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Meeting: 

 

Scrutiny and Review Committee (Cabinet, Best Value etc., 

Corporate Resources and Licensing)  

Date of Meeting: 

 

13
th
 August, 2002 

Title of Report: 

 

Customer Contact Best Value Review 

Report of: 

 

Ian Jones 

Contact Officer 
(Telephone No.) 

Ian Jones 
0151 934 4080 

 
 
 

This report contains Yes No 

CONFIDENTIAL information/  √ 

EXEMPT information by virtue of  
paragraph(s) ................ of Part 1 of 
Schedule  
12A to the Local Government Act, 1972 

 √ 

Is the decision on this report DELEGATED?  √ 

 
 
 
 
 

Purpose of Report: 
To present the principal conclusions and recommendations of this major cross cutting 
Best Value Review. 
 
 

Recommendations 
The Committee is asked to consider the recommendations set out in Section 6.1 – 6.9. 
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Corporate Objective Monitoring 
 
Corporate 
Objective 

 Positive 
Impact 

Neutral 
Impact 

Negative 
Impact 

1. Creating a Learning Community 
 

 √  

2. Creating Safe Communities 
 

 √  

3. Jobs and Prosperity 
 

 √  

4. Improving Health and Well-Being 
 

 √  

5. Environmental Sustainability 
 

 √  

6. Creating Inclusive Communities 
 

   

7. Improving the Quality of Council Services and 
Strengthening local Democracy 

√   

 

Financial Implications 
There are significant financial implications identified in the Report.  In part, these may 
be met from existing resources, IEG Capital Grant; Neighbourhood Renewal Fund, and 
– in future years – savings from the mainframe replacement strategy.  Nonetheless, 
depending on full implementation of all recommendations would require additional 
revenue or capital funding and/or phased implementation.  Following consideration of 
the Best Value Review, a fully costed improvement plan will need to be developed. 
 
 

Departments consulted in the preparation of this Report:- 
 

Central Departments: 

   

 Director Date 

Finance Tony Yates  

Legal Caroline Elwood  

Personnel Mike Fogg  

 

Other Departments: 

All Service and Strategic Directors have received draft copies of this report. 

   

   

   

 

List of background papers relied upon in the preparation of this report:    

These are listed at Annex D of the main report. 
 

SEFTON MBC 

Introduction 
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1. This Best Value Review was begun during Year 2 (2001/2) and has now been 
completed.  The Scoping and Project Management arrangements were 
approved in March 2001.  The Review was aimed at: 

 
- developing a picture or ‘vision’ of where we want to be over 5 years; 
- devising options to realise this vision. 

 
2. The Review: 

• audited how we currently interact with citizens and customers, by phone, 
mail; face to face; 

• audited existing infrastructure, particularly telephony, IT, and public offices; 

• explored customer and citizen needs, now and in the future; 

• explored how new electronic service delivery channels can meet these 
needs; improve services, cut costs and bureaucracy; 

• explored the potential for ‘joining up’ the delivery of Council and partner 
services.  

 

3. Scope of the Review 
The Scope of the Review included all Council Services which involve 
interactions with the public, excluding learning and caring, but including, for 
example: 

• payments, including benefits and grants 

• applications 

• reservations, booking 

• purchasing, procurement 

• orders 

• enquiries 

• complaints 

• consultation 

• regulation e.g. licensing 

• access to community, professional or business network 
 
 The focus was on high volume and high value transactions and an initial task 

was to audit current interactions to enable this focus to be achieved. 
 
 The review encompassed infrastructure including Public Offices, Telephony, 

Mail, e-mail, IT systems and networks, management and organisational 
arrangements. 

 
 The review was carried out by a Steering Group of staff from most Council 

Services, supported by a Project Team. 
 

4. Telephony 
At an earlier stage, the need for radical improvements to the Council’s telephony 
services is as identified.  Expressions of interest have been sought from 
potential suppliers and a tender invitation will be issued following approval of a 
shortlist, in the next few weeks. 
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5.1 Principal Conclusions of Review 
 The full review report is attached.  This section summarises the main 

conclusions of the review.  The principal conclusion of the Review is that there is 
substantial scope for improvement in the Council’s front line service delivery, in 
all areas.  Customer satisfaction is at best generally mixed whilst expectations 
are rising.  There is no coherent, council wide approach to the planning or 
delivery of front line services which lack a clear development path, purpose, 
coherence and are poorly integrated.  Services are organised around 
departmental structure, not the needs of citizens. 

 

5.2  Building Blocks 
  There are good points.  Many staff work hard to promote a good service in 

conditions which are sometimes grim.  The most highly used local offices are of 
a generally good standard (though sometimes located in buildings which require 
major maintenance), following improvements particularly by Finance and 
Housing.  Extensive ICT investment in Social Services, Housing, Revenue and 
Benefits is being delivered.  The Sefton Learning Grid provides a link between 
all Council buildings including schools.  Additional resources to support web 
development and e-government generally have been secured for the current 
financial year. 

 

5.3  Action 
  Action is required.  A single corporate lead must be established to ensure the 

implementation of a coherent customer contact strategy across the Council, 
using resources and facilities from all areas to support joined up, customer 
friendly, high quality front line service delivery.  The telephony system must be 
replaced.  Further work to reap the benefits of ICT investment is required.  Local 
offices must be refocused and where necessary improved, as part of a wider 
office accommodation strategy.  There are costs to be funded, but potential 
savings from effective use of ICT and from reorganising business processes.  
This will deliver savings and improved services in future years. 

 

5.4  Benefits 
 The real service benefits and cost savings will only be fully realised if we change 

how we operate to reflect our use of new technology.  This will mean 
fundamental change in business processes and thus in staffing arrangements.  
In many respects, these will be the most challenging aspects of the proposed 
strategy.  Change will not happen in one move, but will result from many small 
changes over several years.  Successful change will require effective 
management, skilful communications and careful planning.  It is recommended 
that external support is utilised to assist the Council scope and plan this change 
process, taking advantage of experience in other organisations.  This, it is 
suggested, should be a key component of the initial consultancy exercise 
outlined below. 

 

5.5  Customer Contact Strategy 
 To ensure that the Council’s existing strategic objectives are achieved, and that 

we take full advantage of the new opportunities becoming available through ICT, 
a key step in achieving change is to approve a customer contact strategy.  The 
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Review Team suggests that the Council adopts the vision, aim and proposals 
set out in Annex A to help deliver the changes that are needed. 

 

5.6  Realising the Vision 
 The firm view of the Review Team is that this vision can only be realised by 

concerted, Council wide action.  Incremental, departmental change is not 
enough.  Customer expectations are rising and there are clear Government 
targets for electronically supported services.  The danger of piecemeal change is 
that the opportunity to realise major service benefits and cost savings will not be 
realised.  Principal choices relate to the pace and scale of change and the detail 
of the strategy to be delivered and what sort of partnership we want to develop 
with suppliers or other Councils. 

 
 Achieving the Vision will require significant investment.  Our Action Plan has to 

be realistic and maximise the contribution of external funding such as IEG, NRF, 
SRB Pathways and Objective 1.  There will need to be close linkages with e-
Government and office accommodation strategies. 

 
 But there is also the prospect of major benefits.  ICT offers the opportunity to 

reengineer our business processes to cut red tape, bureaucracy, duplication, 
paper storage and accommodation and travel costs, whilst radically improving 
customer satisfaction and the quality of customer service. 

 
 A key issue is the harnessing of expertise and investment from other councils 

and the private sector through partnership, and the strategy outlines a number of 
options for the development of partnerships. 

 

6. Recommendations and Financial Implications 

 

6.1 STRATEGY – VISION & AIMS 
 It is recommended that the Vision and Strategic Aims as set out in Annex A are 
approved as the Council’s aspirations for Customer Services in Sefton. 

 

6.2 BASICS 
 It is recommended that: 
 (a) The current telephone directory listing be refocused around customer needs 

and rationalised as a high priority; 
 (b) A new A-Z of Council services is distributed to every household with 2003/4 

Council Tax bills; 
 (c) The web based A-Z of Council Services is developed during 2002/3 to match 

the ‘best of breed‘ by January 2003; 
 (d) Each Council Office is provided with prominent, quality, signage to a single 

Council-wide design, which outlines the services provided, hours of opening; 
out of hours contacts and the Council’s web site address; 

 (e) A campaign to publicise Council contact details is developed during 2002/3; 
 (f) The possibility of a ‘welcome pack’ for new Sefton residents is explored; 
 (g) The Director of Corporate Resources co-ordinates action to deliver these 

proposals. 
 

 Costs - Basics 
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 These recommendations can be achieved at little additional cost and should be 
actioned promptly. 

 

6.3 LOCAL OFFICES 
 It is recommended that: 
 (a) the Council should seek to provide a full range of services from existing local 

offices, with the aim of focusing all public contact at these locations resulting 
in the closure of other low quality public access points; 

 
 (b) one local office be selected as a pilot for development of new services during 

2002/3 with the intention of rolling out the service to other local offices during 
2003/4.  In this pilot, detailed examination of staffing issues and the inclusion 
of partner agency services be considered in detail; 

 
 (c) that the future of the Waterloo and Litherland local offices at their current 

locations be considered alongside the Member/Officer review of office 
accommodation needs; 

 
 (d) that a detailed feasibility study of creating a one stop shop within the footprint 

of the existing front and back office at Cambridge Arcade, Southport is 
undertaken during 2002/3, this to including funding options; possible staff 
relocation issues; 

 
 (e) that a detailed study of the longer term options for the creation of a one stop 

facility in Bootle Town Centre be carried out alongside the Office 
Accommodation review.  In the short term, it is recommended that both 
Vermont House and Merton House be developed to provide a wider range of 
services within the physical constraints of the buildings; 

 
 (f) that officers bring forward costed proposals for achieving compliance with 

Disability Discrimination Act standards for all local offices; 
 
 (g) that officers improve presentation of local offices and availability of 

information, including management of leaflets, telephone ‘hot line’ links and 
networked PC’s for customer and staff use; 

 
 (h) that proposals are prepared to develop video conference links to key 

specialist staff from smaller locations including the development of a pilot 
during 2002 and a phased roll out to all offices starting 2003/4; 

 
 (i) that the opening hours of all offices are reviewed and extended/revised hours 

of opening are tested during 2002/3 to meet identified needs; 
 
 (j) that a detailed review of privacy and security at each local office is carried 

out and as resources permit, an improvement plan is developed.  Where 
possible, bandit screens should be replaced with less intrusive security 
measures; 

 
 (k) that the Directors of Finance and Technical Services put in place the 

necessary IT linkages to provide payment of parking penalties at local 
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finance offices, which would enable closure of current poor quality access 
points. 
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 Costs – Local Offices 
 It would be possible to begin the local office pilot project by using IEG funding 

allocated for the development of web services.  Proposals for Waterloo and 
Litherland are not resourced and resources would need to be identified.  
Similarly, there are no resources allocated for improvements at Southport Town 
Hall – this would require additional capital funding.  At Bootle, there is the 
possibility of some or all of the cost being met from NRF and/or SIA resources.  
Video conferencing could be piloted during 2002/3 using IEG resources.  
Funding – possibly using 2003/4 IEG Grant – is not currently available for a 
larger scale roll out.  There is a capital resource allocated for disability 
Discrimination Act compliance, although this is not sufficient for all work required 
in 2002/3.  Extending opening times would incur additional revenue costs. 

 
 It is clear that the achievement of all of the proposals would require additional 

funding.  It is not yet possible to quantify this.  But, using IEG, NRF, SIA and 
existing resources and capital resources it is clear that it would be possible to 
make a significant start within existing resources.  Further changes are 
realistically achievable. 

 

6.4 OTHER LOCAL ACCESS OPPORTUNITIES 
 (a) Proposals to offer web based Council services via kiosks and PC’s at local 

libraries, particularly at Aintree, Ainsdale, Birkdale, College Road and 
Churchtown are developed during 2002 and a pilot video conference service 
be developed for 2003; 

 
 (b) The potential for broadband connections to mobile libraries via SLG, 

Telewest or BT be explored; 
 
 (c) The ‘Schools in the Community’ pilot project be encouraged to develop 

proposals to use schools as access points for Council services via existing 
PC’s, kiosks and video conferencing links; 

 
 (d) A Community Information strategy be developed to integrate proposals to 

provide wider access to PC’s and the internet at libraries, schools and 
community centres; 

 
 (e) Using NRF funds, a pilot programme of kiosks be rolled out during 2002/3 

providing access to a range of information and services. 
 

6.5 PHONE BASED SERVICES 
 Phone based services are a major development area, for these reasons: 

• New ICT will offer the opportunity to offer a very wide range of services by 
phone; 

• Customers expect, and in many cases prefer, to access services by 
telephone. 

• It is possible to economically offer telephone access to services for large 
parts of the day, including weekends. 

 
 It is recommended that: 
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 (a) the need to replace the existing Voice telephony system is reaffirmed and the 
priority in 2003/4 budget process is given to identify the necessary additional 
resource; and that an updated assessment of costs – and any achievable 
offsetting savings – is carried out in mid 2002; 

 (b) in principle the Council commits to the medium term objective of developing 
a call centre bringing together in one place customer access to a range of 
customer focused services.  As an initial aim, a target of 2004 is set for 
achievement of this objective; 

 (c) that potential partners are identified to assist the Council develop the 
business case for a call centre including costs, benefits and savings, and 
benefits realisation; 

 (d) that, pending the implementation of a corporate call centre the following 
steps be taken during 2002/3: 

 

• transfer the management of switchboard services from Legal to Finance 
(Revenue and Benefits); 

• switchboard operating hours be extended to 8am – 6pm; and service 
improved with basic IT provided for each operator; 

• staff handling telephone enquiries are brought together in one or two 
small teams and provided with essential basic ICT to create a ‘pilot call 
centre’; 

• basic call handling and call management systems be put in place; 

• the potential for bringing together selected switchboard and telephone 
enquiry staff is examined in detail by autumn 2003. 

 (e) a detailed examination of the potential to bring together the 5 existing out of 
hours services, to widen the services provided, and to link these services 
with daytime telephone enquiry services be completed by autumn 2003. 

 

 Costs 
 Substantial additional costs will be required to replace the existing telephony 

system.  No resource is available in 2002/3 or 2003/4 although it would be 
possible to use savings expected from the mainframe replacement strategy in 
2004/5 and beyond. 

 
 It is not yet possible to identify costs, savings and benefits that are achievable by 

developing a Council-wide call centre.  An initial business case and feasibility 
study should be carried out during the current financial year utilising existing 
budgets to determine budget estimates. 

 
 The cost of the interim proposals have not yet been identified and will need 

more detailed work, but are expected to be containable within existing budgets, 
supplemented by IEG capital grant and e-Government revenue growth. 

 

6.6 ELECTRONIC SERVICES 
 It is recommended that: 
 
 (a) internet browser technology is used to provide a platform through which the 

Council delivers services through local offices, call centres (i.e. over the 
phone) and directly over the web through PC’s, kiosks and digital tv, and that 
a detailed roll out plan is approved in summer 2002 which enables major 
developments to be completed during 2002/3 using IEG capital grant; 
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 (b) the video conferencing pilots outlined above be set up and evaluated in 
2002/3, and that a wider roll out is planned for 2003/4; 

 (c) the Council adopts the principle that every Council employee should have 
networked PC with e-mail and intranet access (and access to appropriate 
service systems) by the end of 2004; and every office based Council 
employee by the end of 2002/3; and that Service Directors report on the 
action required to achieve these targets in 2002/3 Service Plans; 

 (d) PC’s should be funded through leasing and revenue budgets established to 
ensure funding is available for replacement; 

 (e) with immediate effect, charges for e-mail connection be abolished and the IS 
Director be asked to report on alternative funding methods alongside the 
development of an SLA (Service Level Agreement) in summer 2002; 

 (f) priority is given to funding the roll out of document image and workflow 
systems should further capital resources be available during 2002/3; 

 (g) that potential partners are identified to develop the business case for a call 
centre, including the benefits and cost of technology such as Customer 
Relationship Management (CRM). 

 

6.7 INTERNAL MAIL 
 It is not part of the remit of this review to provide detailed proposals for the 

internal mail service, but it is proposed that a detailed review is carried out at an 
early opportunity, and that the Director of Corporate Resources is tasked to 
bring together relevant departmental staff to oversee the review.  The scope of 
this review should include: 

 

• scope for improvement through new technology (e.g. e-mail, document 
image processing, Members ICT); 

• management arrangements; 

• alternatives – external service provider 
  - alternatives e.g. use of taxis for despatch of papers 

• service standards; 

• cost; 

• impact of postal deregulation. 

 

6.8 MANAGEMENT ARRANGEMENTS 
 Concerted, Council-wide action is needed to deliver change.  This will involve 

staff in many areas of the Council.  To pull this effort together into coherent 
action will not be easy and cannot be achieved with existing arrangements. 

 
 It is suggested that the Assistant Finance Director (Revenues and Benefits) be 

given lead responsibility for co-ordination of the delivery of the customer contact 
strategy. 

 
 It is not suggested that there is any change to existing line management 

arrangements in other areas at this stage.  
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 Costs and Resources 
 The estimated cost, including on-costs of these arrangements is £45k.  It is 

suggested that 2 vacant posts in the Corporate Support Unit is deleted and the 
budget used to fund the creation of this post. 

 

6.9 PARTNERSHIPS 
 It is suggested that the Council begins the process of seeking an external 

partner who could assist the Council change how we operate and develop a call 
centre business case including the underpinning ICT infrastructure and 
delivering the necessary benefits to savings through organisational change. 

 
 To achieve this, it is suggested that: 
 

• Expressions of interest from suitable potential partners are sought through an 
EU compliant procurement process during the latter part of 2002/3; 

• A suitable consultant is appointed via a competitive process to advise the 
Council in selecting a shortlist of potential partners, and in developing a 
requirements document. 

 
 It is suggested that the advertisement for expressions of interest should be 

drawn widely at this stage and allows the possibility of including existing IT 
support within the partnership. 

 
 

7. Next Steps 
 This report is being considered by the Scrutiny and Review Committee (Cabinet, 

Best Value etc; Corporate Resources and Licensing) in line with the Council’s 
agreed procedure for Best Value Reviews.  Because of the cross cutting nature 
of the Review, the Chairs and Party spokespeople from the other 3 Scrutiny 
Committees have been invited to attend.  Following this, the Review (together 
with any recommendations from the Scrutiny and Review Committee) will be 
considered by Cabinet on 5

th
 September 2002. 

 

8. Recommendations 
 The Committee is asked to consider the recommendations set out in Section 6.1 

– 6.9. 
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CUSTOMER CONTACT BEST VALUE 

REVIEW 
 

PART ONE – THE REVIEW 
 

1. INTRODUCTION  
1.1 Purpose of Review 

 The review looks at how citizens interact with the Council via the telephone, the 
mail, the Internet and over the counter at the first point of contact. Advances in 
technology offer new opportunities to deliver services through new electronic 
channels (web, digital TV, call centres, one stop shops) and to ‘join up’ a wide range 
of Council and partner agency services.  A new Best Value Performance Indicator 
(BVPI 157) has been introduced to measure Council performance in Electronic 
Service Delivery. We must decide how to take advantage of these opportunities, and 
consider how to reap the potential benefits whilst addressing challenges such as the 
‘digital divide’ (lack of access or experience of new technology).  

 
1.2 Scope of the Review 

 The review includes all Council services which involve interactions with the public, 
excluding learning and caring, but including, for example: Payments, Council Tax and 
Business Rates, Bookings, Procurement, Enquiries and Requests for Council Services. 

 
 The focus is on high volume and high value transactions and an initial task was to 

audit current interactions. The review encompasses infrastructure including Public 
Offices, Telephony, Mail, e-mail, Information and Communications Technology (ICT) 
systems and networks, management and organisational arrangements. 

