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SECTION 1

An Introduction to CRM

By Shayne C. Kavanagh

Constituent relationship management (CRM) is a combination of people, processes, and
technology used to deliver superior service to the constituent." Superior service means
shorter wait times to contact government representatives, less frustration in finding the
required services, outcomes that are delivered when promised, and ultimately greater
constituent satisfaction. That technology is mentioned last in the definition of CRM is in-
structive —while modern technology is a crucial enabler, CRM is impossible without gov-
ernment employees whose behavior is attuned to customer service and business processes
that focus on outcomes of value to constituents.

The diagram on the next page summarizes the essential concept of CRM. Constituents
are able to interact with government through several means, such as Internet Web pages,
free-standing kiosks, physical correspondence, telephone, or in person. Any of these
channels will result in a consistent constituent service experience. Even though the con-
stituent may be interacting directly with a Web service portal or a contact center, each is
ultimately underpinned by a consistent set of data and processes encapsulated by CRM.
Further, consistency is maintained even if the constituent moves across contact methods.
For example, if the constituent initiates a contact through the Web portal and then later
speaks with a government representative on the phone, the representative will have access
to information from the initial contact and will treat the constituent consistently with ex-
pectations established by the constituent’s visit to the portal.

The CRM system interfaces with a variety of other government systems such as a work
order system to help guide service requests through to completion or to a geographical in-
formation system that adds a crucial geospatial perspective to constituent service issues.
The CRM system can also interface with the systems of service delivery partners such as
vendors or other government agencies to enable high quality constituent service to be
maintained even when a contact requires government to cross organizational boundaries.

Like many technology-led business transformation disciplines, CRM has its roots in the
private sector. Companies have sought to discern customer buying habits, increase loy-
alty, boost sales to top customers, and otherwise improve revenues using CRM. While
any advantage that can be gained by private firms in a hypercompetitive global economy is
significant, CRM has much more important potential for government. The reinventing
government movement arose in the Clinton era due to increasing public cynicism, rising
expectations for government, more complicated programs to administer, and political
rancor over government effectiveness.” The reinvention movement led to attempts to
transform governments across the globe on a massive scale, “unlike anything seen since
the turn of the twentieth century.” A central tenant of reinvention has been a cus-
tomer-focused approach to government. However, the citizen has a much more
multi-faceted relationship with government than the mere transactional one suggested by

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector



10 An Introduction to CRM

Exhibit 1.1: Constituent Relationship Management Systems
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challenges of the twenty-first century.* The first is citizen-as-service-recipient. This is
the role that most directly corresponds to the concept of customers, and CRM is well
suited to enhancing this relationship. CRM technology excels in providing access to in-
formation on government services and programs and in coordinating service fulfillment.
This aspect of CRM has been the primary focus of government CRM implementation to
date and is the primary focus of this research report.

The second key relationship is citizen-as-partner-in-service-delivery. In this relationship,
the citizen plays a more active role in delivering the result intended by the government
program and is exemplified by programs from social services to recreation. CRM helps
manage this intricate relationship by maintaining a record of citizen-government interac-
tion that is available throughout the agency and that can even be shared between multiple
agencies when administering more complex programs, such as social services. More im-
portantly, CRM emphasizes the technologies, processes, and practices of sharing infor-
mation while maintaining requisite safeguards on privacy, and stresses keeping the inter-
est of the constituent, rather than the bureaucracy, at the fore. This particular aspect of
CRM will not be highlighted in this research report, but there are many examples of how
CRM has been used in this respect. One illustration is the Michigan Economic Develop-
ment Corporation, which uses CRM to create common profiles of businesses located
within the State of Michigan and to engage those businesses in economic development
programs.’

The final relationship is that of the citizen-as-owner, in which the citizen demands ac-
countability and efficiency as a voter and taxpayer. CRM has tremendous potential to im-
prove both accountability and efficiency by virtue of its ability to track data on citizen in-
teractions and service delivery and to make that data available to the public and manage-
ment. This research report describes a number of examples of how public organizations
have used CRM data to improve both accountability and efficiency.

CRM and the Public Trust

Citizens with a Great Deal or Fair Amount of Trust in Government

Federal State Local
2005 53% 67% 70%
1998 65% 80% 77%

Americans have traditionally not put a great deal of trust in their government,
but data from the Gallup Poll has shown a decline of public trust in recent years
for all three levels of government (federal, state, and local). In 1998, all three
enjoyed the highest level of trust and confidence among citizens since the
1970s. Since then, ratings have declined, as the table indicates. Further, analy-
sis by Gallup shows that those living in urban areas have, in the last few years,
begun to express less trust in their local government than those living in rural or
suburban areas.® CRM has a role to play in arresting and even reversing these
trends, especially for cities where the issues associated with urbanization create
increased service demands.

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector
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A government CRM initiative can encompass a

number of specific activities for improving con- CRM vs. 311

stituent relationships with government. The most CRM and 311 are not synony-
common application is the constituent contact mous. CRM refers to a disci-
center, which provides a single point of contact for  Ppline of constituent-focused

constituent inquiry. Perhaps the most well known | Management of government;
311 is simply one possible

incarngtion of the CRM contact center ip govern- B bt an important

ment is the 311 telephone number. This service one. Further, the presence of

provides constituents with a single point of contact a 311 number does not nec-

for non-emergency government services, just as essarily mean that a govern-

911 provides for emergency services. Simply = Ment has implemented CRM.

streamlining the municipal phone book can pro- BRI = s Lt technol-
. . . . ogy. If it is not built on con-

vide substantla.l benefit to constituents, as illus- stituent-focused processes

trated by the City of New York’s successful effort and staff behaviors, it is not

to reduce its twelve-page directory of city services CRM.

to just one 311 number and, as Mayor Michael R.

Bloomberg put it, thereby “end the frustrating bu-

reaucracy New Yorkers encounter when they need help.”

Other Uses of CRM in Government

CRM can support the work of government in a number of ways besides contact

centers:

e Work Order Management. CRM can orchestrate the work needed to deliver
service after a request has been made through a contact center.

e Case Management. Contact centers are designed to handle interactions with
constituents that are limited in duration and scope. However, many govern-
ment services require an ongoing, deeper relationship with the service recipi-
ent, like in matters of social welfare services or economic development. CRM
can be used to document the progress of service to a constituent and coordi-
nate work between staff members and even between agencies.

e Outreach. While a contact center has a reactive nature, CRM can be used as
the platform for more proactive public information campaigns.

e Management Support. A wealth of service data is collected through CRM that
can provide the foundation for management disciplines, such as activity-based
costing and performance measurement.

Contact centers can also be used to handle inquiries from channels other than the tele-
phone, such as e-mail, Internet chat, mail, and walk-ins. However, the telephone re-
mains, according to the Pew Internet & American Life Project, constituents’ preferred
means for contacting government by a 66 percent margin over the next most preferred
channel, a Web site.® This means that telephone will likely remain the focus of govern-
ment CRM for at least the near-term future. Therefore, this report will focus on the peo-
ple, processes, and technologies necessary for implementing successful CRM contact
centers and 311 numbers. The next section outlines the essential features of CRM contact
centers.

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector
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Essential Features of CRM Contact Centers

CRM contact centers have two primary functions. The first is to respond to standard in-
quiries and the second is to take service requests. This section examines each along the
perspectives of people, processes, and technologies needed for contact centers to accom-
plish that function.

Inquiry Response

The vast majority of contacts (between 60 and 70 percent’) that come into a general-pur-
pose municipal contact center are one-off inquiries that do not require significant fol-
low-up work, if any at all. The lack of follow-up responsibility may give a false impression
of simplicity, though. There are a number people, process, and technology elements
needed to coordinate the vast amounts of information required for timely and accurate in-
quiry response through a single contact center.

People. A universal constituent service representative (CSR) is central to successful in-
quiry response. The universal CSR is capable, with the support of the right processes and
technology, of resolving inquiries across a broad range of subject areas. In addition to hav-
ing the right answer, the CSR must provide a complete service experience by treating
constituents with a customer-friendly attitude that is not always associated with govern-
ment. The City of Albuquerque has put strong focus on providing a superior constituent
service experience. For example, the city records calls and reviews them with CSRs to
find opportunities for improvement.

A successful universal CSR is backed by an appropriate organization that includes regular
customer service training, advancement opportunities, and feedback and incentive
structures.

Processes. Coordinating the information needed to support the CSR requires a process
for communication with line departments in order to make available the most up-to-date
information. The City of Chicago be-

gins this process with the initial training BRI Chicago rolled out its 311

of its CSRs. The CSRs undergo a
six-week training course where classes
are actually conducted by the operating
departments. This serves to familiarize
the CSRs with the operating depart-
ments and their personnel, and ensures
the most up-to-date information from
operating departments is included in the
training. After initial training, the city
has several other mechanisms to make
sure its 311 contact center is aligned with
its operating departments. Twice per
month, the city holds an in-service ses-
sion between the CSRs and the operat-
ing departments where both parties ex-
change information that will allow them
to work together more eftectively. The

program to almost 3 million residents
in 1999 to provide better access to city
services and more timely responses to
citizen concerns. Since then, the an-
nual number of calls taken by the city’s
contact center has grown from 2.8 mil-
lion to 4.1 million in 2005.

The city’s contact center handles inqui-
ries and service requests relating to all
areas of municipal business in Chicago,
including city utilities, police non-emer-
gencies, and many others. One of the
city’s current directions with 311 is to
improve linkages with overlapping ju-
risdictions, such as the Chicago Public
School System and Chicago Park Dis-
trict, in order to better handle calls re-
lating to these agencies.

