
Agenda Item No. 4 
Appendix B 

Supplementary Information Regarding Customer Service 
Performance Measures and Baseline Data 

Summary 

This report has been prepared in response to the request of the Performance and 
Finance Select Committee for more information about Customer Service 
performance, baseline and planned improvement. While acknowledging gaps in 
the baseline, it sets out what we currently know about customer service 
performance and draws together the performance measures proposed and 
improvement targets set. It also sets out the arrangements in place to achieve 
continuous service improvement as well as current activity to improve Contact 
Centre performance.  

Customer Service Performance Baseline 
 
A review of existing performance indicators and draft Business Plans showed 
that the Contact Centre and Highways Customer Service Hub, Children’s Access 
Point (CAP) and Care Point 1 (CP1) and Care Point 2 (CP2) were the only 
services routinely measuring customer contact but even this is not consistent in 
content and presentation so it has been necessary to carry out short term 
manual activities to extract and compare performance information. A future 
approach to a corporate customer relationship management system (CRM) 
would assist in integrating key data upon which reasonable assumptions could 
then be made. It is critical that a baseline is available if we are to understand 
our demand in order to reduce it, and also to measure the impact of change. 
Experience from other authorities in their approach to demand and performance 
management has also been considered. 
 
The proposal set out the programme’s analysis of the top ten transactions via 
the contact centre, representing 75% of our total customer contacts. Headlines 
from that analysis are that:  
 

• Only 2% of current contact comes through customer self-service 
• Average call abandonment of 5% - with peaks of up to 30% (within 

specific service areas) 
• Failure demand rate (where a customer has to make multiple calls to the 

council) of between 20-30% which equates to an estimated 1,265 staff 
days spent on contact which could be avoided.  

Within the Customer Services Business Plan the milestones for creating a 
baseline of all six of the proposed Key Performance Indicators are set out. 
Initially the baseline is to cover the top ten transactions by volume, 
approximately 75% of all customer transactions. Base lining work has already 
commenced as part of the operational improvement reviews being carried out 
with the Children’s Access Point, Care Point 1 and 2 teams.  

 

 



 
 

Product / 
outcome 

Milestones Dec 
15 

Jan 
16 

Feb 
16 

Mar 
16 

Baseline Key 
Performance 
Measures 

Proof of concept baseline for top 
10 transactions – End Dec 15 

    

Review of proof of concept data 
– End of Jan 16 

    

Implement changes & measure 
for 1 month – End Feb 16 

    

Key measures in place, tested 
and baselined – End March 16 

    

 

Customer Service Measures 
The Capita contact centre currently meets contractual agreed key performance 
indicators. These indicators are based on industry standard measures for 
Contact Centres. The existing key performance indicators for the contact centre 
are detailed below:  
 

Key Performance Indicators (Contractual) Targets 
(%) 

Year 
to 
date  

% of calls answered in 20 seconds (monthly) 80% 80.2% 
% of abandoned calls (monthly) <3% 2% 
Customer Satisfaction (monthly) >80% 93.2% 
Substantiated Complaints (monthly) 0 0 
Call quality (Quarterly)  >90% 98.8% 
Calls answered in 3 minutes (monthly) >95% 99.5% 

 
To ensure effective performance monitoring, encourage staff behaviours that 
focus on the customer experience, avoid an industry of reporting and 
unnecessary micro management; a small number of performance measures are 
proposed for the CSF as detailed below.  
 
Five KPIs and eight PIs based on Institute of Customer Service (ICS) 
recommended performance indicators are proposed: 
 

Key Performance Indicators and Outcomes 

Demand Management 
 
To manage demand Customer Services will put more information online and increase the opportunities for 
self-service and self-assessment. For our customers this represents an improved ease of access to 
information and services and for the Council this will deliver cost-reduction as customers move away from 
email and telephony.  
Customer satisfaction – Net Easy Score 
 
The NetEasy Score is a way of measuring how easy your customers find it to interact with you. Using this 
measure will enable us to identify what our customers find difficult about our processes and make targeted 
efforts to simplify things. Customer frustration is a key driver to dissatisfaction so measuring this specific 
aspect is a much sharper way to focus improvement activity than a general satisfaction indicator  
 



 
 

