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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 1

Thursday, 26 October 2006

Corporate & Customer Overview & Scrutiny Panel - Partnership Sub-
Group 

Thursday, 26 October 2006 

Present: Councillor Peter Baker (Chair), Councillors Hasina Khan, Andrew Birchall and 
Miss June Molyneaux 

1. APPOINTMENT OF CHAIR  

Councillor Peter Baker was nominated and seconded to act as Chair of the Sub 
Group. 
  
RESOLVED - That Councillor Peter Baker be appointed as Chair of the 
Partnership Sub Group.  

2. APOLOGIES FOR ABSENCE  

An apology for absence was submitted on behalf of Councillor Geoffrey Russell. 

3. DECLARATIONS OF ANY INTERESTS  

No Member disclosed any interests in relation to matters under consideration at the 
meeting. 

4. TERMS OF REFERENCE  

The Sub Group considered and discussed the draft terms of reference in full.    

It was AGREED that the terms of reference be as follows:

1. To review the Lancashire Shared Services Contact Centre partnership 
arrangements. 

2. To assess whether the Council is achieving the desired benefits of partnership 
working, for example, procurement, single point of access to services. 

3. To identify possible improvements. 
4. To report on the findings and make recommendations to the Corporate and 

Customer Overview and Scrutiny Panel. 

5. CONSIDERATION OF THE REPORT TO LANCASHIRE COUNTY COUNCIL 
EXECUTIVE CABINET - AUDIT COMMISSION PERFORMANCE SUMMARY 
REPORT ON CUSTOMER ACCESS  

This report was considered in conjunction with the following item.   
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 2

Thursday, 26 October 2006

6. CONSIDERATION OF THE REPORT TO LANCASHIRE COUNTY COUNCIL 
EXECUTIVE CABINET - OVERVIEW AND SCRUTINY - SHARED SERVICES 
CONTACT CENTRE REVIEW  

The Sub-Group considered the Audit Commission Performance Summary Report on 
Customer Access and the Overview and Scrutiny Report on the Shared Services 
Contact Centre Review submitted to the Lancashire County Council Executive 
Cabinet.   

The Sub-Group noted that the Partnership was a groundbreaking project with the 
vision for customers to access all services from a single point.  This included a virtual 
network between the County and the six districts enabling calls to be answered by the 
County if all the lines were busy at a District.   

There had been issues with the Customer Relationship Management (CRM) software.  
The contract had originally been awarded to SX3, who had been bought out by 
Northgate.  This had meant that the CRM had not been implemented and used 
effectively.  Negotiations were ongoing with Northgate to resolve these issues.  The 
contract arrangements were complex as Northgate had a contract with Lancashire 
County Council, who had back to back contracts with the districts.  The management 
of the contracts had been an area of concern in the past and was an area for the Sub-
Group to look at further.   

The Partners were all at different stages of implementation.  It was key that Chorley’s 
progression was not held back.  Each partner was able to develop their CRM 
independently to enable them to utilise the benefits of the CRM.  The second phase 
was to enable the County and Districts to deliver services for each other.  There were 
plans for Lancashire County and Chorley to be the first wave to achieve phase two by 
February 2007.  The relationship between Lancashire County and Chorley would be 
key in achieving this and would realise massive benefits, such as extended opening 
hours after six in the evening and Saturday mornings.  

The Sub-Group AGREED  
1. To visit the hub at Lancashire County Council and ask for reassurance on the 

future of the project as a whole, in particular relating to the contractual 
arrangements and the relationship with Lancashire County Council and  

2. To talk with other Partners to ascertain their views.   

7. CONSIDERATION OF THE REPORT TO LANCASHIRE COUNTY COUNCIL 
EXECUTIVE CABINET - CUSTOMER ACCESS STRATEGY  

The Sub-Group considered the Customer Access Strategy and noted that Chorley had 
an Access Strategy (No 8 in the reference box file). 

It was AGREED that an update on the Chorley Customer Access Strategy be 
presented to a future meeting.   

8. THE WAY FORWARD  

The Sub-Group discussed the way forward for the Inquiry and AGREED  
1. That a visit to the hub be arranged for a Friday in November, with a tour and 

an opportunity to speak to an officer and a Councillor involved in the project,  
2. That representatives from two Partner Councils be interviewed to give 

feedback on the Partnership and progress with the project, 
3. That Councillor Edgerley and Councillor Walker be interviewed to give 

feedback on the Partnership and progress with the project.   
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 3

Thursday, 26 October 2006

9. DATES OF FUTURE MEETINGS  

It was AGREED that the Democratic Services Officer would arrange the date of the 
next meeting to discuss the questions to be raised during the visit to the hub.   

Chair 
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Overview and Scrutiny

Shared Services Contact Centre

4

Background

The Shared Services

Contact Centre is a

partnership between

Lancashire County Council

and 6 districts; Burnley,

Chorley, Hyndburn, Ribble

Valley, Pendle and

Rossendale). It is the

partnership through which

the Council will deliver its

Customer Access Strategy,

dealing with all forms of

Customer Access. 

Within the partnership, there

are a number of centres

from which services are

delivered. The County

Council’s own Customer

Service Centre is based at

The Red Rose Hub in

Fulwood.

The Shared Services

Contact Centre is not just

the key to the council’s

Customer Access Strategy.

The aim to deliver more and

more services through this

route is intended to be a

key driver in service

redesign and modernisa-

tion, leading ultimately to

better, more cost effective

and efficient services to the

public.

At the meeting of full council

on 23 February 2006, the

following Notice of Motion

received under Standing

Order No 7 was Moved by

County Councillor B J

Whittle and Seconded by

County Councillor M J

Welsh:

“Concerned that the Contact

Centre has not achieved the

objectives established by

the business plan drawn up

in 2003, the County Council

requests the Management

Panel to establish an

Overview and Scrutiny Task

Group to review progress to

date and the current plan for

the further development of

this flagship project”

Following assurances

provided at the meeting that

this matter would be

considered by the

Management Panel, the

Motion was withdrawn and

not put to the vote.

A report was subsequently

sent to the Management

Panel on 17 March 2006,

where:

“The Panel considered a

request for a scrutiny review

of the Shared Service

Contact Centre and

concluded that a Task

Group should be set up

consisting of the Chair and

Deputy Chairs of the

Management Panel and the

Chair of the Internal

Committee. It would report

in due course to the new

Management Committee.

The matter will be referred to

the Internal Committee with

a recommendation that they

give retrospective
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agreement to establish the Task

Group.”

At the meeting of the Internal

Committee on 29 March 2006, the

following resolution was passed:

“That the Committee noted the

decision of the Overview and

Scrutiny Management Panel to

establish a Task Group to consider

the activities in respect of the

Shared Services Contact Centre

and retrospectively agreed its

establishment.”

Membership of the
task group

The following county councillors

were members of the task group

Tom Burns

Wendy Dwyer

David O’Toole

Matthew Tomlinson

Jean Yates

Wendy Dwyer replaced Jean Yates

after the first meeting.

Scope of the
Scrutiny exercise

At the first meeting of the task

group, the scope of the exercise

was agreed:

� To consider all aspects that

have affected the history of the

project, including contractor

relationships, project

management, previous

milestones and go live dates

achieved or missed

� To understand any potential

future areas of concern that

may prevent the project being

delivered

� To clarify exactly the objectives

of the project

5
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Overview and Scrutiny

Shared Services Contact Centre

6

Methodology

Witnesses

The task group agreed to

carry out a series of

evidence gathering

sessions in order to talk with

appropriate officers and

councillors.

Discussion took place 

individually and in groups

with:

County Councillor -

Ann Brown

Paul Burgess

Jim Edney

Richard Jones

Gabby Nelson

County Councillor -

Doreen Pollitt

S i te V is i t

On 1 June 2006, the task

group undertook a visit to

The Red Rose Hub. As part

of that site visit, members

sat with staff and listened in

to telephone calls.

