high". This was triggered when CultureNL were unable to recruit a records
manager, however this situation also highlighted a number of other concerns, most notably a lack of
control over the resources employed to help manage the records within CultureNL. It was therefore
recognised that even after a new records manager was appointed, that there was still an increased risk
to the council as there was no records management presence within the council itself to interact directly
with CultureNL on these issues, there was no agreed Service Level Agreement (SLA) and an absence of
a data processing agreement.

5.21 To address this, there needs to be a records management presence within the council to ensure
compliance with our policies, manage electronic records and to address the heightened risk. However
this would place in question the need for the role within CultureNL. It is proposed that as solution to this
would be to:
• Retain a lesser records manager role within CultureNL, firstly because CultureNL needs this role for

its own operations, and secondly to deal specifically with the archive, paper based records and
providing records management advice to the council. This is core business for CuttureNL and as
such the emphasis will be to keep this post operational.

• Create a combined records manager, information risk role within the council to assume responsibility
for the Records and Information Management Strategy and the creation of the NLC Records
Management Plan with support provided from resources within CultureNL.

Digital content

5.22 The emergence of multiple national portals (e.g. ePlanning, TellMeScotland), the development of a
national approach to accessing public service in Scotland https://www.mypov.scotl the growing number
of sub sites associated with ALEOs and the implementation of our own customer portal for transactional
services, means that the information provision elements of our existing website need to change
dramatically if it is to stay relevant.

5.23 Customers may still come to our website to find information but increasingly they will be re−directed to
other website to find the information they require. To ensure that our customers receive a consistent
experience every time they use our digital services it will be necessary to introduce more rigourous
control, by creating a centralised web team to help improve consistency of content and alignment and
use of the national portals. This needs to be accompanied by the creation of more stringent controls
around volumes of information, type of information and how information is communicated to our
customers.

6. Governance
6.1 This work programme is governed through the Information Governance Working Group (IGWG) and the

Customer Services Development Working Group (CSDWG). These groups are supported operationally
by the Information Assurance Working Group (IAWG) and the Customer Liaison Groups respectively.

6.2 These groups will be used to work closely with all Council service providers to focus on improving the
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customer experience in North Lanarkshire and also in measuring and monitoring the quality of services
delivered through for example, by measuring and reporting on adherence to our agreed Customer Care
Standards. They will also ensure full engagement with the delivery of the customer services strategy and
understanding of developments surrounding on−line services, myaccount, mygov.scot and other
associated supporting initiatives

7. Proposed actions
7.1 In summary, the actions proposed by this report are:

1. All remaining council service areas and ALEOs must identify back office systems that hold customer
information and then engage with Customer Services agreeing a timescale to have this data linked
to the Master Citizen Record so that it can be kept accurate and current.

2. Service areas to ensure that all back office systems holding customer information, hold as a
minimum: first name, last name, gender, date of birth and address and where this information is not
currently held, to start gathering it.

3. Service areas to work with Customer Services to identify and streamline service processes to make
them fit for on on−line service delivery through the customer portal using myaccount.

4. Services areas to actively support national initiatives:
a. All schools to implement on−line school payments;
b. All public information notices to be published on the Tell Me Scotland website

5. Service areas to identify open data to be published based on the top 20 freedom of information
requests received by the council

6. All services areas to be considered for inclusion in the First Stop Shops and the customer contact
centre, either in full or in part.

7. PISA to be moved onto the corporate GIS infrastructure
8. Records Management function to be moved from CultureNL to North Lanarkshire Council.
9. Create a centralised digital content capability to support the on−going growth of online digital

services through the customer portal.

8. Recommendations

8.1 It is recommended that the committee:

• Note the progress made to date; and
• Approve the actions proposed in paragraph 7

Head of Revenues and e−Government Solutions
Members seeking further information on the contents of this report are asked to contact Brian Cook, on tel.
01698 403929
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Appendix 1: Customer Strategy summary

The customer services strategy recognises that to continue to be successful as an organisation, we need to do
things differently. That we need to work more closely with our customers, simplifies the way we deliver services
and make the best use of new technologies.