 

2. THE COUNCIL’S AIMS AND OBJECTIVES FOR 

CUSTOMER CONTACT 
2.1 Corporate Plan 
 A key issue for any Best Value Review is to identify service aims and to question 

whether these are clear and challenging.  The Council’s Corporate Plan revised in 
2002, sets out 5 strategic aims and 7 Corporate Objectives which the Council will 
seek to achieve in the next 5 years.  The Council’s Strategic Aims are: 

 
• To lead in partnership with other organisations, initiatives designed to regenerate 

the physical and social infrastructure of the Borough in order to create an 
economically prosperous centre for tourism and business, with opportunities for 
all. 

• To address the social, housing, educational and cultural needs of the Borough by 
the provision of relevant services at appropriate levels of cost and quality. 
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• To deliver high quality, efficient and effectively targeted services which are 
accessible and affordable to all and which meet or exceed the minimum statutory 
requirements. 

• To serve the local community by maintaining open and accountable democratic 
processes which, through consultation, effectively represent the interest of all 
users. 

• To offer, through a valued and appropriately trained workforce, a responsive, 
courteous and professional service to all those who deal with the Council, 
ensuring fairness and accessibility to all. 

• To provide a safe, healthy and sustainable environment with access to excellent 
learning and recreational facilities designed to enhance the quality of life in the 
Borough. 

 
 The Council’s 7 Corporate Priorities are: 
 

• Creating a Learning Community 
• Creating Safe Communities 
• Jobs and Prosperity 
• Improving Health and Well-Being 
• Environmental Sustainability 
• Creating Inclusive Communities 
• Improving the Quality of Council Services and Strengthening Local Democracy 

 
 
 For each corporate priority, the Council has approved a series of corporate 

objectives to be achieved over the next 5 years.  For this review, the most relevant 
objectives are: 

 
 IMPROVING THE QUALITY OF COUNCIL SERVICES AND STRENGTHENING 

LOCAL DEMOCRACY 
 “to extend the use of new technologies where these can improve the quality and cost 

of services; deliver most services via electronic media; and use information 
technology to help “join up” our services” 

 
 “to improve the accessibility of residents to Council services by improving electronic 

and traditional points of customer contact” 
 
 “to provide a seamless service to the community by improving the co-ordination 

between Council Departments and also between the Council and other key agencies 
such as Police, Health, Fire and Probation Services” 

 
 “aim to achieve an efficiency saving of 2% each year as a result of the Best Value 

process (without any loss of service quality) which can be reinvested in improving 
other Council services” 
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 “seek to achieve performance in line with the top 25% of Councils in all services 
which are not currently doing so” 

 
 “consult regularly with the local community in a variety of ways …” 
 
 “ask for the views of service users and non users then carry out reviews of 

individual services” 
 
 “seek to engage more with young people as citizens of the future” 
 
 CREATING INCLUSIVE COMMUNITIES 
 “encourage and support strategic, operational and innovative linkages between 

service providers to achieve the successful implementation of the Neighbourhood 
Renewal Strategy” 

 
 “ensure, through consultation, that the Council’s policies, practices and activities do 

not disadvantage or discriminate against any individual or group, paying special 
attention to the needs of women, people with disabilities, ethnic groups, gay men and 
lesbians” 

 
 “improve welfare and advice services for local communities, including improved 

access through new technologies, by implementing the Community Legal strategy” 
 
 ENVIRONMENTAL SUSTAINABILITY 
 “manage our use of energy and other resources in a manner which reduces its impact 

on the natural environment, promotes energy conservation and the use of low 
energy/lesser  polluting forms of transport etc. to the wider communities” 

 
 A number of key targets are also defined in the Corporate Plan; of particular note 

are the following: 
 
 IMPROVING THE QUALITY OF COUNCIL SERVICES AND STRENGTHENING 

LOCAL DEMOCRACY 
 
 “ensure that 100% of services than can be e-enabled are in place by 2005, either 

directly or to support staff providing services by phone or face to face” 
 
 “adopt a Council-wide strategy to improve standards of customer service and to 

raise satisfaction by 50% by 2005. 
 
2.2 Service Plans 
 These objectives are developed in the Departmental Service Plans, but typically 

these are disjointed, short term and narrow in focus. 
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2.3 Implementing Electronic Government (IEG) Statement 
 The Council’s IEG Statement was prepared in 2001 at the request of Government.  

This outlines the Council’s approach to the utilisation of new technology.  The IEG 
Statement approved by Cabinet in 2001 is the first step towards developing an e-
Government strategy for Sefton Council.  Progress in relation to the Council’s IEG 
Statement and a more refined e-Government Strategy will be reported to 
Government in September.  Key issues arising from the IEG statement are: 

 
• Sefton starts from a low ICT base, 

but with substantial foundations in place including the Sefton Learning Grid and a 
fully resourced strategy for replacement of outdated systems with e-enabled 
back office systems.  Additionally the Council has supported a number of pilots 
or other innovative projects including the Social Services Call Centre; the 
Tourism (Telematics) Call Centre; and Teleworking. 

• The completion and delivery of the 
Customer Contact Best Value Review will be a key driving force for the rapid 
development of the Council’s approach to e-Government. 

• Key developments are identified as: 
- web development, to provide an infrastructure for direct electronic service 

and to support services provided face to face or over the phone; 
- need to upgrade local area networks; 
- potential of Document Image Processing and Workflow systems to reduce 

paperwork and speed up processing; 
- need to upgrade Directory Services to managers and control the network; 
- Members Access to ICT; 
- E-Procurement; 
- the need to support, promote and encourage access to the internet, e.g. 

through Libraries, Community Centres and Schools; Security and 
Information Management. 

 
 The IEG Statement identified the following principles for the development of e-

Government in Sefton: 
 
 CITIZEN FOCUSED ORGANISATION 
 CHOICE 
 ACCESSIBILITY AND INCLUSION 
 BETTER USE OF INFORMATION 
 WORKING TOGETHER WITH PARTNERS 
 JOINED UP SERVICES 
 
 The statement emphasises the need to develop new skills and expects significant 

impact on current organisational structure, working practices and culture. 
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2.4 Asset Management 
 The Council has completed a programme of Condition Appraisals for Sefton’s building 

stock identifying global estimates of costs, age of property, state of repair, life 
expectancy and ownership.  (See Appendix 2 for further details).  The findings of 
the Asset Management Review and the need to deliver services based on suitability 
and local need, not historical provision, will contribute to the Strategy to ascertain 
the appropriateness of refurbishing existing premises or the need to sell off and 
acquire new premises. 

 
2.5 Are the Council’s Aims Clear and Challenging? 
 The high level aims set out in the Corporate Plan are clear enough.  However, there 

is no explicit strategy to achieve the agreed aims other than through the 
Departmental Service Plans.  In general, these lack a clear and consistent focus in 
relation to Customer Contact.  This does not provide a sound basis for achieving the 
Council’s aims, since: 

 
• the resources required to achieve change are not identified; 
• achievement of the Council’s aims requires concerted corporate action, rather than 

disjointed Departmental incremental change; 
• key infrastructure issues, e.g. ICT and buildings, can only be addressed 

corporately; 
• current plans are not soundly based on an understanding of how we currently 

operate; customer satisfaction and expectations; and a grasp of what is possible 
– indeed what is being achieved by other Councils. 

 
 This Best Value Review is therefore intended to be the means to develop a Council 

wide Customer Contact strategy, to provide a framework for action by the Council 
acting together, and working with key partners.  The review: 

 
• considers the current position … how we interact with citizens at the first point of 

contact; 
• looks at how other organisations provide services; 
• considers the quality of infrastructure which supports current service delivery; 
• identifies examples of innovative and good practice in Sefton Council – and 

elsewhere; 
• sets out the results of consultation exercises; 
• considers how new technologies offer opportunities to improve service quality; 
• sets out the results of a ‘gap analysis’ matching current service provision with the 

Council’s aims and objectives, best practice, in Sefton and elsewhere, and 
customer expectations; 

• sets out a proposed customer contact strategy which will achieve the Council’s aims 
through concerted corporate action. 
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3. CURRENT POSITION - OVERVIEW 
3.1 Definitions 

 The review looks at how citizens contact the Council, and includes: 
- face to face contact, for example at local offices 
- telephone contact, for example, through switchboards, direct enquiry lines, the 

Social Services Call Centre 
- by mail 
- electronically, through the internet/e-mail or by fax 

 
 Staff at local offices or on the phone might be supported by electronic systems. 
 
3.2 Contact 

 By contact, we mean a citizen getting in touch with the Council to carry out a 
transaction, such as seek information, apply for a service, place an order, make a 
booking, report a fault or make a payment. 

 
3.3 Current Availability of Contact ‘Channels’ 

 The matrix at Table 3.1 shows the current availability of access channels for 
different services.  This table distinguishes between different types of transaction: 

 
- seeking information 
- making an application 
- making a booking 
- making a payment to the Council 
- receiving a payment from the Council 
- receiving feedback from customers 

 
 Almost all services are available from local offices or public counters (but not all at 

the same place!).  Many services are also available by phone, although it is not 
possible to apply for key services such as Benefits or make most payments in this 
way.  Direct electronic service delivery is unusual and many transactions, even at the 
level of seeking information, are not yet possible. 

 
3.4 Volumes 

 The Council has a high volume of transactions with citizens: in 2000/2001 we 
estimate that these were: 

 
• ¾ million face to fact contacts at local offices, including nearly 300,000 cash 

payments and 260,000 tourism enquiries; 
• 600,000 telephone calls connected from outside the Council; 
• ½ million inbound letters to the Council; 
• 1 million internet ‘hits’ (60% for visitsouthport.com) 

 
 Appendix 4 has further details. 





APPENDIX 8 

D:\Moderngov\Data\Committ\Intranet\Srutiny and Review Committee 

(Cabinet)\20020813\Agenda\APPENDIX 80.doc 

21 

TABLE 3.1 – CONTACT CHANNELS AND TYPES OF 

TRANSACTION 
DEPAR 

TMENT 

CATEGORY TOTALS INFORMATION MAKING AN 

APPLICATION 

MAKING A 

BOOKING 

PAYMENTS BY 

CUSTOMERS
ECONOMIC 

DEVELOPMENT  

TOURISM 
908,100 ☺(*: ☺(*: ☺(*1  

ADMISSIONS ☺(*1 ☺(*1   
EDUCATION 

AWARDS 
90,589 

☺(*1 ☺(*1  *1
ENVIRONMENTAL 

PROTECTION 

COMBINED 

TOTAL 
72,000 ☺(*:  (*1  

COUNCIL TAX ☺(*: ☺)*1  ☺(*1
COUNCIL TAX BENEFITS ☺(*: ☺*1  ☺(*1
HOUSING BENEFITS 

SMBC/ PRIVATE  L/L  ☺(*: ☺*1  ☺(*1

FINANCE: 

REVENUES & 

BENEFITS 

RECEIVING PAYMENT 

902,201 

☺(*: ☺(*1  ☺(*1
RENT QUERIES ☺(1 ☺(1  ☺(*1
REPAIRS ☺(1 ☺(1 ☺(1  
NUISANCE ☺(1 ☺(1   
LETTINGS ☺(*: ☺(*1  ☺*1)

HOUSING 

BENEFITS SMBC TENANTS   

255,149 

☺(*: ☺*1  ☺*1)
DEVELOPMENT & 

CONTROL 
PLANNING 36,464 ☺(*: ☺)*1  ☺*1)

SEFTON.GOV.UK INTERNET 444,401     

CSU CALL CENTRE 22,968 (1 (1 (1 1)
SOCIAL SERVICES 

DEPARTMENT REFERRALS 13,440 ☺(*: ☺)*1  ☺*
SECURITY SERVICE HOTLINE 62,000 (: (*1   
PARKING 51,860 ☺(*: ☺(*  ☺(*1
HIGHWAY MANAGEMENT 

STREET LIGHTING/FAULTS  
6,550 ☺(*: ☺(*1 ☺(*1 *1

TECHNICAL SERVICES 

REMAINDER 38,116 ☺(*: ☺(*1 ☺(*1 *1

☺ = Face to Face  ( = Telephone    )))) = 

Potential to be delivered by telephone 

* = Mail   : = Electronically Delivered : = Partial Delivery  

1= Potential to be delivered electronically 
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 TABLE 3.2 - TRANSACTION LEVELS FOR KEY AREAS 2000/2001 
 

DEPARTMENT CATE                                                                    

GORY 
FACE TO 

FACE 

TELEPHONE MAIL WEBSITE EMAIL 

ECONOMIC 

DEVELOPMENT  
TOURISM 260,892 40,072 10,000 594,373 2,763 

ADMISSIONS 500 30,000  1,500 
EDUCATION 

AWARDS 867 36,393 21,229 
 100 

ENVIRONMENTAL 

PROTECTION 

COMBINED TOTAL 

(Pest Control, requests for 

Service, Cleansing) 

1,000 66,400 1,900  2,700 

COUNCIL TAX 13,548 23,508 130,247 

COUNCIL TAX BENEFITS 12,814 18,503 40,573 
 

RECEIVING PAYMENT 308,692 1,586 95,565  

FINANCE: 

REVENUES & 

BENEFITS HOUSING BENEFITS 

(SMBC/PRIVATE  L/L ) 
53,721 81,595 121,849 

 

 

HOUSING BENEFITS 

RECEIVED FROM SMBC 

TENANTS   

 

20,540 

 

22,880 

 

12,480   

RENT QUERIES 39,000 39,000 1,547 

REPAIRS 37,000 18,249 375 

NUISANCE 1,820 3,380 378 

HOUSING 

LETTINGS 16,900 31,200 10,400 

  

DEVELOPMENT  

CONTROL 
PLANNING 7,846 24,518 4,100 

  

SEFTON.GOV.UK INTERNET    444,401  

CALL CENTRE & 

ENQUIRIES 

 22,369 599  
SOCIAL 

SERVICES 
DEPARTMENT REFERRALS 688 10,703 2,049 

 

 

SECURITY SERVICE 

HOTLINE 
 62,000 

  

PARKING 7,960 25,700 18,200  

HIGHWAY MANAGEMENT 

STREET LIGHTING & 

FAULT REPORTING 

250 5,000 1,200 100 

TECHNICAL 

SERVICES 

REMAINDER 2,390 31,720 3,922 

 

84 

TOTAL  786,428 594,776 478,113 1,038,774 5,747 

GRAND TOTAL  2,903,838 

 
Notes 

1) The transaction levels have been collected from various departmental managers.  Where monitoring procedures 

are in place accurate figures for 2000/2001 have been used.  Where monitoring procedures are not in place a 

snapshot of a given period has been taken and a calculation made to allow for peaks and troughs in workload, for 

example the Education Department who are very busy during the summer. 

 

 Not all departments have every method of contact open to them e.g. e-mail or face to face (the Social Services 

Call Centre is one example) and for reference they are highlighted with a dark cell. 

 

2) The mail figure for Housing Benefits included documents from the Local Housing Offices, forwarded on to 

Finance Revenues and Benefits section for processing. 
 

3) At present there are no monitoring procedures in place at the Social Services Call Centre providing information 

about general enquiries.  However the Customer Service Unit (Call centre) have taken 13,846 general enquiries. 

 

4) In 2001 1.7% of Sefton’s 2.9m customer interactions were directly electronic.  

 

5) 17.2% of transaction types are electronically enabled, below the 25% government target for April 2002. 
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3.5 Key Points 

• The highest volume area is the Revenues and Benefits Service.  Payments are 
the largest single transaction type within that category.  Bill pay, an On-line 
service, is currently under a pilot scheme and Switch payments can now be made 
over the telephone.  Both will in time increase the level of Electronic Service 
Delivery and reduce face to face payment transactions and consequently free 
staff for other duties. 

• The Housing Benefits service receives a large volume of incoming mail.  This 
consists of new claims, renewals, identification, verification, correspondence 
from customers and information from other agencies.  On-line applications will 
increase accuracy and reduce the amount of paper correspondence; however the 
acceptance of digital signatures must be explored to fully utilise the facility. 

• Visitsouthport.com has the greatest volume of Website traffic.  There is an on-
line booking facility and a regularly updated hotel room vacancy page.  The 
number of face to face customers will be made up mostly of non-Sefton 
residents. 

• E-mail is currently not widely available within the Council. 
• Telephone transaction levels are high which highlights customer preference and 

ease of accessibility, e.g. when making a request for service or general enquiries 
for example Environmental Protection and Technical Services. 

 

4. COUNCIL OFFICES 
4.1 Quality 

 An assessment of the quality of the Council’s principal public access points was 
undertaken by the Project Team, who visited each location.  The assessment 
focussed on current arrangements including: 

 
• Accessibility 
• Opening hours 
• Design and appearance 
• Adaptability 
• Facilities 
• Signage 
• Privacy 
• Security 
• Customer waiting times 
• Availability of information 

 
 The assessment does not take account of building condition, which is being reviewed 

separately (see Appendix 2.4). 
 
4.2 Assessment 

 The results of this assessment reveal a wide range in the quality of public offices, 
ranging from excellent to unacceptable.  Taking account of building conditions, there 
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is a greater problem, in that some of the better facilities are located in buildings 
requiring major investment.  The table below refers solely to the quality of the 
public office: buildings with major maintenance or condition problems are marked 
with an asterisk*.  Offices scoring 70% or more are classed as good/very good; 50-
70% as fair; less than 50% as poor and under 30% as very poor. 

 
 Good/Very Good Finance Merton House, Bootle 
   Bryant House, Maghull 
   Formby 
  Housing Vermont House, Bootle 
   Netherton 
   Waterloo Town Hall* 
  Planning Vermont House, Bootle 
  Tourism Tourism (TIC) Southport 
 
 Fair Social Services Vermont House, Bootle 
  Housing Orrell 
   Southport, Cambridge Arcade 
  Finance Southport, Cambridge Arcade 
   Waterloo Town Hall* 
  Leisure Pavilion Buildings, Southport 
  Parking Pavilion Buildings, Southport 
 
 Very Poor Social Services Litherland Town Hall* 
   Houghton St. (Children & Families) 
  Education Bootle Town Hall* 
  Planning, Building Control,) 
  Environmental Protection,) Crown Buildings, Southport 
  Education ) 
 
 Most Public Offices, except Crown Buildings, Pavilion Buildings and Bootle Town Hall, 

comply with current Audit Commission Performance Indicators for Disabled Access, 
although accessibility is often limited. 

 
4.3 Examples of good practice within Sefton. 

(i) Merton House (Revenues and Benefits)  

  The Revenues and Benefits Office opened in 1999.  It was designed after 
visits to other authorities to follow best practice. It is an open plan office 
on the ground floor of Merton House.  It has disabled access including a 
ramp and sliding doors. It is bright, airy, decorated in Sefton's colours and 
there is a pleasant waiting area for customers. Staff wear uniforms and 

name badges. The 10 consultation booths are separated by partitions with 
each having a low, wide counter that allows eye to eye contact. The 3 
private interview rooms are available upon request. A welcoming feature of 
this office is the lack of bandit screens, but a security guard is on duty at 
all times and CCTV is installed. 
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 A receptionist welcomes customers and logs customer details on to a 

computer (time of arrival, details of visit, waiting time and length of visit).  A 
system to manage customer waiting times is in operation.  The office provides 
primarily access to the Benefits service – advice only on Council Tax, Business 
Rates, some Housing issues.  There is no cash payment facility.  There is a 
regular surgery for Benefits Agency Services. One of the main problems 
found is that many of the records are stored on the 5th floor of Merton 
House and Enquiry Office staff have to go upstairs if they need to access a 
clients record. This problem will be eliminated upon implementation of the 

new document imaging system during 2002.   

 

 (ii) Bryant House Maghull (Finance)  

  The offices have recently been refurbished based upon Merton House. The 
counter areas are partitioned with security screens and high level counters. 
The office handles cash and takes payments for other departments except 
car parking penalty payments.  There are private facilities in a segregated 
area that allows the customer to sit down and talk to an officer face to face. 
Finance staff now issue Social Services Blue Badges. Access to Social 
Services back office staff is organised by finance cashiers. Since the 
refurbishment staff report that customers have expressed an increased level 
of satisfaction with service delivery and the disabled access.  