Documents

The task group considered

a large volume of

documentary evidence,

including:

� Project Planning

documents

� Deloitte & Touche

Business Case July

2002

� Audit Commission

Report into Customer

Access July 2006

� Performance Information

(including financial

information)

Findings

There were five main areas

the task group investigated:

� Information &

Communications

Technology (ICT)

� Organisational Culture

� The Red Rose Hub &

the Customer Service

Centre

� Management &

Governance

� Project Management

The findings on each of

those areas are as follows

1.  IT

1. The initial contract for the

ICT supplier led to the

preferred bidder (ITNET)

ultimately being rejected

and another supplier

sought, but using the

specification supplied by

the first bidder.
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2. The contract was subsequently

awarded to SX3. SX3 were later

taken over by Northgate. This

means that Northgate are

supplying a CRM system that

they did not develop, to a

specification supplied by

another company. 

3. The CRM system (called Onyx)

that is currently in use has been

problematic. The private

network between the seven

Partners is significantly over

capacity and resilience. It is

unlikely that all of the capacity

will ever be used. 

4. Despite the high value of the

ICT contract, the complexity of

the project, and the concerns

that surfaced about the delivery

of the IT, monthly meetings with

the IT contractors only begun in

October 2005.

5. There are concerns about the

“middleware” – the software

that allows the Onyx system to

work with existing council

systems. The task group notes

that discussions on this front

are still ongoing.

6. The relationship with Northgate

has not been easy or

comfortable for each side. The

task group understands that

Northgate are one of the

market leaders in this kind of

software for councils, and that

there are many organisations

(including West Lancs District

Council in Lancashire) that

have a successful relationship

with Northgate. However,

although Northgate have aimed

to be a “partner”, rather than

just a contractor or supplier, the

council has had concerns

about the resourcing and

general approach taken by

Northgate.

2.  Cul ture

7. One of the major aims of the

project was not just to deliver a

contact centre, but to review

the way the council delivered

7
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Overview and Scrutiny

Shared Services Contact Centre

8

its services. The original

vision was that services

from all over the council

would be reviewed to

see if there were aspects

that could be delivered

better and more

efficiently partly or wholly

through the contact

centre.

8. To achieve this, it was

necessary to

communicate clearly

and effectively across

the council on this

vision, and to work with

managers to review

services.

9. The council delivers

around 700 different

services. It is clearly a

massive task to review

these, and is a process

that will take years, not

months.

10.The approach taken by

the project has been to

“cherry pick” the

services that could be

incorporated most

quickly and successfully.

This approach has

delivered some positive

outcomes.

11. However, in general,

there is little evidence of

a comprehensive and

wide-ranging attempt to

change and develop the

culture of the organisa-

tion, and to persuade

directorates to change

services to utilise the

contact centre facilities

and processes.

12.There have been some

developments to

encourage this in recent

times. A “Change

Team”, operating from

within the Customer

Access project to

coordinate and work with

directorates has been

introduced in Spring /

Summer 2006.

13.The Adult & Community

Services Directorate has

done a significant

amount of work on its

services. Around 60

members of staff are

due to transfer to the

CSC by September 07.

3. The Red Rose Hub /

Customer Serv ice

Cent re

14. The Red Rose Hub site

was selected at least in

part because it could be

identified as a flagship

building for a flagship

service.

15. There are problems with

access to the site, with

limited car parking and

public transport. A

transport plan for the site

is in place & discussions

are ongoing. There is

unlikely to be a “quick

fix” to this issue, but

several longer term

options may have an
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effect, including the Fulwood

Park & Ride scheme.

16. The Red Rose Hub project was

well managed and delivered

180 desks within deadline, by

June 05. However, there were

no staff to fill those seats as

other aspects of the project

had slipped. 16 staff begun in

July 05. The original plan had

been for 90 seats.

17. Customer Service Centre

opened July 05. The 16 staff

were deployed working mainly

on the Corporate Information

Database (CID), a detailed A-Z

of council services, and the

essential information asset for

the Customer Service Centre.

18. The objective for the call centre

is to deal with 80% of enquiries

at first point of contact (FPOC).

The figure currently is around

60%, but at 90% for better

integrated services, where

more intensive work has been

carries out.

4. Management /

Governance

19.There was no clearly identified

project manager until the

appointment of Paul Burgess in

2005. The decision to appoint

on a secondment basis from

within the council was taken by

County Management Board

(CMB) in June 2005.

20.There has been little or no

general member involvement in

the project since around 2003 /

2004. This has meant that there

has been no general accounta-

bility to elected representatives

during a crucial period in the

project.

21.Responsibility for the Contact

Centre was taken over by

Richard Jones, Executive

Director, Adult & Community

Services on July 1 2006, and a

new Management structure is

now in place.

9
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Overview and Scrutiny

Shared Services Contact Centre
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5. Overal l  project

issues

There was no single overall

plan for the project. There

was a comprehensive plan

for the IT aspects.

22.The project was set up

as a partnership with 6

of the 12 districts. District

partners have developed

different objectives for

their parts of the service.

There are ongoing

questions about the 

relationship with the 

non-partners.

23. In addition, although the

initial vision of a

completely joined up

contact centre service

with 13 partners was

forward thinking, positive

and admirable, it was an

aim far in excess of

anything tried elsewhere

in the country. 

24.The task group have

found that the paper trail

of decisions, deadlines,

advice and so forth has

not always been as

clean and clear as would

have been desirable.

Without a clear project

plan, clarity over

deadlines, responsibili-

ties and so on has been

harder to trace.

25.Members and officers

did not appreciate the

size of the project at the

outset. The project has

cost around £20 million,

and has regularly been

held up as a flagship

project for the council.

However, despite this,

there appears to have

been a lack of dedicated

time and support, both

officer and councillor,

given to the project in its

crucial formative years.

Witnesses have

acknowledged project is

not where it could have

been at this stage of the

project, around 4 or 5

years from its

conception.

26.The Audit Commission

have also produced a

report on Customer

Access. They made a

number of recommen-

dations. Chiefly, they

identified the need for a

clear, integrated plan for

all aspects of the project

with clear milestones.

They also noted the

need for strong 

communication and

commitment to

developing a customer

oriented culture.
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Conclusions

In reaching these conclusions, the

task group acknowledge that a

great deal of hard work has taken

place on this project, and would

like to acknowledge the contribu-

tions made by individual officers

and teams. A number of notable

successes have been achieved,

including

� the creation and continual

expansion of the Corporate

Information Database,

� the delivery of The Red Rose

Hub site,

� the creation of a dedicated

team of officers in the

Customer Service Centre, 

� the work of the Adult &

Community Services

Directorate in restructuring work

flows.

Progress has been made since

the appointment of Paul Burgess

as the Director with specific

responsibility for this project in

August 2005.

ICT

1. There was a lack of clarity from

the Council about what was

required. That lack of clarity

meant that the contractor could

not be clear on exactly what

product was needed. However,

there was scope for the

contractor, especially as they

have identified themselves as a

partner in this project, to

provide more and stronger

support to help identify the

council’s needs.

2. The lack of clarity means we

currently have a main computer

system that may never do what

we want it to do. The task

group acknowledge the negoti-

ations currently ongoing

between Northgate and the

Council, and look forward to a

mutually beneficial resolution to

enable the project to move

forward.

11
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Shared Services Contact Centre
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Organisat ional Culture

3. It is clear that, whilst

there are some parts of

the organisation which

have embraced the

project, other parts have

sought to avoid or ignore

the project. Whilst the

aim of “cherry picking”

certain services and

dealing with individual

managers has brought

some success, the

project has suffered from

a lack of a well commu-

nicated, clear vision,

backed up with firm

action to ensure all areas

of the County Council

are engaged.

Red Rose Hub /

Contact Centre

4. The Red Rose Hub is an

excellent facility, although

concerns remain about

transport links for staff

and visitors. This aspect

of the project was

delivered on time and to

an appropriately high

specification. However, it

seems indicative of the

lack of an overall plan

that this site was

delivered, but the staff

due to work there, and

the services due to be

delivered, were not in

place at the appropriate

time.

Management &

Governance

5. This project has suffered

from a lack of clear and

strong day to day

management and

leadership. Whilst all

individuals involved have

worked hard and sought

to deliver in accordance

with their understanding

of what they were being

asked to do, apart from

the ambitious and

admirable vision at the

outset, there appears to

have been no regular

restatement of the

objectives of the project,

and no driving force,

working solely on the

project, to make it

happen.

