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The City of Des Moines did not set out to "do CRM." A cross-departmental process improvement team identified a number of problems in how the City responded to requests from citizens for services or information: 

· Inconsistent response to citizen requests

· No established response levels

· No consistent tracking mechanisms

· No consistent reporting mechanisms

· Cross-departmental “disappearance”

· No way to recognize multiple reports

· Anticipated staff turnover.

The recommendations of the team, endorsed by the City Manager and department heads were:

· Develop a single system to be used by all departments to manage, track and improve our response to citizens.

· Develop a consistent response to customer requests, regardless of the point of entry into the system or the communications channel selected by the citizen.

· Develop a single system for measuring and reporting performance in delivering citizen-requested services.

· Develop methods for capturing the tacit and explicit knowledge held by employees.

There are substantial differences between CRM, or customer relationship management, in the private and public sectors.  The private side wants to retain or acquire customers and increase the contacts between the firm and its customers; government has a captive customer base and the hallmark of excellent service is a reduction in the number of contacts. However, in both sectors, CRM, if done well, will improve the quality of service afforded to customers and citizens.

Strategies


The City developed several strategies designed to improve the opportunities for success of the system:  

· Develop a single system which would meet the needs of the enterprise, but which could also be customized to meet the individual requirements of the City’s 15 business units.

· Secure the strong support of the organization’s management team by requiring the unanimous consent of department heads and the enthusiastic support of the City’s elected and appointed officials before beginning development.  Make that support explicit and public.

· Design the system in collaboration with those employees directly involved in interaction with citizens, either through personal contact or the delivery of specific services. 

· Develop a distributed system that does not require centralization of citizen contact and which is transparent to the citizen’s interaction with the City, thus removing the implicit threat of job elimination.

These strategies allowed us to implement a system that affects the core business processes of the City with little opposition, and with the growing support of employees who use the system every day.

Des Moines CRM Processes

One of the goals of the City’s Citizen Response System (CRS) is to transfer control for interaction with the City to the citizen. During system design, it was determined that the citizen should control the communication channel and the point of entry to our system, and that our response should be the same regardless of the choices made by the citizen. 

By distributing the knowledge required to fulfill information and service requests throughout the City government, and by making similar functionality available on the Web, citizens can now complete most of their transactions with a single contact.  Telephone transfers have been minimized and time constraints have been eased through implementation of our Web-based Des Moines self-service module.

The City is very focused on location-based information.  It is as important for the City to know where something happened as it is to know who made the contact. 

Degree of Organizational Collaboration

Development of the Citizen Response System was by far the most collaborative development and implementation undertaken by the City to date. Personnel from each of the 15 operating departments and from all levels of the organization were involved. The strong commitment of the City Manager and department heads was essential, but it was the strong and continuing involvement of staff and line personnel in developing the system that led to its success.

Small groups of personnel from each department were tasked with identifying every type of call or request the City receives from its citizens. These groups included those who had direct contact with citizens as well as those individuals who actually provide City services. In an iterative process, they developed “detail screens” that provided the information required to respond with information or services to each of the 1280 call types identified.   These groups also helped develop a taxonomy and classification system that led to a navigable system, and departmental teams worked directly with design staff to ensure that the appropriate customization was done to meet departmental requirements.

Deployment of CRM Technology

The City elected to implement the middle layer of what are essentially three layers of CRM in the public sector: call taking/call centers, contact and response management, and work order generation and management.

A survey of available off-the-shelf products revealed one that could easily be modified to meet the requirements of the Citizen Response System, would operate on the City’s standard database (SQL Server), would operate well on the City’s fiber network, and would be amenable to Web-based operation. The resulting system is essentially a citizen’s help desk.

Des Moines’ technology environment is highly standardized, with a centrally controlled network, and limited user choice in desktop hardware and software. This standardization greatly simplified system implementation.

The most complex part of the system implementation was integration with a number of enterprise-level external systems.

Transformation of Data to Applied Insight

The Citizen Response System provides, for the first time, a comprehensive set of data about the operation of the City’s service delivery system. 

Standardizing the method by which data from customer contacts is reported across the entire enterprise makes the allocation of resources more efficient.  Response to systemic community concerns is more rapid and effective. 

Data from the CRS has compelled some departments to make substantial changes to their business processes, including changing hours of operation, reallocating staff functions, or even developing departmental call centers. 

Perhaps the most valuable feature of consolidated data collection has been the impetus to ask “why.”  If a particular call type is consistently at a high level, serious investigation into the nature and causes of the problem is now possible.

Enhanced customer experience

The contact experience for Des Moines citizens has improved dramatically since the system was implemented.  Transfers of calls have been reduced substantially since anyone who takes a call has access to the same information.  Citizens are provided with consistent answers from the entire organization, reducing their frustration level and demonstrating respect for their time.  Call data has helped drive the development of the City’s Web presence by identifying those areas of greatest and most consistent concern.