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector
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CSRs also automatically receive the first 100 copies of all new printed materials from op-
erating departments, such as special event brochures or explanations of service program
changes. Finally, the 311 center issues a daily update to all of the CSRs that disseminates
event updates, service changes, or any other information relevant to addressing incoming
calls. The city consolidates these updates through its CRM technology. The scripts that
guide the CSRs through the varied types of calls they encounter are continuously
reviewed and updated.

There will be cases, however, when the CSR is unable to handle an inquiry and requires
help. These instances require a call escalation process, the goal of which should be
one-transfer resolution — if the CSR cannot resolve the inquiry alone, at least he or she
should be able to accurately identify the nature of the question and put the caller in touch
with an individual who is able to answer it. If a CSR at the City of Chicago cannot resolve
a call, the first step in the city’s escalation process is to engage one of the contact center’s
supervisors. The supervisor and CSR will first collaborate to resolve the question. In Chi-
cago’s process, the CSR will, ideally, remain the single point of contact with the constitu-
ent while collaborating with the supervisor. Remaining involved in the call helps the CSR
develop professionally and is consistent with the city’s policy of minimizing the number
of call transfers needed to resolve a citizen concern. If the supervisor and CSR cannot pro-
vide a resolution, they can escalate the call to the appropriate operating department. Each
operating department has defined contact persons who can take transfers from the contact
center when necessary. Further, these contact persons have complete access to all relevant
portions of the CRM system so that they can document the call results and participate in
any automated workflow related to the call.

Finally, a contact center must have a process for continuous improvement by using data
generated by CRM activity and captured by CRM technology to adjust the service pro-
vided to constituents. As the City of Chicago’s experience with 311 has grown, it has
made active use of CRM data for improving performance. To illustrate, sewer cave-ins
were often being misdiagnosed by the contact center as pavement cave-ins. This resulted
in a work-request being sent to the city’s department of transportation rather than the de-
partment of water management. Further, the department of transportation did not have
effective lateral communication channels in place with water management, so the actual
sewer cave-in problem was often not accurately reported to water management even
when it was eventually discovered by transportation. These factors led to what the city
viewed as unacceptable time periods for the closure of sewer cave-in work orders and
repeated calls about the same cave-in issues.

Upon recognizing this problem through the call and work order data logged through the
CRM system, the 311 contact center, department of budget, department of transporta-
tion, and department of water management met jointly to define a two-fold solution.
First, the 311 center made improvements to its call scripts in order to make more accurate
initial identifications of sewer cave-ins. For example, when a caller reported a road
cave-in, the CSR would now follow up by asking if the cave-in was located near a sewer
structure such as a sewer grate. Second, the city made several improvements to how work
requests were handled after the 311 center took the initial call. Interdepartmental com-
munication was improved so that the department of transportation’s next step after iden-
tifying a work ticket as a sewer cave-in issue was to eftectively communicate the issue to
the department of water management, whereas before the work order was considered
closed immediately after the diagnosis. In addition, a step was eliminated that required the
department of water management to conduct a second inspection to verify the sewer

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector
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cave-in in cases where transportation did report it to them. The city realized that, in the
vast majority of cases, the transportation department personnel had sufficient experience
to correctly identify a sewer cave-in such that a department of water management repair
crew could be dispatched directly without a preliminary inspection. As a result of these
solutions, the city was able to reduce pavement cave-in resolution from 11.6 days in 2005
to 2.4 days in 2006 and sewer cave-in resolution times from 23.1 days to 19.1 days."

As the city’s experience shows, CRM data should be used to improve both the function-
ing of the front-end contact center and the service provided by operating departments.
Secondly, while capturing data with CRM technology is certainly necessary for process
improvement, alone it is not sufficient for realizing benefits from performance data. The
participants involved in a business process must collaborate to use the data to recognize
problems, determine root causes of underperformance, and coordinate their efforts
towards a common goal.

Technology. Technology supports CRM inquiry response through a variety of features
that facilitate information sharing.

® Knowledge Base. A knowledge base catalogs responses to various types of inquiries,
which the CSR can access to increase both the quality and the consistency of service. A
more streamlined version of the knowledge base may also be made directly available to
constituents via a Web portal to enable self-service.

® Scripts. Scripts take the CSR through a series of questions with the constituent. These
scripts act as flow charts, where the constituent’s answer to a question determines the
next question or course of action. Web portals and interactive voice response (IVR) te-
lephony can use this same technology to enable more eftective self-service for com-
plex inquiries (e.g., eligibility determination).

# Telephony Integration. CRM contact centers can be combined with telephony technolo-
gies such as touch-tone dialing menus or voice-recognition to gather more informa-
tion on the customer before they interact with a CSR. The Wisconsin Department of
Employee Trust Funds has used this feature to maximize the information available to
the department’s CSR before actually speaking with the member. This technology can
also be used to route callers to the CSR most skilled in handling a particular type of in-

quiry.
® Workflow/Call Escalation. When inquiries must be escalated beyond the initial CSR,
workflow technology tracks the call and helps ensure a seamless experience for the

constituent through the hand-off. Workflow can be particularly useful with e-mail
contacts as it can be used to sort and direct e-mails to the most appropriate CSRs.

® GIS Integration. Most government organizations have their jurisdiction defined by a
certain spatial boundary. This means that most public sector CRM systems must be
location-centric and tightly integrated with geographic information system (GIS) data
and functionality. This allows visual representation (e.g., maps) of service areas and
contacts, which is essential for tasks such as giving directions and identifying govern-
ment facilities (e.g., a park) proximate to the constituent. GIS can also incorporate var-
ious “layers” that overlay buildings and infrastructure (sewers, drains, utility lines,
etc.) that may be helpful in identifying the type of response needed. For example,
when a larger number of water leak calls come in, the call-taker can automatically map
them on a GIS interface to see if there is a possible connection with a major water
main.
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® Multi-channel Capability. While telephone is the most favored means of communicat-
ing with government, other channels remain important as well. Web and e-mail will
likely gain in popularity as constituents’ Internet usage and familiarity grows. Walk-in
service may remain especially important in smaller communities. Free-standing
Internet kiosks and automated teller machines (ATMs) provide yet another means for
contacting government, which may be particularly important for constituents without
Internet access or where the government is serving a dispersed constituency without
ready access to a government oftice. A CRM contact center should ideally accommo-
date multiple methods of access and maintain consistency of information across each
channel.

®) Business Intelligence. One of the key benefits of CRM is its ability to promote continu-
ous improvement by making relevant data available for decision making. Chicago’s
experience with sewer cave-ins illustrates this point. GIS integration is an important
component of CRM business intelligence — the ability to consolidate call data and re-
late it to spatial information allows recognition of patterns and issues that otherwise
might not be readily apparent.

Service Requests

Compared to general inquiries, service requests are more interactive. Particular informa-
tion about each request must be gathered and feedback on the status of the request may
need to be conveyed to the constituent. Service request management through a contact
center requires 1) people in both the contact center and operating departments to work
together; 2) processes designed to coordinate work; and 3) technologies to help it all come
together.

People. The universal CSR is an integral part of service request fulfillment. A properly
trained CSR makes sure the right information is gathered from the constituent and that
the request is directed to the proper place for fulfillment.

People in operating departments also play a crucial role
in successful request fulfillment. Fulfilling a service
request is not just a matter of handing off the task from
the CSR to the operating department. The CSR and
the service department need to work together to realize
a successful outcome. The contact center serves as the
single point of accountability for service requests, and

Service Requests vs.
Case Management

Service requests do not
include the more complex
and ongoing interaction
associated with casework
activity like in social ser-

the CSR acts as the liaison with the service department
on behalf of the constituent. The goal is to create a
partnership between the contact center and operating

vices. Case management
is a separate CRM disci-
pline not normally associ-

departments where each sees the other as a vital part of ated with contact centers.

achieving their shared mission.

The City of Chicago has found that instituting a cul-

ture where good performance is recognized and rewarded is essential to creating a part-
nership between the contact center and the operating departments. If both operating de-
partments and the contact center actively pursue delivering the best results possible to the
citizen, they will naturally form a partnership, as neither can provide optimal results
working alone. The City of Chicago uses CRM data to track performance to enforce ac-
countability, and at the same time the mayor actively promotes a culture that values per-
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formance by personally applauding the successes of departmental service fulfillment
efforts.

Processes. Service request fulfillment entails not only coordination of information, sim-
ilar to inquiry response, but also coordination of action. Therefore, a service request ful-
fillment process must address the need to:

# Transmit. The CSR must diagnose the request and transmit all required information to
the operating department. Accuracy is critical to avoid dispatching the incorrect peo-
ple or resources for the job. Operating departments should be involved in designing
the process used by CSRs to diagnose calls and capture information. This helps oper-
ating departments see the contact center as a useful asset rather than as an impediment.

=) Align Resources. The operating department must organize the right resources to com-
g p g dcp 8 g
plete the task. Access to proper information on worker skill and resource availability is
key at this point.

® Report Status. The operating department must report the status of the service request to
the contact center so that the constituent can be updated and so that duplicate requests
(e.g., a streetlight is out) can be handled appropriately. Such reports should be made at
predetermined periodic intervals (such as hourly or daily updates) and whenever sig-
nificant progress has been made in completing a step in the resolution process.

® Gather Data. Finally, relevant data must be gathered at various points in the process for
accountability and improvement purposes. For example, information on how long re-
quests remain open compared to performance targets is an important accountability
mechanism. Trend data, such as repeated requests for graffiti abatement in a particular
geographic area, may reveal the potential for a more proactive strategy to address ser-
vice problems before constituents need to call.