6. The almost complete

lack of elected member

involvement for at least 2

years has meant that

there has been insuffi-

cient accountability, and

a lack of the leadership

that members would

have been able to

provide.

Overal l  Project issues

7. At no stage in the project

so far has there been a

clear single project plan

for the whole process,

taking into account ICT,

culture change,

premises, joint working

with districts, member

Agenda Item 5Agenda Page 16



and public engagement,

service delivery and all of the

other aspects of this

immensely complex task.

8. The aim of the project to be a

completely joined up contact

centre with 13 members is

unrealistic. It is even more

unrealistic given that only 6 of

the districts joined the project,

as it raises the added compli-

cation of relations with the non

members. It is clear that the

priorities of the different

councils, although linked, are

different. The task group would

welcome a review of the very

basis of the project, and would

support a looser form of joint

working with all of the districts.

9. All parties have acknowledged

that there was a failure to

recognise the size of the task

at the outset. An appropriately

senior and well qualified project

manager should have been

appointed at the outset of the

project, and should have

received the necessary

authority from the organisation,

being answerable to the most

senior officers and members.

13
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Recommendations

The task group recognises

that Richard Jones is

undertaking a thorough and

far reaching review of the

project. The task group

supports Richard Jones in

this endeavour, and believes

that the key to past difficul-

ties and future success lies

in effective management

and governance arrange-

ments. We therefore

recommend

1. That Richard Jones

considers the

conclusions of this task

group in drawing up his

recommendations and

future programme.

2. That a clear and precise

set of objectives and

timescales for the

project is produced, and

that by politicians and

officers at the highest

level strongly and

actively champion the

project

3. That the Cabinet

member responsible

establishes a cross party

working group to

regularly monitor

progress against the

plans presented by the

Executive Director for

Adult & Community

Services to the Cabinet

in September 2006.
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 1

Tuesday, 5 December 2006

Corporate & Customer Overview & Scrutiny Panel - Partnership Sub-
Group 

Tuesday, 5 December 2006 

Present: Councillor Peter Baker (Chair), Councillors Hasina Khan and Geoffrey Russell 

1. APOLOGIES FOR ABSENCE  

Apologies for absence were submitted on behalf of Councillors Andrew Birchall and 
June Molyneaux.   

2. DECLARATIONS OF ANY INTERESTS  

There were no declarations of interest by Members relating to the items on the 
agenda. 

3. MINUTES  

RESOLVED - That the Minutes of the meeting of the Corporate and Customer 
Overview and Scrutiny Panel – Partnership Sub-Group held on 26 October 2006 
be confirmed as a correct record and signed by the Chair.

4. TO WATCH THE WEB CAST OF THE LANCASHIRE COUNTY COUNCIL 
EXECUTIVE CABINET MEETING HELD ON 5 SEPTEMBER 2006 

Due to technology issues the Group were not able to watch the web cast.   

It was AGREED that the web cast be watched at a future meeting of the Panel.   

5. TO CONSIDER AND DETERMINE THE QUESTIONS TO BE ASKED DURING 
THE VISIT TO THE HUB AT LANCASHIRE COUNTY COUNCIL  

The Sub-Group discussed a number of questions to be asked during the site visit to 
the Hub at Lancashire County Council.   

It was AGREED that the following questions be forwarded to Lancashire County 
Council in advance of the visit to be held on 8 December and that a written response 
be requested.   

• What does your Directorate cover? 

• How many of the seats in the hub are now filled? 

• How do you think the Partnership is progressing?  What is the current 
position? 

• Do you set milestones for the project in terms of dates for future achievements 
and, if so, what are they? 

• What are the main challenges for the Partnership and how are these being 
addressed? 

• What efforts are being made to keep all Partners abreast with the project and 
at a consistent developmental level? 
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 2

Tuesday, 5 December 2006

• It has been suggested the enthusiasm for the project, amongst officers and 
members within Lancashire County Council and other partners has waned. Do 
you think that this is the case and, if so, what affect do you think it will have on 
the success of the project and what is being done to combat it?  

• What percentage of the services provided by Lancashire County Council are 
provided by the hub? 

• How will Lancashire County Council take forward the delivery of joint 
services?  Do you have any policies are strategies for this? 

• How do you measure customer satisfaction with the services received? 

• Is the Partnership delivering efficiencies as anticipated? 

The Sub-Group discussed questions to be asked of the district partners at the 
feedback session in January.   

• What stage are you at in implementation and what are your plans for the 
future? 

• How do you think the Partnership is progressing? 

• Is the Partnership delivering the efficiencies as anticipated? 

• What have been the main concerns regarding the management of the 
contract? 

• What are your views on the vision for Lancashire County Council and districts 
to deliver each other’s services? 

• How do the Joint Board meetings operate?  Is the quorum a help or 
hindrance? 

• How do you measure customer satisfaction with the services received? 

The Sub-Group discussed questions to be asked of Councillor Edgerley and 
Councillor Walker in at the feedback session in January.   

• How do you think the Partnership is progressing?   

• Do you have set milestones for the project in terms of dates for future 
achievements and, if so, what are they? 

• How do the Joint Board meetings operate?  Is the quorum a help or 
hindrance? 

• What have been the main concerns regarding the management of the 
contract? 

• How do you measure customer satisfaction with the services received? 

6. THE WAY FORWARD  

The Sub-Group noted that the visit to the Hub would take place on Friday 8th

December.  Representatives from Pendle and Ribble Valley would be meeting the 
Sub-Group on 19 January and Councillors Edgerley and Walker on either 12 or 26 
January 2007.   

Chair 
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SCRUTINY VISIT TO THE RED ROSE HUB,  
LANCASHIRE COUNTY COUNCIL 

8 December 2006  
 
Present: Councillors: Peter Baker, Geoffrey Russell, Edward Smith and Stella 
Walsh.   
 
Officers: Asim Khan (Assistant Head of Customer Services), Ruth Hawes 
(Democratic Services) and Dianne Scambler (Democratic Services) 
 
 
The Members visited the Red Rose Hub and were greeted by County Councillor 
Doreen Pollitt, Richard Jones, (Executive Director of Adult and Community Services) 
and Steve Williams, (Director of Customer Access).   
 
The Sub-Group had conducted a tour of the Hub and then had a question and 
answer session with the County representatives.  It was explained that Richard, 
Steve and Councillor Pollitt had taken over the management of the project in the last 
few months.  
 
The Change Team  
This is a relatively new team; some had worked for the County Council previously.  
Their role is an independent project team who speak to Directorates about 
transferring their services into The Hub, the benefits of going into the Hub and the 
cost of integration is built into a project plan.   
 
Each officer in the Team focuses on a specific Directorate to facilitate integration into 
the Hub.  The team have now developed plans and a methodology to support 
integrations.  On average it takes six months per service, depending on the 
complexity of the service, if staff are redesignated and need to be trained.   
 
There are four streams to the Customer Access Strategy.  Part of the Strategy is to 
transfer customers onto more efficient means of delivering services and to target 
customers with relevant services.  This included taking technology to the customer 
and delivering services in their own home. 
 
Work with Directorates has involved significant culture change, as it affects long 
established ways of working, but as more services are integrated attitudes have 
changed.   
 
Directorates are now working closely with the Change Team through the business 
process re-engineering exercise to ensure that the best quality and more efficient 
solution is reached for the service to be operated from the Red Rose Hub.   
 
The Information Communication Technology section 
It was explained that underlying technology used by the Partnership has been 
implemented, although there have been issues with the Customer Relationship 
Management (CRM) software.  The Partnership procured a managed solution, with 
hardware, telephony and the Customer Relationship Management system.  Several 
districts in the Partnership are using the Customer Relationship Management system 
to some degree, but with various degrees of success.   
 
When the Partnership started all Councils were all at the starting gate, especially a 
Contact Centre Partnership on the scale of the Lancashire one.   In hindsight the 
Partnership was over ambitious and has suffered as a consequence of this.  
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Representatives of the contractor, Northgate, were based in the Hub.  It was 
acknowledged that at times the relationship could have been better.  There are 
examples of thriving Contact Centres, such as Salford.  
  
