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Summary

The objective of the GovMetric project is to enable local
authorities to understand both the quantity and quality
of customer service delivery across all of their access
channels, 24 hours a day, seven days a week. Every
individual customer contact can be captured and
measured, and the in-built web-based reporting
interface is enabling customer service managers to
understand:
 Which channels their customers are using;

 Which services their customers are accessing;

 How satisfied customers are with the service;

 How services compare with the local authorityʼs
peers.

Quote

“The data we get from GovMetric
prompts lots of discussion. It draws
attention to how we could use
customer feedback to develop our
approach to customer service across
the different channels and service areas
in a more joined up way. It also
identifies some inconsistencies in our
approach and areas for improvement.”
Steve Larner,
Head of Organisational Development,
South Holland
District Council
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Project background

During 2006, Local Government East Midlands (LGEM)
and rol Solutions Ltd (rol) ran a series of workshops
and seminars aimed at taking local authorities through
the then newly published Customer Service e-Service
Delivery Standards (CSeSDS). These standards are
part of a national programme which provides efficiency
benchmarks and best practice guidance across a
number of local government service areas.

Around thirty East Midlands authorities participated in
the events, and contributed to an informative discussion
regarding the challenges and priorities associated with
working towards the CSeSDS.

Many important issues were raised at the workshops,
perhaps the most important was that a lack of
management information presented a significant barrier
to the successful adoption of the standards. It was clear
that a consistent approach to measuring, baselining
and benchmarking customer service performance was
a key requirement for any local authority seeking to
adopt the CSeSDS, or otherwise improve customer
focus in its service delivery. It was this need that acted
as the initial driver for the GovMetric project.
Objectives

The original objective of the GovMetric project was to
develop a service for local authorities that would:
 Consistently and continuously measure customer
satisfaction across all channels and services;
 Enable baselining and benchmarking of services
within and between local authorities;
 Provide accurate and usable management
information that could be used to help shape
service improvement;

 Meet many of the requirements of the CSeSDS.

To achieve this, a set of interfaces were developed to
capture customer feedback from three primary access
channels. For the face to face channel, this is achieved
using a simple, intuitive, yet highly robust touch screen
device. For the telephone, the customer is guided
though the same set of questions using a
straightforward IVR script, and on the web, a standard
piece of HTML code can be inserted into the
appropriate pages of the council website to display
simple feedback buttons.

rol also developed adapters which receive volumetric
data from existing systems such as CRM, queuing
systems, telephony systems and web logs.
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Finally, rol developed a web based reporting tool which
delivers useful, easy to interpret reporting on the
GovMetric data. See figure 1.

rol approached a number of local authorities in the East
Midlands and quickly established a group of six
councils who were keen to be part of the pilot project.
These are:

 Charnwood Borough Council

 East Lindsey District Council

 East Northamptonshire District Council

 Harborough District Council

 Lincolnshire County Council

 South Holland District Council
Benefits achieved

Over 30,000 individual feedback responses have been
captured by GovMetric across the six early adopter
authorities in the first six months of the pilot. This high
volume of feedback has enabled a number of valuable
observations to be made, in the areas of:

 Channel usage

 Channel performance

 Inter-channel dependencies

 Costs per transaction

 Value delivered by Customer Services

Channel Usage

Traditionally, the telephone is considered to be the
access channel preferred by the majority of local
authority customers. However, the data gathered by
GovMetric demonstrates that more customers visit the
website than contact the council in person or using the
telephone.

Currently, these customers are most likely to use
council websites for accessing information, rather than
transactional services. Nevertheless, the data highlights
that increasing computer literacy and greater
broadband penetration means that customers are
increasingly willing – and demand – to self-serve online.

Channel Performance

Customer satisfaction with the web channel is
universally significantly lower than with the face to face
and telephone channels, despite many of the
authorities having what would generally be considered
as “good” websites. This represents a major barrier to
successful channel shift.