Technology. Technology helps gather information on service requests and coordinate
the efforts needed to complete requests. Important technologies for services requests are:

® Scripts. Scripts help CSRs correctly di-
agnose service requests and gather
complete information by leading the
CSR through a series of questions per-
tinent to the request type.

Service Requests and
Accountability

The City of Indianapolis’s contact
center is called the Mayor’s Action

m Workflow. Workflow technology moves
tasks between the people responsible
for fulfilling a request. Workflow also
monitors progress towards task com-
pletion as participants in the fulfillment
process update the workflow when
work is accomplished. This second fea-
ture also provides a tool for account-
ability as tasks that have gone past dead-
line are easily identified.

® Integration. CRM technologies must be

Center (MAC). As the name implies,
the mayor is personally associated
with the outcomes delivered to citi-
zens as a result of requests made to
the MAC. The mayor’s close associa-
tion with the MAC helps emphasize to
the Indianapolis government the im-
portance of completing requests
within the parameters promised to
constituents.

integrated with other technology systems that support service delivery. For example,
integration to a human resources system enables employee skill tracking so that the
right people can be dispatched on a request. Asset management and inventory man-
agement integration helps make sure the right tools and materials are available as well.
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®) Distributed Access. Distributed access to the system allows field workers or even citizens
to enter data about the request into the CRM system. Self-service means less entry
time required of CSRs and often also means greater data entry accuracy.

® GIS Integration. Many of the service requests made through a contact center emphasize
location. For example, many types of public works requests would fall into this cate-
gory (e.g., missing or malfunctioning traftic controls, road or utility repair issues). GIS
integration is important for pinpointing the location of the request initially and later
analyzing service request data from a spatial perspective. The City of Chicago has elab-
orated on this feature with GPS integration that allows the city to better track and di-
rect its mobile resources to fulfill service requests.

Conclusion

Constituent relationship management is a vital discipline for enhancing the multi-faceted
relations that citizens have with their government, and building the trust and confidence
constituents have in it. CRM is not primarily a technological initiative. Rather, it is a
means for transforming the business of government that dedicates staft to constituent ser-
vice, that designs business processes that produce the outcomes most valued by constitu-
ents, and that helps government give citizens the best value for their tax dollar. The rest of
this report will expand upon the following subjects:

= The potential of CRM to improve citizen relationships and serve the public interest is
p p p p
great. Section 2 of this report explores the nexus between CRM and citizens in more
detail.

® Because CRM is a complex undertaking, a clear business case must be made for a
CRM initiative. The business case serves to focus the organization on the most impor-
tant intended outcomes of the CRM project. Section 3 of this report addresses the
CRM business case.

# Placing the constituent at the center of government service provision is not the tradi-
tional behavior for many governments. Therefore, a CRM initiative will require a sig-
nificant change in behavior of the people that comprise the government. Section 4 ad-
dresses CRM, people, and the change management process.

®) Just as behaviors of government staft require some adjustment to become consistent
with CRM ideals, government business processes may also require adjustment. Sec-
tion 5 discusses redesigning business processes for CRM.

® Section 6 discusses the enabling technology for CRM.

#) Section 7 reviews the major cost components of a CRM project to help public organiza-
tions better plan for a CRM project.

® Section 8 concludes this report with a review of the key lessons and strategies for CRM
success as reported by public servants who have lived them. This section also looks
ahead to major trends of which those governments formulating a CRM strategy should
be aware.

It is the Government Finance Officers Association’s hope that, at the end of this report,
the reader will have a good understanding of the central people, processes, and technology
issues involved in obtaining CRM success and how to build the case for moving forward
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with CRM. More importantly, we hope that this report builds understanding of how to
ultimately transform relationships with constituents to meet the challenges of modern
public service.
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SECTION 2

The Citizen and CRM

By Shelley L. Fulla

The evolution of technology and its involvement in our everyday lives has powerful im-
plications for the relationship between government and citizens. Technology has the po-
tential to completely transform the way governments do business and how citizens relate
to elected officials and public agencies. At a minimum, today’s constituent relationship
management (CRM) technologies (telephony, Web systems, etc.) create the possibility
for increased efficiency and eftectiveness of government. More significantly, these tech-
nologies can allow citizens to interact with government officials and staff in more mean-
ingful and civically productive ways.'

With the proliferation of the Internet and its increased use by citizens for information and
government data (reports on initiatives, types of services offered, etc.), online customer
transactions and inquiries are becoming an increasingly important communication mode.
These phenomena present a number of possibilities for transforming the relationship
between citizen and government:

# Eliminating the need to have a government representative in the process of delivering
: 2
services;

# Enhancing decision making in the agency;’ and
# Creating greater public confidence in government.*

Another area where significant transformation has occurred is in the type of information
that is oftered online. One of the major themes of modern public management is that the
more open government agencies are, the greater the capacity for more eftective gover-
nance.” With increased openness, governments can be held more accountable for their
actions and programs. By holding governments accountable for their actions, citizens are
actively engaging in the process of creating more effective governance. Technology in-
creases the capacity to create a more open government where access to the Internet or
telephone is geographically closer than physical access to government ofticials or public
agencies.

This chapter will examine the benefits to citizens that accrue from CRM technologies, in-
cluding how CRM enhances governmental accountability, effectiveness, efficiency, and
overall responsiveness to the citizen. It is important to identify at the outset the overlap
that exists between these categories: by implementing features that increase accountabil-
ity, governments are also enabling the increased effectiveness and efficiency of their agen-
cies. For example, the tracking of citizen complaints (which increases accountability) is
also used as a management tool whereby executive staft may track the amount of time and
resources required to provide resolution to a call (effectiveness and efficiency).
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CRM, Government Accountability, and Trust

In a CRM environment, governmental agencies are pressed to provide quality services
with measurable results. In a 311 environment, this accountability is focused not only on
the call-taker who responds to the citizen inquiry/request for service, but also on the em-
ployee(s) who are responsible for resolution of the citizen’s call. In organizations that
have embraced CRM disciplines, it is not acceptable for callers to have to wait inordinate
amounts of time to have their calls answered and receive an answer/resolution to their
question/problem, or to speak to a representative who is not polite or actively seeking res-
olution to the caller’s concerns. This is the foundation of what CRM provides to constitu-
ents.

Citizens must be assured that their inquiry will be handled appropriately. To do this, gov-
ernments can provide callers with a tracking number so that they may check on the status
of their request by phone or via Web if the government has made this information avail-
able online.

For example, by the end of 2006, the City of Boston will not only provide callers to their
24-hour hotline with a tracking number, but will also provide a status on the service re-
quest online. Citizens will be able to check the status of their inquiries/complaints as they
move through the various departments within the city. This data will also be used as a
management tool: mayoral staff will hold responding departments accountable for the
number of unresolved calls/complaints/inquiries. In discussing the usage of this manage-
ment tool, Mayor Thomas Menino said, “They’ll [the departments] know their report,
and they’ll have to answer to us why they haven’t followed through. The city’s changing,
and my administration has to change t0o0.”

Another example of how accountability is enhanced through CRM is illustrated at the
City of Albuquerque. The city provides monthly data on the goals and the actual results
on calls received. The city strives for an 80 percent phone pick-up rate within 30 seconds.
For a twelve-month period (August 2005 — July 2006), the city reports that these goals
were exceeded every month with an average call pick-up rate of nearly 99 percent within
30 seconds. Further, the city measures’ the quality (the consistency in the delivery of ser-
vice to citizens) of their calls and has been able to exceed their defined quality standards
for a twelve-month period.®

One of the by-products of accountability is an increased level of trust in government. By
tracking the status of complaints/inquiries and ensuring the expeditious resolution of the
problem, governments are poised to enhance the trust that citizens have in government.
For constituents, the satisfaction with their CRM experience will be directly related not
only to the likelihood that they will again utilize these services, but also to their overall sat-
isfaction with governmental services in general.” Exhibit 2.1 depicts this relationship.
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Exhibit 2.1: How CRM Satisfaction Affects Trust in Government

CRM satisfaction (extent to
which expectations about
CRM are perceived to

have been met)

Citizen trust
in government

Overall satisfaction with
government (extent to which
general expectations of
government are perceived

to have been met)

CRM and Government Effectiveness

CRM increases the effectiveness of government. “Effectiveness” refers to government’s
ability to achieve service goals and objectives. This directly relates to the amount of time
that lapses before citizens receive a resolution to their call/request. By consolidating the
citizen inquiry and response monitoring process into a CRM contact center, it is possible
for management to assess any overlap that exists between agencies’ services as well as the
overall ability of an agency to provide the required services.

One of the central features of CRM is the ability to track incoming calls by service type
and status, and to monitor agency progress in responding. By providing management
with a performance report on the number of days required to respond to certain types of
calls (i.e., pothole filling), staff are able to assess the government’s ability to respond to the
citizen’s request (i.c., to fill the pothole). Failure to perform according to defined stan-
dards highlights the need for further investigation into the root causes of under-
performance. For instance, it is possible that a delay is due to the fact that the material re-
quired to fill the pothole is unavailable because of a problem with a purchasing contract
(procurement department), the number of trucks available due to mechanical problems
(fleet management), or the number of staff available to work on the request (personnel
department). Through CRM, management is able to close the loop on accountability by
identifying the exact point where service is breaking down and dedicate the resources nec-
essary to eradicate the problem. By resolving the issue, managers are increasing the
effectiveness of governmental operations.
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At the City of Chicago, graffiti complaints are among the ten most common 311 calls.
The agency responsible for responding to graffiti is the department of sanitation. By using
CRM data to identify chokepoints in their response, within two years the department was
able to halve its turnaround time from complaint to cleanup, despite getting far more ser-
vice requests since the institution of 311."