The Partnership Officer 
The role of the Partnership Officer is to liaise with districts and oversee the project.  
There are regular Project Boards and meetings of the Joint Committee to ensure two-
way communication between the partners.  As the Partners get to know each other 
the working relationship becomes stronger and it has taken time for Lancashire 
County Council (Lancashire County Council) to get their team of staff in place.  There 
is plenty of enthusiasm from Lancashire County Council officers and members for the 
Partnership.  The impression from most districts is that the Partnership is strong.   
 
Due to the size of the Partnership it is inevitable that Districts will progress at different 
rates, Lancashire County Council have a large ICT resource and where appropriate 
support Districts.  Chorley is advanced in implementation as it has a One Stop Shop 
and Call Centre.   
 
Now there is a new management team from Lancashire County Council there is an 
improved perception of the Partnership and the Contact Centre.  Once more services 
are delivered from the Hub the team will go on a PR offensive, both internally and 
externally.  There is an aim to open 24 hours in the future.   
 
The Adult and Community Services Team 
It was explained that the numerous social care offices all had slight variations in 
service delivery.  Two years ago all of the processes were mapped.  This was a huge 
task and involved lots of staff who were asked which services could be streamlined 
and which could be centralised, for example the switchboard and simple queries.  
More complex queries would still need to be dealt with by the back office.   
  
Several functions have transferred to the Hub leading to a reduction in the 
administration staff role.  One of the benefits of the process is the removal of 
variation in the way the service is provided, to best practice.  Information is held on a 
Corporate Information Database that acts, not as a script, but an aide memoir of 
questions and information.  Information given by the customer is then sent to the 
relevant back office by the system.  A virtual white board has been developed to 
enable a customer services advisor to see if a social worker is in the office or not and 
advise their customer accordingly.   
 
The system is due to go live in January 2007 for the first four offices, although offices 
are now using the virtual white board.  It is acknowledged that the biggest stumbling 
block has been the need to develop a system to meet the needs of Adult & 
Community Services and being the first to undertake it for twenty-one area offices.  It 
has been a massive culture change and a learning curve.   
 
The approach has been to integrate the biggest service first; in hindsight it might 
have been better to start of with simple services.  Lancashire County Council 
provides around six hundred services, some simple in nature, others like social care 
are much more complex.  By March 2007 twelve or thirteen more are scheduled to 
go live.  
    
The Training Room 
The Members spoke to some delegates from Adult and Community Services who are 
currently in training.  The officers are looking forward to going live and highlighted 
that the service for the customer will be better as previously the offices had all 
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worked differently.  The training has been intensive - six weeks in total.  It is positive 
that the training has raised issues that need to be resolved before going live and 
developed the training for the next set of delegates.  Future delegates will be able to 
sit in on live calls.   
 
The Contact Centre 
There are currently four teams each on banks of desks who deliver a mix of services, 
including the switchboard.  Each team concentrates on two or three services at a 
time.  There are thirty Full Time Equivalents with eighteen part time staff who cover 
lunch breaks and peak times.  This will increase over time when more services are 
integrated and in January upstairs will be full.  Downstairs is currently the nursery 
bank but will be live workstations in time.   
 
There are currently seven hundred entries on the Corporate Information Database.  
The aim is to give customers access to all services at one point, for example if a call 
is in relation to a blue badge the customer will be asked if they would like a fire safety 
check, or if a customer has just turned 65 they would be asked if they would like 
information about social services.  The system transfers any relevant information to 
the back office meaning that the customer will not have to repeat it.   
 
The customer advisors have a really good broad knowledge of Lancashire County 
Council services.  The training is service specific; advisors practice on calls and have 
a mentor.  Advisors build up knowledge on services and training takes around 6 
months for full productivity.  The training shows advisors where to look for information 
enabling them to deliver a number of services.  The Contact Centre filters out calls 
requesting information enabling back office staff to get on with complex enquiries.  
The importance of keeping information up to date was noted.   
  
Calls relating to schools transport have transferred into the Contact Centre.  
Previously four members of staff dealt with the calls and struggled at peak times, now 
twenty-three members of staff are able to deal with the calls.  
 
The Members each listened to a live call.   
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Question and Answer Session   

 
The report is a summary of the discussion between the Members and Officers 
present.   
 
Councillor Pollitt has chaired two of the Partnership Joint Committees since 
becoming part of the management team.  The meeting is essential to update the 
Partners and is an opportunity to talk together to resolve any problems.  The 
Partnership is progressing but is at a difficult point. 
 
On timescales it was advised that the contractor would be presenting a final and best 
offer on 12 December 2006, after which Partners will undertake individual reviews 
with a decision scheduled for mid to late January.  It is important to get the best 
solution for Lancashire County Council and the Partners.  Up to this point in the 
Partnership the focus has unfortunately been frustration with technology issues 
rather than service provision as it should be.  
 
The Partnership had bought a managed service, not just the Customer Relationship 
Management system.  When the Partnership first wrote the specification and took out 
the contract there was not a complete understanding of what the Customer 
Relationship Management system needs to deliver.  After the experiences gained the 
specification has been updated.   
 
The contractor had bought out the company that had originally won the contract, 
SX3, and has tried to implement a piece of software that was not their own.  The 
current proposal from the contractor is considered by Lancashire County Council to 
meet 72% of the requirements, although the version will not be available until March.  
Due to experience Lancashire County Council are now cautious.   
 
Concerns were acknowledged about the continuity of service to the customer if the 
Partnership pulls away from the current contract.  Work will be undertaken with 
Districts on how to mitigate this risk, in particular, without damaging the Partnership 
relationships and to keep the Partnership together.   
 
The methods of measuring customer satisfaction are by monitoring calls; a recent 
audit on the quality of the service shows a very high level of customer service.  There 
have been no complaints about the Contact Centre, although there is a need to 
reduce the number of abandoned calls and the waiting times by having the right 
number of staff at the right time.  The Lancashire County Council Management Team 
are keen to show the credibility of the Contact Centre to give Directorates confidence 
to integrate their services.   
 
The importance of keeping Partners abreast of developments and supporting their 
implementation was stressed.  There is a full time officer who keeps Partners up to 
date, in particular on the ICT front.  It is felt that there is a strong sense of partnership 
amongst the Partner districts, although there are different levels of development.  It is 
up to the districts on how fast they progress and the lack of consistency shouldn’t be 
a problem as long as the underlying systems are working as they should.   
 
There is a need to regain sight of the original vision behind the Partnership.  The 
recent White Paper and two-tier working means there are lots of opportunities to 
provide better services for the customer by working together.  The original aspiration 
was about providing each other’s services and making efficiencies.   
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The challenge for Adult and Community Services has been that the current service is 
not user friendly.  The service has now been built round the customer by changing 
the business processes and moving into the Hub.  The service provides around a 
quarter of Lancashire County Council services and equates to 45% of the budget.   
 
Registration Services are going in, Welfare Rights and Environmental Services are 
already in.  The Customer Access Strategy aims to have all calls being taken by the 
Hub in three years.  It was explained that the Customer Access Team is a corporate 
resource and placed with Adult and Community Services as Richard is an Executive 
Director and leading the Partnership project. 
 
Lancashire County Council also have things to learn from Chorley, customers want to 
have face-to-face contact and Chorley’s One Stop Shop delivers a fantastic service.  
Customers want their services and are not concerned who delivers them.  This is an 
area requiring development in the future.  There will be opportunities for joint training 
between Chorley and Lancashire County Council in the future.   
 
There are developments ongoing to allow customer to self-service on the web site, in 
fact you can already apply for school admissions online.     
 
The Members and Officers agreed that the session had been very interesting and 
informative.   
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 1

Friday, 19 January 2007

Corporate & Customer Overview & Scrutiny Panel - Partnership Sub-
Group 

Friday, 19 January 2007 

Present: Councillor Peter Baker (Chair), Councillors Geoffrey Russell and Mrs Stella Walsh 

Also in attendance: Councillor Richard Sherras, Jeff Fenton and Philip Mousdale 

1. APOLOGIES FOR ABSENCE  

Apologies for absence were submitted on behalf of Councillors Andrew Birchall, 
Hasina Khan and June Molyneaux.  

2. DECLARATIONS OF ANY INTERESTS  

There were no declarations of interest by Members relating to the items on the 
agenda. 