 
 (iii) Housing Offices Litherland Town Hall and Vermont House  

  The two Housing Offices visited were decorated to a good standard with 
pleasant waiting areas for clients. The offices are located on the ground 
floor with disabled access and security measures such as CCTV. All the 
staff working on public counters wear name badges.  

 
 A negative aspect is the fact that Bandit Screens are in use in both offices. 

These are unfriendly, a barrier to communication and not always warranted 
due to the limited amount of cash collected.  Many private sector 
organisations that handle cash use less intrusive but equally effective 
security measures. 

 
4.4 Scope for Improvement in Sefton 
 The following paragraphs include examples of where Sefton could improve services.  
 (i) Education Bootle Town Hall  

 The Education Office is situated in a poor location and does not offer 

disabled access, the entrance being up two steps and through a revolving door.  
(There is disabled access at the Trinity Road entrance but admittance to the 
Education office can only be gained through the Mayor’s private corridor.)  
There are no welcoming signs informing customers of the services available - 
just a sign on the door saying push. The office is shabby and paint is coming 

away from the walls and counter. The post room is situated behind a partition 
screen and is very noisy.  There are no private interview facilities.  A bell on 
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the counter is used to summon staff. During the visit a lady with a pram tried 
to gain access; without help she would have to leave the pram outside while 
summoning help from officers. 

 
 (ii) Technical Services - Car Parks - Pavilion Buildings Southport  

 There is no disabled access, although customers can use a goods lift to the car 
park offices on the third floor. The office is clean and tidy, seating is available 
and a bell is used to summon staff. For security reasons the counter has bandit 
glass screens. There is room for two customers to stand at the counter but 
there are no private facilities. 

 
 (iii) Planning Office Crown Buildings Southport  

 There is no disabled access into the building and once inside the public offices 
are on the second and third floors. The lift is unsuitable for wheelchair 
users. The entrance to the building is very shabby, and it requires decorating 
e.g. the free telephone was very dirty and unhygienic. There are many poor 
quality notices pinned to walls with no indication of a responsible officer, 
unsigned and yellowing. On arrival at the counter there is a bell to summon 
staff and to the side of the counter are several boxes containing copies of all 
plans under application. There are no private facilities to discuss issues. Plans 
have been submitted in the past to make the necessary improvements but due 
to the lack of funds these have never been approved. As a result of a Year 1 
Best Value Review, alterations have been made to Planning's Bootle Office. 

 
4.5 Housing Office Survey 
 The Housing Department has recently completed an exercise in conjunction with 

MIS, Halton and Wirral.  The exercise closely resembles the ‘reality checks’ 
undertaken by the Best Value Inspectorate.  The exercise focused on 2 of the 7 
Area Housing Offices.  The mystery shopping was a mixture of telephone calls and 
personal visits to the Area Housing Offices. 

 
 Negative Comments: 

• Staff didn’t always wear name badges 
• Housing reception areas are not always clearly labelled 
• Telephone calls from the public were not answered quickly 

 
 Positive Comments 

• Staff were friendly and confident 
• Staff were very helpful 
• The quality of information provided by most offices was good 
• Information was sent out on request 

 
4.6 Other Access Points: Libraries 

 The Council has 13 local libraries.  All are connected to the Sefton Learning Grid, 
and all offer free internet access to library users, although space often limits the 
number of PC’s.  Many libraries are located near to existing local offices, but some 
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are in areas not otherwise served by the Council (particularly those at Ainsdale, 
Aintree, Birkdale, College Road, Crosby and Churchtown).  Additionally, a mobile 
library service is offered to over 20 ‘heard to reach’ locations, both in urban and 
most rural areas throughout the Borough.  As a result, almost every Sefton resident 
is within a 20 minute walk of a library or mobile library service point.  Libraries will 
often be the first port of call for citizens seeking information about Council 
services and have knowledgeable and well trained staff.  However, there has been no 
systematic attempt to develop these possibilities. 

 
4.7 Schools in the Community 

 Sefton Council has been selected by the Local Government Association (LGA) as one 
of 7 ‘Pathfinders’ to promote schools as a resource for the local community, 
providing a range of services for local citizens.  There is clear potential for schools 
to provide access to Council services through PC’s, kiosks or video conferencing, or 
by use of outbound ‘surgery’ staff.  Proposals are currently being developed. 

 
4.8 Conclusions 

 Sefton offers many different faces to the public.  Whilst there are some areas of 
good practice, many public offices are unsuitable and in a state of disrepair.  There 
is a lack of corporate identity or standard levels of service.  Disabled access is 
often poor; some offices lack a welcome sign and facilities vary substantially.  The 
public face of the Council generally shows neglect and a lack of investment over 
many years. 

 
 Recent investment, particularly in local housing offices is evident, as are substantial 

improvement by Finance. 
 
 A second issue is that public offices offer a narrow range of services, for example 

car parking fines cannot be paid at Finance offices.  In part this is because staff do 
not have the support, systems or training to offer guidance information on or access 
to other Council services. 

 
 Most transactions take place in the better offices.  The worst offices generally 

have a low volume of business.  There is scope to move services from those to the 
better offices. 

 

5. TELEPHONE SERVICES 
5.1 Finding Who to Contact 

 More than half a million telephone contacts with the Council take place each year.  
Finding out who to speak to can be difficult. 

 
 Council telephone numbers are advertised in the BT phone book under two headings - 

useful numbers and in the main alphabetical directory.  We list 277 establishments 
with approximately 146 separate numbers.  The list is out of date (City Challenge is 
still included for example) and organised departmentally.  It is difficult to locate key 
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numbers.  This makes it complicated and difficult to gain access to the appropriate 
service.  Members of the public often give up and telephone the most likely number 
hoping that the officer answering the telephone knows the correct number and can 
transfer the call. 

 
5.2 A-Z of Council Services 

 Sefton’s A-Z of Council Services is currently a list of council services including 
telephone numbers.  It is not widely available or up to date (although an up to date 
version is now on the web) and is department, not customer focused.  Unless the 
customer knows which service they want or which department is responsible for the 
service they require, using the A-Z is difficult.  This applies equally to staff and 
Councillors.  A revised customer friendly booklet linked to the telephone directory 
could be issued to every household and the version on Sefton’s Internet and 
Intranet sites would also be updated. 

 
5.3 Switchboards 

 Sefton has two main switchboards, one in Bootle (0151 922 4040) and one in 
Southport (01704 533133).  Both provide access to all extensions on the main 
network.  The Bootle office has five boards in operation and Southport has three 
boards in operation.  Neither have access to a computer.  The telephonists work 
from 8.45am to 5.15pm.  The telephonist’s workload has reduced since the 
introduction of the direct dial facility in 1989/90.  Further details are given in 
Appendix 7. 

 
  

 BOOTLE SOUTHPORT 

Full Time Operators 2 1 

Job Share Operators 5 2 

Casual Operators 2 0 

Total Covering 5 boards Covering 3 boards 

 
 
5.4 Telephone System – Independent Review 

 A detailed review of the telephone system has been carried out by external 
consultants as part of this review (Appendix 8).  This review concluded that: 

 
 1. The existing Voice telephony systems are reaching the end of their useful life 

and need to be replaced. 
 2. The Voice network design is over complex and places reliance on non-resilient 

elements. 
 3. The existing systems are not flexible and constrain extension numbers to 

allocated sites. 
 4. Cabling is mainly Voice grade and therefore not of the latest standard. 
 5. A number of different telephone service suppliers are used thus negating the 

possibility of efficient supplier tariffs. 
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 6. The management, planning, maintenance and accountability of the Voice network 
is invested in one staff member. 

 7. The Council has enjoyed a period of low cost Voice telephony service.  
Replacement systems will almost certainly cost significantly more, although some 
offsetting reductions (e.g. call charges) will be achieved. 

 
5.5 Consultants Recommendations 

 The Consultants recommended that the Council replace existing systems with a 
managed service.  Officers concluded that whilst this is an attractive option, the 
current uncertain state of the telecoms market and the need to fully test the 
market suggest that at this stage the Council should seek to keep its options fully 
open.   For these reasons,  Corporate Resources Ratification Committee has agreed 
the following steps: 

 
• Advertise for expressions of interest from potential suppliers of Voice 

telephony systems and services; 
• Prepare a document outlining the Council’s Voice telephony requirements.  This 

would be an output based service specification capable of enabling the 
procurement of a system and/or services to match the Council’s needs.  This 
would require consultancy support. 

 
 Expressions of interest have now been received and are being analysed.  Tenders will 

be invited shortly and the response evaluated by December 2002. 
 
5.6 Examples of Good Practice 
 (i) Southport Tourism 
  This call centre was developed with support from Central Southport 

Partnership.  It responds to requests for tourism information and brochure 
despatch. 

 
  The centre has the capacity for 10 operators all using computers to make a 

smart and quicker system e.g. operators can access information on the 

system instantly.  Performance is measured daily  and service targets have 
been set.  The system is aware which operators are logged in and what 
specialist knowledge they have.  The system tells the operator how to answer by 
informing the operator what service the caller requires.  The supervisor can 
check the number of operators logged in, the number of calls taken in the last 
hour, the total for the day, how many callers are waiting and how long they have 
been waiting. 

 
  As with all Call Centres there are peaks and troughs in services.  Spare capacity 

is used to include the Owen Owen Trust Help-line, Mersey Tourism Events 
Hotline and Crime Direct, which is an outbound service. 

 
 (ii) Social Services Call Centre 
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  The Social Services Call Centre was set up several years ago.  It receives up to 
22,000 calls each year, and is the first stage in assigning clients to social 
workers.  It has substantially improved the effectiveness and accessibility of 
this service, despite a noticeable lack of ICT support – for example there is no 
e-mail.  The Call Centre’s primary role is to deal with complex enquiries that may 
take 15-30 minutes to resolve, but also receives a wide range of enquiries for 
other Council services which need to be redirected elsewhere.  Because of the 
volume of Health queries, the Health Authority funds an additional operator. 

 
5.7 Out of Hours Services 
 There are currently 5 different out of hours services provided by Sefton Council: 
 

• Sefton Security Service 
• Social Services Emergency Service 
• Homeless Hotline 
• Housing Maintenance Emergency Call Out 
• Housing Lifeline Service 

 
 Although the functions of these services vary widely, there is potential to provide a 

wider ranging service by bringing these functions together. 
 
5.8 Conclusions 
 The Council has already accepted the need to replace existing telephony systems as 

an essential precursor to any further development.  Examples of good practice could 
be replicated elsewhere, and could themselves be improved by better ICT support.  
The switchboards are detached from other customer focused services, lack 
effective management and ICT support whilst continuing to provide a friendly face 
for Sefton Council.  Out of hours services could be brought together and offer a 
wide range of services.  The existing A-Z of Council Services requires upgrading, 
and wider distribution.  The Council telephone book entry should be rationalised and 
focused on customer needs, and access focused on a small number of ‘golden’ 
numbers providing direct access to switchboard, call centres or the appropriate 
enquiry point. 

 

6. ICT (INFORMATION AND COMMUNICATION 

TECHNOLOGY) 
6.1 Government Targets 

 Government targets are that 100% of Council services that can be electronically 
enabled, should be so enabled by 2005.  This target is reflected in Sefton’s 
Corporate Plan.  Currently, as set out above, 17.2% of Sefton’s services are 
electronically enabled. 

 
6.2 Direct and Mediated Electronically Enabled Services 

 Electronically enabled services may be available directly to citizens, or indirectly 
through telephonists or face to face contacts.  This offers the opportunity to offer 
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a wide range of services from any one location and over longer periods of time that 
would otherwise be the case.  And, there are major cost incentives. 

 
 
6.3 Starting Points 

 Sefton’s starts from a low ICT base although there has been, and continues to be, 
major investment in key infrastructure.  This is beginning to make a difference to 
the delivery of key front line services, and the Council has recently agreed to focus 
additional resource on the development of e-government during 2002/3, particularly 
to support basic infrastructure improvements; the development of the web as a key 
building block for e-enabled services; and the roll out of Councillors IT. 

 
6.4 Sefton Learning Grid 

 The Council’s Metropolitan Network links more than 200 Council and partner agency 
sites including every school with a high quality broadband service.  This state of the 
art system, which represents an £8m investment was part funded by ERDF 
(Objective 1) and private sector resources.  This provides a local ‘information super 
highway’ enabling rapid high volume traffic within Sefton,  and also provides high 
speed broadband access beyond to the internet.  This key infrastructure is a major 
asset where benefits are not yet fully realised. 

 
6.5 Back Office Systems 

 Existing mainframe back office systems are being replaced to prepare for electronic 
service provision. We have a fully resourced programme to replace outdated 
mainframe systems with new generation systems that will integrate and e-enable 
back office systems to improve access to information. Four large mainframe systems 
are in the process of being replaced – Financial Management, Housing, Revenues & 
Benefits, and Payroll; at the same time, a modern Social Services system is being 
implemented.  About forty percent of systems have been migrated and the project 
will be completed by 2003. All the new systems will be expected to communicate 
with each other by utilising agreed standards such as e-GIF, XML, BS7666, NLPG 
and being web enabled. 

 
 
TABLE 6.1 - Principal Customer Orientated systems 

Back Office Systems Now Plans Comments 

Financial Management System Legacy Oracle A fully web enabled system, with a 
go live date 1/4/2002 

Revenues and Benefits Services ICL 
CTAX 
HBIS 
BRATES 

New open 
integrated 
R&B system 

Tenders presently being evaluated 
with a view to a new system going 
live early 2003 
 

Document Imaging  
None 

 

Initially in 
use for R&B 

Planning Document Image 
correspondence at Vermont House 
Revenues & Benefits implements 
the scheme in Spring 2002  
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Housing ICL  Housing 
Integrated 
Management 
System 

Housing have now implemented the 
Anite Housing System, April 2002 

Social Services CRISSP SWIFT Data cleansing has started with go 
live scheduled for 2002 

 
6.6 e-Mail 
 Currently over 1,214 officers are capable of sending and receiving e-mails although 

there are 3,200 PC’s, of which …. are network connected, reflecting the 
disincentives of current charging arrangements. 

 
6.7 Intranet 
 A private electronic network within Sefton Council, the Intranet is accessible to all 

users who are connected to the network to access information about services.  
Current services include Telephone Directory, Notice Boards, Councillor and 
Committee Information, Committee Minutes, Agendas and Reports, Best Value, Job 
Search, Training Material and Useful Sites.   The intranet has major potential to 
support the provision of a wide range of information for front line staff. 

 
6.8 Internet 

 www.sefton.gov.uk is a working site and although we are at an early stage, revisions and 
improvements are incorporated regularly and the site is expected to reflect best of 
breed over the next 18 months.  The Internet allows the public electronic access to 
services at home, from work, from a library or school, or potentially through digital 
tv or kiosks.  The services offered to the public over the Internet include Payments 
On-line, Your Council, Know your Councillor, Latest Diary of Committee Meetings, 
Electoral Information, Strategies, Council Services, Job Vacancies, Planning, 
Complaints, Leisure, History, Tourism and Links to other sites.  A major development 
of the internet is planned for 2002/3.  The most popular services on the current 
web site are: 

 

• Job vacancies (18,500) 
• A-Z of Council Services (4,602) 
• Index of Planning Appliances (4,300) 
• Revenue and benefits (2,800) 
• Councillor/Committee Information 

 (4,400) 
• Council Information (2,600) 

 
6.9 Security and Confidentiality 
 Sefton has established a security policy based on BS7799. All electronic 

communications entering or leaving Sefton via the corporate gateway are 
intercepted by Sefton’s ‘Firewall’ that prevents any networked server from damage 
(intentional or otherwise) by those who log on to it and specialised virus software 
that carry out checks for viruses and vandal content.  
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6.10 Document Imaging and Workflow 

 These systems convert paper documents to an electronic image. Once converted 
these documents can be easily viewed, indexed and retrieved allowing thousands of 
documents to be accessed in seconds from any enabled location.  Workflow modules 
organise the handling of documents to speed up and simplify document handling.  
Revenues and Benefits are starting to run this system. Planning document image all 
correspondence at Vermont House. Document Imaging could be used to simplify the 
current mail system. Mail would be scanned centrally, indexed, stored and 
electronically send to all relevant officers. 

 
6.11 Examples of good practice within Sefton. 

 

(i) Breathing Space  

 This new Website, brings together information on weather, air quality, traffic, road 
safety and health from many different sources and is highly interactive, allowing the 
user to decide what information they want to see. The site has been developed over 
the last 18 months through a partnership of council, health authority and private 
sector. The site contains some information updated every hour but also stretching 
back several years. This project has allowed Sefton to develop skills in posting and 
retrieving information from back end databases and graphically present information 
according to a citizen’s requests through a browser.   

 
(ii) Web Based Allocations  

 The Housing Green Paper 'Quality and Choice - A Decent Home for All' explains the 
way lettings in social Housing are to be conducted. The Strand Area Housing Office 
will pilot the use of a stand-alone terminal in the office reception area which has 
easy Internet access for the public to view vacant dwellings as well as providing 
access to Sefton's Website. Sefton are also teaming up with Homes on the Net 
www.homesonthenet.co.uk to attract new tenants. 

 
(iii) Video Conferencing Pilot  

 Video Conferencing is another form of two-way communication that can take place 
using a telephone line, a video camera and a monitor. Sefton undertook a pilot 
exercise for three weeks in October using video conferencing facilities between 
Bootle and Southport Town Halls.  Proposals for more extensive trials are in 
preparation.  Video conferencing offers the potential for customers to access key 
staff from remote locations e.g. offices, schools or community centres. 

 

6.14 Conclusions 

 Major development is underway which will enable the Council to roll out electronically 
enabled services over the next 2-3 years.  There needs to be wider use of ICT by 
staff on the front line and the charging mechanism for e-mail needs to be amended 
to remove the current disincentive to connect.  Current and planned investment 
means that Sefton is beginning to put in place the infrastructure necessary to 
support electronic service delivery. 
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7. COUNCIL MAIL SERVICES 
7.1 Description 

 Sefton Council has two main sorting offices located at Balliol House (Finance) and 
Southport Town Hall (Legal) but there are postal clerks in all other departments. 
The main duties for finance postal staff is to ensure secure receipt and delivery of 
cheques, mail and parcels and the collection of all outgoing correspondence by the 
Post Office. Items are usually franked and posted within one day with the number 
and cost recorded for departmental recharges.  Departments not included in the 
Finance and Legal delivery schedule have a clerk or team of clerks responsible for 
mail delivery within their own department. The clerks collect and deliver all 
correspondence and ensure that they collect all outgoing mail for franking and 
posting by the Royal Mail. Details are as follows: 

 

Department Staff Numbers 
Involved 

Full Time 
Equivalents 

Vehicles 

Education 4 2.8 0 

Finance : Correspondence 5 5 0 

Finance : Revenues & Benefits 4 4 0 

Housing 3 0.8 0 

Legal :    Couriers 2 2 2 

Leisure Services 2 0.6 1 

Social Services 2 0.6 0 

Tech Services & Environmental  Protection 1 1 0 

Total 23 16.8 3 

 
 

7.2 Key issues 

 Key issues are:. 
• Systems are labour intensive and inefficient; 
• Mail can take days before arriving on the correct desk; 
• Staff sometimes use Royal-mail instead of internal post as items have 

sometimes gone astray; 
• Several staff need access to the same correspondence; 
• Security is also a problem; 
• Not all officers know when and where collections are picked up from; 

 
7.3 Conclusions 

 The mail system is fragmented, cumbersome, insecure and labour intensive.  Action 
is required to improve the management and performance of the current system, and 
in the medium term, consideration should be given to a modern document 
management system based around Document Imaging, Workflow and a single point of 
receipt for all mail. 
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8. CURRENT PERFORMANCE 
8.1 Best Value Performance Indicators 

 Best Value Performance Indicators relate to speed of response to answering 
telephone calls and letters. 