Citizens benefit from CRM technology because relevant, timely data is put in the hands
of the decision makers — those with the ability to overcome institutional problems that
frustrate an expeditious resolution of the constituent’s request.

CRM and Government Efficiency

Probably one of the most quantifiable benefits of CRM is increased efficiency. Most nota-
bly, efficiency improvement comes from the routing of service calls to the most appropri-
ate party. The most prevalent example of this is when the government’s emergency sys-
tem becomes more efficient by diverting non-emergency calls that could impede the
city’s emergency response. For example, in DeKalb County, Georgia, 911 operators re-
ceived 1.16 million calls in 2004. Of those calls, 40 percent were non-emergency, infor-
mational, and customer-service related calls,' making 311 a potentially valuable tool for
reducing the burden on the county’s 911 system. Further, by consolidating call intake,
governments are able to reduce the number of duplicate deployments for the same ser-
vice: CRM programs allow call-takers to identify that calls made by two separate citizens
are for the same service request. Eliminating these redundancies can provide significant
taxpayer savings.

The City of Baltimore reports that, in the first year of operation, it achieved $13.2 million
in reduced overtime rates, increased productivity, and elimination of wasteful programs
as a result of its CRM and performance measurement initiatives;'* the City of Chicago
was able to eliminate several smaller contact centers housed at individual city depart-
ments;" and the City of Las Vegas estimates that it is saving up to 4.5 full-time equivalent
employees per month through self-service on its Web-based CRM.'* These are just a few
examples of how CRM programs have reduced operating costs.

These cost savings provide tangible evidence to citizens that their government is working
for them efficiently. Through the results of ongoing analysis of governmental efficiency,
the message is communicated to citizens that their government strives to continually re-
assess operations in order to maintain (or increase, if possible) the expected level of
services for the lowest possible cost.

Conclusion

While implementing CRM technologies in government requires thoughtful planning
and considerable resources, the payoft to the citizen (and, ultimately, the government) is
immense. By becoming more constituent-focused in its operations, a government is
poised to dramatically affect citizens in the following ways:

® By providing a single point of contact through a CRM contact center, citizens are able
to hold government accountable for the services that it is charged with performing. In-
evitably, this interaction will affect the citizens’ satisfaction with government services
and, ultimately, their trust in government.
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# By monitoring and evaluating efforts to address constituent problems, governments
ensure that they become increasingly responsive to citizen inquiries, respond to prob-
lems more expeditiously, and enhance the overall effectiveness of government.

® Via consolidation of service request intake, governments are able to reduce redundan-
cies and better coordinate resources.

Endnotes

1. Yuhang Shi and Carmine Scavo, “Citizen Participation and Direct Democracy Through
Computer Networking,” in Handbook of Public Information Systems, G. David Garson, ed.
(New York: Marcel Dekker, Inc., 2000), 247-263.

2. M. Bovens and S. Zourdis, “From Street-Level to System-Level Bureaucracies: How
Information and Communication Technology is Transforming Administrative Discretion
and Constitutional Control,” Public Administration Review 62, no. 2 (2002): 174-184.

3. A. Chadwick and C. May, “Interaction Between States and Citizens in the Age of the
Internet: E-Government in the United States, Britain, and the European Union,”
Governance: An International Journal of Policy, Administration and Institutions 16, no. 2 (2003):
271-300.

4. D. M. West, “E-Government and the Transformation of Service Delivery and Citizen
Attitudes,” Public Administration Review 64, no. 1 (2004): 15-27.

5. Openness refers to the citizen’s ability to “see” deep into the organization via information
dissemination as well as the level of interactivity that occurs between the government and
the citizen. Interactivity can take many forms (i.c., phone, in-person, Internet, mail) but
assumes a two-way form of communication.

6. “City to Let Callers View Response to Complaints,” Boston Globe, August 1, 2006.

7. Albuquerque call quality is measured against a call quality guide developed by all levels of
the organization that is reviewed quarterly and revised based on current trends.

Click on the "311's Performance" link at http://www.cabq.cov/crm.

9. Modified from E. Welch, C. Hinnant, and J. Moon, “Linking Citizen Satisfaction with
E-Government with Trust in Government,” Journal of Public Administration Research and
Theory 15 (2005): 371-191.

10. City of Chicago Official Press Release, "Chicago's 311 Program Wins Government Oscar."
Readers who would like a copy of this press release are encouraged to visit
http://egov.cityofchicago.org.

11. http://www.co.dekalb.ga.us/311/411on311.pdf
12. David Myron, “CRM.GOV,” Customer Relationship Management (July 2004): 26-30.

13. City of Chicago Official Press Release, "Chicago's 311 Program Wins Government Oscar."
Readers who would like a copy of this press release are encouraged to visit
http://egov.cityofchicago.org.

14. Myron, “CRM.GOV,” Customer Relationship Management.

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector



SECTION 3

CRM and the Business Case

By Spencer Stern and Huy T. Nguyen

Constituent relationship management (CRM) projects, like most technology initiatives,
entail significant costs as well as internal staff resources. It is therefore important to dem-
onstrate the value of CRM to stakeholders with a business case. The CRM business case
will serve as a means to justify the need for a CRM solution and document the potential
benefits of such a solution. This chapter will discuss the following elements of a CRM
business case:

=) Executive vision;

) Critical business issues;

#) Critical success factors;

=) CRM benefits;

# Key performance indicators; and

® Creating and sustaining executive support.

Executive Vision

The success of CRM is contingent on the strategic vision and goals and support of elected
officials (e.g., mayor) and executive leaders (e.g., city manager). A clear and concise strate-
gic vision provides guidance throughout the project, communicates the intended objec-
tives of CRM, and conveys the importance of CRM to staff and external stakeholders.

CRM is a citizen-facing application, and therefore its strategic vision should be focused
on objectives that are most relevant to citizen concerns, such as e-government, customer
service, and customer satisfaction. Above all, the vision should be strongly supported by
the organization’s chief executive. The following is New York City’s vision statement for
its CRM initiative, which was strongly articulated by Mayor Bloomberg:'

New York City’s 3117 vision calls for 24/7 service staffed by live operators,
streamlined service delivery, centralized/standardized customer service across
the city, multi-channel access, and ongoing performance measurement.

The mayor’s personal interest in 311 was essential to the city’s ultimate success.

Critical Business Issues

While the executive vision defines the interests of top policymakers (like the mayor) in a
CRM project, critical business issues define more immediate, day-to-day challenges that
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CRM can help resolve, thereby building support among management staff. The main ob-
jective is to identify specific weaknesses, gaps, and inefficiencies that impede the ability to
provide products and services to constituents. For example, a city’s 911 system may be
overwhelmed with non-emergency calls. Identification of critical business issues can be
achieved by performing a comprehensive analysis of the current system (people, process,
and technology) used to manage citizen contacts. The end product is to document the
major business issues that can be resolved with a CRM system.

Critical Success Factors

Once the critical business issues are identified, the next step is to determine what a suc-
cessful CRM initiative looks like, which will orient the initial implementation and ongo-
ing operation and optimization of CRM. Success should be defined in very specific terms
regarding the level, quantity, scope, and quality of services. For example, a city could aim
to reduce the number of non-emergency calls coming into its 911 number by 50 percent
in the course of one year by redirecting callers to a 311 number.

Critical success factors should be shaped also by the priorities and expectations of constit-
uents. This will require conferring with constituents or their representatives (e.g., alder-
men) to better understand their public service delivery needs. For example, Kingston-
Upon-Hull, a municipality in the United Kingdom, organized a citizen advisory panel
where citizens provided the council suggestions to improve public services and require-
ments for the CRM system.” Through this process, Kingston-Upon-Hull learned that
residents were very interested in seeing trash collection services improved and that there
was a strong preference among citizens to contact their government via telephone, rather
than the Internet.

CRM Benefits

Benetfits of a CRM system should be clearly identified in the business case and should be
directly linked to the business issues, success factors, and overall project objectives. This
way, the organization can achieve the highest return (benefit) from CRM by focusing its
efforts on improving the most important business processes and fixing those that are
currently most dysfunctional.

The benefits derived from a CRM system are many and varied. Benefits fall into three
main categories: financial return on investment (ROI), tangible strategic, and intangible
strategic. Financial ROI benefits are observable, quantifiable benefits that entail either
cost savings/avoidance or increases in revenue. Tangible strategic benefits are quantifiable
but do not directly result in financial savings or gains. Intangible strategic benefits are nei-
ther quantifiable nor directly result in financial savings or gains. The following section
discusses the three different types of CRM benefits.

Return on Investment

Financial ROI is the traditional means of demonstrating the benefits and value of pro-
posed projects. ROI consists of identifying the financial benefits (cost savings or revenue
enhancements) and total costs of ownership (costs will be discussed in Section 7). Gener-
ally, ROl is determined by calculating the difference between the projected costs and ben-
efits, and how soon the organization can recoup its expenditures to pay for the project.*
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This is referred to as the payback period: the time it takes for benefits to equal the initial
cost. In some cases, CRM systems can achieve a relatively quick payback period and liter-
ally pay for itself within a few years. For example, in the first year of operation, the City of
Baltimore’s CRM system, CitiTrack, generated approximately $306,000 in cost savings
for the city’s bureau of solid waste from a reduction of employee overtime pay. CitiTrack
improved the bureau’s ability to schedule workers based on service requests, thereby
eliminating duplicate assignments or invalid complaints. The overtime cost savings also

aligned with Mayor Martin O’Malley’s ob-
jective of reducing employee absenteeism
and overtime expenses. Based on its appor-
tioned costs for implementing and main-
taining CitiTrack and generating financial
benefits, the city’s bureau of solid waste
achieved a three-year payback period.