The customer services strategy sets our t to support this by:

• better understand who our customers are;
• by getting our customer and property data right and using it to help our customers (e.g.

myaccount, golden records)
• working out why our customers contact us in the first place, is it for a service or for a service

failure
• checking that we're getting things right through mystery shopping, surveys, customer feedback

• improve the way we deliver services
• making it easy for customers to get services from us by introducing new channels (e.g. web

chat) and new technologies
• launching digital services that minimise staff intervention
• removing and improving processes and procedures

• encourage our customers to contact us in ways that best suit their needs;
• helping customer select the best way for them to contact us (e.g. social media, web, phone, face

to face)
• encouraging those customers who can to use the most efficient on−line channels to obtain

services (e.g. Face to face is 50 times more expensive that an on−line transaction)
• introducing open data that is feely available customers to use

• make sure our employees have the right knowledge and skills they need;
• enforcing the use of corporate customer care standards supported by the use of the national

Customer Satisfaction Measurement Toolkit
• encouraging front line staff to undertake the Customer Services Professional Qualification

supported by the Scottish Qualifications Authority
• encouraging multi−skilling of staff wherever possible so that staff are able to help customers with

multiple services.

• put things right if they go wrong.
• Stopping common problems from happening by working towards consistent processes and

procedures
• Getting more information onto the website so that customers are able to help themselves
• Using social media to engage with customers so that they can exchange their experiences and

knowledge with one another.
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Appendix 2: CMT endorsed actions (CMT meeting 3rd February 2015)

These actions were endorsed by the CMT to ensure delivery of the Customer Services Strategy 2013−2018

Action Progress to date
1. Consider how front line service delivery can be None

more 'joined up' through the First Stop Shops by
reviewing the current business processes for a
range of services including: Housing and Council
Tax Benefits, Licensing, Education Maintenance
Allowance, Ticket Sales, Registrars, Consumer
Advice Services and Social Work enquiries.

2. Remove Paypoint payment options from our First Being implemented as part of the savings review for
Stop Shops on a phased basis, monitoring the 2016/17
impact on footfall and payment.

3. Create a corporate appointment process for This is now being considered as part of a consolidated
subject matter experts, from front and back office. approach to booking, appointments and taking

payments through the customer portal.
4. The following services should be considered for None

transfer to the Customer Contact Centre: Direct
Debit Helpline (Finance & Customer Services),
Debt Recovery (Finance & Customer Services),
Non−domestic rates (Finance & Customer
Services), Private Benefits (Finance & Customer
Services), Registration of Births and Deaths
(Corporate Services), Housing Allocation
applications − progress chasing and reporting
Changes of Circumstances (Housing & Social
Work Services), Parking Fines (Corporate
Services), Skip & Scaffolding permission &
payment (Environmental Services), Electoral
Registrations (Corporate Services) Adult Literacy
and Numeracy (L&LS), Burials − enquiries &
administration (Environmental Services),
Controlled parking (Environmental Services),
Supply Teachers (L&LS), Council House Sales
(Corporate Services) and Purchase of duplicate
birth, death and marriage certificates (Corporate
Services),_ Facilities _Booking _(all _services).

5. All Services and ALEOs must identify back office This is moving forward as part of the Master Citizen
systems that hold customer information and then Record project. Council services have started to
engage with Customer Services to ensure that engage however the project is starting to engage with
this data is indexed so that it can be kept more challenging council areas. Also to date, no
accurate and current. ALEOs have engaged.

6. Services to ensure that all back office systems Steady progress is being made in some areas
holding customer information, hold as a
minimum: first name, last name, gender, date of
birth and address (e.g. Council Tax) and where
this information is not currently held, to start
gathering it.

7. All Services with land and property systems to PISA is now the only council system that is not part of
adopt open standards for holding data and to the corporate GIS infrastructure.
migrate to the corporate GIS platform to ensure
efficient, _effective _and _consistent _data _sharing.

8. Service to work with the Customer Services Significant progress is being made in some areas.
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Team to identify candidate services for on on−line
service delivery.

9. All services to adopt myaccount for customers Significant progress is being made and this is linked to
accessing on−line services. That is, no Services the delivery of services through the customer portal
will offer bespoke log−in to on−line services as this
will create difficulties for our customers and NLC.

10. All eForms offered for customer use must comply eForms will now be provided as web forms through the
with Council branding and be available only customer portal where consistent branding will be
through the customer area on the website. applied.

11. Services to work with Customer Services Team This project is currently on hold while the new HR
to ensure that staffing details on back office Payroll system is being implemented and staff data
systems (e.g. Website, email, tiger and corporate updated.
mobile database) are current and up to date.


