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PART   I -   NOT DELEGATED
12b  .
  REAL TIME CREW REPORTING AND ENHANCED CUSTOMER SERVICE 

(  DLE) 

1.
Summary
1.1
This report advises on an IT system which will improve the council’s customer responsiveness and contribute to the council’s sustainability objectives.  
2.
Details

2.1
The council’s in house waste management service conducts much of its communication with customers via the Customer Service Centre (CSC).  Environmental Protection (EP) officers have for some time been concerned that the responsiveness of the service could be greatly improved, resulting in more efficient use of officer time, improved customer perception of the council and improved customer satisfaction levels.  Customer satisfaction levels and their measurement was an area highlighted in the recent successful Charter Mark application for this service.  Using ICT to improve customer responsiveness was highlighted in the 2002 Best Value review for this service but remains unresolved.

  
2.2
Prior to relocation of EP to Batchworth depot the section was located on the ground floor of TRH adjacent to the CSC.  This lent itself to free communication between the CSC and EP colleagues in order to resolve customer problems on a day to day basis. Although relocation removed this close proximity, the move enabled closer working between Waste Services operational staff and EP support staff and the greater contact between staff and free exchange of information have afforded greater benefit than the previous arrangement. Shortly after the move officers revised some of the systems to ensure that full responses were given to each customer call. Irrespective of staff location however much valuable information remains with operational staff until the end of the working day due to the nature of the operation.

2.3
When a customer calls the CSC to report that their waste or recycling bin has not been collected, the CSC operator logs the call and completes an entry on the council’s CRM system, ProActive.  The customer is advised that, in accordance with the council’s standards, the missed collection will be rectified within 24 hours The entry is picked up by EP officers,  generates a job ticket for a missed bin,  the collection crew rectify the omission the next working day, and the job is closed down on the ProActive system. In this process the CSC operator asks certain questions of the customer in order to eliminate potential problems which might arise were the question not asked, eg whether the address is a flat, or whether the resident has the correct collection day.  The precise scripting is reviewed regularly by CSC and EP officers.

2.4
There are many calls however for which the procedure is not so simple.  During a typical day, the driver of each collection crew makes dozens of entries into his daily report, which forms part of his daily route sheet.  The type of entries made include:  bin not out,  locked gate,  vicious dog,  excess waste, contaminated recyclables,  no bin at address,  resident using own bin, no access due to parked car,  etc.  The reports from all crews are compiled at Batchworth depot by supervisory staff at the end of the working day – typically mid-afternoon.  By 5 pm admin officers print out all of the ProActive job tickets recorded by the CSC, including missed bins, for that day.  This batch of tickets is then split into two groups.  The first group comprises all of the legitimate missed bins, i.e. those which have not arisen from addresses detailed on the drivers’ reports as having a problem preventing collection. These are passed to supervisors, ready to be allocated to the correct crew in the morning.  The second group are those which match with addresses detailed in drivers’ reports as being not out for collection, contaminated, etc.  This second group is retained in the office.

2.5
The following morning the job tickets in the second group are passed to Environmental inspectors with the details from the driver’s report written on them.  The inspectors then attempt to call each of the customers involved. If they are successful in reaching the customer they advise that the collection was missed because of whichever problem the driver reported. The inspector will then agree the solution with the customer.  In many cases this involves the customer agreeing to the collection being made the following week, with the collection crew instructed, via a handwritten duplicate book note, to remove the excess waste. This works well until the paper instruction goes missing.  In other cases the problem will have been due to a more complicated set of circumstances in which case the inspector will agree to a site visit to try and resolve the problem.  The details of these calls, including unsuccessful calls, are recorded on ProActive so that if the inspector has been unable to contact the customer, the CSC can update them if they make a second ‘phone call.

2.6
In general this system works well however there are gaps.  Firstly neither the CSC nor EP  have access to the information detailed on the drivers’ reports until the end of the working day in EP’s case, and until it is entered into ProActive in the case of the CSC.  This means that the CSC operators have to advise some residents that their collection will be made the next day when in fact, because of information which they cannot access, this is not always the case.  