It is important to track the financial ROI in
order to prove it has been achieved. The or-
ganization should define the data types that
need to be captured and monitored in order
to demonstrate cost savings or increases in
revenue over time. For example, the City of
Baltimore has its agencies submit biweekly
customized data templates that include the
amount and percentage of overtime pay ex-
pended to date.

Tangible Strategic Benefits

The ability to demonstrate a positive ROl is
arguably the most important aspect of a

Examples of Financial Benefits
Cost Savings/Avoidance
Reduced overtime costs

Reduced absenteeism and turn-
over

Contact center consolidation

Ability to respond and process
more calls without hiring addi-
tional staff

Improved maintenance of capital
assets

Revenue Enhancement

e Increased capacity to assess
violation citations

e Improved delinquent accounts re-
ceivable collections

e User fee surcharge (e.g., for on-
line credit card payments)

e Access to new funding sources
(e.g., federal and state)

strong business case. In many cases, how-

ever, a CRM system, like many govern-

ment investments, yields important non-fi-

nancial benefits that advance the strategic mission of the organization. Tangible strategic
benefits are those that can be quantified and measured although they do not directly gen-
erate revenues or cost savings. Some examples of tangible strategic benefits include:

Better Access to Information. Distributing information and services via electronic
means such as the Internet and World Wide Web improves the interaction between con-
stituents and their government. For example, the City of Chicago’s Web portal ofters nu-
merous sources of information for residents, such as public event schedules, legal notices,
and traffic advisories. The site also provides services such as the option of paying parking
tickets online, applying for business permits, and requesting city services. Better access to
information and services can be measured by calculating the number of people accessing
the city’s Web site to request information or services. For example, the City of Chicago’s
311 system tracked 2 million city service requests in 2003 versus 1.6 million in 2000. This
is arguably the most important benefit of CRM because it directly fulfills the primary ob-
jective of improving customer service delivery, despite not generating additional revenue.

Employee Productivity. Implementing CRM technology automates many manual
business processes resulting in increased worker productivity. For example, New York
City’s 311 system enabled contact center agents to improve telephone inquiry handling to
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95 percent of calls answered within 30 seconds.” CRM also allows contact center agents
across the organization to be more productive because they can focus on department-spe-
cific inquiries. For example, 311 systems substantially reduce the volume of calls placed
into 911 contact centers by handling non-emergency calls, allowing 911 dispatchers to ad-
dress only emergency calls.

Impact on Property Values and Crime Rate. CRM helps neighborhoods reduce the
amount of abandoned vehicles and buildings, graffiti, vacant lots with junk, high weeds,
etc. Areas that minimize these problems have fewer problems with crime. A campaign to
improve customer service and satisfaction via CRM and clean up urban blight makes the
city more attractive to live in, which could lead to more citizens purchasing or renting res-
idences in the city. Statistical evidence from public safety experts confirms that a rigorous
anti-graffiti campaign reduces gang activity in specific areas, leading to a lower crime rate
and higher property values.®

Improved Citizen Efficiency. The City of Tampa, Florida, has implemented an online
calculator designed to help citizens compare the cost of performing transactions online vs.
in person.” For example, it will calculate the cost savings a citizen can achieve by paying a
parking citation online rather than by visiting city oftices by taking into account factors
such as travel to city offices and time spent waiting in line. CRM databases and data ware-
houses, coupled with an online payment processing system, enable this type of
value-added citizen service.

Intangible Strategic Benefits

CRM can produce a host of other benefits that are more difticult to quantity. However,
these can have a significant tangible impact on constituents’ lives. These benefits are gen-
erally impossible to quantify in monetary terms, but their value is undoubtable. The fol-
lowing are intangible benefits that have been achieved by jurisdictions that have success-
tully deployed a CRM system.

Impact on Citizens. CRM’s primary focus is to make it easier for a city and its residents
to interact. CRM prevents citizen complaints from being lost and also provides a tool that
allows citizens to check the status of complaint resolution by calling the city or using the
Web. This minimizes frustration, and citizens now get service satisfaction with just one
phone number. In addition, citizens no longer have to understand how city governments
are structured because 311 provides them a single point of contact to all city services.

Business Analytics. A CRM system feeds a data warchouse that can be queried to collect
customized data on segments of constituents. Using business intelligence or business
analytics software, public sector organizations will have accurate data available for their
decision-making process. In addition, the information can be utilized to proactively reach
out with customized service offerings. For example, if a citizen purchases an annual park
pass, the parks department can send an offer for a discounted renewal when the pass ex-
pires, or offer discounts to other public sector recreational venues, such as a golf course.

Usage in Tort Law Proceedings. Cities are frequently sued by citizens injured on city
property (e.g., falling on a cracked sidewalk or tripping on a pothole). In these instances,
the city is generally not liable if it did not have prior knowledge of the problem. CRM data
warehouses help track whether a problem exists, and can be used in court proceedings to
defend the city’s position that it was unaware that a problem was present.

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector



29 CRM and the Business Case

Employee Benefits. CRM can produce important benefits for government employees.
One of the foremost benefits is improved career opportunities for those employees most
directly involved in providing constituent service. CRM introduces a discipline of cus-
tomer service into the organization, which requires new skill sets and organization in or-
der to master. For example, CRM often results in customer service representatives
(CSRs) from across the government being consolidated into a single organization (either
actual or virtual) and use of sophisticated computer, Internet, and telephony technology.
A consolidated organization provides career advancement opportunities that would not
otherwise be available within departmental call-centers. For example, CSRs could move
into supervisory roles that an enterprise-wide contact center could offer. In addition, they
could realize supplementary pay for increasing the breadth of their service expertise. To
illustrate the later point, some cities, such as Dallas, have provided CSRs with the oppor-
tunity to cross-train as 911 operators and realize an associated pay bonus. The use of new
technology provides the opportunity to master additional highly transferable skills, which
could lead to higher compensation, more responsibility, and greater job satisfaction.

CRM may also have positive implications for those employees who directly administer
services. Though difficult to measure, anecdotal evidence suggests that departmental em-
ployees may feel that their daily tasks have improved visibility to their managers, as well as
elected officials, thereby increasing the perceived value of their work.

Impact on Elected Officials. Elected officials understand the benefits of CRM and be-
lieve that their constituents do as well. For example, Mayor Richard Daley in Chicago and
Mayor Lee Brown in Houston have been re-elected since they implemented CRM. Ac-
cording to each mayor’s staft, the mayor has taken credit for the implementation of the
contact center, and they believe that the success of the contact centers translated into
votes.

Key Performance Indicators

Due to the large investment required by a CRM implementation, it is essential the spon-
sors of the CRM initiative demonstrate clearly the value that CRM is providing the orga-
nization. Success is most easily measured by capturing pre- and post-implementation
performance metrics and then tracking these metrics over time to indicate continuous
improvement. Key performance indicators (KPIs) or performance measures should be
created to demonstrate the success of the CRM project by measuring the financial, tangi-
ble, and intangible strategic benefits. For example, if the KPI for directing non-emergency
calls away from 911 is the percent reduction in incoming non-emergency calls, then a 50
percent reduction could be established as the target value. The important point is that the
baseline value of the KPI is identified before CRM is implemented so that improvements
can be tracked (e.g., the current number of incoming non-emergency calls). Finally, these
KPIs should be periodically measured at pre-defined project milestones (e.g., pre-imple-
mentation and at various intervals post-implementation) to demonstrate continuous
improvement and progress towards the intended objectives.

Creating and Sustaining Executive Support

A common feature of all successtul CRM projects is an executive sponsor who champions
change. This sponsor is able to direct resources to the project as well as clearly articulate
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the value proposition throughout the organization and garner support from the constitu-
ent community. Establishment and maintenance of an executive sponsorship should oc-
cur along with the development of the business case via the following three steps:

1. Identify an executive sponsor.
2. Create an effective management and governance structure.

3. Build and sustain momentum utilizing a phased approach and incorporating perfor-
mance metrics.

Identify an Executive Sponsor

An ideal executive sponsor should be a visionary described as politically astute, persuasive
communicator, fervent, well respected, and collaborative. To ensure effectiveness, the
sponsor has to secure support at multiple levels within an organization, including:

® Enterprise-wide — Targeting elected and appointed officials;
# Organizational/Departmental — Targeting business units within the organization;

® Employee/Individual — Identifying key individuals who share the vision and become
advocates; and

# Customer/Constituents — Identifying and involving individuals and organizations ex-
ternal to the organization (e.g., residents, businesses, and other stakeholders).

Create an Effective Management and Governance Structure

The sponsor must create a single stand-alone organizational division that is tasked with
setting the overall direction for CRM and overseeing its operations. Creating this division
provides a single point of contact and responsibility. This new division should be inde-
pendent of existing departments and answer directly to the chief executive or executive
sponsor. The value that this team can deliver includes:

# Coordinating and consolidating multiple channels of constituent contact for a consis-
tent constituent service experience;

# Creating and documenting formalized, enterprise-wide, repeatable processes;
®) Striving to continuously improve management processes;

# Performing constituent education and outreach;

# Managing the CRM implementation; and

# Operating the 311 center (if one is deployed).

Build and Sustain Momentum Utilizing a Phased Approach

CRM projects are complex undertakings. Therefore, the best chance for implementation
success often comes through taking an incremental approach. First, this means imple-
menting CRM in discrete phases. One type of phasing consists of deploying CRM to only
certain departments initially (i.e., pilot projects). Pilot projects can be used to showcase
the benefits of CRM, making subsequent departments more amenable to deployment.
Another type of phasing is to roll out CRM functionality by type of application. For exam-
ple, the first phase could deal only with telephonic CRM whereas Web-based CRM could
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be deferred to another phase. Many organizations choose to utilize both types of phasing
approaches in their CRM implementations.