3. CONSIDERATION OF QUESTIONS  

The Sub-Group discussed the questions proposed at the meeting held on 5 December 
2006.  A question was added and the Members agreed the order and who would ask 
each question.   

4. FEEDBACK SESSION WITH COUNCILLOR RICHARD SHERRAS (RIBBLE 
VALLEY BOROUGH COUNCIL)  

The Sub-Group met with Councillor Sherras from Ribble Valley Borough Council who 
had been heavily involved in the Lancashire Shared Services Contact Centre from the 
beginning.   

Councillor Sherras brought a paper he had written in 2003 that outlined the 
background to the project, the benefits and alternative courses of action.  This 
document is appended to these minutes.  

The discussion with Councillor Sherras is summarised at minute 7 “Review of findings 
and conclusions”.  

5. FEEDBACK SESSION WITH PHILIP MOUSDALE (PENDLE BOROUGH 
COUNCIL)  

Members received feedback from Philip Mousdale, the Executive Director for 
Community Engagement, from Pendle Borough Council.    

The discussion with Mr Mousdale is summarised at minute 7 “Review of findings and 
conclusions”. 
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 2

Friday, 19 January 2007

6. FEEDBACK SESSION WITH JEFF FENTON (RIBBLE VALLEY BOROUGH 
COUNCIL)  

The Sub-Group met with Mr Fenton, Corporate Services Manager, from Ribble Valley 
Borough Council.   

The discussion with Mr Fenton is summarised at minute 7 “Review of findings and 
conclusions”. 

7. REVIEW OF FINDINGS AND CONCLUSIONS  

What stage are you at in implementation and what are you plans for the future?
At Ribble Valley there is a small contact centre delivering a limited number of services 
and three customer facing reception points with a limited number of customers.  There 
is a wish to reduce this to one reception point.   
The population is 50 thousand whereas Chorley is over 100 thousand.  The needs of 
the customer are different in the two authorities.  The Call Centre delivers the waste 
management service and there are plans to intregrate other services.   
The Council is committed to the project, although it is a huge culture change.  There is 
a need for investment from the Council to make substantial progress.   

Pendle expected to be further down the road with implementation and have been 
frustrated by the delays.  The amount of work required to transfer services into the 
Contact Centre was underestimated and the issues with the Customer Relationship 
Management system added to the delays.   

There are currently 18 seats in the Call Centre and 5 members of staff on reception 
points, with a mix of full and part time staff with a low staff turnover.  Planning 
Services were due to go live in the Call Centre - this had been a large task.   Part of 
the partnership Pendle Borough Council has with Liberata includes a new 
development in Pendle to house the One Stop Shop and Call Centre scheduled to be 
completed by September.   

How do you think the Partnership is progressing?
For Ribble Valley the Partnership is progressing slowly.  There is support for the 
concept and vision, but making it work is a challenge.  Ribble Valley is predominately 
rural and there is potential for a mobile One Stop Shop, although this would be 
expensive.  The benefits of developing the services that could be delivered by 
telephone and the internet are significant.   
The issues surrounding the Customer Relationship Management system and resulting 
delays had not helped with those who were cynical about the Partnership.  It was felt 
that when this is in place the Partnership will progress.   

Pendle felt that the Partnership was stalled at the moment due to the Customer 
Relationship Management system issues, although there was goodwill from Partners 
to resolve the issues.  The new management team for the project at Lancashire 
County Council had moved the Partnership along.  It would be difficult to have each of 
the Partners at the same stage of implementation.   

Is the Partnership delivering the efficiencies as anticipated?
At Ribble Valley there are currently no identifiable cashable efficiency savings arising 
from the Partnership although the potential advantages for customer service are 
enormous.   
The teams within the Authority are small so there isn’t scope for cashable efficiency 
savings.  Geographically the Council covers a large area so there is significant scope 
for non-cashable savings in improvements to the service to the customer.   
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Friday, 19 January 2007

For Pendle efficiencies relating to the Partnership have not yet been realised, however 
there have been non-cashable efficiencies made through working differently and the 
provision of a better service to the customer.  Pendle have been spurred on by the 
Partnership and found the networking aspect useful.  Once the Customer Relationship 
Management system is in place the prospects for the achievement of efficiencies are 
significant.   

What have been your main concerns regarding the management of the contract?
The issues seemed to start when the original software company, SX3 were taken 
over.  Software systems have to be adaptable, especially when there are so many 
different Councils involved.  It must be accepted that a system will not deliver 
everything and compromises must be made.   
It is felt that the new Management Team for the project at Lancashire County Council 
are moving the Partnership on.  Communication within the Partnership is key for 
success.  From the beginning there was a failure on all parts to appreciate the 
enormity of the project.   

What are your views on the vision for Lancashire County Council and districts to 
deliver each other’s services?
The vision to improve the service to the customer is excellent and should be focussed 
on.  The potential for services to be available during the evening and weekend would 
be excellent for customers.  There are great advantages to two-tier working, especially 
in light of the recent White Paper.   
It is not practical for Districts to deliver each other’s services, but the Hub could deal 
with overflow calls on behalf of Districts.  This is where the Customer Relationship 
Management system is so important.  When this is in place the Partnership will 
progress.   

The vision for the Partnership is being redrafted, it is important that the shared 
information aspect of the original vision is not lost.   
The integration of services into the Contact Centre is complex.  The priority currently 
is for Councils to deliver their own services, and then to take on the delivery of 
additional services.   

How do the Joint Committee meetings operate?  Is the quorum a help or a hindrance?
There has been an issue of changing membership from a Councillor point of view.  
This lack of membership continuity and background knowledge of the project has 
caused issues.   

There had not been many decisions for the Committee to take.  It is positive that 
Chorley are leading aspects of the Partnership previously left to Lancashire County 
Council.  There is a need for a continuous membership, with senior Councillors from 
each District, and clear agendas to engage members and for the meeting to be 
effective.  The quorum is positive, but shouldn’t hold up decision-making.  The 
potential for a majority to make the decision should be there.   

How do you measure customer satisfaction with the services received?
Ribble Valley undertake an annual survey of a sample of customers to measure the 
statutory indicators.   

Liberata manage customer services on behalf of Pendle Borough Council.  Further 
work would be done on customer satisfaction in the future and there had been a 
reduction in complaint numbers.   
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Conclusions 
Implementation
The Partner Councils are at different stages of implementation and each have a 
different customer base, needs and priorities.   
The impact of the Partnership has included a change in organizational culture and the 
Partners have had different levels of success in integrating services into their Contact 
Centres, due to the size of the Authority, the demographics and corporate 
commitment.   

Progression of the Partnership
The Partnership is progressing, although the delays have been frustrating.   
Each Authority has shown their focus on service to the customer and commitment to 
the Partnership.    
The Customer Relationship Management system is key to the future of the 
Partnership.   

Delivery of efficiencies
No cashable savings have been realised as part of the Partnership although there 
have been efficiencies relating to the improvement in the service to the customer.   
The potential for efficiencies is relative to the size of the Council, i.e. Pendle have a 
higher potential for efficiencies than Ribble Valley.   
The Customer Relationship Management system is key to the delivery of efficiencies, 
for example, a customer notifies the Contact Centre that they have moved and the 
request is actioned at the first point of contact and the information is cascaded 
throughout the whole Council.   
If some Authorities can evidence efficiencies it may spur other Partners on.   

Management of the contract
In the early stages the contract was not managed to it’s full potential.  The new 
Management Team for the project at Lancashire County Council is moving the 
Partnership forward.  Communication between all Partners and the contractor is key to 
the success of the Partnership.   

The Partnerships vision
The aspiration behind the vision is excellent, but difficult to achieve.  It would be 
unrealistic for Districts to handle the overflow calls for each other, although it is 
realistic for overflow calls from Districts to be routed via the Hub.   
The aspiration for Districts to deliver County services within their area should be 
pursued as there are significant efficiency and customer service benefits with this. 

Joint Committee meetings
The inconsistent membership and unclear agendas mean that this meeting has not 
been as effective as it needs to be going forward.   
The meeting needs to be driven and perhaps change the quorum to a majority vote 
system.   
The Officer Board seems to work effectively.   