2.7
Secondly problems can occur when an inspector has been unable to contact a resident.  This happens if for example the resident is at work when the inspector tries to call.  If the resident does not check his or her answering machine, a second ‘phone call to the CSC is generated the following day. The CSC operator should be able to look up the ProActive record and advise the customer of the update entered by the inspector, however this does not always happen.

2.8
Drivers are placed under considerable pressure to drive the vehicle safely, ensure that the loaders are loading safely, keep the vehicle moving to stay synchronised with the loaders and keep it stopped when they are loading. As well as keeping an eye on the road in front and the view in their mirrors, they have to watch what is happening in the rear view cameras which have been mounted in waste vehicle cabs for some years. At the same time they are expected to note down any problems reported to them by the loaders and write this down in the correct place on the report / route sheet.  The information  being recorded is vital to the effective operation of the service, and equally so in terms of the council’s strategic objectives:  simply put, if the crew do not note down where contamination is occurring, officers cannot  do anything to tackle it and could fail to meet recycling targets.  The driver’s position in this is therefore pivotal.  Officers are becoming concerned that the tension between having to concentrate on driving and concentrate on writing presents a safety risk to the staff and other road users.  The Waste Management service carries out nearly 4 million collections each year. Inevitably drivers do sometimes forget to write things down, or get the address wrong. In such cases officers have to live with the problem and “not out” bins are collected as missed bins as a result.  Missed bins are measured by Local Indicator TR412.  Members will be aware that the target of 100 missed collections per 100,000 remains difficult to achieve, and the problem of non reporting contributes to this failure.

2.9
Similarly there are pressures of dealing with customers who call twice to have the same problem dealt with and as a result are frustrated.  The information recorded on ProActive as detailed in 2.5 above should be fed back to the customer when he or she calls back but when the customer is angry this is not always practical: the CSC have other calls awaiting answer and so the customer is passed to the “back office”.  Considerable officer time is spent on dealing with such calls when this is usually not necessary.

2.10
Despite the problems detailed above, currently the CSC and EP receive the information necessary to be able to assist the customer fully after a delay of one working day in practice.  Officers consider that it would be hugely beneficial to customers were officers to have this information immediately it is generated.  

2.11
The outstanding item from the Best Value Review outlined in 2.1 above has not been implemented because no known solution has existed.  Officers had developed a vision of how such a solution might work and what benefits it would produce however it has not been possible to move this forward until now.  The vision has been fed in to the Best Value review of Customer Access, currently underway.

2.12
Officers have become aware of a system which has been developed and which provides the solution which officers believe will improve the service which customers currently receive.  It would also bring other benefits.

2.13
The system is GIS based and can interface with most existing CRM systems.  It involves a small touch-screen unit installed in each vehicle cab.  Hand held units and a variety of back office installations can also be provided.  The route information is recorded in the system, so that the driver can select his route number, and all of the information for that route becomes available.  As he approaches the start of his route, the addresses begin to scroll down his screen.  Information such as assisted collection, known abusive resident, outsize bin etc appears on the screen next to the relevant address, so that a driver unfamiliar with a particular route can complete the route without the need for sheets of paper.  When a problem occurs on the route, the driver touches the screen at the correct address indicating that he wishes to report something.  He can then choose from a menu of issues such as bin not out, contamination etc, and select the appropriate item to report for that address.  He can then proceed with his route with no need to record anything else.  When the resident calls the CSC later that day to complain that their bin has been missed, the CSC operator would enter their address on the CRM system, whereupon he or she would notice that a report had been made for that address.  The CSC operator could then advise the customer that the council was already aware that the bin had been left, and tell them the reason why.  The operator would then advise the resident what would happen next.  There would be no need for the customer to receive a call back, no confusion over why the customer was told the bin would be collected only for this not to happen, no need for a back office referral and no need for a second or subsequent call by the customer.