The term CRM is really not a good one for government. Most citizens do not want a “relationship” with the government. They want their question answered or their problem resolved, and then to be left alone. 

Customer-centric metrics

The City currently reports basic call-volume statistics, organized by request type. Part of the ongoing process development is the establishment of rational service levels for each service that the City provides. This effort will allow the City to manage expectations on the part of citizens, and will provide internal benchmarks for measuring the effectiveness of service delivery.

The system has alerting capability that will notify appropriate personnel or automatically escalate problems when times expected for work completion exceed established levels.  While this function is currently used internally, the City is in the process of developing service-level standards that can be communicated to the public.

The integration of CRS data with the City’s Geographic Information System provides valuable location-based data that is being used to measure effectiveness of service delivery.

Implementation Timing and current status

The CRS system was activated in June 2001. With more than 450 users among the City’s 2000 employees, it now handles more than 14,000 calls per month.  This number is increasing as more departments begin beneficial use of the system, and as business processes change to accommodate system requirements.

Development work continues, with much effort focused on refinement of the location model and integration with external systems. 

The City is evaluating the benefit of moving to a centralized call center. This is an economic consideration, and must be balanced against the loss of effective knowledge accumulation and dispersion provided by the distributed model now in place. The City is moving to a standard work order system, and integration with that system is underway.

Most Significant Technical Implementation Challenges

The requirement to customize parts of the system to meet very specific needs of business units providing a wide range of services, from solid waste collection to the investigation of human rights complaints, made system design and development more complex than anticipated.

Weaknesses in the City’s GIS, particularly related to the accuracy of address-based information, have limited some of the potential of the system. An associated project to improve GIS accuracy will provide substantial benefits for the CRS system.

The City maintains a standardized and effective IT environment.  The purely “IT” challenges that were encountered were minimal. 
Most Significant Organizational Implementation Challenges

The most significant organizational challenge was, of course, to convince those employees with tacit knowledge of processes related to service delivery to make that knowledge explicit and share it across the organization.  A number of techniques, including logic, persuasion, and executive direction, made this effort successful. This is the single greatest area of challenge for other public sector agencies contemplating similar systems.

The unstated fear of job loss was greatly diminished by purposely designing a distributed system.  No immediate change to basic job functions was experienced by system users.

Some employees had some difficulty in grasping the importance and utility of the system as it applied to their specific job duties. This problem was especially apparent during the design stage. As we began training system users, more employees began to understand the benefits to them and their customers that would result from system use.

Most Significant Accomplishments to Date

By far the most significant accomplishment is the development of the system itself. The exercise of identifying 1280 call types and consolidating the information needed to respond to each of those types is a challenge that will be very difficult for many public sector agencies to meet successfully. Cultural barriers will be substantial in many governments, and a true focus on citizens as customers will be difficult to achieve.

Other significant accomplishments include the development of a truly enterprise-wide view of the City’s service delivery system and accurate and consistent data that help describe the operation of that system. The ability to use GIS to provide location context to much of that data has already proven useful.

Return on Investment (ROI) and Other Performance Impact Metrics

ROI calculations are difficult (at best) in the public sector. The primary driver is not profit, but citizen satisfaction and confidence. The private sector implements CRM, and aims at customer satisfaction to increase profitability. In the public sector, customer satisfaction is an end in itself.

While the value of increased service quality and customer satisfaction is difficult to quantify, some useful metrics have emerged from Des Moines’ Citizen Response System. For example, the City has discovered that approximately 80% of the calls it receives are for static information. This has led to a strong emphasis on moving more customer interactions to the City’s Web site, where information can be provided much more inexpensively. Other metrics have led to process change at the departmental level, with varying levels of efficiency improvements resulting from those changes.

Most Valuable Lessons Learned

1. Do not make a CRM implementation the first major change initiative for the organization. CRM affects the core business processes of the entire organization, and requires a high degree of organizational competence and trust to succeed.

2. Some employees will not willingly participate despite great efforts to secure their cooperation through informal means.  Don’t be afraid to use the hammer when necessary.

3. Departments often must be taught that the system can help improve their operations.

4. Solid executive support and strong project management are imperatives.
Expected Next Steps

System development will continue with the additional development of a location model, continued integration with external data systems, and a tighter integration between the phone and Web channels used by the system.  It is likely, but not certain, that Des Moines will move to a central call center with single-number branding, but probably will not implement 311 technology for the foreseeable future.  Integration with the City’s emerging work order system will be a high priority.

While existing call volume metrics are useful, and are reported to the public on the Web, more emphasis will be placed on the development of service-level standards, and more useful analysis will be available once those standards have been set.
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