Measurement of customer satisfaction
This is an area where each of the Partners will develop in the future.  There may be a 
role for Chorley to suggest the way forward here.   
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8. THE WAY FORWARD  

The Partnership needs to have a clear refocused vision and strong project 
management.  The Partnership is not just about the technology, and is dependent on 
the Customer Relationship Management system to deliver its aims.  Training for staff 
is a key point and needs to be considered further in the future.   

The Sub-Committee would be receiving feedback from Councillors Edgerley and 
Walker on 26 January 2007.  

Chair 
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 1

Friday, 26 January 2007

Corporate & Customer Overview & Scrutiny Panel - Partnership Sub-
Group 

Friday, 26 January 2007 

Present: Councillor Peter Baker (Chair), Councillors Hasina Khan, Geoffrey Russell and 
Mrs Stella Walsh 

Also in attendance: Councillors John Walker, Dennis Edgerley and Paul Morris (Deputy Chief 
Executive.   

1. APOLOGIES FOR ABSENCE  

Apologies for absence were submitted on behalf of Councillors Andrew Birchall and 
June Molyneaux.   

2. DECLARATIONS OF ANY INTERESTS  

There were no declarations of interest by Members relating to the items on the 
agenda. 

3. CONSIDERATION OF QUESTIONS  

The Sub-Group discussed the questions proposed at the meeting held on 5 December 
2006.  Several questions were added and the Members agreed the order and who 
would ask each question.   

4. FEEDBACK SESSION WITH COUNCILLOR DENNIS EDGERLEY, PREVIOUS 
EXECUTIVE MEMBER FOR CUSTOMERS, POLICY AND PERFORMANCE  

Members received feedback from Councillor Dennis Edgerley, Previous Executive 
Member for Customers, Policy and Performance  

The discussion with Councillor Edgerley is summarised at minute 6 “Review of 
findings and conclusions”. 

5. FEEDBACK SESSION WITH COUNCILLOR JOHN WALKER, EXECUTIVE 
MEMBER FOR CUSTOMER, DEMOCRATIC AND LEGAL SERVICES 

The Sub-Group met with Councillor Councillor John Walker, Executive Member for 
Customer, Democratic and Legal Services. 

The discussion with Councillor Walker is summarised at minute 6 “Review of findings 
and conclusions”. 
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6. REVIEW OF FINDINGS AND CONCLUSIONS  

How do you think the Partnership is progressing?
The Partnership has not progressed at the pace it was anticipated to and has not 
delivered, as yet, what Chorley wanted from it.  The project is a huge undertaking.  
All of the Partners are at different stages of implementation, Lancashire County 
Council have faced resistance to change from their Directorates and there have been 
significant problems surrounding the Customer Relationship Management System.  At 
Lancashire County Council the system is being used to signpost members of staff to 
information and to collect information.   
Chorley have made excellent progress, the Contact Centre is open from 8 until 6, has 
produced some back office and will produce significant efficiency savings once the 
Customer Relationship Management System is in place.  The improvements in 
customer service have been fantastic with generic staff dealing with queries at the first 
point of contact.   
The Partnership is at a difficult point.  The meeting to decide the way forward on the 
Customer Relationship Management System has been postponed until February.  The 
decision will be the best solution for the Partnership going forward.   
Lancashire County Council have integrated around a quarter of their services into the 
Hub, the largest services have been integrated first.   
At Chorley the Partnership has had Member and officer support from the beginning, 
not all Councils have had this.   

How do the Joint Committee meetings operate?
The officer Board works well and can take decisions with its terms of reference, but 
the way the Committee works needs to be reviewed.  It is an opportunity to discuss 
issues but there needs to be more buy in from the District Partners.  There aren’t 
many decisions to be taken.  Conflicting timetables mean it is difficult to get everyone 
together.   
It might be helpful to have just one senior representative from each Council on the 
Committee.   
The quorum is good as it ensures that all Partners have a vote on any decisions.   
The lack of attendance from some Districts is disappointing as it shows a lack of 
commitment to the project.   

What have been the main concerns regarding the management of the contract?
The original contractor (SX3) was bought out by Northgate, meaning that Northgate 
staff were working on an SX3 product.  The contract management from Lancashire 
County Council has changed twice.  Factors such as these created contract 
management issues.   
The new Management Team for the project at Lancashire County Council have 
moved the Partnership along and are looking positively to the future.  Lancashire 
County Council have their own specific needs relating to Social Services and have 
developed a Corporate Information Database to deal with this.   
Going forward the Partnership the contract management should involve the Partners 
more, rather than being left just to Lancashire County Council.   

What are the benefits of being in the Partnership?
The cost to the Council would be significant to purchase the telephony, hardware and 
software outside the Partnership.  The potential for additional opening hours, in the 
evenings and at weekend are significant benefits.   
The way forward is through shared services.   
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Is there anything that could have been done to avoid the problems that have been 
faced?
Some of the risks that were identified prior to the project have happened.  In a 
Partnership of this size some problems have to be expected. 
If Chorley had not gone with the Partnership we would have faced problems, but 
different ones.   
Going forward Chorley is leading the officer Board and is actively working on a more 
realistic refocused vision for the Partnership. 
Issues are being identified and solutions being pushed forward.   

Is there any evidence of efficiency savings arising from the Partnership?
There have been some savings, but the real savings are dependent of the Customer 
Relationship Management System.  There is a need to move customers onto the 
efficient channels of service provision, such as the Internet.  The system will allow 
customers to check the progress of their enquiry online.   
Previously there were three reception points and a cash office.  The closure of the 
cash office produced efficiency savings.   
The Customer Relationship Management System will allow the Customer Service 
advisors to proactively offer customers’ services based on the information held about 
them.   
When services are transferred into the Contact Centre the business process re-
engineering and systems integration reduce the back office costs.   
Previously there was no way to monitor the number of calls to the departments of the 
Council.  The technology enables this and will drive the number of staff needed in the 
Contact Centre.   

What is your perception of the vision to deliver each other’s services?
The vision is excellent.  It is a shame that not all of the Districts in Lancashire came 
into the Partnership.  The potential for greater access for customers to services and at 
a cheaper cost has to be good.  
The vision is being refocused, as it was over ambitious when the Partnership was set 
up.  Lancashire County Council is looking at information gateways in Libraries, 
depending on local circumstances.   

What is the vision/objectives going forward for the Contact Centre and the 
Partnership?
Currently a sample of customers is asked about their satisfaction with the service.  If 
there is an increase in the rate of abandoned calls more customers could be asked 
about their satisfaction and to highlight the reason for the increased need for service.   
Shared services are the way forward.  A bid has gone to Government Office North 
West on two-tier working with those Authorities not bidding for unitary status in line 
with the White Paper.   
There are opportunities, via the Customer Relationship Management System, to deal 
with complaints more effectively.   
Authorities that are not as advanced in implementation can learn from those that are.   

Other points 
There is potential for joint training, with each Partner sending representatives to be 
trained and then for those representatives to train staff at their own Authority.   
At times when the numbers of abandoned calls is high Chorley still receives high 
levels of satisfaction from customers.  If calls were to overflow to the Hub there would 
have to be ensured the same level of customer service.   
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CORPORATE & CUSTOMER OVERVIEW & SCRUTINY PANEL - PARTNERSHIP SUB-GROUP 4

Friday, 26 January 2007

7. THE WAY FORWARD  

It was AGREED to consider the web cast showing the discussion by the Executive 
Cabinet at Lancashire County Council on the report of the Overview and Scrutiny 
Task Group on the Shared Services Contact Centre at the next meeting of the Sub-
Group.   

Chair 
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Cabinet – 28 February 2007  
 
Report of Director of Customer Access 
 

Part I - Item No. 4 (a) 
 

Electoral Division affected: 
All 

 
Update on Customer Access  
Appendices “A” and “B” refer  
 
Contact for further information:  
Steve Williams, 01772 537142, Adult & Community Services  
 
 
Executive Summary 
 
This report outlines the significant progress made in developing the work of the 
Telephony and Self Service Streams of the Customer Access Strategy.  It also 
describes progress in the Face-to-Face and Putting the Customer First streams and 
their plans for the remainder of 2007.  The Report illustrates the current position with 
Northgate and the revised offer. The Report also highlights the decision of the 
Shared Service Partnership Committee for a revised Partnership vision. 
 