2.14
The above outlines the main benefits of the system in its day to day use, however the system would offer benefits for the vast majority of situations currently handled by the CSC.  Added benefits of adopting this type of system include:  

· Vehicle satellite Tracking.  Not currently seen as essential by officers but would be an integral part of the package.  

· Better evidence to be able to rebut spurious insurance claims

· Same-day response to missed bins which are reported early in day, saving on fuel by not criss-crossing district

· Elimination of drivers’ paperwork and lowered risk of accidents and information errors

· Reduced risk of back office errors and omissions - Back office would also have the necessary information to hand

· Elimination of call backs by inspectors

· Drastic reduction in paper consumption

· Elimination of paper based missed bin tickets which can get lost, either by crew, or between admin and supervisor, meaning  the resident has to wait longer for bin to be collected, and generates an additional ‘phone call

· Future phases could include special collection booking, resulting in better response times,  possible future WEEE collections, and commercial waste

· Easy access by collection crews to information such as entitlement to large bin;  easier for crew to report unauthorised bins

· Fool-proof updates of route schedule information eg new assisted collections, or households’ entitlement to 240 litre bins,  and updates would only need to be made once for all three waste streams, not three times, reducing risk of omissions

· Reduced referrals to back office and senior management

· Better evidence to be able to rebut spurious missed bin complaints, i.e. bins being refilled after collection

· Messaging service available for sending messages to one or all crews, for example warning of traffic congestion.

· Same-day response to crew reports of problems such as bin missing from house, parking problems or recycling non-participation – i.e. “system-out” first ‘phone call by responding by letter or in person

· Reduced reliance on email to notify cancellation of “stop” customers

· Reduced reliance on mobile ‘phones

· Future-proof system could adapt to bin weighing, if legislation or change in council policy required it.

2.15
A common example of a daily scenario where this system would help would be where a bin was missed and recorded by the driver as “not out”. The CSC operator would be able to advise the resident that they should keep their waste until the following week, and that the crew would be advised that there would be excess waste for them to collect the following week on the normal collection day.  Having concluded the call, the CSC Operator would record this on the system, again involving as few keystrokes as possible, and the message would appear on the relevant crew’s screen the following week as they approached the address.

2.16
The following summarises the benefits of such a system over the current position for the above example.

	
	Current
	Proposed

	Driver
	Writes down problem.  Hands in report.  Will probably receive a paper  job sheet for next week’s excess.
	4 keystrokes; no paperwork.  Will expect electronic message on next normal collection

	CSC 
	Records what customer says.  Cannot agree or challenge information.  Cannot give any explanation.  May have to give wrong information.  Will probably receive second call
	Tells customer we are already aware, and the reason.  Agrees solution.  Issues instruction for resolution using 4 key strokes

	Back Office, inspector
	Receives report, cross references report and Proactive job ticket. Calls back resident.  May not be able to contact. Will possibly receive second call referred from CSC. 
	Could receive electronic notification of problem whilst nearby and call on resident. 

	Customer
	Has to call twice.  Does not receive information on what went wrong, or the correct resolution.  Will be happy with first call but will be disappointed with second.
	One call.  Gets told immediately what went wrong, and what will happen about it. Is impressed with the service.


2.17
By using the system better to advise EP of contamination and non participation in recycling, officers estimate that increased recycling tonnage could be generated.  The current recycling percentage (BV 82a) is a little over 19%.  A 10% increase in tonnages collected would yield an additional 640 tonnes of waste recycled. This would increase the council’s BV 82a figure to just below 21%.  This performance gain of 1.5 percentage points would represent a non cashable saving of £80,540.  Since each additional tonne of waste recycled generates income from recycling credits, officers have calculated that there would also be a cashable saving of £33,120. These cashable and non cashable savings are in line with the experience of another local authority which has implemented this system. There may also be scope for similar increases in green waste composting (BV 82b).   