Customer resolution  - % calls resolved by partners within SLA 
 
Customer journeys can get into difficulty as they are handed between one team and another and these 
difficulties can be intensified when they are handed outside the organisation to a partner or provider with a 
different culture, processes and technology. To improve customer experience we need better visibility of 
end-to-end journeys and customer experience of journeys involving our Partners. This measure will enable 
us to pinpoint specific points of delay or blockage and focus improvement activity. For our customers this 
will reflect whether they feel they have experienced a seamless and joined up interaction with us , 
irrespective of how many parties may have been involved.  
Customer advocacy – % customers identified as needing additional support 
 
This measure provides the risk assessment and re-assurance that as changes are implemented, no groups 
or individuals are disadvantaged and that everyone is able to access the information and services they 
need. This could include the Contact Centre accessing online information or completing an online for a 
customer with a visual impairment for example. For our customers and the council this provides the 
confidence that we will continue to offer support in an appropriate way for the individual concerned.  
Customer resolution  - % resolved at first point of contact (where possible) 
 
Getting it right first time is a fundamental requirement for customer service and one that is core 
expectation for customers who dislike to be passed around or handed over to someone else. Resolution at 
first point of contact is the measure to assess whether we are properly addressing the customer's need the 
first time they call, thereby eliminating the need for the customer to follow up with a second call. Additional 
calls increase customer dissatisfaction, increase call volumes and the need for staff to take those calls – 
increasing costs. For the customer this means that they will experience less “ hassle factor” and for the 
Council there will be efficiency derived from less re-work, repeat calls and duplicated effort 

Operational Performance Indicators Proposed 

% calls answered 
% calls  answered in [x] seconds 
% avoidable contact 
% emails, phone calls, web chats within quality criteria 
% face to face enquiries within quality criteria 
% fulfilments successfully completed 
% transactions successfully  handed off to 3rd party/council 
% outbound contacts responded/take up 

  

Proposed Customer Service Targets 

The proposal outlines three phases of transformation for Customer Services at 
West Sussex County Council and sets out SMART targets using the measures 
above for years one, two and three of the plan as shown in the table below.  



 
 

 

Continuous Improvement of Customer Service 

Mechanisms for customers to feedback on their experience of the County Council 
have already been implemented as part of the web chat pilot and are to be 
trialled within the face to face pilot. New customer feedback mechanisms for the 
web site and telephony are under development within the programme in line 
with the improvement loop shown in the diagram below. 

 

 

 



 
 

Customer feedback is crucial to enabling continuous improvement of the services 
the county council provides and is also central to the performance management 
the Customer Service Function as the diagram below illustrates.  

 
 

 

The chosen mechanism is known as the NetEasy score which establishes how 
straight forward or not our customers find it to interact with us and whether they 
receive the service they expected.  It asks the questions “How easy was it to 
find and access the County Council Service you needed?” and “Overall, how easy 
was it you get the help you wanted from West Sussex County Council today?”  
The screen picture below shows haw these questions as presented to a customer 
who has contacted us via web-chat.  



 
 

 

Customer Services will develop a performance dashboard to support 
management of the service and ensure benefit delivery. It is envisaged that the 
following measures and data will be presented.  

 

Ensuring Performance Management and Benefits Delivery  

The design of the Customer Services organisation structure incorporates a 
Quality and Performance Manager role with responsibility for 2 FTE Customer 
Insight Analysts and 2 FTE Business Analysts. These roles underpin base lining 
and on-going measurement of Customer Services including Customer 



 
 

Satisfaction – and most importantly acting on the insight obtained to drive 
continuous improvement to customer journeys across the organisation and with 
partners.   

The Customer Insight and Analytics roles will drive service improvement by 
identifying tactical and strategic opportunities and providing trend analysis. The 
Quality and Performance Manager then works with Services to implement agreed 
changes that affect the customer experience across all access channels, 
including the update and maintenance of knowledge published externally on the 
website and The Point (Intranet). These roles will work across service boundaries 
to ensure that total customer experience is improved. 

After service changes are made, the Customer Insight resources are to measure 
their impact and report back to the Director of Customer Services and Services 
on their impact / success.  