Recommendation 
 
The Cabinet are asked to note the Report and to seek a further update in July 2007. 
  
 
Background 
 
At the meeting of the Cabinet on 5 September 2006 reports from the Audit 
Commission and the Overview and Scrutiny Committee were received on the subject 
of Customer Access. Since then much work has been completed to address the 
recommendations and findings highlighted in both reports.  
 
This report sets out the significant progress to date in implementing the Customer 
Access Strategy and describes what is planned for the coming year. 
 
Systems and Documentation  
 
The recruitment of the Change Team is now complete with the last Business 
Development Officers joining the Team in November 2006.  This Team has been 
recruited to ensure that relevant systems and a methodology for service integrations 
are in place and utilised. The Change Team working closely with Information 
Technology specialists and Business Analysts is now actively undertaking the 
reprocessing of services being transferred into the Customer Service Centre (CSC).   
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Comprehensive Project Planning documentation is written and in place to support 
this work.  
 
Where relevant this work includes the development of technical or computer 
solutions which are designed for use across all three service delivery streams 
whether Face-to-Face, telephone or web.  The Change Team have responsibility for 
managing each new integration or migration of service from Directorates into the 
CSC.  The process for integrating each new service will be treated as an individual 
project and be fully documented and managed in order to track progress, minimise 
risk and ensure that the plan stays on schedule and is delivered. As more 
integrations join the Programme it will become critical that each individual plan is 
adhered to as the success of each project and the overall programme is dependant 
on the same resources. 
 
Planned Integrations 2007 
 
Appendix “A” shows the Programme of completed Service Integrations across all 
streams along with those other integrations which are in various stages of planning 
during 2007. There is inevitably some flexibility relating to timings.  There is still 
significant potential to include more integrations in this Programme and the Change 
Team will be endeavouring to increase their work with Directorates over the coming 
months.  For example; early discussions are taking place around significant work 
with the Children and Young People Directorate and if this is deemed suitable it may 
very well have a substantial impact on the workload of the CSC during 2007.  
 
It can be seen from the Programme that many of the integrations planned or 
achieved have elements of each of the three service delivery streams embedded 
within the solutions.  The Customer Access Team recognise that their approach to 
Directorates must now consider all three delivery streams when consulting on how 
best to resolve a service delivery issue.  In addition it has become evident that some 
of the transferred services come with an integral back office administrative function. 
This is the case with Blue Badges and the proposed Free School Meals services. 
Consequently an administrative resolution function is being developed at The Red 
Rose Hub in order to deal with this task.  The Blue Badge Administration Team 
consisting of 7 staff have recently completed their training and are now operational.   
 
There has been some demand from Directorates for the Customer Service Centre to 
undertake 24 hour operation.  A business case is being prepared and it is considered 
that it may well be feasible to provide a 24 hour service using a minimal number of 
staff by mid/late 2007. It is expected that extended opening times of 8am to 8pm will 
be in place at the Hub by April 2007. 
 
The Service Delivery Streams of the Customer Access Strategy 
 
Telephony Stream 
 
Since the last report to Cabinet the level of calls handled in this stream has 
increased significantly with no reduction in response time or increase in abandoned 
call rates. 
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The T401 operation which included the former County switchboard and the early 
Customer Service integrations for Highways, NoWcard and Schools Transport have 
moved to the Red Rose Hub.  
 
The integration of the Registration Service became operational on 10 January 2007 
and this has gone exceptionally well with 4,400 calls handled in the first three weeks 
which was 1000 more than the original forecast. Of these calls 65% were resolved 
by Customer Service Officers (CSOs) at the Hub. 
 
The first 11 CSOs to form part of the Social Care Integration completed their training 
and became operational on 10 January 2007.  This team are handling calls from 
Leyland and Bamber Bridge Offices and in their first three weeks 5,200 calls were 
handled.  The transition went very smoothly and the feedback from stakeholders in 
Adult and Community Services has been very positive. The remaining social care 
districts are expected to be integrated by the end of 2007.  It is estimated that over 
40 CSOs will be employed in this work. 
 
The number of calls to Lancashire Highways increased significantly in January 
following the dissolution of the Highways Partnership. This combined with storm 
force winds resulted in 3,800 enquiries compared to 2,500 at the same time last 
year. 
 
Overall in January 2007, 34,500 telephone and email enquiries were handled. At the 
CSC this represents an increase of 14,000 compared to January 2006. The number 
of enquiries handled during 2006 was 239,987 
 
There are now 31 full time CSOs and 26 part time CSOs working from the Red Rose 
Hub. With the planned rollout of Social Care through 2007 and the activity already 
scheduled by the Change Team the number of CSOs working at the Red Rose Hub 
will double by the end of the year. Consequently, there is an ongoing recruitment and 
training programme to ensure that new CSOs are in place and trained to undertake 
the responsibilities associated with new integrations. 
 
Self Service 
 
Significant progress has been made on this workstream. The overhaul of the internet 
site www.lancashire.gov.uk was complete by 30 October 2006.  This work included: 
 

• A new homepage  

• An Improved search facility 

• Improved transactional capabilities with around 100 forms being added 

• Enhanced technical infrastructure to support the increasing use being made of 
the website. 

 
In addressing the findings of the Audit Commission’s report, a Corporate Web 
Strategy has been agreed to assist standardisation across Directorates.  As Self 
Service is one of the activity streams of the Customer Access Strategy it is 
recognised that the Corporate Web and Internet Strategy Group (CWISG) should 
come under the auspices of the Customer Access Steering Group.  These changes 
will address the previously fragmented approach to web development and 
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governance and new policies will prevent individuals from undertaking developments 
without corporate approval.  The Corporate ICT and Customer Access Strategies are 
very closely linked with the two main priorities for the ICT strategy being to support 
the Customer Access Strategy and the Lancashire Efficiency Initiative.  To reflect 
this, the Director of ICT is a member of the Customer Access Strategy Delivery 
Group and the Director of Customer Access is now a member of the Corporate ICT 
Steering Group. 
 
Since the creation of the Internet Strategy group, 106 eForms have been added to 
the website. Processes are in place to ensure that statistics are being collected to 
measure the impact of these improvements and potentially translate these into 
identified savings.  The Society of IT Managers (SOCITM) information survey has 
shown that 35% of users of the website would have used the telephone and 10% 
would have contacted us face to face if the website had not been there. 
 
eForms Statistics since Oct 2006 

  

 Directorate External Internal Schools' Portal 

  Forms Replies Forms Replies Forms Replies 

ACS 9 231 5 378   

CYP 5 279 5 54 4 1275 

Corp 1 62 1 28   

CSC   1 262   

Env 58 1470 5 101   

OCE 1 541 3 201   

Res 3 34 5 224   

        

Total 77 2617 25 1248 4 1275 

              

Total Forms     106 

Total Replies   5140  

  
Web developments are now being fully coordinated with telephony developments  by 
the Change Team’s approach to business reprocessing as described earlier.  An 
excellent example of this is the on line school admission development.     
 
Since the Audit Commission Report there have been a number of surveys carried 
out on the website in order to gain input from the public about their current 
experiences and their needs and aspirations for the future.  This information is being 
constantly evaluated and has so far proved useful in informing the redesign of the 
home page.  Feedback from independent SOCITM monthly surveys show that 
approximately 80% of our visitors not only had a successful visit but would be likely 
to revisit.  Research also identifies that transactions by citizens via a website is the 
most cost effective form of customer access.  There has been a 60% increase in 
visits to our website between 2005 and 2006 (1,300,000 and 2,100,000 
respectively). 
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A key development underway in 2007 for both the telephony and website will be the 
ability to take payments electronically.  A pilot project has commenced which is 
looking at making payments for Certificate services and also payments for Road 
Safety Driver Improvement Courses.  Once an ePayments module has been proven 
then it will be used in a variety of applications across the County. The 
implementation of this facility will enable the implementation of significant new 
services. The next phase of the eForms project is now underway and is looking at 
integrating eForms securely with back office databases.  This is being piloted with 
the Resources Directorate heath and safety function. 
 