3.
Options/Reasons for Recommendation
3.1
  Officers have until now been unable to address the outstanding issue of using ICT based improvements to customer response.  Now that this system is available, officers consider that investment should be made in this in order to improve customer care and responsiveness greatly.

3.2
An alternative option would be to continue without developing customer care in this way.  Officers consider however that the current systems cannot be  developed further without improving the management of information in the manner described in this report.

3.3
Officers have become aware of this system only recently, and it has been learned that a small number of authorities have begun, or are about to begin, trials on this system.  At the same time several potential suppliers have indicated that they could offer a similar system, although officers have not seen any evidence that other systems would offer similar functionality.  It is likely that one or more competitors will develop suitable systems in the future.

4.
Policy/Budget Implications
4.1
The recommendations in this report are not within the Council’s agreed  budgets.

4.2
The recommendations in this report support the council’s agreed policy in terms of the following Strategic Plan Objectives:


5.5.1.1 Implement the outcome of a review of Customer Access by April 2007


2.1.1.1 Optimise recycling and waste reduction opportunities

5.
Financial Implications
5.1
  There are two options available for procurement. A leasing agreement is available which would consist of a flat rate of £149 per month per unit.  This would equate to £44,700 per annum to cover the cost of all Green waste, recycling and residual waste collection crews.  The second option would involve capital purchase which would mean a capital cost of £51,875 and annual revenue costs of £29,770 to cover maintenance, software license and support, depreciation and notional interest.  Over a seven year period the capital option would cost £189,000 revenue in total, and the leasing option £312,900.  The cost of hiring the equipment for a trial period would be offset against the purchase price.
5.2

	CASH IMPLICATION
	Current Year 2006/07
£
	

2007/08
£
	

2008/09
£
	Future Years per annum
£

	Revenue
	
	
	
	

	
Expenditure
	0
	0
	0
	0

	
Income/savings
	0
	0
	0
	0

	Net Commitment
	0
	0
	0
	0


	NON-CASHABLE EFFICIENCY
	Current Year 2006/07
£
	

2007/08
£
	

2008/09
£
	Future Years per annum
£

	Revenue Efficiency Gain
	0
	(£80,540)
	(£80,540)
	(£80,540)


	CASH IMPLICATION
	Current Year 2006/07
£
	

2007/08
£
	

2008/09
£
	Future Years per annum
£

	Capital Expenditure
	
	51,875
	0
	0

	Revenue Consequences
	
	
	
	

	
Expenditure
	
	22,000
	22,000
	22,000

	
Income/Savings
	
	(33,120)
	(33,120)
	(33,120)

	

	
	
	
	

	Net Revenue Commitment
	
	(11,120)
	(11,120)
	(11,120)


5.3
Capital Charges comprising depreciation and notional interest (on a reducing balance) will be incurred but, as an internal transaction, will not increase the council tax / rent payable.

	CAPITAL CHARGES
	Current Year 2006/07
£
	

2007/08
£
	

2008/09
£
	Future Years per annum
£

	Capital Charges
	
	
	
	

	
Notional Interest
	
	370
	370
	370

	
Depreciation
	
	7,400
	7,400
	7,400

	
	
	
	
	

	Total
	
	7,770
	7,770
	7,770


	NON-CASHABLE EFFICIENCY
	Current Year 2006/07
£
	

2007/08
£
	

2008/09
£
	Future Years per annum
£

	Capital Efficiency Gain
	
	
	
	

	Revenue Consequences
	
	
	
	

	
Expenditure
	
	
	
	

	
Income/Savings
	
	
	
	

	

	
	
	
	

	Revenue Efficiency Gain
	
	
	
	


6.
Legal & Equal Opportunities Implications
6.1
  None specific.

7.
Staffing Implications
7.1
  Staff would require initial training.  After an initial period of operation, a review could potentially highlight possible staff savings.

8.
Environmental Implications
8.1
  The EP section currently consumes an estimated 43,000 sheets of paper per year, purely in the operation of the services which would be covered by this system.  This equates to 215 Kg of paper.