Conclusion

An eftective CRM business case will demonstrate the value of CRM to the organization
and its constituents based on the strategic vision and goals of the organization, particularly
the chief executive. The business case will also provide a foundation for moving forward
with the project because it identifies the critical business issues, how CRM intends to re-
solve those issues, and the data to monitor progress. The three key elements of a business
case are:

# Obtain fully committed sponsorship from top-level executives;

# Identity clearly the objectives and benefits of CRM, and relate them to the organiza-
tion’s goals, priorities, and critical business issues; and

# Develop performance measures (e.g., KPIs) to ensure benefits are realized and deter-
mine the success of CRM.
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SECTION 4

CRM and People

By Najla M. Mamou and Kristin Howlett Gonzenbach

Constituent relationship management (CRM) is fundamentally about people — govern-
ment staft delivering service to constituents. Moving from the more traditional model of
constituent interaction to a CRM model typically entails a significant change in processes
and technology used by government staff, but, most importantly, requires a change in the
behaviors of government employees themselves. This chapter describes a basic five-step
approach to managing the change process in a CRM project.

# Awareness of the Need to Change. The first step is to help employees understand
why the organization (and they) need to move to a CRM approach.

# Desire to Participate and Support the Change. Once employees understand why
the organization must change, an active desire to participate in the change must be cre-
ated.

#» Knowledge of How to Change. Change initiatives require that participants know
how the change will be accomplished, including their role in the change process.

# Ability to Implement the Change. Employees need the tools and training to make
the transition and implement the change.

®» Reinforcement of the Change. Ongoing support of the change by the organiza-
tion’s leadership and an incentive structure designed to align individual behaviors
with the objectives of a CRM program cement the change in the organization’s culture
beyond the initial implementation project.

This chapter also discusses employee resistance to CRM and how it can be mitigated.

Awareness of the Need to Change

Elected officials, administrators, and other top officials spearhead CRM implementations
based on a vision for radically improved constituent service. In its report on CRM and
311, “HELLO,” the Center for Digital Government describes how the CRM vision seeks
to fundamentally re-orient government towards citizens, making them “the common de-
cision point in everything government does.”'

A CRM vision must ultimately be realized through the day-to-day efforts of the govern-
ment’s staff. Often, those with customer service responsibilities have minimal or no pre-
vious technology experience.” Sometimes, existing processes have been designed more
for expediency rather than to best meet citizen needs. The first step in the change process
is to build awareness of the shift in focus to the constituent and the technology tools that
will be used to accomplish the effort.
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Documenting underperformance and failure to meet citizen expectations can provide
compelling case studies supporting the need for change. A particularly persuasive exam-
ple comes from Southwark Council in the United Kingdom (a municipality in the Lon-
don metropolitan area) and how it deals with disabled people. A young man who had lost
both his legs in a motorcycle accident met the leader of the council government and ex-
plained to the leader that everyone in the world seemed to accept that he was now dis-
abled, except the council. Each time he interacted with the council he had to re-tell the
story and, even worse, re-prove that he was disabled. This was because each council ser-
vice had its own data-repository and some services required a verification of a disability af-
ter a fixed time period. So, in an average year the young man might have to provide the in-
formation to three different people. This was, naturally, an unacceptable level of constitu-
ent service and helped convince the council of the need to re-examine its constituent ser-
vice systems and practices. Case studies don’t always have to be as dramatic as this one.
Another motivator for Southwark’s CRM initiative was cost savings. Southwark main-
tained approximately 250 databases of constituent names and addresses, many of these
with their own server and maintenance costs. Consolidating these databases into a CRM
system promised substantial savings. In fact, Southwark has realized approximately
$250,000 in cost reductions in the just the first year of operation.

Such examples provide a vivid illustration to staft
and elected officials how such weaknesses in con-
stituent interaction not only cause a loss of faith

The Need to Change
The Mayor’s Action Center

among constituents and result in less efficient use
of public resources, but also can impede citizens
from properly accessing vital social services. The
accompanying sidebar about the City of Indianapo-
lis, Indiana, shows another instance of how short-
comings in the current constituent service environ-
ment emphasize the need for change.

In many instances, staft is already well aware of cus-
tomer service problems.

Many staff will have had direct experience with citi-
zen frustrations when an employee cannot give the
status of a complaint or problem reported earlier.
These same staff may have been equally frustrated
by their inability to help the citizen or even to dis-
cern if or when the request was first documented.
Working with staff to record and communicate
these frustrations to decision makers not only helps
build awareness of the need for the project, but en-
genders positive feelings toward the project among
staft’ as they witness their concerns shaping the
Initiative.

(MAC) in the City of India-
napolis knew the city needed
a better way to track citizen
requests. As more citizens
called the MAC, the call vol-
ume made it more difficult
to communicate constituent
needs to the proper depart-
ments because the MAC
lacked an integrated tech-
nology tool for logging calls,
routing work requests to de-
partments, and tracking re-
sults. An integrated CRM
solution (with an integral
contact center) was badly
needed to ease the work-
load, eliminate duplicate
data entry, and facilitate in-
formation sharing between
departments.

Finally, a CRM initiative is a major investment, and given the chronic shortage of re-
sources in the public sector, the business case for CRM will likely be built at least partially
on the prospects of reducing the cost of government. Given that personnel is the largest
component of the government budget, any project that promises to reduce costs raises the
specter of layoffs. A CRM awareness campaign should openly and honestly address per-
sonnel implications. In most cases, CRM will not result in layofts — only in restructuring
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and redirecting personnel resources to new tasks. While this may eventually allow gov-
ernment to reduce its reliance on human resources, the reduction is more likely to take
place naturally over time, rather than abruptly upon implementation.

Desire to Participate and Support
the Change

Once awareness of the need for CRM has been established, the next step is to create a de-
sire to participate in and support the initiative. With the promise of a “better tomorrow”
and an understanding that CRM is not intended to make deep cuts in the labor force, em-
ployees are able to think objectively about how they can improve their work by redesign-
ing business processes and taking advantage of advanced technology to deliver exceptional
customer service to the constituent.

Once the concern of job elimination via automation is addressed, the “what’s in it for
me?” question can be addressed with employees. The answer to this question will depend
largely on where the employee sits in the organization, but there are some general con-
cepts that are broadly applicable. First, a CRM system should give staft a sense of accom-
plishment and satisfaction. Because public servants often bring a stronger sense of intrin-
sic motivation to the job than their private sector counterparts,’ the prospect of receiving
praise for citizen service from the public — the same public that couldn’t get satisfaction
before — can be a powerful motivator. CRM also holds out the possibility of more extrin-
sic rewards. Employees will be challenged to learn new skills. These new skills not only
create future job security but can even open up
new opportunities. For instance, a CRM pro-
ject often results in the creation of a consoli-
dated contact center. A consolidated contact

The Value of Change
Management

The City of Albuquerque, New

center provides more opportunities for constit-
uent service representatives (CSRs), compared
to CSR positions that are isolated in separate
operating departments.

For example, a consolidated contact center can
present a clear career path to supervisory posi-
tions within the contact center, whereas a simi-
lar path would likely not exist in operating de-
partments. Also, a consolidated contact center
might offer greater prospects for supplemental
pay, like skill pay for becoming cross-trained in
different functional areas. An example of this is
when 311 CSRs become cross-trained as 911
operators and can be assigned to temporary duty
in the 911 center for a boost in pay.

In communicating a CRM plan to employees,
the negative consequences of not embracing the
change should be addressed and, in fact, can of-
ten provide powerful additional motivation to
participate in the initiative. One consequence of
not participating is to be left behind as the orga-

Mexico, learned the value of
dedicated project and change
management first-hand. For one
technology project, no formal
project management process
was followed and no change
manager was utilized. This pro-
ject is two years overdue and
has yet to be completed. For
another project, formal project
management was followed with-
out utilizing a change manager.
This project took 50 percent lon-
ger than planned and exceeded
budget by 20 percent. Conse-
quently, Albuquerque enlisted a
dedicated project manager and a
dedicated change manager for
its CRM initiative to raise aware-
ness and instill the desire for the
change. The CRM project was
completed early and came in 16
percent under budget as a re-
sult.
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nization evolves to new customer service standards. Failure to evolve with the organiza-
tion will result in outmoded skills that are incompatible with changing duties.

A communications program to encourage enthusiastic participation should address
elected officials in addition to employees. From the political perspective, no elected offi-
cial wants to face complaints from his/her voters about poor communication with gov-
ernment. This single desire alone — to keep the voters satisfied — is often impetus enough
for politicians to support a CRM initiative. To illustrate, in the snow-belt states, the coor-
dination of snow removal efforts profoundly influences mayoral races. The use of a CRM
system to improve communication and reporting during bad storms could enhance an
elected official’s chances of re-election. Elected ofticials will also find the ability of CRM
to make government accountable for results to be compelling.

Knowledge of How to Change

Change managers need to use all available means to keep communication open, ongoing,
and ubiquitous. A variety of communication methods, such as newsletters, e-mail blasts,
videos, and regular meetings should be used to communicate progress on the project,
changes in processes and job duties resulting from the CRM program, and information
on the assistance available to employees for coping with these changes. For example, com-
munications might publicize training class syllabi and schedules or in-service meetings
where staft will have the opportunity to hear directly from the organization’s leaders on
the CRM initiative.