 
 
 Phones 
 Target: 80% of calls answered in 20 seconds 
 Performance: 2001/2:             (cf 2001/02 86%, 2000/1 87%, 1999/2000 82%) 
 Letters 
 Target: Letters answered in 10 days 
 Performance:  2001/2              (cf 2001/02 56%) 2000/1* 56% 1999/2000 71%) 
 
NB  The reduction in performance for 1999/00 to 2000/01 was due to a large increase in 

correspondence arising from the decriminalisation of parking.  Excluding this the 
performance was 75%. 

 Please note without car parking services the figure in 2001/02 would be 85%. 
 
8.2 Electronic Service Delivery 

 The percentage of transactions capable of being electronically enabled, that are 
electronically enabled: This is a new indicator for 2001/2, so no comparisons with 
previous performance or other Councils is available. 

 
8.3 Audit Commission Performance Indicators: Accessibility 

 Two Audit Commission indicators assess accessibility of public buildings (this is a 
wider definition than public offices).  Sefton had 51 public buildings in 2000/01 of 
which 42 in which all public areas are suitable for and accessible to disabled people.  
This compares well with other local authorities, but there may be difficulties in 
assessing what is/is not accessible.  Comparison with previous years is not possible 
because of changes in definition, which also substantially improved apparent 
compliance. 

 
8.4 Audit Commission Performance Indicators: Equality 

 Five Audit Commission Performance Indicators measure performance on equality 
issues: 

 
A3a Does the authority have a comprehensive published policy to provide services fairly to all sections of the 

community? 
A3b Does the authority formally monitor how it carries out this policy? 

A3c(i) Does the authority follow the Commission for Racial Equality and the Equal Opportunities Commission and 
Disability Discrimination Act 1995 codes of practice on employment? 

A3c(ii) Does the authority carry out formal monitoring of staff with respect to equal opportunities? 

A4 Has the authority adopted the Commission for Racial Equality's 'Standard for Local Government'?  

   A3a A3b A3c(i) A3c(ii) A4 

Sefton 99/00   Yes Yes Yes Yes Yes 

Sefton's Position   ü ü ü ü ü 

Metropolitan average   78% 53% 94% 72% 78% 
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8.5 Costs 

 Customer Contact is one element of processes and services which cover both front 
and back office activities.  The total cost of services including front line service 
delivery amounts to £9.6m of which salaries cost £7.1m.  However, distinguishing 
between front and back office costs is in reality arbitrary.  Changes resulting from 
this review should therefore be assessed against the total cost of service delivery, 
not simply the front office cost. 

 
8.6 Conclusions 

 On the nationally collected PI’s, we are achieving our own telephone answering 
targets, but this is set at a relatively low level, and takes no account of the maximum 
wait for a response; calls not connected; or where customers ring off.  We do not 
achieve our own targets for answering letters and there is considerable scope for 
improvement.  The Council’s performance on accessibility is surprisingly good, and is 
satisfactory against equality indicators. 

 
 However, these indicators provide very limited information.  The Review will suggest 

further performance standards and measures. 
 

9. CONSULTATION 
9.1 Introduction 

 The principal consultation method was a questionnaire completed by the Sefton 
Citizens Panel.  This was supplemented by Focus groups which were comprised of 
underrepresented groups or those with particular needs.  Full details of methodology 
is set out in the Appendices.  (See Appendices 14-23). 

 
9.2 Public Consultation 

 Questionnaires were issued during June, July and August 2001.  The objectives of 
the various consultation exercises were to find out what the public thought about 
current service delivery, what improvements and services standards could Sefton 
introduce to improve access and choice for our customers both now and in the 
future.  

 
9.3 Overall Customer Satisfaction 

 Overall, satisfaction with the Council’s front line services is mediocre, and 1 in 3 
customers are dissatisfied or very dissatisfied.  Satisfaction amongst Council 
tenants is much higher at 86%. 

 
9.4 Reasons for Dissatisfaction 

37% were dissatisfied overall.  This was because of poor service/incompetent staff, 
(29%) a poor or no response, (13%) no action was taken or that the Council had poor 
acknowledgement of complaints/queries (5%).  
In relation to telephones, 62% of respondents only had to ring once but 25% had to 
ring twice and 13% respondents had to ring over three times to obtain a satisfactory 
response. Of those who had to ring more than three times, over half stated they 
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had to ring seven times in order to obtain a satisfactory response from a specific 
department. 
 
 
 

9.5 Getting Access to Services 

It was difficult to find the service that was needed, and to locate the appropriate 
address, phone number or e-mail addresses. Respondees were unsure what 
department title covers which service and stated they were passed from 
department to department, go to different departments for each enquiry 'why can't 
we sort out all enquires in one visit/telephone call and with one officer'.  

 
9.6 Appointment Adopting Time 

 14% of respondents were not seen on time even though they had an appointment. 
Some customers had to wait up to 20 minutes before they were seen.  25% of 
respondents were unhappy with current opening hours: of these 56% wanted longer 
opening times. 24% of respondents stated that they would like to see Sefton Council 
to have opening hours beyond the current normal working hours. 63% would prefer 
earlier (8.00a.m) opening and 53% preferred later closing (6.00pm – 22% would 
prefer 8.00pm); 49% want offices open on a Saturday.  A further issue raised was 
lack of privacy. 

 
9.7 Service Delivery Standards 

 The expectations of all consultees regarding service delivery standards are high. 
The majority responded positively to the question and highlighted the importance of 
the suggested detailed service priorities that will, if implemented improve services 
and customers perception of Sefton Council.  

 
9.8 Summary 
 The exercise found that customers wanted knowledgeable, helpful and polite staff 

that keep promises made; who could give a quick response in the appropriate format. 
They wanted staff to be able to deal with the issue directly and have the ability and 
information to hand to deal with more than one query and not be passed from 
department to department. Private facilities were demanded for confidential 
matters. 

 
9.9 Focus Groups 

 The Focus Groups are not designed to be representative, but to help us understand 
in greater depth the survey results consultation report.  Broadly, the Focus Groups 
identified similar issues and suggested that: 

 
• Sefton should have one widely publicised telephone number.  

There was little awareness of Council contact addresses or telephone numbers.  
No one consulted knew a Council telephone number.  Does it come under “C for 
Council” or “S for Sefton”?  People agreed that the Council should have a “book 
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of useful” numbers which could be delivered to every household.  And, 
information should be available in other formats e.g. Braille and foreign 
languages. 

• The groups agreed that they wanted to speak to a person on the 
telephone rather than pressing “options” buttons. 

• New technology should be embraced.  The public should now be 
able to pay bills using the Internet.  Forms should also be made available via the 
Internet. 

• It was recognised that the Council needs to be more flexible in 
relation to opening hours.  It was agreed opening Saturday mornings would be 
useful.  The group felt that current opening hours did not suit customers who 
work standard office hours. 

• Lack of privacy, at many offices other customers can overhear 
what is being said. 

• It was also felt that offices should be pleasant, at the moment 
some are a little drab. 

• The focus groups felt that the Council could be more welcoming 
of disadvantaged groups and did not encourage contact from those experiencing 
harassment or discrimination 

 
9.10 Accessibility 

 The public consultation exercise indicates a significant demand for large print and 
accessible buildings.  The majority of the disabled access group responded positively 
to the questionnaire and highlighted their needs for accessible services.  The most 
requested improvement from this group was accessible buildings followed closely by 
low counters. 

 
9.11 Partner Agencies 

 The review also identified partner agencies for each service area.  As part of the 
consultation exercise letters were sent to all agencies advising them of the review 
and the potential for joined up services.  (See Appendix 24 for further details). 

 
9.12 Councillors Views 

 Councillors were also asked for their views.  21 responded.  Of those that 
responded, only 8 were satisfied with customer services by the Council.  Reasons 
given include: 

 
• Sefton’s departmental structure and its varied locations and 

telephone numbers is Byzantine in nature. 
• Messages are not passed on, telephones are not answered and 

correspondence replies are often ‘standards’. 
• There are no information points. 
• There needs to be a marketing strategy, focused on consumer 

needs. 
 
 Improvements identified include: 
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• More one stop shops, call centres and better use of web based 
IT. 

• Speedier responses to letters. 
• Clearer staff responsibility – no overlaps. 
• Better access for people with disabilities. 
• About half worked to see longer office opening hours, including 

Saturdays. 
 
9.13 Preferred Future Service Delivery Methods 

 Consultation surveys indicate that the Telephone is the preferred route to contact 
the Council, followed by letter and then personal visit to a local office.  There is, at 
present, little demand for direct electronic service delivery, although experience 
elsewhere suggests that this will rise as services become available.  Interestingly, 
there is already considerable interest in kiosks, and web access amongst the 
Disabled Focus Group.  These findings closely match national results. 

 
 It is clear that no one access channel will meet the preferences of all Sefton 

citizens.  There remains a high demand for face to face contact, although telephone 
services are preferred by most.  Direct electronic services are as yet a minority 
interest, but of particular importance to people with disabilities.  For the 
foreseeable future, it seems that the Council must offer a wide choice of ‘access 
channels’ for council servics, to meet these varied needs. 

 
9.14 Consultation Conclusions 

 Satisfaction levels with customer contact within Sefton are mediocre. We need to 
remedy the reasons for concern. The solutions designed as a result of this Review, in 
terms of delivering the customer interface, will need to take account of the need 
for choice whilst providing a consistent quality of response. 

 
 Items high on the agenda seem to be around waiting times, privacy and the ability to 

get answers on varied queries straight away at the first point of contact and 
whatever method of contact they use. A list of frequently asked questions for each 
department has been collated in order to identify key areas and high volume 
transactions (see Appendix 25). New technology may help in accessing Council 
services but there were concerns about the security of information and problems 
that may arise if systems went wrong. In encouraging the community to use such 
services we need to address these concerns as well as providing ways to make people 
comfortable with the technology. 

 
 Extended opening hours are wanted by 25%, with local research indicating that 

Saturday opening would be welcomed.  
 

10. COMPARISON 
10.1 Introduction 
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 Various exercises were undertaken to compare Sefton’s current service with that of 
Beacon Status Authorities, Best Practice Authorities, Private Sector Organisations 
and other agencies in order to identify the gaps. 

 
 As part of the Best Value Review comparison exercises have been completed with 

other service providers.  Complete detailed notes can be found at Appendix 26.  
Officers from the Steering Group, Project Team and Working Group have either 
visited or had telephone contact with representatives from Beacon Councils, Other 
Authorities, Benchmarking Clubs and Other Agencies.  National comparisons have 
been made using Audit Commission Performance Indicators and MORI.  Major 
private sector organisations including Oracle, BT, Anite, ICL and KPMG have 
contributed ideas at meetings or workshops.  This section summarises Best Practice. 

 
 
10.2 One-Stop Shops 

 Generally located in town centres within easy access of main public transport routes 
and open at times to suit customers' requirements, one stop shops offer a single 
contact point to provide many council services from one location.  Surgery sessions 
can join up services with other partner agencies to conduct Council business in one 
place without an appointment, often with one member of staff covering a range of 
services. If issues require specialist knowledge, arrangements are made for 
appointments to see a specialist to offer advice and assistance within a specified 
timeframe, or via a videoconferencing facility.  

 
 The main principles are as follows: 

• A single building - with access to many services 
• Most interactions to be resolved at first contact by 2 way dialogue. The remainder 

being referred on to the appropriate department or agency.  Many one stop 
shops embrace the idea of ‘customer champions’ to ensure resolution of service 
requests. 

• Fast track reception. 
• Free phone/Video Conferencing - Officers in other departments can be called upon 

to answer queries.  
• Creation of a dedicated customer services team who are focussed on problem 

resolution and offer a quality service.  E.g. Halton offers “Information, Advice, 
Advocacy and Action” to citizens in a pro-active not reactive way. Could include 
partner agencies e.g. Wirral's One Stop Shops works with other agencies and 
organisations by having surgeries from organisations such as Employment 
Services, Benefits Agency, Age Concern, Energy Efficiency, and the Police 
Authority. 

• ICT is an essential underpinning whether it's to support a single Customer 
Services team or multi service access were the customer services team and the 
back-office staff may need to use the same management system.  One stop shops 
don’t work without this support as Leeds discovered. 
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• Performance standards E.g. the Employment Agency aims to see you on time if 
you have an appointment, and sees you within 10 minutes if you do not have an 
appointment.  

• Access issues addressed E.g. Brent have installed a loop system, improved disabled 
access, family room, partitioned booths, private interview rooms and crèche. 

• High levels of social inclusion & engagement with the community e.g. Wirral's One-
Stop Shops ease accessibility and by ensuring trained, experienced staff are 
available to help vulnerable people understand and see the Council as a whole 
service helping customers work through the complexities of the benefits system.  

 Experience elsewhere suggests that one stop shops enable a more proactive, 
integrated and supportive service to be provided, for example Halton's One Stop 
Shop staff has found that with the increased access to back office information 
allows them to be more proactive in their approach to customer’s circumstances. By 
being proactive we can offer a wider scope of services to the customer for example 
a customer requesting a Blue badge may also qualify for Disability Living Allowance 
as provided by the DSS. This leads to increased job satisfaction staff now being 
empowered to see a job through to the end and has counterbalanced any associated 
work based stress.  

 
10.3 Call Centres  

 A Call Centre is a method of organising staff so that information and services can be 
delivered over the telephone. Call centres typically combine specialised equipment to 
manage and distribute incoming or outgoing calls with technology that allows the call-
handling staff easy and fast access into supporting 'back-office' ICT systems. Local 
geographic issues can be overcome by a selection of telephone numbers all being 
directed to the one access point. Call distribution can recognise the department 
being called and the correct salutation can be given. 

 

 Salford noted improved staff morale and improved levels of customer satisfaction 
since the opening of their Call Centre:  
 Environmental Services was 17%  April 2001 - 92% 

 Council Tax & Benefits was 7%  April 2001 - 78% 
 
 Quarterly surveys of Hertfordshire customer service centre typically show 90% 

customer satisfaction levels. Customers say how good it is to actually get through to 
someone who can help, as well as having the extended hours (centre is open 67 hours 
per week).  

 People feel more comfortable calling from privacy of their own homes. 
 The main variations are as follows: 

A. Low Tech - starts from the beginning 
• Utilisation of existing resources initially E.g. Liverpool started operating 

their call centre with 11 telephonists and has since expanded to open 24 hours 
seven days a week and has become the biggest Local Authority Call Centre. 
Services offered include Disabled parking, Electoral services, Trading 
standards & consumer advice, Refuse collection, Highways, street cleansing, 
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Street lighting, Grounds maintenance, Parking enquiries, Requests for job 
vacancy application packs, Appointments to register marriages, births and 
deaths. Council house repairs including out of hours emergencies, Education 
awards, Milk tokens, School meals, Uniforms, Travel passes, University and 
sixth form grants, Information on special events, Council tax enquiries, 
Housing benefit and council tax benefit enquiries, Social Services referral, 
advice and information service. 

• Knowsley have established a Call Centre with very limited funds e.g. £20,000 
for an Automatic Call Distribution System (ACD) Phase 1 - council tax, 
revenues and benefits and housing services. Planning and building control 
enquiries, Phase 2 - environmental helpline (street services) and the housing 
repairs hotlines. The third phase is still open-ended and could include services 
with a specific customer demand for instance leisure passes or education 
welfare grants.  

 
B. Medium Tech - develops existing infrastructures 

• Riverside Housing Association although offering a more narrowly scoped 
service (housing issues only) has developed their existing structures to be 
more interactive and e-enabled to provide improved services to customers. 

• Maximisation 
of capacity E.g. Southport Telematics uses Call streaming by skill sets to 
filter inbound calls.  

• Warrington uses Power dialling to conduct surveys and quality initiatives in 
quiet periods. 

C. High Tech - implements latest technology, integration between front and back 
office 
• Customer Relationship Management brings together information about customer 

focus across the whole organistion helping to do away with multiple repetitive 

requests for identical information; and helping to offer an intelligent, proactive 

response..  

• Scripting enables staff to complete a process using a software package that prompts 

staff to ask relevant questions when completing an application thus filtering out 

unnecessary details.  

 
10.4 Contact Centres 

 With all contact channels including Web, e-mail, fax and post being added to the 
traditional telephone in a call centre they are becoming customer contact centres 
servicing customer needs through whatever channel the customer chooses to contact 
the Council. 

 
10.5 Summary 

 There is an expectation that call centres will be open longer hours, and that staff 
are supported and empowered to resolve the issue at first contact. Consultation has 
shown people prefer to use the telephone because of convenience and consistency. 
The ability to deliver higher levels of service to customers are the trademark of a 
Call Centre and staff training, remuneration, hours, skills and development are 
paramount to it’s success.  
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 A telephone survey in August 2001, Oakwood Market Research identified that of 

the 387 authorities that do not have a call or contact centre already established 193 
revealed that they are seriously contemplating setting one up.  

 

11. ELECTRONIC SERVICE DELIVERY 
11.1 Introduction 

 There are many examples of Councils using ICT in innovative and exciting ways to 
improve the quality of services to citizens.  This section examines some practical 
examples of such initiatives, which illustrate the potential of Electronic Service 
Delivery both directly, and in support of staff dealing with customers face to face 
or via the telephone. 

 
 
11.2 Stoke City Council – Local Links Project 

 Local Link is a partnership between Stoke on Trent City Council, Stoke CAB, Age 
Concern, North Staffordshire health, Disability Solutions and Staffordshire TEC.  
Local Link provides access through Council one-stop housing offices, partner agency 
offices and kiosks to a common Intranet platform providing a range of information 
about Council, Health, Police and other services.  Initially focused on providing advice 
and information about these services, together with access to Council services 
including payments, bereavement notification, and other service requests.  The key 
strengths of this project are: 

 
• The 

involvement of several agencies; 
• Starting 

small, but thinking big (i.e. starting with basic information and advice, with e-mail 
contact to service providers, but using this as the first step in a longer term 
strategy for joined up service delivery through various contact channels. 

 
11.3 Bromley Links 

Links focuses on issues where direct customer service and efficiency benefits can 
be realised and has a whole council/customer focus.  
 
As an example of the impact of Bromley’s Links approach, Social Services now uses 
only 15 forms across all elements of service. At the start of the review, over 200 
were in use.  All processes have been reviewed, covering over 60 services that were 
being delivered from 30 separate locations. Data will be entered once and used 
across all of the services.  Launched in 2001 the Bromley Customer Services Centre 
provides face to face service at the main desk and deals with the telephone calls 
that previously were directed to the switchboard. 
 
In addition, residents and visitors to the London Borough of Bromley can now get 
information about the Council, send free e-mails and search for jobs using the new 
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innovative and easy to use, on-street information points known as i-plus.  15 touch 
screen kiosks have been set up in Bromley Town Centre and in other high street 
areas.  Users can access a range of services, 24 hours a day, 7 days a week for free. 
An e-mail service, up to the minute national news, on-line travel information and a 
job search channel will all feature. 

 
Services Offered 
Links gives access to Social Services, Health, Housing and Benefits - critical 
services, especially for the most disadvantaged in the community.  

 
 i-Plus displays key local information on the Council's website, problems such as 

graffiti, abandoned vehicles, 'pot holes'. and other street problems can be reported 
and e-mailed directly to the Council. The siting of the kiosks encourages residents 
and visitors to report such street problems as and where they notice them. 

 
 
 Features and Benefits  
 Links will analyse the customer service/business processes that cross organisational 

and geographic boundaries of the partner organisations and will deliver specific 
models, components, systems and services to enable replication across London and 
beyond. 

 
11.4 Lewisham Access Point and Telly Talk 
 Access Point, which opened in October 1999, brings together more than 40 services 

at one location. Partnerships with the Inland Revenue and the Benefits Agency have 
enabled Lewisham to develop joined up services such as their electronic integrated 
benefit claims service for both income support and housing benefit. Around 12,000 
customers a month visit Access Point for a range of services.  

 
 Access Point is also one of 13 sites where customers can find Tellytalk, a video 

conferencing service providing touch screen access to over 20 services, many 
provided by external partners. 
 