8.2
Currently, missed bin collections rectified one or two days after the normal collection day involve much dead running. It is estimated that between 5,000 and 10,000 litres of fuel could be saved, equating to between 13 and 26 tonnes of CO2 in a year.  This could generate a cashable saving of between £3,500 and £7,000 per year.

9.
Community Safety Implications
9.1
  The system could potentially be used by crews to report issues concerning community safety, in real time, acting as “eyes and ears” for the council.

10.
Customer Services Centre Implications
10.1
The inevitable replacement for ProActive will require to be compatible with this system.  

10.2
The CSC would benefit from this system.  Operators would have access to the information which they need in order to give the best customer response, and which is currently not available.  Customers would be better informed as to what problem had occurred or any action required of them, all in one telephone call.  Second or subsequent calls dealing with one individual issue would be eliminated, freeing-up officer time within the CSC and EP.  Since there would be fewer calls relating to Environmental Protection overall, officers would anticipate a commensurate reduction in the internal recharge made by CSC to EP.

11.
Website Implications
11.1
  It should be possible to enable this system to interface with a web based reporting system so that customers using the website to report a waste related problem would, upon entering their details, be presented with the report as recorded on the system although this facility would be added as a future phase.  

12.
Risk Management Implications
12.1
The Council has agreed its risk management strategy which can be found on the website at http//www.threerivers.gov.uk . The risk management implications of this report are detailed below. 

12.2
The subject of this report is covered by the Environmental Protection and Customer Service Centre service plans. Any risks resulting from this report will be included in the risk register and, if necessary, managed within these plans.

12.3
The following table gives the risks if the recommendation(s) are agreed, together with a scored assessment of their impact and likelihood: 
	Description of Risk
	Impact
	Likelihood

	1
	Technology fails
	I
	E

	2
	Staff fail to use system to full potential
	II
	E


12.4
The following table gives the risks that would exist if the recommendation is rejected, together with a scored assessment of their impact and likelihood:

	Description of Risk
	Impact
	Likelihood

	3
	TR 412 target missed
	III
	B

	4
	No improvement in customer satisfaction 
	III
	C


12.5
Of the risks detailed above none are already managed within a service plan.

12.6
The above risks are plotted on the matrix below depending on the scored assessments of impact and likelihood, detailed definitions of which are included in the risk management strategy. The Council has determined its aversion to risk and is prepared to tolerate risks where the combination of impact and likelihood are plotted in the shaded area of the matrix. The remaining risks require a treatment plan. 

	Likelihood
	A
	
	
	
	
	
	Impact
	Likelihood

	
	B
	
	
	3
	
	
	V = Catastrophic
	A = >98%

	
	C
	
	
	4
	
	
	IV = Critical
	B = 75% - 98%

	
	D
	
	
	
	
	
	III = Significant
	C = 50% - 75%

	
	E
	1
	2
	
	
	
	II = Marginal
	D = 25% - 50%

	
	F
	
	
	
	
	
	I = Negligible
	E = 2% - 25%

	
	
	I
	II
	III
	IV
	V
	
	F =  <2%

	
	Impact


	
	


12.7
In the officers’ opinion none of the new risks above, were they to come about, would seriously prejudice the achievement of the Strategic Plan, and are therefore operational risks. The effectiveness of treatment plans are reviewed by the Audit Committee annually.

13.  
Recommendation

13.1
That   the Panel recommends to Executive Committee that the Capital bid within the Environmental Protection Service Plan for £51,875 in 2007/08 be approved.

13.2
That   the Panel recommends to Executive Committee that the revenue growth bid within the Environmental Protection Service Plan for £30,000, along with commensurate cashable and non cashable savings, be approved for the implementation of a Real Time Reporting system from 2007/08 onwards. 


Background Papers


  None


Report prepared by:
  Karl Murdoch, Head of Environmental Protection


APPENDICES / ATTACHMENTS

  None
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