The foregoing forms of communication are important, but they are only one-way trans-
fers of information, from the CRM implementers to those impacted. A good communi-
cation program also provides opportunities for two-way communications. For example,
as the project proceeds, questions will arise naturally about matters such as the project
schedule and changes to job responsibilities resulting from CRM. An in-service meeting
or an interactive Web site provides the opportunity for these (and similar) questions to be
asked by staft at any level of the organization and for the

answer to be disseminated widely. In addition to these

broader communication tools, meetings with the man- Tools for Change
agement of affected departments allows more focused Self-paced, computer-
information exchange, which then allows managers to based tutorial tools are
keep their employees informed. being increasingly recog-
. ) . nized as invaluable train-
Albuquerque and Indianapolis employed continual ing supplements to
communications to staff and executive sponsors about traditional classroom, in-
project status and expectations through regular status structor-led training. The
meetings and weekly e-mail updates as a central means City of Albuquerque

made these tools an im-
portant part of its train-
ing strategy.

to their success. They did not want staff to experience
any “surprise” changes in how daily activities would be
performed in a CRM environment or to be unclear
about what their responsibilities would be under the
new system.
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Ability to Implement the Change

The next step in the change process is to provide training to those impacted by the change.
The first phase is project team training. In-depth training prepares a core group of the or-
ganization’s personnel to help lead implementation, design constituent service processes,
develop a training program for end users, and configure and support the enabling tech-
nology. The project team then consults affected staft for input on process design and
training needs. In addition to technical knowledge, to be effective trainers, the project
team members must have facilitative skills in order to successtully engage frontline staff.
Demonstrated project leadership from a highly trained project team that takes an active
interest in the concerns of stakeholders instills confidence in the project among all.

Training a cadre of staff to serve as trainers of other employees is the next phase. This
cadre develops the training guides and customized user manuals for end users. Many
times these trainers are accompanied in the first end-user training sessions by consultant
staff that can assist in addressing more technical concerns posed by attendees. However,
the trainers usually become experts on their CRM subject matter in a short time. The
training staff also serves as the real “cheerleaders” and motivators, having some of their
most intensive contact regarding CRM with rank and file staft.

Reinforcement of the Change

It is vital to institutionalizing the CRM initiative that new processes and procedures take
permanent hold, are monitored continually, evaluated, and when necessary, updated. Key
performance indicators (KPIs) are central to reinforcing CRM activities because they es-
tablish an explicitly agreed upon performance standard to which staff can be held ac-
countable. KPIs can be used to monitor the performance of the contact center and can also
measure the end-to-end process for fulfilling service requests across departmental
boundaries. For example, for their contact centers, both Indianapolis and Albuquerque
strive to answer 80 percent of inbound calls within

twenty seconds. They use this metric when evaluating

a CSR’s skill attainment, thereby establishing account- | €RM Technology and

ability for results.

To measure the performance of request fulfillment,
the City of Indianapolis monitors the duration of time
needed to close cases, defined as the time from when a
problem is first reported until the department per-
forming the service documents the issue as resolved in
the CRM system. The city reports the results of this
metric to the community via the press and the city’s
Web site, reinforcing the importance to city staft of
closing issues in a timely manner.

Resistance

KPIs

CRM technology provides
the ability to track perfor-
mance data and report it
quickly and accurately to
users and decision mak-
ers. Hence, CRM technol-
ogy is indispensable to
the use of KPIs, which in
turn reinforces the CRM
initiative.

Resistance among potential users is a common occurrence with any new system imple-
mentation. For example, staff members may believe that their job will be eliminated when
manual processes become automated or they may be concerned about how management
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will use the enhanced access to performance data and accountability made available by
CRM. Hence, there is a need to anticipate resistance and take countervailing action at the
earliest stages of the project.

Both Albuquerque and Indianapolis anticipated resistance and actively engaged staff
members from the beginning. Indianapolis communicated that the CRM system was, in
fact, intended to help the staft complete more work and not to eliminate jobs. The City of
Albuquerque’s existing systems for managing constituent interactions were becoming in-
creasingly difficult to maintain due to outdated technology and lack of stafting, so the city
launched a CRM initiative to reinvigorate its constituent service standards. Both cities
found that resistance decreased substantially after staft felt secure in their jobs and under-
stood that their duties would become less cumbersome. To staff, a particularly compel-
ling feature of the CRM project was the job satisfaction that came with citizen approval of
their service response.

Both Albuquerque and Indianapolis also actively enlisted participation in the project from
the staft members who would use the new system. The cities used these employees to de-
velop requirements, test the software, learn the system features as it applied to their role,
and analyze constituent service processes. Employee involvement was crucial to alleviate
resistance because it allowed them to experience first-hand both the system and the bene-
fits available to the citizens Finally, both cities found that maintaining the CRM technol-
ogy at a high level of performance was key to managing resistance and reinforcing CRM
concepts after go-live. Staff members were usually the first to find glitches in the live en-
vironment, and quickly resolving these errors illustrated the importance of CRM while
removing a source of potential staff frustration. Southwark has institutionalized this strat-
egy by maintaining a permanent CRM user group that collects system issues and then
prioritizes them for improvement.

The Indianapolis and Albuquerque examples illustrate the importance of a deliberate
change management approach to mitigating employee resistance. Their emphasis on
communicating the rationale for the change and involving employees in the solution in
the early stages of the project resulted in long-term positive outcomes.

Conclusion

Eftective CRM implementation begins with the sponsors and continues with the in-
volved departments and their staff. Demonstrating the value of CRM to the people who
“touch the keys” every day will result in an outcome that produces value to constituents.
Enlisting staff as full participants in the CRM initiative requires a comprehensive change
management and communications program. This section has outlined a five-step
approach to change management:

# Build awareness of what CRM is and why it is needed.

# Create a desire to participate in the CRM initiative by describing the benefits
available to stakeholders as well as the consequences of not participating in the initia-
tive.

® Provide knowledge of what the future CRM-enabled organization will look
like and how the changes to processes and employee functions required by CRM can
be accomplished.
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# Provide the ability to act on the foregoing knowledge by making comprehensive
training available.

» Reinforce the CRM program by creating a system of performance management
and accountability based on key performance indicators.

During any of the above steps, resistance to the CRM initiative can arise. Resistance can
be counteracted by dispelling what is often a major concern associated with major tech-
nology projects — replacement of jobs via automation. Meaningful participation in the
CRM project can also help overcome resistance by establishing credibility for the project
among staft and giving them influence over the future of constituent service in the
organization.

Endnotes
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Systems and Beyond (Chicago: Government Finance Officers Association, 2005).
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SECTION 5

CRM and Process Improvement

By Nadeen Biddinger and Eva M. Olsaker

The common approach to process redesign has been to focus on organizational subunits,
such as departments or divisions. This method is inherently limited because it neglects
the interdependencies between departments and consideration of how the entire organi-
zation can work together to provide better service delivery. Constituent relationship
management (CRM) technology affords organizations the opportunity to address enter-
prise-wide process improvement. In fact, because the CRM philosophy is one that en-
compasses the entire organization, not just a few business units, it is imperative to view
constituent-service processes from an end-to-end perspective, regardless of the unit
boundaries the process might cross.

Hence, implementation of CRM demands a new approach to process improvement - one
that capitalizes on the potential for improved data sharing and the exchange of informa-
tion across organizational boundaries permitted by CRM. This section describes how to
redesign processes to take advantage of CRM’s full capabilities.

The Steps of Process Redesign

To examine process redesign from an organization-wide perspective, it is important to
determine how a process is performed currently and then to consider how it could be
completed differently in the future. Review and redesign of business processes includes
the following nine steps:

1. Understand the Drivers for Change. The vision and goals for CRM must be ex-
plicit and participants in the redesign project must have a shared understanding of the
desired outcome of the process. This will enable them to build the process toward
achieving a shared vision.

2. Understand and Analyze the Current Processes. Analyzing the current process
provides a baseline understanding of existing methods of customer service. Knowl-
edge of the baseline is crucial in later steps of process redesign. Process mapping is a
great tool at this step, especially if front-line staft participates in the mapping exercise.
Process mapping entails creating a visual workflow diagram of the underlying busi-
ness processes. This helps staft think critically about how CRM can improve the work
of the organization and demonstrates that staff’s input is important to the project. Ad-
ditionally, at the end of process redesign, the new process can be visually compared to
the old process to show improvements.

3. Redesign the Processes to Realize the Vision/Goals. At this stage, the designers
create the process needed to achieve the drivers for change described in the first step.
The outcomes that are important to constituents should always be a leading consider-
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ation during process redesign. Identifying tangible measures for process performance,
such as performance benchmarking against other organizations, is a useful technique
for orienting the redesign efforts and establishing clear efficiency gains via process re-
design.

4. Identify the Gaps between the Current and Redesigned Processes. The current
process and redesigned process are compared to reveal critical differences that will
have to be bridged. A typical gap might be lack of experience with information sharing
between organizational silos in the current process, or processes that were designed to
achieve internal or intermediate needs rather than constituent needs.

5. Develop Technology Requirements. CRM technology facilitates bridging gaps. It
enhances information sharing by providing a central repository for constituent service
data. CRM also provides process monitoring and automation, making it possible to
manage processes across subunit boundaries.

6. Understand Changes Required to Bridge Gap. CRM technology is only a tool for
bridging gaps. Significant changes may need to occur in organizational structure
and/or employee behavior to ultimately bridge the gap.

7. Develop a Plan to Implement. A plan to implement the redesigned process assigns
accountability for the required organizational, behavioral, and technological changes.
Ideally, responsibility should be assigned to an empowered process owner who has the
ability and resources needed to achieve the defined milestones and project targets.