Other identified projects for the website are: 
 
Abnormal load route  
Real Nappy 
Household waste permit applications  
Home composting bin applications  
Adult Education online enrolment 
School Meals 
School Transport 
 
Overall there is much activity on Self Service which is taking place across all 
Directorates and the revised working arrangements are becoming very effective.  
 
Face to Face Stream 
 
In 2006 the Department of Communities and Local Government found in a “take up” 
campaign of services in Tameside that: 
 

• A Face to Face transaction cost  £14.65 per visit 
• A Call Centre transaction cost £1.39 per phone call 
• A visit to the Council Website cost 25p per transaction 

 
Consequently the finding of this campaign is influencing the tactics employed within 
the Customer Access Strategy.  Where possible citizens will be encouraged to use 
the internet and the telephony services at the Customer Service Centre.  However it 
is evident that there are considerable numbers of citizens in Lancashire who cannot, 
or are unable, to use either the internet or the telephone to access services and they 
are the people for whom a Face to Face service is a necessity. It is critical to the 
development of the Face to Face stream and the delivery of the Customer Access 
Strategy that those who need to use this Service are identified and located  
 
The findings of a Research Project into Equality of Customer Access in Lancashire 
was published in November 2006 and presented to the Customer Access Steering 
Group. These findings have been very helpful in providing information to start to 
identify those citizens in Lancashire who need a Face to Face service.  Principally 
the research identifies older people, people with learning difficulties and some 
members of the ethnic minority communities as having a clear need for a Face to 
Face service. 
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The technology employed at the Customer Service Centre is portable and 
consequently it is relatively simple to mirror this service and provide it remotely at a 
variety of suitable venues throughout Lancashire.  Work will shortly commence to 
determine which buildings are most appropriately located from which to deliver a 
Face to Face Service.  These venues could include libraries, day centres, children’s 
centres, post offices, GPs surgeries, health centres, supermarkets, one stop shops 
in partnership with District Councils and in some instances even the citizens own 
home.  It is envisaged that staff delivering services remotely from the Hub will 
undertake the same training that CSOs currently undertake.  This will help to ensure 
that all of Lancashire’s citizens are provided with the same service in a consistent 
manner.  It will also mean that a Face to Face transaction can be conducted with full 
access and support from the CSC.  The implementation of the Face to face Stream 
will be linked to new ways of working, local efficiency initiatives and the 
accommodation review. 
  
Three libraries in Accrington, Fleetwood and Rawtenstall were chosen to pilot Face 
to Face services and became operational in late 2006.  An evaluation of these pilot 
“gateways” will be conducted over the next three months.  Although it is expected 
that much of the Face to Face Implementation will not be undertaken until the 
Customer Service Centre is better established, it is likely that some services will be 
seen as a priority and be implemented over the summer of 2007. 
 
Putting the Customer First 
 
The implementation of this stream is still at the development stage.  The strategy has 
been considered by the Senior Leadership Group of the County Council and a draft 
strategy has been presented to the Cabinet Working Group on Customer Access.  It 
is anticipated that following consultation the final strategy will be presented to 
Cabinet in June 2007. It is intended to form a Cross Directorate Steering Group. This 
Group will produce a Customer Charter for LCC which will specify standards for 
Directorates. Directorates will be audited against this and training will be undertaken 
in areas where there are deficiencies. Customer care skills will become an integral 
requirement for any staff post that has an interface with our citizens.   
 
Northgate Information Solutions (NIS) 
 
The original Customer Relationship Management (CRM) system which provides the 
interface between the customer and back office systems has not functioned well 
enough to meet the needs of LCC and the District Partners.  Since late summer LCC 
has been evaluating an alternative CRM also produced by Northgate.  This product 
is a significant improvement over the original CRM. The new proposal has been 
extensively evaluated by LCC and the District Partners and at their meeting held on 
13 February 2007 the Shared Customer Service Joint Committee agreed 
unanimously to a recommendation of the Partnership Board to accept this alternative 
proposal.  The Inter-Authority Agreement between the Partners provides that this 
decision is delegated to the Joint Committee by the respective Partners and is 
therefore agreed in principle, subject to finalising detailed terms and agreeing a 
formal variation to the current Agreement with Northgate. 
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It is anticipated that the terms of the revised Agreement to be finalised with 
Northgate will be radically different from those which currently apply in relation to the 
network, the software and the governance arrangements between Northgate and 
LCC. The basis of the Agreement will change from it being a fully managed service 
to one of supply only. It is anticipated that there will be a substantial cost saving to 
LCC and the current contributions from District Partners will continue at the existing 
levels. The Project Plan for this implementation and its associated governance is 
already under development in anticipation of an implementation start in April 2007. 
Implementation time will take from between four and six months and resources will 
be moved within the Customer Access Team to ensure that all aspects of this work 
will be delivered on schedule and to the requirements of LCC. 
 
The Shared Service Partnership 
 
At the Lancashire Shared Services Partnership Board on the 15 December 2006, it 
was agreed that the existing vision for the partnership was an aspirational target and 
there was therefore a need to refine and clarify these objectives into a short term 
vision statement.  
 
On this basis a small group of Partnership Board members from Burnley, Chorley, 
Pendle and the County Council drafted a new statement for consideration at the 
Partnership Board on 22 January 2007.  The outcome of this was a request by the 
Board to add two further objectives to the statement before seeking formal approval 
from each partner.  A copy of the vision statement is provided in Appendix “B”. 
 
This refined vision is significant in light of the Local Government White Paper and 
enhanced two-tier working agenda and provides a focus for future partnership 
working.   
 
The Vision was agreed by the Joint Committee at their meeting on 13 February 
2007. The Partnership Board will develop a work plan for 2007/8 to highlight key 
actions to move the vision into implementation.  The draft work plan will be 
presented to the next meeting of the Joint Committee.  
 
In summary it can be seen that significant progress has been made in implementing 
the Customer Access Strategy since the last report to Cabinet and that 2007 should 
show much of the planning reaching fruition.  Members are asked to note this report 
and seek a further update in July 2007. 
 
Consultations 
 
N/A 
 
Advice 
 
N/A  
 
Alternative options to be considered 
 
N/A 
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Implications: e.g. Financial, Legal, Personnel, Human Rights, Crime and Disorder 
or Other 
 
N/A 
 
Any representations made to the Cabinet prior to the issue being considered 
in accordance with the Public Notice of Forward Plans 
 
Name: Organisation: Comments: 
 
N/A 

 
 

 
  

 
 
Local Government (Access to Information) Act 1985 
List of Background Papers 
 
Paper Date Contact/Directorate/Ext 
 
Audit Commission – 
 Performance Summary Report 
Overview & Scrutiny – Shared 
  Services Contact Centre Review 
Customer Access Strategy – A 
  Governance Framework 
Equal Access Research Project 

 
June 2006 
 
August 2006 
 
September 2006 
 
December 2006 

 
  

 
Reason for inclusion in Part II, if appropriate 
 
N/A 
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          Appendix “B” 
           

 

Shared Services Contact Centre Partnership  

Three Year Vision Statement 

This three year vision is seen as the foundation to enable the partners to achieve the 

long term objectives of the Partnership. 

 

Each partner is seeking to provide customers with easy and convenient access to all 

their services through the development of modern Contact Centres.  Each council will 

work in partnership to achieve significant efficiency gains and service improvements 

through effective and appropriate sharing of resources and information.   

 

The shared objectives of the Partnership are that: 

• Each Council will offer a single point of access for all their services through their 

Contact Centres 

• A two-way signposting service will be available between Lancashire County 

Council and the District Councils  

• Overflow and extended hour opening will be developed as a discretionary 

service to the partners by Lancashire County Council  

• The partners will work towards shared Contact Centres with co-located District 

and County Council staff 

• Lancashire Gateways will be developed in consultation with the partners, within 

appropriate locations to support the overall aims of the Partnership 

• The partners will share common systems and processes including Customer 

Relationship Management (CRM),  telephony and training 

• The  CRM system will be hosted by Lancashire County Council 

• The partners will open up membership of the partnership to other districts 

• The partners will further develop joint working into other projects 

The partnership will work towards these objectives between 2007 and 2009 and will 

develop shared programmes for each together with a business plan against which 

progress will be monitored and reported. 
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