The City of Tucson’s

Constituent Relationship Management (CRM) Project

“Slow and steady wins the race!”

by Colleen Rosen,

CRM Project Manager,

Department of Information Technology,

City of Tucson

Yes, this is a new take on the old “Hare and Tortoise” story, where the tortoise successfully wins the race by taking slow and steady steps until he reaches the finish line.  Knowing that CRM is a risky business in which 80% of all projects fail, the City of Tucson decided to proceed slowly and cautiously.  We were aware that one can’t just impose a “CRM system” on top of poor processes or undetermined policy.  We also knew that our chances for success would be greater if we ate this elephant one bite at a time – in three distinct courses.  Much of the effort in a CRM project pertains to dealing with organizational cultural change to ensure a proper environment for CRM to grow and thrive.  

The City of Tucson knew it was faced with the need for a Constituent Relationship Management system when a study revealed that constituents were not always receiving responses to their inquiries, responses were not always timely, and sometimes constituents received multiple and conflicting responses from the City.  While we felt we were doing a good job at providing basic services to the community, our process for handling and documenting individual constituent requests or inquiries clearly needed improvement.

Fortunately, we were able to obtain top executive buy-in and leadership for our CRM project with a directive from the City Manager, sponsorship and true involvement by the CIO, and CRM project management by the Deputy Director of Information Technology.   In addition, the project was guided by a CRM Strategy Team comprised of major department directors, ensuring that the project had a horizontal cross-agency vision.

The City took an unusual – or somewhat tortoise-like – approach to CRM.  The three phases of our long-term project are:  (1) Entering constituent requests into shared, web-based pilot software and assigning them to departments, (2) Using the system for direct service to constituents in conjunction with self-service, and (3) Utilizing the value of accumulated constituent information in the system by proactively reaching out to the community to inform, educate, partner, etc.    Rather than attempting to develop an exhaustive list of requirements and charge full-speed ahead into a comprehensive CRM program, we instead used a customized version of Siebel software as a starting point for a pilot program.   Before rolling out the software, a working group was formed to interface with the main user at the time (the City Manager’s Office) and the Strategy Team.   Through these meetings, the City was able to discuss procedural and policy issues to arrive at new ways of doing business, with the ultimate goal of better serving the constituent. 

Our CRM software, which we named “STAR” (Shared Tracking Assignment and Review) has the advantage of being able to be modified in-house by IT staff, keeping costs low.  Customizations to the software that resulted in Version 2 were the result of user feedback and working group observations.  Even though we have barely begun the pilot program, one STAR statistic alone shows us that we have achieved an early success:   95% of all constituent calls resulting in assignments to departments are completed in under five days.  Constituent contacts are being handled more quickly and consistently.  The pilot program is simply a method for documenting constituent contacts and ensuring timely responses.  This successful pilot justifies our “tortoise” approach in regard to CRM … implementing one aspect of CRM across the citywide organization without investing millions of dollars.

So, how do we ensure that the same answers and the same level of service are provided?  Let’s look at a typical scenario.  A constituent will contact the City, either by phone, letter, email, fax, or in person.  The City’s policy is that the contact is entered into the STAR system at the point of contact.  This policy helps the City work toward its ultimate goal of “no wrong door” whenever a community member contacts the City.  The inquiry is entered into the system and associated with a particular inquiry category, which is in turn associated with a department assignment.  Each week, the City Manager’s Office reviews all open assignments to monitor activity, check for consistency in responses, ensure that responses are in agreement with City policy, and follow up on any that are taking too long. 

The STAR pilot software has a good base of functionality.  However, we still consider it a “pilot” that will help us as a City develop and fine-tune our true requirements.  Only when users are allowed to really use a system are they able to articulate what does and does not work for them.  In training, users are told to always search the database for a constituent to determine if he/she already exists in the system.  This ensures that all constituent contacts are being applied to the correct constituent and keeps the database clean.  Users have the ability to query the system for a wealth of information and nearly every field is searchable.  Searching for a particular constituent will immediately yield a history of that constituent’s calls (contacts) to the city and the departmental responses.  Attachments such as the constituent’s initial letter of inquiry and the response letter sent to the constituent can be viewed.   Users are also informed that any information contained in the system can be subject to a public records request.  If a constituent requests that his/her name and address remain confidential, only the details regarding the request are entered into the system and the inquiry is assigned to a department.   If a constituent calls on the 24-hour phone recording, the message informs them that they are making a public record that could be provided to the press or anyone else requesting it.

The City of Tucson realizes that we have a long way to go to achieve true constituent relationship management.  However, we are pleased at the initial success of our pilot program.   We look forward to developing requirements for the future that will eventually result in CRM system service delivery and acquisition of the phone system, infrastructure and resources that will support a 311 concept.  Eventually, we plan to use our CRM system to be proactive and reach out to the community, instead of just being reactive.   This tortoise has the finish line in sight and is slowing plodding toward winning the race!  

For more information, contact Colleen Rosen, Contracts and Building Management Officer, Department of Information Technology, City of Tucson, at crosen1@ci.tucson.az.us. 