 In 2001 Call Point was launched, a telephone call centre providing a convenient way 
to contact a range of most widely used services. Call Point uses state-of-the-art call 
queuing to efficiently manage more than 125,000 calls a month and offers customers 
options to ensure they get a speedy response to their query. 

 Last year Call Point answered 90% of calls within 15 seconds. 
 
 Tellytalk links citizens by TV to the Council and its partners to save travelling to the 

"town hall".  You can send documents from any Tellytalk site. Tellytalk allows citizens 
to talk to the council about council tax, housing benefit and education benefits and 
awards or to get information from the reference library. You can also link to the 
Inland Revenue, the Child Support Agency, the Benefits Agency and Lewisham 
College to discuss courses and availability, and to make arrangements for careers 
advice. Tellytalk is available from Housing Offices, Libraries, Access Point and in the 
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Sydenham Savacentre (Sainsburys).  The services offered include: 
 

 
• Council tax and housing benefits 
• Environmental services  
• Housing repairs 
• Skip and scaffold licences 
• Blue badge applications for people with disabilities  
• Education benefits and awards,  
• Bus passes 
• Inland Revenue services 

 
 Features and Benefits  

• Residents are also now able to pay their council tax, business rates and housing 
rents through the Internet by debit and credit cards  

• Customers can set up a direct debit over the telephone 
• Work to develop and increase Internet access to services has meant the 

introduction of interactive forms for booking housing repairs, making complaints 
and reporting crime and anti-social behaviour and, residents can pay council tax 
and other bills to the Council electronically 

• The development of customer champions across the Council as a source of ideas 
for improving service delivery reviewing the role of the Front Line Academy to 
make staff feel they can be more effective. 

 
11.5 Liverpool Direct 
 Liverpool City Council and BT have entered into a joint venture - Liverpool Direct 

Limited, for the delivery of their Front Office services, through one stop shops and 
the Uks largest Council Call Centre.  

 
 The need to re-engineer customer service processes was identified in 1999. 
 
 Services Offered include: 

• Street based services  
• Revenues and Benefits 
• Bin collections, bulky furniture and waste removals along with grounds maintenance, 

street cleansing, gritting and maintenance of roads, pavements and street lights 
• Housing Rents, Repairs and other housing services 
• Orange badges 
• Job application forms 

 
 The City Council's call centre is now open 24 hours so people can contact the City 

Council at their convenience 
 
 Features and Benefits  
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 Three one stop shops are now open at Kirkdale, Dingle and Municipal Buildings. 
Located right at the heart of local communities and bringing City Council services 
under one roof making it easy to get professional help where and when it is needed. 

 
 Customer Relationship Management will reduce waiting times and enable 90% of 

enquiries to be answered satisfactorily first time. The use of new technology will 
deliver easier access to better services through a choice of channels and so 
encouraging social inclusion. 
 

11.6 “Salford Citizen” 
 Salford enables better customer service by making information available at the 

desktop.  To support this they have developed a customer focused CRM tool called 
"Citizen" giving Front-end access to multiple business areas and enabling call centre 
or local office staff to become service "experts". Citizen consists of a database of 
all citizens and property records and provides a standard interface to Customer 
Data held on existing ‘legacy’ systems. Details of all residences and all customer 
transactions are visible via Citizen. 

 
 In addition, The Centre of Excellence delivers expert training and development. Also 

offering  up-to-date information, advice and mentoring for individuals, teams and 
directorates its role is to ensure that all staff, managers and change agents are 
trained, motivated and clear about the change agenda facing them and are suitably 
equipped to achieve that change. 

 
 Services Offered 
 Citizen gives front office staff live access to data from a range of ICT systems, 

allows them to make appointments and where operational areas are not "e-enabled" 
the system automatically generates e-mail or paper notifications. 

 
Citizen allows full Integration with Internet and as such enables direct customer 
access to "value added" account information. 

 
 Features and Benefits  
 Citizen provides a consistent interface to all systems with a drill-down data facility, 

providing more information on demand and produces customised reports. 
 
 By providing one front end system for all customer transactions (with tracking) it is 

also a powerful and flexible Management Information tool.  
 
 Knowledge based scripting gives intelligent assistance to operatives at the front 

office. 
 
11.7 Sheffield City Council – Interactive Kiosks  

 Sheffield City Council has installed 25 street based kiosks – IT interactive 
information points, which give access to council services.  Funded by a public/private 
partnership, city centre kiosks are attracting more than 2,000 hits per day.  The 
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kiosks allow selective access to web sites: access has been simplified so that 
everyone can use them and not just the computer literate. 

 
11.8 Community Information Network 

 Only a minority of citizens have access to the Internet at home.  The advent of 
electronic services opens up the possibility that access to these services will be 
linked to those with PC’s.  To overcome the potential of the ‘digital divide’, Knowsley 
Council developed a Community Information Programme which provides almost 100 
public access PC’s at 163 locations, giving citizens access to the Intranet and other 
services.  This has been coupled with the development of web based information and 
other services, including housing repairs, and for the promotion of web based 
training opportunities.  At the heart of the Programme is the Knowsley Information 
Network, - links the Sefton Learning Grid – links Council and partner agency sites.  
The key lesson of the Knowsley project is to link together e-Government learning, 
libraries, the voluntary and community sector with a single framework. 

  
11.9 Document Imaging - removes the internal paper-chain, replacing it with a scanned 

image of the original document.  Many commercial organisations archive documents 
to CD-ROM technology to reduce storage and ease retrieval of information. 

• Knowsley’s system has paved the way for the paperless office. 
• Sefton’s Revenues and Benefits Division of the Finance Department is implementing 

this system which if successful could be rolled out across the Council.  Documents can 
be viewed across the Borough by staff at PC terminals. 

 
11.10 Tameside Web Site 

 Tameside has developed a well used and extensive web site.  Well designed and easy 
to use, the site offers an excellent A-Z plus a very wide range of information about 
Council and other services.  Technically, the site is straightforward with no use of 
content management or similar tools.  Transactions and service requests are 
possible, although these are often not directly linked to back office systems. 

 

12. Comparison – Conclusions 
12.1 Conclusions 

 Many Councils have begun to implement one stop shops, call/contact centres and are 
developing more sophisticated ICT support for front line staff, and for direct 
Electronic Service Delivery.  Pilot schemes developed through Pathfinder and Invest 
to Save funding are developing new ways of joining up Council services with those of 
partner agencies.  Sefton is at an early stage in matching best practice. 

 

13. THE POTENTIAL FOR CHANGE 
13.1 Gap Analysis 

 The Review includes a ‘gap analysis’ which identified the potential for change to 
current practice by drawing on the information set out in earlier sections.  This 
analysis draws on the analysis of: 
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• Gaps 
between current position and stakeholder expectations. 

• Gaps 
between current service standards in departments. 

• Gaps 
between current service and best practice, in both public and private sectors. 

 
 For each gap identified, action is identified to improve the performance of the 

service and remove or lessen any ‘gap’.  The gap analysis is used to identify both the 
need for, and the potential, for change.  In the following section, each issue is rated 
on the following scale: 

 
 Scale: 
 Importance: 1-5 where 1 is critical or statutorily required and 5 is low priority 
 Ease: 1-5 where 1 is very easy and 5 is very difficult 
 Resources: 1-5 where 1 requires very little, and 5 significant resources 
 
 The Gap Analysis is attached at Annex C. 
 

14. THE ROLE OF THE PRIVATE SECTOR AND 

PARTNERSHIPS 
14.1 Introduction 

 There is the potential for a major step change in the quality of services that we 
offer to citizens.  This would require major investment in ICT and possibly in 
buildings; and in developing new skills and reengineering business processes.  No 
single local authority working alone will be able to deliver these changes at an 
acceptable cost, or within a reasonable timescale.  To gain economies of scale, and to 
avoid reinventing the wheel, it will be necessary to draw upon the expertise of other 
organisations, the public and/or private sectors. 

 
14.2 Why Work in Partnership 

 It is important to be clear about the reasons for developing a relationship with 
another organisation so that there is clarity of expectation, outcomes and purpose.  
Likely reasons include: 

 
• Share costs 
• Limit risks 
• Learn from others 
• Develop a new ‘culture’ 
• Limit up front costs by spreading costs over time (e.g. by sharing 

future savings) 
• Speed up development timescale 
• Work on several projects in parallel 
• Achieve economies of scale. 
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 Some Councils have developed private sector partnerships in an effort to attract 
employment and business to their town. 

 
14.3 Who are Potential Partners? 

 Potential partners include other Councils – individually or in groups; “expert” 
organisations such as IDeA, or SOCITM; suppliers such as Anite or Oracle; 
consultancies such as KPMG or Deloittes.  Partners may be large organisations, or 
small suppliers. 

 
14.4 Examples of Local Authority Partnership 

 There are several current examples of partnerships between local authorities, some 
of which already include Sefton. 

 
 The North West e-Government Group (NWEGG) include many Councils from the 

North West of England.  Already the NWEGG is a forum for sharing ideas and 
information.  It is beginning, with support from Government IEG funding, to develop 
solutions to issues that are clearly beyond the scope of individual Councils such as 
smart cards, data sharing and security.  Currently, this costs Sefton only officer 
time.   

 
 Similarly, we are seeking to learn from other Councils, particularly those who have 

been identified as pathfinders and who are developing new approaches with IEG 
funding, e.g. Tameside (Web); Salford (Web and Call Centres); Knowsley (Community 
Information Network Call Centres). 

 
 It is also possible for Councils to jointly commission projects, for example 

Lancashire County Council is developing a joint Call Centre with District authorities, 
and Bolton, Blackpool and Rochdale jointly tendered for a new Revenue and Benefits 
ICT system.  Arrangements may be loose and informal or involve a ‘joint board’.  
Finally, it is possible, in principle, to purchase services from another Council (or sell 
them on), although there are few examples to date. 

 
14.5 Private Sector 

 Private sector partnerships might include: 
 

• Informal partnerships 
• Consultancy (paid advice or support) 
• Strategic partnership 
• Outsourcing 
• Joint venture 
• PFI 

 
 Informal partnerships would typically involve a degree of knowledge sharing or joint 

development between a contracted supplier and the Council,  outwith the scope of 
the contract.  For example current suppliers, BT, Oracle, ICL and Anite have all 
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contributed ideas about how this Council could develop electronic service delivery, 
through meetings and special workshops. 

 
 Consultancy is a straightforward contractual provision of service to support the 

Council.  However, working together in an area of rapid change is inevitably difficult 
to specify in traditional terms, and the quality of relationships may be more 
important than a simple lowest cost tender process.  For this reason, a number of 
Councils have selected, formally or informally, one or more strategic partners with       
whom to work closely on new development.  For example, Leeds City Council is 
working with SIEBEL, a leader in customer relationship management technology to 
develop solutions to link together existing back office systems to provide a 
customer oriented front end used on the web, in one stop shops and in call centres.  
Halton has developed a partnership with Northgate (JD insert).  Strategic 
partnership works best where the partnership services mutual purposes, and where 
it is difficult to specify or cost outcomes. 

 
 Other Councils have outsourced ICT or other customer oriented services.  There are 

few recent examples of straightforward ICT outsourcing although some long term 
relationships continue (e.g. Birmingham and ITNET).  Lewisham has, however 
developed an innovative outsourcing with ICL and KPMG; ICL manage the Councils 
infrastructure.  ICL and KPMG, with the Council, develop new systems designed to 
achieve future cost savings, which enable the development to be funded.  Other 
recent ICT outsourcing has included other business areas – corporate services at 
Lincolnshire and Blackburn, Revenue and Benefits and HR at Liverpool (into the joint 
venture company established between BT and the City Council).  The latter also 
includes the Councils front line customer contact – the call centre (now the largest 
local authority call centre in Britain) and one stop shops, with the consequence that 
front and back office staff are under different management. 

 
 There are examples of PFI schemes for ICT but these have taken long periods to 

develop and it is difficult to see how rapidly changing technology and business areas 
can be constrained within the tight confines of a highly specified PFI contract. 

 
14.6 Key Issues 

 Partnerships with other organisations is inevitably in delivering improved customer 
services.  The Council must decide first: 

 
• What do we want to gain from partnerships? 
• What do we offer a partner? 

 
 It is suggested that the issue of partnership is given detailed consideration 

following approval of the Council’s customer contact strategy, and as part of the 
development of an e-Government strategy over the next 3 months. 
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PART TWO – CONCLUSIONS, ISSUES AND 

PROBLEMS 
 

15. ACHIEVING CHANGE: DEVELOPING A CUSTOMER 

CONTACT STRATEGY 
15.1 Principal Conclusions of Review 

 The principal conclusion of the Review is that there is enormous scope for 
improvement in the Council’s front line service delivery, in all areas.  Customer 
satisfaction is at best mediocre whilst expectations are rising.  There is no 
coherent, council wide approach to the planning or delivery of front line services 
which lack a clear development path, purpose, coherence and are poorly integrated.  
Services are organised around departmental structure, not the needs of citizens. 

 
15.2 Building Blocks 

 There are good points.  Many staff work hard to promote a good service in 
conditions which are sometimes grim.  The most highly used local offices are of a 
good standard (though sometimes located in buildings which require major 
maintenance), following improvements particularly by Finance and Housing.  
Extensive ICT investment in Social Services, Housing, Revenue and Benefits is being 
delivered.  The Sefton Learning Grid provides a link between all Council buildings 
including schools.  Additional resources to support web development and e-
government generally have been secured for the current financial year. 

 
15.3 Action 

 Action is required.  A single corporate lead must be established to ensure the 
implementation of a coherent  customer contact strategy across the Council, using 
resources and facilities from all areas to support joined up, customer friendly, high 
quality front line service delivery.  The telephony system must be replaced.  
Further work to reap the benefits of ICT investment is required.  Local offices 
must be refocused and where necessary improved, as part of a wider office 
accommodation strategy.  There are costs to be funded, but potential savings from 
effective use of ICT and from reorganising business processes.  This will deliver 
savings and improved services in future years. 

 
15.4 Customer Contact Strategy 

 To ensure that the Council’s existing strategic objectives are achieved, and that we 
take full advantage of the new opportunities becoming available through ICT, a key 
step in achieving change is to approve a customer contact strategy.  The Review 
Team suggest that the Council adopts the vision, aim and proposals set out in Annex 
B help deliver the changes that are needed. 
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15.5 Realising the Vision 

 The firm view of the Review Team is that this vision can only be realised by 
concerted, Council wide action.  Incremental, departmental change is not enough.  
Customer expectations are rising and there are clear Government targets for 
electronically supported services.  The danger of piecemeal change is that the 
opportunity to realise major service benefits and cost savings will not be realised.  
Principal choices relate to the pace and scale of change and the detail of the 
strategy to be delivered and what sort of partnership we want to develop with 
suppliers or other Councils. 

 
 Achieving the Vision will require significant investment.  Our Action Plan has to be 

realistic and maximise the contribution of external funding such as IEG, NRF, SRB 
Pathways and Objective 1.  There will need to be close linkages with e-Government 
and office accommodation strategies. 

 
 But there is also the prospect of major benefits.  ICT offers the opportunity to 

reengineer our business processes to cut red tape, bureaucracy, duplication, paper 
storage and accommodation and travel costs, whilst radically improving customer 
satisfaction and the quality of customer service. 

 
 A key issue is the harnessing of expertise and investment from other councils and 

the private sector through partnership, and the strategy outlines a number of 
options for the development of partnerships. 

 
 Recommendations 
 (a) It is recommended that the Vision and Strategic Aims set out in Annex A are 

approved as the Council’s aspirations for Customer Services in Sefton. 
 
15.8 What Will Change? 

 Key elements of the changes needed to deliver this Vision can already be identified: 
 

• Upgrading and rationalising the network of local offices including accessibility 
for disabled people whilst widening the services available there by using new 
ICT and web based services; 

• Providing access to Council services at libraries, schools, community centres, 
shopping centres using web based services through PC’s, kiosks and digital TV; 

• Replacing the existing Voice telephony system; 
• Utilising call centre techniques to improve the quality of phone based services; 
• Linking Council and partner agency ICT systems; 
• Adopting Council wide service standards and performance targets; 
• Getting the basics right, such as the A-Z of Council services; 
• Radically reorganising the internal mail system and taking advantage of image 

and workflow systems and effective basic management; 
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• Ensuring that services focus on meeting the needs of all citizens including 
those with special needs by providing information in alternative formats and 
setting clear standards for design and language; 

• Developing greater flexibility in opening hours; 
• Pilot use of video conferencing to provide access to specialist staff. 

 
 One key issue will be to provide a single Council wide lead/senior manager to set 

standards, co-ordinate action and directly manage some or all customer services. 
 

16. ACCESSING COUNCIL SERVICES 
16.1 Telephone Directory 

 The current telephone listings are impenetrable.  The Directory entry should be 
focused around services, not Departments; and clearly show a small number of high 
priority, frequently used services. 

 
16.2 A-Z of Council Services 

 The current paper based A-Z is out of date and not widely available.  A new A-Z of 
Council services should be provided to every household/library and all front line 
employees.  The web based A-Z is up to date but unsophisticated.  The opportunity 
exists to model best practice from other Councils and this should be given high 
priority.  Over time, the web based A-Z should extend to cover other partner 
agency services. 

 
16.3 Signage 

 Outside every Council office and Library there should be a simple sign setting out: 
• Services provided at that location 
• Hours of opening 
• Telephone contacts out of hours 
• Web site address (and details of where to access the web, e.g. library) 

 
16.4 Advertising 

 One option might be to publicise contact details for high priority services in the 
local press.  This could be done through advertising; through a ‘swap around’ 
supplement; or through feature articles. 

 
16.5 Access for People with Disabilities 
 Most Council offices meet basic accessibility requirements, but additional work will 

be required to meet Disability Discrimination Act requirements.  Officers at Crown 
and Pavilion Buildings and Bootle Town Hall are not accessible.  Services should be 
transferred to other locations nearby. 

 
 Existing staff with skills such as signing or minority languages should be identified 

and a central register kept of those willing to volunteer as translators.  This could 
be actioned by video or audio conferencing, or on appointment.  Staff should be 
offered suitable training. 
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16.6 Welcome to Sefton 
 New residents currently do not receive any organised information about the Council 

or its services.  Other Councils (e.g. Trafford) now provide a ‘welcome’ pack 
containing information about the area, local facilities, schools as well as Council 
Services.  Although there would be a cost, this could be reduced by advertising or 
sponsorship. 

 
16.6 Recommendations 

 It is recommended that: 
 (a) The current telephone directory listing be refocused around customer needs 

and rationalised as a high priority; 
 (b) A new A-Z of Council services is distributed to every household with 2003/4 

Council Tax bills; 
 (c) The web based A-Z of Council Services is developed during 2002/3 to match 

the ‘best of breed‘ by January 2003; 
 (d) Each Council Office is provided with prominent, quality, signage to a single 

Council-wide design, which outlines the services provided, hours of opening; out 
of hours contacts and the Council’s web site address; 

 (e) A campaign to publicise Council contact details is developed during 2002/3; 
 (f) The possibility of a ‘welcome pack’ for new Sefton residents is explored; 
 (g) The Director of Corporate Resources co-ordinates action to deliver these 

proposals. 
 
16.6 Costs 

 These recommendations can be achieved at little additional cost and should be 
actioned promptly. 

 

17. LOCAL OFFICES 
17.1 Continued Key Role 

 Local offices will continue, for the foreseeable future, to be a key access point for 
Council services.  Attempts by other organisations such as banks to close local 
branches have been met with fierce resistance because these are highly valued 
services.  Local offices should offer access to more Council services, be more 
accessible, more flexible – complementing telephone and web access to services. 