Specifically, many customers are reporting that they are
unable to find the information they need online. On
further analysis, there is evidence that new silos are
emerging around access channels; many customer
services managers are not adequately involved in the
management and performance of the website,
frequently due to organisational barriers. This is
resulting in websites that fail to meet customer
requirements and expectations.
One of the local authorities participating in the pilot has
already used the results from GovMetric to build a
successful business case for a web site improvement
project.
Inter-channel Dependencies

Poor service quality in one channel appears to create
“demand failure”, as customers turn to other channels
for service fulfilment. Looking at the telephone channel,
the most frequent cause for dissatisfaction is long wait
time. This issue could be addressed in isolation by
increasing the capacity of the contact centre. However,
high numbers of web users are reporting that they are
unable to resolve their enquiries online, and it can be
inferred that these customers are subsequently
switching to the telephone. This is resulting in increased
demand on the telephone channel. See figures 2
and 3.
By improving their websites to meet the needs of online
customers, local authorities can increase customer
satisfaction across all channels, as well as delivering
efficiency savings.
Value Delivered by Customer Services

Early results from GovMetric indicate that services
which have undergone front office / back office
engineering typically achieve higher levels of customer
satisfaction. See figure 4.
Costs per Transaction

By applying average channel transaction costs to the
interaction volumes recorded by the local authorities
across the different channels, it has been possible to
estimate the average overall transaction cost for each
authority. The results show that local authorities have
surprisingly different overall transaction costs, reflecting
different levels of use of the access channels.

Critical success factors and lessons learned

Keep it simple
It is easy to assume that the more information you can
collect from your customers, the better. However, too
much detail can actually be a barrier to using data
effectively and taking action on the results. Also, the
longer the survey, the harder it is to engage customers
in providing feedback. The GovMetric approach uses a
simple three-question survey that takes the customer
no longer than thirty seconds to complete.

Get customer services advisors involved
Even though the GovMetric survey is completely ʻselfserviceʼ, securing the support of the customer service
advisors has been central to ensuring high take up of
the service by customers. It helps to remind staff that
the results will be used to help the team do an even
better job – not as a tool for judging individuals.

Share the results
What customers think about services is important to
everyone. Regularly publishing customer satisfaction
results on the council intranet is a great way of focusing
the whole organisation on the role of customer services
and the importance of being customer centric.
Next steps

The key objectives in the second phase of the pilot will
be to:
 Brief customer service networks in other regions;

 Establish GovMetric pilot groups in other regions;

 Develop a benchmarking capability in accordance
with the requirements of the pilot groups;

 Feed the evolving methodology, best practice and
lessons learnt from the pilot into national initiatives
and programmes;

 Continue to focus on the customer take up,
developing communication and engagement
programmes that educate customers about their
right and responsibility to provide continuous
feedback.
Transferability

The second phase of the GovMetric project began in
April 2007, with 17 local authorities now in the
programme. Any local authority wishing to become
involved should contact rol using the contact details
below.
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Figure 1.
High level overview of GovMetric service

Figure 2.
Example of customer satisfaction across the primary access channels
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Figure 3.
Example of reasons for dissatisfaction with the telephone and web channels
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Figure 4.
In this example, Customer Services has general responsibility for the face to face and
telephone channels, and Housing and Waste & Recycling have been moved to the
front office
A total of 17 authorities are partcipating in the rol
GovMetric project.
Pilot authorities:
Charnwood Borough Council
East Lindsey District Council
East Northamptonshire District Council
Harborough District Council
Lincolnshire County Council
South Holland District Council

Recent additions:
Basingstoke & Deane District Council
Melton Borough Council
North Hertfordshire District Council
North Kesteven District Council
Nottinghamshire County Council
Rutland County Council
South Kesteven District Council
South Tyneside Council
Sutton London Borough Council
Waltham Forest London Borough Council
SPIRE Homes

Quote

“GovMetric is providing us with valuable
feedback that is being used to drive
further improvements. It showed us that
by improving our website to enable
more customers to self-serve and
resolve their queries online, we would
be able to reduce the number of
customers who are reporting long wait
times on our telephone channel, as well
as increasing customer satisfaction
with our online service. Doing this has
been a win-win for both telephone and
website users – and is helping us to
realise the objective of migrating
customers to more cost effective
access channels. This wouldn’t have
been obvious without the data from
GovMetric.”
Steve Phipps,
Director of Partnerships and Customer Service
Charnwood Borough Council

Contact
Alix Cunnell
Go vM e t r i c Pro du c t Ma n a g e r
r o l So l u t i o n s L t d
t e l: 01572 756 565
e m a il : a li x.c u n ne l l@r ol.c o.u k
w e b : w w w.go vm e t r i c .c om
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