Quality Assurance 
 
Application for the membership of the Institute of Customer Services is in 
progress to help professionalise and provide an accreditation the customer 
service within WSCC.  Membership is from a council perspective and provides an 
evidence base for the status of the council’s relationship with its customers and 
provides an opportunity to assess the level of work required to undertake 
channel shift to digital services. The council already participates in benchmarking 
with the Public Sector Customer Service Forum and the Director is a member of 
the South East Contact Centre Forum.  
 
Benefits of membership to the ICS include access to customer service training, 
research, networking opportunities, performance benchmarks, service standards 
and strategies for engagement with customers.  A baseline for the current 
standard of customer service for WSCC would be produced following interviews 
with staff and customers alike and an action plan proposed for accreditation 
purposes.  By being a member of ICS the council demonstrates the importance 
of customer service excellence and for staff to improve their effectiveness in 
customer interactions.  
 

• 70% of engaged employees have a good understanding of how to meet 
customer needs as opposed to only 17% of disengaged employees  

• Engaged employees generate 43% more revenue  
• Engaged employees: 2.7 sick days per year. Disengaged employees: 6.2  
• Engaged employees are 87% less likely to leave  
• 67% of engaged advocate their organisations; only 3% of the disengaged 

do  
• 9 out of 10 of key barriers to successful change are people related  

 
An engaged workforce results in: 

• 12% rise in profitability  
• 18% increase productivity  
• 43% hike in revenue  

 
Not to mention...  

• 5 fewer sick days a year  



 
 

• 87% less likely to leave  
 
By aligning strategy & culture, people and processes organisations can achieve 
the following:  

• positive bottom line results  
• improved levels of customer retention/loyalty  
•  increased employee job satisfaction 
•  enhanced reputation  
•  become an employer of choice within the South East  

 
The ICS Model is based on the premise that world class service relies on a 
customer-focused strategy leading to:  

• a customer-centred culture  
• effective people performance  
• effective technology and processes  

 
ServiceMark is the national customer service standard - the organisational 
accreditation to acknowledge high performance in customer service. 

Current work to Improve Contact Centre Performance 
 
UNISON’s review report suggests some concerns among contact centre staff 
about how their situation has deteriorated since novation to Capita. The Director 
of Customer Service is working with Capita to consider ways to address the 
issues raised by this feedback and ensure an excellent customer and employee 
experience. 
 
As we have noted above, the contact centre currently meets contractual agreed 
key performance indicators. The Customer Service programme team (made up 
of both WSCC and Capita staff) meet weekly to progress a plan of Contact 
Centre improvements that will further improve customer service. These include:  

• Piloting web chat – live since the 4 September  
• Improving and expanding payment by phone 
• Transitioning Social Media responses into the Contact Centre 
• Improving web page quality (based on Contact Centre advisors feedback) 
• Introducing more self-serve functionality on the website  
• Designing ICT and process improvements  

 
The issue of staff morale is clearly critical. However Capita members of the 
programme team were asked to respond to this feedback and shared results of a 
Capita Survey completed by all Capita staff in the Contact Centre. Some of these 
results are inconsistent with, and appear to contradict, the Unison survey. The 
questions asked in the two surveys are not identical but the following results 
from the Capita survey are similar:  
 

• Generally, I enjoy my work – 71% 
• Overall, I feel my business is a good place to work – 81% 
• My satisfaction at work is generally high – 71% 

 
These responses still suggest room for improvement. The management team for 
the Contact Centre has developed an action plan that is in place to address the 
improvement opportunities to help improve staff satisfaction.   



 
 

 
In particular Capita’s survey action plan identifies that both partnership working 
with WSCC and ICT stability issues had impacted staff morale. The first is being 
addressed through working closely in partnership on the Customer Experience 
programme and through placing the customer at the centre of the WSCC values. 
With regard to the ICT issues Capita have spent the past two months addressing 
the system (MVS) and telephony problems that were impacting staff morale in 
the contact centre. At the time of writing, performance is reported to have 
materially improved. Further enhancements to telephony and technology are 
planned within the Customer Experience Programme and it is Customer Services’ 
intention to build on the positive start that 13 out of the 23 ex Serco staff and 
61% of all Capita staff who responded feel that they are able to deliver a good 
service to the Customer (Source – UNISON Capita Survey).  
 
 