 
17.2 Geographical Coverage 

 The current network of local offices offers reasonable geographical coverage, 
although service coverage is more limited.  Waterloo is a poor office in a fairly poor 
location; Litherland is a good Housing Office in a good location but with a poor 
building.  Southport Town Hall is centrally located with a good range of services but 
is of poor quality and there is poor access for customers who are mobility impaired 
and other services are provided from Crown and Pavilion Buildings. 
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17.3 Services 

 Technically, it should be possible to provide the following services from all local 
offices within the next year (the same services will also be accessible from the 
Internet in the same period): 

 
• Housing Benefits/Council Tax Benefits - information 

 - applications 
    - further information 

   - reviews 
• Council Tax/Business Rates - as above, plus payments to the 

Council 
• Other payments (e.g. housing rents, car parking fines, possibly utilities) 
• Housing advice 
• Housing applications 
• Housing repairs 
• Service requests – environmental and technical services (pest control, building 

refuse, street lighting, highway maintenance) 
• Some licensing services 
• Education (Grants and Awards)  - applications 
     - information 
• Planning  - basic enquiries 
     - video conferencing link 
     - surgery 
• ‘Blue Badges’ 
• Surgeries for other Council and partner agency services 
• Information and signposting (e.g. Social Services) 

 
 This will require provision of further ICT in front and back offices. 
 
17.4 Key Proposal – Existing Good Quality Local Offices 

 A core proposal of this review is to use existing good quality local offices (e.g. 
Formby, Maghull and the Local Housing Offices at Litherland, Orrell and Netherton 
as bases from which to provide a wider range of services – ‘fewer stop shops’.  This 
would require new staffing arrangements and additional ICT, but little other 
investment.  It would be possible to roll out new services within the next year.  
Waterloo and Litherland are included within a new review of council office 
accommodation and proposals to improve or relocate existing services may emerge 
from this process.  Further services can be added and then selected taking account 
of: 

 
• Ease of doing 
• Volume of transactions 
• Cost savings 
• Benefits to customers 
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17.5 Southport and Bootle 

 A second core proposal is to create new town centre one-stop shops at Southport 
and Bootle. 

 
(i) Southport Town Centre 
 A relatively low cost solution would be to develop a new facility within the existing 

ground floor of Cambridge Arcade, including the existing front and back office 
spaces.  This would require the relocation of some existing staff, possibly at a new 
local Housing Office in the Southport area.  There would need to be careful 
planning of access and parking for disabled customers.  No resources have yet been 
identified for this project, and it is unlikely that external funding could be secured 
although a contribution from NRF is a possibility.  It is also worth noting that the 
Register Office is located close by; whilst this would continue to require separate 
access, there may be possibilities for closer working links. 

 
(ii) Bootle Town Centre 
 Currently, two good quality public offices are located in Bootle town Centre, at 

Vermont House (Housing) and Revenue and Benefits (Merton House).  A plethora of 
other minor service points exist at Balliol House and Bootle Town Hall, where 
personal callers for schools admissions and education awards find very poor 
facilities. 

 
 Vermont and Merton House are some distance apart, and neither offers a full range 

of services.  Neither has the physical capacity to expand.  A modern library is also 
located in Bootle Town Centre, in between Merton and Vermont.  The Council is 
looking at the possibility of major change to Council office provision at Bootle, 
where most office based staff are located.  Balliol House requires very major 
investment and Bootle Town Hall is in very poor condition.  At the same time, there 
is the prospect of HSE moving into new purpose built accommodation in Bootle Town 
Centre. 

 
 Bootle Town Centre is within the Atlantic Gateway Strategy Investment Area, and 

is seen as a major investment, employment growth and development point.  Bootle 
and Litherland Primary Care Trust are also searching for a town centre ‘Healthy 
Living’ centre.  Possible locations for a single integrated Council access point include 
the Strand and the vacant Halifax Building Society, but whilst well located, both 
suffer from poor access for people with disabilities, may not offer sufficient 
space, and may not be cost effective. 

 
 Some NRF funding may be available in 2002/3 and 2003/4 but this is unlikely to be 

sufficient to fully fund a meaningful one stop shop.  Support will be sought to 
support the development of wider service provision from existing locations. 

 
 Medium term alternatives might include: 
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• A new purpose built facility within the office quarter as part of a wider 
regeneration of Council offices.  Whilst not ideally located, this would provide 
good accessibility and the advantage of co-location with back office and 
support services.  Funding would be one element of a larger package. 

 
• A new integrated Community Facility centred on the existing Library providing: 

- library 
- council one stop shop 
- health services 
- community facility 

 
 This would offer a well located, comprehensive, high profile facility but may be 

costly. 
 
17.6 Other Issues 

 The review highlights the need for a range of improvements including: 
• Compliance with Disability Discrimination Act; 
• Presentation and quality of offices; 
• Privacy; 
• Availability of information; 
• The demand for flexibility in opening hours; 
• The potential for video conferencing to provide access to specialist staff 

based as other locations; 
• Alternatives to bandit screens. 

 
 It is suggested that a detailed action plan to address these issues in a phased 

programme is developed over the next few months. 
 
17.7 Working with Partner Agencies 

 The Council already works closely with key partner agencies such as the Health 
Service and the Benefits Agency, providing surgery access to specialist staff or  
working together on the ground.  Developing truly joined up, seamless services is a 
key corporate objective.  The scope for this is initially limited by separate ICT and 
organisational arrangements, but it is suggested that the pilot suggested at 7.11(a) 
includes a detailed review of the scope for providing information about services 
such as Key Health, Police, Benefits Agency, Fire Safety, Voluntary Sector and 
payments to utilities and other organisations.  In parallel, the scope for dealing with 
service requests should be explored by the Officer group, using best practice 
elsewhere as a benchmark. 

 
17.8 Staffing Issues 

 The changes proposed for local offices will require major change in staffing 
arrangements.  Currently, front line staff are often little more than message 
takers, and have little power, limited access to ICT and limited ability to resolve 
issues.  The proposed approach would require highly skilled, well trained staff 
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presenting a high quality, professional image of the Council and its services.  The 
pilot suggested below will need to directly address these issues. 

 
17.9 Summary of Proposals: Local Offices 

 It is recommended that: 
 (a) the Council should seek to provide a full range of services from existing local 

offices, with the aim of focusing all public contact at these locations resulting 
in the closure of other low quality public access points; 

 
 (b) one local office be selected as a pilot for development of new services during 

2002/3 with the intention of rolling out the service to other local offices 
during 2003/4.  In this pilot, detailed examination of staffing issues and the 
inclusion of partner agency services be considered in detail; 

 
 (c) that the future of the Waterloo and Litherland local offices be considered 

alongside the Member/Officer review of office accommodation needs; 
 
 (d) that a detailed feasibility study of creating a one stop shop within the 

footprint of the existing front and back office at Cambridge Arcade, 
Southport is undertaken during 2002/3, this to include funding options; 
possible staff relocation issues; and the relationship with the existing Register 
office. 

 
 (e) that a detailed study of the longer term options for the creation of a one stop 

facility in Bootle Town Centre be carried out alongside the Office 
Accommodation review.  In the short term, it is recommended that both 
Vermont House and Merton House be developed to provide a wider range of 
services within the physical constraints of the buildings; 

 
 (f) that officers bring forward costed proposals for achieving compliance with 

Disability Discrimination Act standards for all local offices; 
 
 (g) that officers improve presentation of local offices and availability of 

information, including management of leaflets, telephone ‘hot line’ links and 
networked PC’s for customer and staff use; 

 
 (h) that proposals are prepared to develop video conference links to key specialist 

staff from smaller locations including the development of a pilot during 2002 
and a phased roll out to all offices starting 2003/4; 

 
 (i) that the opening hours of all offices are reviewed and extended/revised hours 

of opening are tested during 2002/3 to meet identified needs; 
 
 (j) that a detailed review of privacy and security at each local office is carried out 

and as resources permit, an improvement plan is developed.  Where possible, 
bandit screens should be replaced with less intrusive security measures; 
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 (k) that the Directors of Finance and Technical Services put in place the 

necessary IT linkages to provide payment of parking penalties at local finance 
offices, which would enable closure of current poor quality access points. 

 
17.10 Costs 

 It would be possible to begin the local office pilot project by using IEG funding 
allocated for the development of web services.  Proposals for Waterloo and 
Litherland are not resourced and resources would need to be identified.  Similarly, 
there are no resources allocated for improvements at Southport Town Hall – this 
would require additional capital funding.  At Bootle, there is the possibility of some 
or all of the cost being met from NRF and/or SIA resources.  Video conferencing 
could be piloted during 2002/3 using IEG resources.  Funding – possibly using 
2003/4 IEG Grant – is not currently available for a larger scale roll out.  There is a 
capital resource allocated for disability Discrimination Act compliance, although 
this is not sufficient for all work required in 2002/3.  Extending opening times 
would incur additional revenue costs. 

 
 It is clear that the achievement of all of the proposals would require additional 

funding.  It is not yet possible to quantify this.  But, using IEG, NRF, SIA and 
existing resources and capital resources it is clear that it would be possible to make 
a significant start within existing resources.  Further changes are realistically 
achievable. 

 

18. OTHER LOCAL ACCESS OPPORTUNITIES 
18.1 Libraries 

 In addition to local Finance and Housing Offices, the council has a separate network 
of libraries, and a mobile library service which serves communities more distant 
from Council buildings.  All libraries are network connected and provide, as part of 
the Peoples Network, PC’s with Internet connections.  In many cases, e.g. Maghull, 
Netherton, Bootle, Litherland, libraries provide no additional network coverage.  
However, others, such as Aintree, Ainsdale, Birkdale, College Road and the small 
library at Churchtown, are in locations that are otherwise not served by local 
offices.  It is not suggested that libraries are developed to provide local office 
facilities – this is not their prime function and there is rarely sufficient space – but 
there are opportunities.  For example: 

 
• Provide access via PC to council web based services; 
• Install a Kiosk providing ‘cut down’, simplified access to key council services; 
• Develop access to knowledge base with skilled staff, supported by Internet, 

Intranet and potentially access to other Council services; 
• Where space permits, provide video conferencing facility to access specialist 

services. 
 



APPENDIX 8 

D:\Moderngov\Data\Committ\Intranet\Srutiny and Review Committee 

(Cabinet)\20020813\Agenda\APPENDIX 80.doc 

60 

 All Council libraries are directly connected to the Sefton Learning Grid and 
thus have ready access to all Council ICT services. 

 
18.2 Mobile Libraries 

 Mobile libraries provide a unique opportunity to widen access to particular ‘hard to 
reach’ locations.  The scope for ICT services is currently limited by lack of network 
connections, but even a phone line could provide web access to a range of services. 

 
18.3 Schools in the Community 

 As noted above, Sefton is a ‘Schools in the Community’ pilot authority.  This 
initiative offers opportunities to widen access to Council and other services.  Every 
school has a connection to the Sefton Learning Grid, and has a significant PC 
population.  It would be possible to offer at schools: 

 
• Access to web based services via existing PC’s; 
• Kiosks providing ‘cut down’ simplified access to key council services; 
• Surgeries where council staff are on hand to provide a range of Council 

services using existing network connections; 
• Video conferencing facilities providing access to office based Council staff and 

services; 
• Learning opportunities to develop skills in use of PC’s, web etc. 

 
18.4 3TC (Third Sector Technology Centre) 

 The Third Sector Technology Centre (3TC) is based at modern offices in Waterloo.  
This provides support for voluntary sector organisations across Merseyside and 
also offers a learning centre for local organisations and local people, as well as 
remanufacturing redundant IT equipment for use by voluntary and community 
organisations.  Many community centres are network connected or could readily be 
connected and have a base of PC equipment.  By building on these foundations, both 
the number of PC’s available and the skills needed to effectively use them can be 
developed. 

 
18.5 Kiosks 

 Kiosks are being introduced by several Councils to provide information and service 
access.  Located in shopping centres, supermarkets, schools, libraries or on the 
street, kiosks can be a useful means of gaining access, by offering simple, cut down 
access to web based services.  A bid to roll out kiosks in South Sefton has been 
approved by Sefton NRF.  It is expected that most of the services detailed above 
(para 17.3) can be provided through kiosks, although card payments and applications 
requiring signed forms could not be delivered initially. 

 
18.6 Summary of Proposals: Other Local Access Opportunities 

 (a) Proposals to offer web based Council services via kiosks and PC’s at local 
libraries, particularly at Aintree, Ainsdale, Birkdale, College Road and 
Churchtown are developed during 2002 and a pilot video conference service be 
developed for 2003; 
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 (b) The potential for broadband connections to mobile libraries via SLG, Telewest 

or BT be explored; 
 
 (c) The ‘Schools in the Community’ pilot project be encouraged to develop 

proposals to use schools as access points for Council services via existing PC’s, 
kiosks and video conferencing links; 

 
 (d) A Community Information strategy be developed to integrate proposals to 

provide wider access to PC’s and the Internet at libraries, schools and 
community centres; 

 
 (e) Using NRF funds, a pilot programme of kiosks be rolled out during 2002/3 

providing access to a range of information and services. 
 

19. TELEPHONE SERVICES 
19.1 New Telephony System 

 As part of this review, the Council has already begun the process of developing 
proposals to replace the existing voice telephony system.  The Council’s consultants 
conclude that this can only be achieved at significant expense, following a period of 
very low telephony costs.  In view of the recent substantial changes in the telecoms 
market, budget costs are being reviewed; the initial estimate is additional cost of 
up to £300k per annum.  In 2003/4, there will be no available resource although in 
2004/5 and beyond, savings from the mainframe replacement strategy might be 
available to cover some or all of the cost.  A new system, if funding is available 
during 2003/4, would be expected to be in operation before the end of 2003.  This 
is an essential pre-requisite to the development of more sophisticated telephone 
based services. 

 
19.2 Why Develop Phone Based Services 

 Phone based services are a major development area, for these reasons: 
• New ICT will offer the opportunity to offer a very wide range of services by phone; 
• Customers expect, and in many cases prefer, to access services by telephone; 
• It is possible to economically offer telephone access to services for large parts of the 

day, including weekends. 
 
19.3 Call Centres 

 In time, the Council must expect to set up and operate a call centre providing a full 
range of services.  This can only be achieved with the necessary underpinning ICT 
infrastructure, and if there are major changes to the way services are organised 
and delivered.  Much of the ICT infrastructure exists or is on its way, although key 
elements remain to be implemented.  But changing services and achieving savings will 
be a major challenge: for example, if the Call Centre deals with receipt of requests 
for job application forms, this will take work from existing admin teams in 
departments.  But typically, whole posts are rarely released.  Change requires 
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reorganisation, and a shift of resources from departmental back offices to call 
centres. 

 
19.4 Developing Call Centre 

 The development of a call centre will be a major project.  It will require technical, 
personnel and business process skills that are not widely available in the Council.   

 
 The ways in which the Council might develop appropriate partnership which would 

provide these skills is outlined at Section 24. 
 
 In the meantime, the Council already operates 2 call centres.  Core 

recommendations support the development of these, the development of existing 
switchboard and telephone enquiries services in Revenues and Benefits, 
Environmental and Technical Services. 

 
19.5 Social Services Call Centre 

 This specialist facility will probably remain a separate unit due to the specialist 
focus of its work.  However, there are opportunities to improve efficiency and 
effectiveness including: 

 
• Providing basic ICT support – Intranet and e-mail; 
• Providing alternative routes for general enquiries which are a significant drain 

on resources with this specialist facility; 
• Developing improved call management and call handling services. 

 
 It is suggested that a development plan linked to the recommendations in this 

review, be worked up by Social Services, and IT with corporate support as outlined 
below. 

 
19.6 Switchboards 

 The two switchboards are currently managed by Legal and Admin; this is for 
historic reasons.  The Telecoms Manager has already transferred to IT services, 
and it is suggested that the management of switchboards is now moved into the 
Revenues and Benefits Service who have local on site management.  Telephone 
operators have knowledge and skills that will form an essential basis for a future 
call centre.  As a very first step, it is suggested that: 

 
• The management of switchboard services is transferred to the Revenue and 

Benefits Services who have a local presence at Bootle and Southport, from the 
Legal and Administration Department. 

• Each operator is provided with a networked PC with e-mail and intranet access 
to enable basic enquiries to be more effectively managed and handled, for 
example by accessing the phone directory; A-Z of Council services, or by 
sending e-mail messages. 

• Switchboard operating times are extended to provide a service 8am – 6pm, 
Monday to Friday.  This would clearly require staffing changes. 
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• Reviewing in detail the opportunities of joint development of the switchboard 
with existing telephone enquiry services. 

 
19.7 Telephone Enquiry Services 

 In addition to the Social Services Call Centre and the Tourism (telematics) mini call 
centre, the principal telephone enquiry services operated by the Council are: 

 
• Environmental Services - Pest Control 
      - Cleansing 
      - Refuse/Bulky Refuse 
 
• Technical Services  - Highway Maintenance 
      - Street Lighting 
    - Parking 
 
• Revenues and Benefits  - Council Tax  
      - Housing Benefits/Council Tax Benefits 

 
 In addition, Education and Housing deal with high volumes of calls within a specific 

enquiry service. 
 
 It is suggested that the following steps are taken: 
 

• Bring together in small teams staff handling telephone enquiries, where this is 
not already done (e.g. staff in revenues and benefits); 

• Investigate scope for bringing together staff handling telephone enquiries 
from different areas to create a mini call centre (e.g. those in environmental 
and technical services); 

• Implement basic call handling and call management systems; 
• Review ICT support and develop detailed plans to implement improvements, to 

include key service systems, e-mail and intranet, and possibly document image 
and workflow; 

• Investigate potential for linking one or more groups of telephone enquiry staff 
to switchboard staff. 

 
 To be fully effective, this would require changes in the relationship between front 

office and back office staff but there is real potential for quick wins in service 
quality, alongside the opportunity to learn and develop new skills that will be 
required in a call centre environment.  The more immediate opportunity would be 
environmental and technical services excluding parking; Revenues and Benefits 
would be better delivered following implementation of new ICT systems in mid 
2003.  Parking is complicated by its Southport location and payment facility, 
although in other respects is a prime contender for inclusion in a call centre 
environment. 
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 Alongside these services, there is scope for developing new services, for example 
handling job application requests (in and outbound) and developing pro active 
outbound services as has already been achieved at the Tourism mini call centre. 

 
19.8 Out of Hours Services 

 There must be scope to integrate and rationalise the 5 separate out of hours call 
out services that are currently available.  It is suggested that the scope for some 
or all of these to be provided as part of the mini call centres outlined above – or 
alternatively for a joined up out of hours service to begin to provide access to key 
Council services, as a first move to extending telephone availability times. 

 
19.9 Summary Proposals: Phone Based Services 

 It is recommended that: 
 
 (a) the need to replace the existing Voice telephony system is reaffirmed and the 

priority in 2003/4 budget process is given to identify the necessary additional 
resource; and that an updated assessment of costs – and any achievable 
offsetting savings – is carried out in mid 2002; 

 (b) in principle the Council commits to the medium term objective of developing a 
call centre bringing together in one place customer access to a range of 
customer focused services.  As an initial aim, a target of 2004 is set for 
achievement of this objective; 

 (c) that potential partners are identified to assist the Council develop the business 
case for a call centre including costs, benefits and savings, and benefits 
realisation, as outlined in section 24.5; 

 (d) that, pending the implementation of a corporate call centre the following steps 
be taken during 2002/3: 

 
• transfer the management of switchboard services from Legal to Finance 

(Revenue and Benefits); 
• switchboard operating hours be extended to 8am – 6pm; and service 

improved with basic IT provided for each operator; 
• staff handling telephone enquiries are brought together in one or two small 

teams and provided with essential basic ICT to create a ‘pilot call centre’; 
• basic call handling and call management systems be put in place; 
• the potential for bringing together selected switchboard and telephone 

enquiry staff is examined in detail by autumn 2003. 
 (e) a detailed examination of the potential to bring together the 5 existing out of 

hours services, to widen the services provided, and to link these services with 
daytime telephone enquiry services be completed by autumn 2003. 

 
19.10 Costs 

 Substantial additional costs will be required to replace the existing telephony 
system.  No resource is available in 2002/3 or 2003/4 although it would be possible 
to use savings expected from the mainframe replacement strategy in 2004/5 and 
beyond. 
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 It is not yet possible to identify costs, savings and benefits that are achievable by 

developing a Council-wide call centre.  An initial business case and feasibility study 
should be carried out during the current financial year utilising existing budgets to 
determine budget estimates. 

 
 The cost of the interim proposals have not yet been identified and will need more 

detailed work, but are expected to be containable within existing budgets, 
supplemented by IEG capital grant and e-Government revenue growth. 

 

20. ELECTRONIC SERVICE DELIVERY 
20.1 Targets 

 Government targets are that 100% of services that can be electronically enabled, 
are electronically enabled by 2005 (and 25% by 31.12.2002).  Our current 
assessment (for 2001/2)  is that 17.2% of Sefton Council services are e-enabled.  
(This target does not mean that all services must be accessible from the web, it 
includes services provided at local offices or over the phone which are delivered 
electronically by a Council employee, acting as agent for the customer). 

 
20.2 Baseline Assessment 

 The Sefton Learning Grid, and the replacement of mainframe systems with new e-
enabled back office systems provide substantial elements of an ICT infrastructure 
to support better customer services through local offices, over the phone and 
through the Internet.  The Council’s IEG statement identified a number of 
necessary further developments: 

 
• substantial development of web based services as a common platform for 

service delivery at local offices, over the phone and directly through the 
Internet.  This will include development of new Housing, Revenue and Benefits 
and Finance systems; major input of content; content management; and new 
transaction models; 

• introduction of Document Imaging and Workflow systems to replace paper 
handling and improve and automate process management, with gains in 
productivity, service quality and reliability and reduced demand for paper 
storage (and travel and transport costs); 

• roll out of ICT for elected members; 
• developing the use of video-conferencing both for staff and members, and for 

customers; 
• the need to ensure access to PC’s – and to basic network services – for every 

front line employee. 
 
20.3 Future Needs 

 Beyond these issues, there is a need to: 
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• provide seamless access to Council services, ensure single data entry, and the 
provision of a consistent, holistic picture of customer service history at every 
location; 

• consider the replacement of stand alone, small local systems with generic 
service handling systems; 

• enable Council IT systems to join up with those of other agencies.  This implies 
both new ICT systems and work on data protection; security; and ICT 
standards; 

• consider systems such as scripting which can support front line staff in dealing 
with more complex enquiries. 

 
20.4 Web Strategy 

 We see Internet (browser based) technology as the platform through which we will 
deliver services through local offices, call centres (over the phone) and directly 
over the web through PC’s, kiosks and digital tv.  To achieve this, the Web must 
enable a range of different interactions: 

 
- providing information e.g. A-Z of Council Services, Councillor details, service 

information; 
- receiving information e.g. making an application, or request for services such as 

pest control; 
- fulfilling a service request, e.g. making an appointment, making a booking, 

approving an application, setting up a direct debit arrangement; 
- receiving payments e.g. credit/debit card payments for services, rents, council 

tax; 
- ordering goods and services 
- actively channeling  information to individuals or groups (e.g. information about 

bus passes to pensioners) 
 
 The Council’s current web site essentially provides a limited range of information 

although some other services (e.g. Bill Pay) are available.  A key priority for 2002/3 
is a roll out plan which will quickly enable Sefton Council to match best practice and 
move towards a fully transactional web site.  Key issues include: 

 
- technical infrastructure and architecture; 
- management and staffing arrangements, at corporate and departmental levels; 
- integration of web and hard copy publishing; 
- provision and updating of core content; 
- development of effective search and Directory Facilities; 
- development of e-forms to collect information; 
- linkage of e-forms to push information into business systems (i.e. to connect 

users with back office IT systems directly); 
- development of back office systems to provide security and authentication; 
- web based services e.g. housing repairs and applications, housing benefit 

applications, council tax applications, direct debit set up etc. 
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 It is expected that the web development proposed will be funded from IEG 
resources, and that detailed plans will be approved in the early summer.  NRF 
funding is being sought to enable kiosks to provide simplified web based services at 
Shopping Centres and other locations.  By use of Pathfinder Council experience (e.g. 
Tameside and Salford) development times and cost will be kept to a minimum and a 
significant move forward can be achieved during 2002/3. 

 
 Immediate developments will focus on rapid upgrading of the Council’s sites, but a 

key priority as resources permit (likely to be 2003/4 at the earliest) is to provide 
seamless access to key partner agency services. 

 
 National standards will be adopted to ensure accessibility for people with 

disabilities.  Key priorities include: 
 

• introduce policy requirement to publish all new leaflets, publicity etc. direct to 
the web, with hard copies direct from this source; 

• deliver initial programme to provide full range of information about Sefton 
Council services and Sefton to ‘Pathfinder’ standard; 

• develop programme to include/share content with key partner agencies; 
• put all existing forms onto the web, enabling download and electronic 

information gathering; 
• develop single Council wide payment facility limited directly to back office 

systems; 
• progressively link e-forms with back office systems; 
• linking Leisure Services to network to enable development of electronic booking 

services; 
• develop ‘key life episodes’ approach to rationalise service access (e.g. births, 

deaths, moving home, starting school). 
 
 
 
20.5 Video Conferencing 

 Video Conferencing is potentially a low cost means of improving access to services 
and specialist staff, given that the major network investment is completed.  A 
number of pilot projects are proposed in local offices, libraries and schools during 
2002, and following evaluation wider roll out can be envisaged in 2003/4.  This 
would be a priority for IEG funding for 2003/4.  These are set out above. 

 
20.6 e-Mail and Intranet 

 There are many key front line staff who lack access to a PC, and there are a large 
number of PC’s that do not provide e-mail services.  For the most part, PC’s have 
been purchased by Departments with Departmental resources often as a one off 
opportunity, and there may be no budget for replacement.  Recent expansion in 
numbers has been driven by mainframe replacement and new Social Services 
systems.  The cost of corporate e-mail infrastructure, for which no budget was 
provided, has been met by making a one off charge for connection to e-mail, 
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currently of £ (LB to insert).  This is a significant disincentive to making e-mail 
connections.  In time, every office based employee will require a desktop PC (and 
many staff working on site will require laptops or handheld computers); and each of 
these will have to be connected to e-mail and Intranet, and often the Internet also.  
It is suggested that the Council adopts the following proposals: 

 
• every front line Council employee to have a networked PC with e-mail and 

Intranet access by the end of 2002/3, and every office based employee by 
2004.  Service Directors be asked to identify the current position and future 
plans in 2002/3 Service Plans; 

• revenue budgets should be established for all PC’s either by leasing or other 
means to ensure funding for replacement is available; 

• the charge for e-mail connection should be abolished immediately; 
• the interim ISD Director should report on alternative methods of funding e-

mail as part of the development of an SLA during Summer 2002. 
 
20.7 Document Image and Workflow 

 An Image and Workflow system is being implemented in Revenues and Benefits.  A 
Corporate Team is reviewing this and other options against the Council’s 
requirements in key business areas, and, if capital funding is available during 
2002/3, will begin implementation.  This will significantly increase the ability to 
receive service requests at remote locations, in addition to other benefits in 
reduced paper handling, less floorspace needed for storage etc.  It is suggested 
that priority for any additional capital funding that becomes available in 2002/3 
should be given to extending implementation of Image and Workflow systems. 

 
20.8 Seamless Services 

 The web strategy will begin to move the Council towards more seamless service 
delivery.  However, new technology such as Customer Relationship Management 
(CRM) systems is increasingly being used to provide a single access point to several, 
or many, back office systems.  At one level, these may provide a single ‘front end’ 
bringing together service history, personal details etc. into one place and ensuring 
that all systems are updated from a single point.  At another level, such systems 
can develop common generic platforms replacing other ICT systems, particularly 
small stand alone local systems.  This is achieved by simplifying processes – and 
providing a single ICT solution for similar processes in different business areas 
(e.g. reporting a fault, making an appointment, requesting a service).  This Council is 
at an early stage in defining its requirements, although some preparatory work has 
begun with existing suppliers, including Oracle and Anite.  Many other Councils are 
at a similar point, and it is suggested that the Council seeks to review the options 
available, and define our requirements during 2002 in conjunction with one or more 
other local Councils, with a view to considering system acquisition and 
implementation in 2003/4 or 2004/5 (see section 23 below). 

 
20.9 Summary Proposals: Electronic Services 

 It is recommended that: 
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 (a) internet browser technology is used to provide a platform through which the 

Council delivers services through local offices, call centres (i.e. over the phone) 
and directly over the web through PC’s, kiosks and digital tv, and that a 
detailed roll out plan is approved in summer 2002 which enables major 
developments to be completed during 2002/3 using IEG capital grant; 

 (b) the video conferencing pilots outlined above be set up and evaluated in 2002/3, 
and that a wider roll out is planned for 2003/4; 

 (c) the Council adopts the principle that every Council employee should have 
networked PC with e-mail and intranet access (and access to appropriate 
service systems) by the end of 2002/3; and every office based Council 
employee by the end of 2004; and that Service Directors report on the action 
required to achieve these targets in 2002/3 Service Plans; 

 (d) PC’s should be funded through leasing and revenue budgets established to 
ensure funding is available for replacement; 

 (e) with immediate effect, charges for e-mail connection be abolished and the IS 
Director be asked to report on alternative funding methods alongside the 
development of an SLA (Service Level Agreement) in summer 2002; 

 (f) priority is given to funding the roll out of document image and workflow 
systems should further capital resources be available during 2002/3; 

 (g) that potential partners are identified to develop the business case for a call 
centre, including the benefits and cost of technology such as Customer 
Relationship Management (CRM) as outlined at section 24.4. 

 

21. INTERNAL MAIL 
21.1 Role of Internal Mail System 

 The Council’s internal mail system is a key element underpinning customer contact, 
both via the postal system and transmitting documents between local offices and 
back office staff.  It is clear that the internal mail system is undermanaged, 
fragmented, and lacks directions and clear aims.  The system is labour intensive and 
inefficient, and is perceived as insecure and slow.  In short, internal mail is a small 
part of many departments activities. 

 
21.2 Summary Proposals – Internal Mail 

 It is not part of the remit of this review to provide detailed proposals for the 
internal mail service, but it is proposed that a more detailed review is carried out 
at an early opportunity, and that the Director of Corporate Resources is tasked to 
bring together relevant departmental staff to oversee the review.  The scope of 
this review should include: 

 
• scope for improvement through new technology (e.g. e-mail, document image 

processing, Members ICT); 
• management arrangements; 
• alternatives – external service provider 
  - use of taxis for despatch of papers 
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• service standards; 
• cost; 
• impact of postal deregulation. 

 
22. DELIVERING CHANGE; MANAGEMENT 

 ARRANGEMENTS 
22.1 Council Wide Action 

 Concerted, Council-wide action is needed to deliver change.  This will involve staff in 
many areas of the Council.  To pull this effort together into coherent action will not 
be easy and cannot be achieved with existing arrangements.  To lead, direct and 
manage this office the following arrangements are suggested: 

 
 STRATEGIC LEAD AND CUSTOMER SERVICES ‘CHAMPION’ 
 Director of Corporate Resources 
 - strategy 
 - resource co-ordination and identification 
 - management arrangements and co-ordination 
 - e-Government leadership 
 - business process change strategy 
 
 It is suggested that the Assistant Director (Revenues and Benefits) be given lead 

responsibility for co-ordination of the delivery of the customer contact strategy.  
This reflects: 

 
 - a successful track record of delivery change 
 - success in improving customer contact standards 
 - direct line management responsibility for key services 
 
 It is not suggested that there is any change to existing line management 

arrangements in other areas at this stage, (in other words, Housing would continue 
to manage Housing local offices and manage the ‘take on’ of additional services over 
the next year or so.  This arrangement will need to be reviewed in the light of 
experience and the development of Council wide facilities such as call centres and 
one stop shops.   

 
 Key tasks for the Assistant Director, include: 
 

- co-ordination of Departmental change plans and standards; 
- lead in development of call centres and one-stop shops; 
- direct line management responsibility for switchboard staff and finance local 

offices; 
- overall project management. 
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 Clearly this major task cannot be achieved by one individual.  Much support will 
come from service departments directly providing front line services, and from the 
Corporate Information Services Department.  However, dedicated office support 
will be required, and it is suggested that a new senior post of Customer Services 
Manager is established who would: 

 
- report to the Assistant Director (Revenues and Benefits); 
- act as client for ICT and infrastructure development; 
- develop service standards; 
- lead in developing a council-wide call centre; 
- lead in transferring local offices as envisaged; 
- lead in planning organisational change. 

 
 Admin. support would be provided from within the Finance Department.  It is likely 

that some additional support may be needed at a later date.  It will be necessary to 
demonstrate a business case at that time. 

 
22.2 Costs and Resources 

 The estimated cost, including on-costs of these arrangements is £45k.  It is 
suggested that 2 vacant posts in the Corporate Support Unit are deleted and the 
budget used to fund the creation of this post. 

 

23. DELIVERING CHANGE: CHANGING HOW WE OPERATE 
23.1 Benefits 

 The real service benefits and cost savings will only be fully realised if we change 
how we operate to reflect our use of new technology.  This will mean fundamental 
change in business processes and thus in staffing arrangements.  In many respects, 
these will be the most challenging aspects of the proposed strategy.  Change will 
not happen in one move, but will result from many small changes over several years.  
Successful change will require effective management, skilful communications and 
careful planning.  It is recommended that external support is utilised to assist the 
Council scope and plan this change process, taking advantage of experience in other 
organisations.  This, it is suggested, should be a key component of the initial 
consultancy exercise outlined below. 

 

24. DELIVERING CHANGE: PARTNERSHIP 
24.1 Need for Support 

 The Council cannot achieve change at reasonable cost, or an acceptable pace, 
without working with others in the public and private sectors.  The principal 
development areas where in-house skills are limited are: 

 
- Web Development including transactional services; 
- Call Centre Systems and operational arrangements; 
- Business Process Reengineering and Change Management 
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 The Council can expect to successfully manage the implementation of other key 
systems including: 

 
- Mainframe replacement 
- Image and workflow 
- Video conferencing 
- Local offices 

 
24.2 Collaboration with other Councils 

 There is no risk and potentially significant benefits to be gained by collaboration 
with other local authorities.  Priorities include: 

 
 - short term web site development – learning from Pathfinders; 
 - security and authentication – supporting work by North West e-Government 

group 
 
24.3 Private Sector Role 

 The Council must also consider how we plan to develop, organise and run a call 
centre, and how the underpinning ICT can be developed to support this (including 
the further development of the Council’s web site).  Equally important will be 
support in ensuring that benefits and savings are fully realised which will require 
substantial change to business process and organisational structures.  It is clear 
that, ‘going it alone’ would be costly and high risk. 

 
 Private Sector expertise will be required to help the Council deliver this objective, 

and to assist in successfully linking up partner agency services.  To achieve this, the 
Council could: 

 
- Develop a conventional procurement contact with a detailed specification and 

contract; 
- Seek to appoint a preferred partner on the basis of agreed outcomes and a 

framework with which a service specification can be jointly developed; 
- Work with one or more other Councils to jointly develop a partnership 

procurement. 
 
 In principle, there are benefits to working with another local authority in this way, 

but there are risks, including: 
 

- Differing cultures, objectives, resources and priorities; 
- Differing systems 
- Relationship between the Councils, and between the Councils and the partners, 

who leads, who decides priorities. 
 
24.4 Proposals - Partnerships 

 It is suggested that the Council begins the process of seeking an external partner 
who could assist the Council change how we operate and develop a call centre 
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business case including the underpinning ICT infrastructure and delivering the 
necessary benefits to savings through organisational change. 

 
 To achieve this, it is suggested that: 
 

• Expressions of interest from suitable potential partners are sought through an 
EU compliant procurement process during the latter part of 2002/3; 

• A suitable consultant is appointed via a competitive process to advise the 
Council in selecting a shortlist of potential partners, and in developing a 
requirements document. 

 
 It is suggested that the advertisement for expressions of interest should be drawn 

widely at this stage and allows the possibility of including existing IT support within 
the partnership. 

 

25. CONCLUSIONS 
25.1 Principal Conclusions of Review 

 The principal conclusion of the Review is that there is substantial scope for 
improvement in the Council’s front line service delivery, in all areas.  Customer 
satisfaction is at best generally mixed whilst expectations are rising.  There is no 
coherent, council wide approach to the planning or delivery of front line services 
which lack a clear development path, purpose, coherence and are poorly integrated.  
Services are organised around departmental structure, not the needs of citizens. 

 
25.2 Building Blocks 

 There are good points.  Many staff work hard to promote a good service in 
conditions which are sometimes grim.  The most highly used local offices are of a 
generally good standard (though sometimes located in buildings which require major 
maintenance), following improvements particularly by Finance and Housing.  
Extensive ICT investment in Social Services, Housing, Revenue and Benefits is being 
delivered.  The Sefton Learning Grid provides a link between all Council buildings 
including schools.  Additional resources to support web development and e-
government generally have been secured for the current financial year. 

 
25.3 Action 

 Action is required.  A single corporate lead must be established to ensure the 
implementation of a coherent customer contact strategy across the Council, using 
resources and facilities from all areas to support joined up, customer friendly, high 
quality front line service delivery.  The telephony system must be replaced.  Further 
work to reap the benefits of ICT investment is required.  Local offices must be 
refocused and where necessary improved, as part of a wider office accommodation 
strategy.  There are costs to be funded, but potential savings from effective use of 
ICT and from reorganising business processes.  This will deliver savings and 
improved services in future years. 
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25.4 Benefits 

 The real service benefits and cost savings will only be fully realised if we change 
how we operate to reflect our use of new technology.  This will mean fundamental 
change in business processes and thus in staffing arrangements.  In many respects, 
these will be the most challenging aspects of the proposed strategy.  Change will not 
happen in one move, but will result from many small changes over several years.  
Successful change will require effective management, skilful communications and 
careful planning.  It is recommended that external support is utilised to assist the 
Council scope and plan this change process, taking advantage of experience in other 
organisations.  This, it is suggested, should be a key component of the initial 
consultancy exercise outlined below. 

 
25.5 Customer Contact Strategy 

 To ensure that the Council’s existing strategic objectives are achieved, and that we 
take full advantage of the new opportunities becoming available through ICT, a key 
step in achieving change is to approve a customer contact strategy.   

 
25.6 Realising the Vision 

 The firm view of the Review Team is that this vision can only be realised by 
concerted, Council wide action.  Incremental, departmental change is not enough.  
Customer expectations are rising and there are clear Government targets for 
electronically supported services.  The danger of piecemeal change is that the 
opportunity to realise major service benefits and cost savings will not be realised.  
Principal choices relate to the pace and scale of change and the detail of the 
strategy to be delivered and what sort of partnership we want to develop with 
suppliers or other Councils. 

 
 Achieving the Vision will require significant investment.  Our Action Plan has to be 

realistic and maximise the contribution of external funding such as IEG, NRF, SRB 
Pathways and Objective 1.  There will need to be close linkages with e-Government 
and office accommodation strategies. 

 
 But there is also the prospect of major benefits.  ICT offers the opportunity to 

reengineer our business processes to cut red tape, bureaucracy, duplication, paper 
storage and accommodation and travel costs, whilst radically improving customer 
satisfaction and the quality of customer service. 

 
 A key issue is the harnessing of expertise and investment from other councils and 

the private sector through partnership, and the strategy outlines a number of 
options for the development of partnerships. 
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26. TIMELINE 

2002/3 2003/4 2004/5 2005/6
STRATEGY 

AGREED 

 NEW MANAGEMENT & 

STAFFING 

  DEVELOP NEW 

MANAGERIAL 

ARRANGEMENTS 

 

    

SERVICE STANDARDS – A-Z PHONE BOOK – SIGNAGE –   DDA IMPROVEMENTS – IMPROVEMENTS TO PRIVACY ETC. 

    

 
ONE STOP SHOP PILOT PROJECT 

 PHASED ROLL OUT OF ONE STOP SHOPS TO EXISTING LOCAL HOUSING AND FINANCE 

OFFICES 

    

 SOUTHPORT/BOOTLE 

FEASIBILITY PROJECTS 

 
FUNDING! 

 NEW ONE STOP SHOPS AT BOOTLE AND 

SOUTHPORT 
 

    

TRIAL LONGER HOURS 
 

 

 

    

SCHOOLS IN COMMUNITY PILOT PROJECTS 
 

 
    

 NEW ACCESS SERVICES IN 

LIBRARIES 
  

    

NRF KIOSKS – SOUTH SEFTON 
 

 

 

 OUT OF HOURS   

CALL CENTRE 

Ý IT FOR SWITCHBOARD 

Ý INTEGRATED ENVIRONMENTAL/ 

    TECHNICAL ENQUIRIES 

 

RBS CALL 

CENTRE 

 

DEVELOP NEW 

SERVICES 

 

FUNDING 

 

   

 

 

 

 

CALL CENTRE 

TELEPHONY  

PROCUREMENT 

 
FUNDING 

 NEW PHONE 

SYSTEM 
  

    

 CALL CENTRE BUSINESS 

CASE 

 CALL CENTRE/CRM PROCUREMENT   

    

WEB STRATEGY PHASE 1   

   100% END TARGET ACHIEVED

VID CONF PILOTS   

    

SEEK PARTNERS   
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ANNEX B 
SEFTON COUNCIL 

DRAFT CUSTOMER CARE STANDARDS AND PERFORMANCE TARGETS 
 

Our Aim 

Our aim is to deliver high quality, efficient and effectively targeted services in a 
responsive, courteous and professional manner according to a clearly defined and 
published code of practice. 
 
1. When customers contact us, we will:- 

• Be welcoming, polite and helpful 
• Give clear information about our services, avoiding use of jargon 
• Check that what we have said is clear and has been understood 
• Only ask for relevant information, explaining why it is needed 
• Say when we can and can’t help and why, and what action can be expected 

from us.  If we can’t help, we will say who can.  If we don’t know, we will try 
to find out 

• Respect the right to confidentiality, privacy and safety 
• Not discriminate against anyone because of race, sex, marital status, age, 

disability, sexuality or religion 
• Arrange interpretation, translation, signing and/or the provisions of 

information in other formats when requested 
• Respond quickly and appropriately to comments and complaints 
• Fulfil our promises 

 
2. Face to Face 
 When customers visit us we will:- 

• Wear ID badges at all times 
• Dress smartly and appropriately to reflect the Council’s image 
• Keep to appointment times whenever possible 
• Let the customer know what follow-up action they can expect from us 

 
 When we visit a customer at home or at their property/office we will:- 

• Show an up-to-date Sefton Council identity card and introduce ourselves 
• Make an appointment wherever possible to keep to it.  If we are running late 

or have to cancel we will let them know before the time of the appointment 
if possible 

• Seek the customer’s permission to enter their property or home and to use 
their facilities 

• Clearly explain our reasons for visiting 
• Let the customer know what follow-up action they can expect from us 

 
3. Letter Answering 
 In our letters we will:- 

• Use language that is easy to read and understand 
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• Explain any complex or technical words avoiding the use of jargon. 
 

• Give a named contact and phone number 
• Send a full reply to a letter within 10 working days of receiving it.  If this is 

not going to be possible we will send an acknowledgement within 5 working 
days, explaining why a full reply will take longer, and saying when it will be 
sent  

• Be prepared to provide responses in other formats or languages if required 
 
4. Telephone Answering 
 When customers phone us, we will:- 

• Answer at least 80% of calls within 20 seconds or 6 rings 
• State clearly the name of the service 
• Give our own name 
• Respond to any voicemail message by the next working day at the latest 
• Offer to call back if we can’t respond immediately 
• Tell customers the name and number of the person we are transferring them 

to 
• Check that the person is available before putting the call through, and tell 

them the name of the caller 
• Advertise the use of Language line 

 
5. E-Mail 
 When customers e-mail us, we will:- 

• Acknowledge any e-mail by the next working day at the latest 
• Send a full reply within 10 working days of receiving it 
• Give a named contact 

 
6. Handling Complaints 
 When a Customer is not satisfied, we will:- 

• Tell them about their right to complain and give them a copy of our 
complaints leaflet. 

• Publicise the complaints policy in other formats and languages 
• Deal with the complaint on the spot if possible 
• Help them write their complaint if necessary 
• Accept a complaint verbally or in writing 
• Acknowledge a written complaint within 5 working days 
• Provide a full response within 20 working days, or an update on progress 
• If the complaint is upheld, find an acceptable remedy if at all possible 
• Seek suggestions from customers on ways in which they think we might 

improve services 
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7. Service Standards 
 The Council will develop and publish standards for all of its services.  We will:- 

• Make available service information through leaflets, posters and other 
means 

• Provide service information on tape, in Braille or other formats and 
languages when requested 

• Make Council reports available to the public and details of decisions taken on 
them 

• Use press releases as a further way of keeping the public informed 
 

• Response Times (recorded for first contact with service and the time 

taken to deal with the query) 
 

- At least 80% of telephone calls will be answered within 20 second (6 
rings); 

- Offer to ring back or send a written reply within 10 working days if unable to 
resolve at first point of contact; 

- All mail will be answered within 10 working days; 
- All e-mails will be acknowledged by the next working day at the latest 

and a full reply will be sent within 10 working days; 
- Respond to any Voicemail message by the next working day at the latest; 
 

• Customer Satisfaction 

- Aim to achieve 95% customer satisfaction with the service over all; 
- All customers with an appointment should be seen within 20 minutes 
 

• Monitor its implementation and effectiveness including regular performance 
review of all front line staff covering response times and telephone manner 

• Provide opportunities for customers to be consulted on major changes to 
policy and/or services 

 
8. Our Expectation of Customers 
 We expect our staff to be treated with courtesy and politeness by members of 

the public.  We will support our staff who experience discrimination, abuse or 
threats from members of the public or others to whom they provide services. 
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A.  MAKING CONTACT WITH THE COUNCIL 
GAP HOW WE COULD ADDRESS THE GAP 

1. Finding a way into the Council can be confusing 
and difficult … 

 - The Telephone Directory entry is organised 
Departmentally. 

 - The only general enquiry facility offered is the 
main switchboard.  By contrast, Liverpool 
provides a display advert offering 7 ‘Golden 
Numbers’ to access the majority of Council 
Services. 

 

1. Reorganise the Council’s Telephone Directory Entry 
around citizens needs. 

 

 

2. The A-Z of Council Services is out of date  and is 
not widely available. 

 
 
 
 
 
 

3. The Council’s Internet site is far from 
comprehensive and does not match the 
standard of many other Councils. 

2. Produce a customer-centered A-Z of Council services, 
using plain English and commonly used terms.  Provide a 
copy to every citizen annually.  Ensure copies are 
available to telephonists, and all staff with front line 
contact with customers; partner agencies and their 
staff. 

 
3. Develop more sophisticated service directory on web 

site to provide information about all Council and 
partner agency services.  This would both be accessed 
directly; through kiosks; and support front line staff 
in local offices, and telephonists. 

 

 

4. Council Offices are often unwelcoming and give 
no indication of the services available. 

 

See section below covering local offices.  

5. Citizens with disabilities have particular 
problems finding out how to contact the Council, 
and there is a lack of specialist support to staff 
dealing with citizens who may have disabilities 
such as impaired hearing, or vision, or where the 
first language is not English. 

4. Install Minicom facilities; and induction loops at all 
public offices; ensure A-Z and other key information 
(including main service application forms) is available on 
tape and in large print and other formats.  Organise a 
‘bank’ of staff with special skills, e.g. signing and foreign 
language, supported by video conferencing facilities if 
appropriate.  Offer front line staff the opportunity to 
gain signing skills. 
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B. LOCAL OFFICES 
 

GAP HOW WE COULD ADDRESS THE GAP COST

1. Despite a great deal of investment in local 
finance and housing offices, there are many 
poor and in some cases very poor public 
office facilities. Many, but not all, local 
offices are well used and will continue to be 
the prime point of contact with citizens.  
Geographical coverage is reasonable 
although some offices (e.g. Waterloo) are 
poorly located.  However, service coverage 
is very patchy reflecting their departmental 
organisation. The services offered at each 
location vary; and there is no attempt to 
provide a full range of services that meet 
customer needs.  Thus, it is not possible to 
pay a parking fine penalty at a Finance 
Office or to access environmental 
protection services such as pest control.  

 
2. Few offices meet the requirements of 

the Disability Discrimination Act or 
offer facilities such as induction loops. 

 
 
3. The Southport Housing and Finance 

Office is cramped, offers no privacy, 
and provides a limited range of 
services, little or no privacy and long 
waiting times highlighted in a recent 
BFI inspection. 

 

1.a. Develop phased local office plan to concentrate 
public access in fewer, better offices (‘one 
stop’ or ‘fewer stop’ shops,) offering a wider 
range of information and access to Council 
services.  Improve or replace unsatisfactory 
offices including Southport and Waterloo.  
Close worst offices e.g. Bootle Town Hall and 
transfer services to other locations, using ICT 
to support service access (see below). 

1.b. Develop single focus for service provisions 
standard of buildings and underpinning ICT 
infrastructure under leadership of service 
manager. 

1.c. Develop similar access through ’Schools in the 
Community’ programme 

 
 
 
2. Continue to upgrade local finance and housing 

offices, in particular to ensure achievement of  
Disability Discrimination  standards. 

 
 
3. Develop a single, high profile service access 

point in Southport Town Centre to replace the 
range of current access point. 
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B. LOCAL OFFICES (CONT..)       

      GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

4. At Bootle, Housing and Finance have two 
good quality offices but these are 
half a mile apart. Access to other 
services is offered from a variety of 
other locations (or not available). 

 
 
 
5. Offices are poorly signed and publicised.  

There is no indication of services 
officered and no attempt to draw 
citizens in. 

 
 
 
 
 
6. Leaflets and posters are poorly 

managed.  There is no attempt to 
provide information about all Council 
services. 

 
 
 
 
 
 

7. There is a lack of privacy at 

(several/most?) local offices. 

 
8. Opening hours reflect the convenience of 

the Council, and not customer 
needs. 

 
 

4. Develop single service access point in Bootle 
Town Centre to replace all existing service 
access points and offer access to a wide range 
of Council services.  Investigate ways of 
accessing services from other agencies e.g. 
Health, Benefits Agency,  

 
 
5. Develop proposals to improve signage of, and 

to, public offices, including details of services 
provided.  Using ICT support, provide access to 
information about, and access to, Council 
services at local libraries.  Consider video links 
to specialist staff. 

 
 
6. Place responsibility for all Council information 

including leaflets, posters and application 
forms with a single senior manager able to 
provide a cross departmental, corporate, lead.  
Ensure displays are managed and information 
available electronically on web, in libraries and 
at all local offices. 

 
 
7. Address in local office plan (B1 above) 
 
 
8. Investigate demand for wider opening hours 

and consider greater flexibility to meet local 
needs. 
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B. LOCAL OFFICES 
(cont…) 

GAP HOW WE COULD ADDRESS THE GAP COST
 
9. Little use is made of ICT to widen 

information and services available. 

 
10. Bandit screens present a poor impression 

and act as barriers to customer services. 

 
9. See section E below. 
 
 
10. Security of staff and cash must remain a top 

priority, but alternative methods, such as are 
commonly used at Banks and Building Society 
should be used in new offices. 
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C. TELEPHONE SERVICES       

    GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

1. Telephone Directory … see A above. 
 
2. The telephone system is inflexible and 

outdated.  It cannot support key services such 
as the Social Services call centre, and 
provides little management information and 
control (so that there is no knowledge of lost 
calls, and there is no ability to deal with peaks 
and troughs in demand. 

 
3. Little use of the phone is made for outbound 

calls for example, for debt collection or for 
marketing services. 

 
4. Modern call handling techniques are not used.  

These could: 
 - Enable most straightforward service 

requests to be dealt with at the first 
point of contact making it easier to 
access the Council; 

- Enable performance to be measured 
- Make better use of staff time and skills 

 
5. Telephone Answering Standards vary and 

there is no effective management to check 
achievement or secure improvement. 

 
6. There is inappropriate use of voicemail/ 

answerphones making it difficult to access 
services/staff. 

 
7. Few services are offered over the phone.  

Phone services are fragmented and poorly 
organised. 

1. See A above 
 
2/3/4 Acquire/New Telephony System 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
5/6 Set and monitor service standards 
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D. INTERNAL MAIL        

     GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

1. Current internal mail service is slow, 
disjointed, perceived as insecure and there 
are overlaps between essentially departmental 
based systems. 

a. Document Imaging will significantly reduce – 
but not eliminate – the need for movement of 
paper documents. 

 
b. Document Imaging will also open up the 

possibility of fewer mail receipt and handling 
points. 

 
c. The possibility of a partnership to provide, run 

and manage the Council’s internal mail, and 
Document Imaging should be considered in 
detail. 

 
d. A detailed review of the internal mail system 

should be carried out, to consider how the 
system could be better managed; integrated; 
the possibility of alternative methods of mail 
handling and ICT 
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E. ELECTRONIC SERVICE DELIVERY    

     GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

1. Compared to best practice, the Council’s Web 
Site offers a limited range of information 
about Council services.  It is not possible to 
access almost all services electronically, and 
there are no fully automated transactions 
available. 

 
 
 
 
 
 
 
2. Most front line staff (e.g. counter staff, 

telephonists) do not have p.c. access to 
internet/intranet/e-mail.  Where pc’s are 
available, there is limited access to e-
mail and intranet services and to other 
Council IT systems 

 
3. Most back office systems are not web enabled 

although current plans will achieve this over 
the next year. 

 
 
 
 
 
 
 

1a. Develop and fund a web development strategy 
to radically improve the quality of content and 
range of services available directly to service 
users, and at the same time to support front 
line Council staff in offering a greater range of 
services. 

 
1b. As new Back Office systems are installed, 

launch new services such as Housing 
Application and Repair requests, directly 
on line and through other Council access 
points. 

 
2. Audit current provision and aim to ensure that 

all front line staff have access to intranet, e-
mail and relevant Council IT systems. 

 
 
 
3. Current mainframe replacement strategy, 

together with Social Services swift 
implementation, mean that most back office 
systems will be capable of providing services 
through the web, either to staff or customers 
(or partner agencies) or both. 
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E. ELECTRONIC SERVICE DELIVERY(cont)   

      GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

4. Many citizens can not directly access e-
services 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
5. New technology offers opportunities to ‘join 

up’ service delivery, for example by offering 
information and access to Health or Benefit 
Agency Services.  As an example, it is possible 
to book GP or hospital appointments at Council 
Offices in other places. 

 

4. Wider citizen access to electronic services is 
important both for the Council and other 
organisations. 

 
 Solutions include:- 
- electronic kiosk located in public areas such as 

shopping centres or supermarkets. 
- using IT equipment installed in schools for 

wider community use 
- the existing ‘Peoples Network’ programme to 

provide internet connected pc’s at libraries. 
- helping voluntary and community groups to 

acquire and operate pc’s. 
- Digital TV, particularly Cable TV 
- 3TC/SNIP SRB programme to equip voluntary 

sector organisations with equipment and skills. 
 
5. Identify and prioritise opportunities and needs 

to ‘join up’ service delivery and develop 
programme with Partner Agencies to share 
information; access services/make services 
requests 

 (e.g. using e-forms to request services from 
two or more agencies); make payments and 
complete transactions. 
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E. ELECTRONIC SERVICE DELIVERY(cont)   

      GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

6. Video Conferencing can help to 
efficiently provide access to specialist 
staff from local offices or other distant 
locations e.g. planners can deal with 
queries about planning applications; 
Benefit Agency staff can be directly 
accessed.  Existing schemes in other 
local authorities have proved video 
conferencing to be popular, effective 
and efficient. 

 
7. It is not possible for information collected by 

one Department to be used by another, for 
example Revenues & Benefits service data 
cannot be used by Education Department 

 
 
 
 
8. Government targets require that 25% of 

services that can be e-enabled are e-enabled 
by 2003.  This target is increased to 100% by 
2005.  The Councils current performance is 
17% 

 
 
 
 
 
 
 
 
 
 
 

6. Pilot video conferencing for specific services from 
existing local offices and develop plans for widening 
of video conferencing in conjunction with Partner 
Agencies  

 
 
 
 
 
7. Develop an Information Management Strategy 
which seeks to balance the need for confidentiality 
and careful protection of sensitive information, 
with the need to manage information as a corporate 
resource and to provide seamless, joined up 
services for Sefton citizens 

 
8. Target covers both direct electronic service 
delivery, and services where Council staff are 
supported by effective IT systems.  IEG 
Statement outlines existing mainframe replacement 
strategy, plus Web Development as key building 
blocks.  In addition,  there is a lack of IT kit and 
there are infrastructure weaknesses and significant 
opportunity through Document Image and Workflow 
Systems.  Other technology, for example CRM 
systems are also becoming available which offer the 
opportunity to cut costs, do away with red tape and 
improve service delivery.  The E-Government 
strategy, which will take forward the plans outlined 
in the Councils IEG Statement is in preparation 

 Establish effective monitoring mechanisms on a 
consistent basis across all service delivery channels 
and in each Department. 

 

 

E. ELECTRONIC SERVICE DELIVERY(cont)   

      GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

 
9. Service Standards for electronic service 

delivery have not been agreed 
 
10. Availability of Electronic services is not widely 

known 

 
9. Include in proposed Customer Service 

Standards 
 
10. Publicise through Council Tax Information 

leaflet, in local offices, on communications 
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from Council, and in advertisements 
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F. SERVICE QUALITY)       

      GAP ANALYSIS 
GAP HOW WE COULD ADDRESS THE GAP 

1. There is no regular consistent checking of 
service quality 

 
 
 
 
 
 
 
2. There are no effective follow up procedures 

to test customer satisfaction or to identify 
blockages and system failures e.g. the number 
of times taken to get the required response 
from the Council. 

1a. Empower front line staff to operate across 
service boundaries to act as ‘citizen champions’ 
to ensure timely effective response to service 
request. 

 
1b. Establish effective monitoring mechanisms on a 

consistent basis across all service delivery 
channels and in each Department. 

 
2.a. Introduce sample checks and follow through to 

identify blockages and system failures. 
 
 
2.b. As voice telephony system is replaced, 

introduce automated call management systems 
to transfer calls when agents are busy, and to 
assist in anticipating peaks and troughs in 
demand 

 
 
 
 
 
 

. 
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Annex D 
LIST OF SUPPORTING INFORMATION 

APPENDICES 
 

NUMBER 

 
DETAIL 

1 IEG STATEMENT 

2 ASSET MANAGEMENT 

3 Year 1 BVR improvement plans - TIMESCALE  

4 TRANSACTIONS 

5 Infrastructure capacity VISITS 

6 Building CONDITION ASSESSMENT SURVEY 

7 TELEPHONY 

8 IMPROCOM REPORT 

9 MAIL 

10 JOB DESCRIPTIONS 

11 FRONT OFFICE COSTS  

12 BACK OFFICE COSTS  

13 PERFORMANCE INDICATORS 

14 MIS QUESTIONNAIRE 

15 DISABLED ACCESS GROUP QUESTIONAIRE 

16 ELECTED MEMBERS QUESTIONNAIRE 

17 SEFTON TENANTS QUESTIONNAIRE 

18 STAFF QUESTIONNAIRE 

19 MIS RESULTS 

20 DISABLED ACCESS GROUP  

21 ELECTED MEMBERS  

22 SEFTON TENANTS RESULTS 

23 STAFF RESULTS 

24 JOINED UP SERVICE DETAILS 

25 FREQUENTLY ASKED QUESTIONS 

26 COMPARISON DETAILS 

 

APPENDICES/BACKGROUND INFORMATION IS NOT ATTACHED AND IS AVAILABLE AS 
FILE DOCUMENTS. 
 