8. Implement the Plan. Finally, the plan for process redesign must be implemented.
Central to this task is the composition and quality of the project team assigned to im-
plementation. Not only must the team have the necessary skills and resources to suc-
ceed, but team members must be fully committed and dedicated to project success.

9. Periodically Review and Improve the New Process. Processes will need to be re-
viewed regularly and revised to achieve the best results in light of changes in the exter-
nal environment and shifts in the organization’s goals.

Unfortunately, many organizations fail to follow through on the required steps. The most
common pitfall is to skip the steps of understanding the current processes and of design-
ing the future processes to achieve the desired end-goals. For example, one large munici-
pal organization developed a request for proposal (RFP) to acquire new technology
needed for a cash receipting and CRM solution. However, the RFP went to market re-
questing a solution based on the organization’s current business process, not based on a
process redesigned to achieve the vision and goals that spurred the project in the first
place. As a result, the enabling technology acquired was remarkably similar to the legacy
technology that was failing the organization, and the intended outcome of improved effi-
ciency and effectiveness was not achieved. This not-uncommon occurrence results in a
solution that is not aligned with the needs of the organization and is suboptimal in the
value that can be realized from CRM.

The Principles of Process Redesign

While moving through the nine-step redesign process, it is helpful to remember several
redesign principles that are specific to maximizing CRM capabilities:
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# Abandon Silos. Letting go of the organizational silos and maintaining an end-to-end
view of the constituent service process is the only way to optimize the benefits of a
CRM investment. This starts with the initial contact and ends with fulfillment of the
constituent request regardless of which subunit boundaries are crossed.

) Benchmark. As described earlier, process redesign requires that processes be created
with a defined end-goal in mind. Industry benchmarks for customer service (e.g., call
abandonment rates, call pick-up times, rate of one-call resolution of issues, etc.) can
provide a source of realistic and measurable goals. Further, since citizens will naturally
judge the performance of a government CRM program against the customer service
they experience from private sector organizations, such benchmarks are a very relevant
performance standard.

# Change Management. Process redesign effort will often need to be accompanied by
dedicated change management to align employee behavior with the intended out-
comes of the new process. Section 4 of this report describes a change management ap-
proach that complements process redesign.

= Use CRM to Anticipate Needs. CRM not only reacts to citizen service requests, it
can also anticipate service needs by “pushing out” services to constituents before they
request them. Anticipating service needs requires information sharing between de-
partments. For example, when a baby’s birth is recorded, the records department can
share that information with the department(s) that offers child-rearing support, day
care options, and day camp programs, permitting those department(s) to reach out to
families likely in need of those complementary services.

#» Use CRM to Enforce Compliance. Improved data sharing capabilities can allow an
organization to more eftectively enforce existing regulations. For instance, knowing
that an individual has not paid child support could be a reason to withhold a business
license or other privilege. Better enforcement could result in greater direct income to
government as it more effectively collects the fees it is rightfully owed, or it could pro-
vide additional social benefits, such as single mothers receiving more consistent
child-support payments — either outcome substantially increases the return on invest-
ment available from CRM.

# Use CRM for Staff Accountability. CRM can provide managers with a dashboard
of measures that indicate, at a glance, whether the standards set for the redesigned pro-
cess are being met.

® Optimize Processes. It is unlikely that the initial iteration of the redesigned process
will be flawless. Rather, it will have to be optimized over time via a series of incremen-
tal improvements. This kind of continuous improvement requires that metrics be es-
tablished to monitor process performance; that responsibility for end-to-end process
performance be assigned to a single, empowered authority; and that participants in the
process be incentivized to work together, accept and effect change, manage their dif-
terences, and apply creativity to develop new solutions to existing problems.

The Participants in Process Redesign

To examine process improvement from an enterprise perspective, it is important to con-
vene a project team whose members come from throughout the organization. A project
team with this sort of diverse constitution will: 1) help ensure that the CRM project ad-
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dresses the concerns and needs of different operational areas; 2) bring unique and broader
perspectives on constituent service issues into the analysis; and 3) help identify existing
constituent service initiatives that may be already underway (or in the planning stage), al-
beit in an isolated capacity, thereby helping to avoid duplication and increase synergy

between CRM and other projects.

A CRM implementation team should include repre-
sentation from the operational departments that will
use CRM. An unfortunate tendency is to limit partici-
pation to only departmental managers. Although man-
agers make critical decisions, end users and mid-level
managers have an intimate understanding of current
processes and practices. Often, staff’ perspectives on
process improvements are extremely insightful and
grounded in the realities of day-to-day service delivery.
As a result, their support in recommending process re-
design features is invaluable to a CRM implementa-
tion. Further, mid-level managers and end users will
play a crucial role in changing the organizational be-
haviors needed to realize CRM success. Having their
participation early in the project, during process analy-
sis and redesign, enhances their understanding of
CRM and the likelihood that they will become vocal

Frontline Participants

The City of Savannah,
Georgia, found the most
valuable participants
were the call takers on
their then-current cus-
tomer service desk. They
had an incredible grasp of
the number and types of
calls the city received.
This helped the city to
design its solution to cap-
ture all the necessary
data from incoming calls
and to identify how to
best hand-off requests
from the contact center
to line departments.

supporters of the initiative. Therefore, participation of
end users and managers should be planned for at the
earliest stages of the redesign undertaking.

The City/County of Denver, Colorado, found that its use of a cross-departmental, collab-
orative project team marked the first time in the organization’s history that it was able to
document entire constituent service processes, from initial service request to final fulfill-
ment, as it crossed multiple departments. Internal data on the public’s most frequently re-
quested processes —such as potholes, animal control, and marriage certificate information
—led the participants to collaboratively determine which processes were the highest prior-
ity to address with CRM. Process redesign efforts then focused on achieving the best re-
sults in these processes, including the elimination of redundant work efforts that existed
within Denver’s then-current means of addressing these constituent concerns. CRM
technology was, naturally, an important part of Denver’s efforts as the power of the CRM
tools shaped how the team planned to realize their stated constituent service objectives.
Finally, the project team documented these discussions through detailed flow charts that
followed the process from initial contact by the constituent through to final issue resolu-
tion. This recorded the decisions made and provided a vehicle for communicating the
redesigned process to the rest of the organization.

Conclusion

The full benefits of CRM are realized through process management and data sharing at
the organization-wide level. However, government organizations have traditionally been
managed from a subunit perspective. Therefore, a CRM project must bridge the pro-
cess-divide between business units. Organization-wide CRM processes enable leader-
ship to formulate strategic decisions at an organization-wide level and foster efficient im-
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plementation by operational units. The critical elements of a CRM process redesign
approach that delivers these benefits are:

® A process redesign methodology that addresses the nine steps of process redesign
described in this chapter;

# Adherence to process redesign principles that are designed to take advantage of the
special capabilities and characteristics of a CRM environment; and

® Aproject team that consists of members from across the organization, bringing mul-
tiple perspectives to the analysis of constituent service issues, and that makes certain
that the redesigned processes meet the needs of the subunits that will ultimately exe-
cute the process.

The most valuable process redesign approach emphasizes results that matter to constitu-
ents, regardless of organizational boundaries. Further, using CRM process redesign to
engender an atmosphere where subunits feel comfortable working together to solve citi-
zen concerns puts the organization on the path towards long-term and sustainable CRM
success.
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SECTION 6

CRM-Enabling Technologies

By Rita C. Scoggins

While the constituent service requirements of governments can vary greatly, the constitu-

ent relationship management (CRM) software packages
on the market today are configurable to meet the con-
stituent service requirements of a wide spectrum of’
public sector organizations. The purpose of this section
is to provide an overview of the most important techni-
cal features of CRM packages. An understanding of
these technical features will help public sector organiza-
tions better envision the technology-enabled process
improvements that CRM can help them make.

Contact center technology will be the primary topic of’
this section. Additionally, this section describes several

Build vs. Buy

This section was written
from the perspective of
purchasing a commer-
cially available,
“off-the-shelf” software
solution from a vendor.
However, it is still ger-
mane to organizations
that decide to build their
own custom CRM solu-

tion, as this application
should still incorporate
many of the same fea-
tures.

technologies that complement the contact center, such
as service management, constituent outreach, and case
management. Finally, this section provides a brief dis-
cussion of the options for procuring CRM technologies.

Contact Centers

CRM contact center functionality provides a configurable framework for customizing
the user interface that can be designed to meet the needs of various types of contact cen-
ters. Typical user interface features include the following:

#) Constituent Search Capability. The search feature allows a contact center agent to
search for information on a constituent by name, address, identifier, or other combi-
nations of characteristics/values as specified by the organization.

# Contact History. After the identity of the constituent or location is confirmed, a listing
of prior interactions can be displayed that provides the agent with information on the
date, time, and nature of past contacts with the constituent or location.

® Geospatial Search Capabilities. Many public sector CRM systems are centered on
buildings and/or addresses rather than constituents. This is because constituent infor-
mation is often not necessary for resolving a contact and because the constituent may
sometimes prefer to remain anonymous when contacting government. Hence, the
search capabilities of CRM applications can be enhanced to provide a strong geospatial
search function that allows the user to search by characteristics of a location such as ad-
dress, street name, or even to make a visual search of a map via a link with geographic
information systems.

44
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# Geospatial Attributes. CRM software packages of-
fer great flexibility in allowing the organization to
determine what attributes of a building or address
should be tracked. For example, perhaps it is impor-
tant to show the address at which street lights are lo-
cated for one organization, while for another, the
buildings in which water meters are installed is
more critical. For many public sector organizations,
knowledge of the location of assets in the field is
paramount to providing effective constituent ser-
vice.

#) Action Boxes. Action boxes provide single-click ca-
pability to navigate to other parts of the CRM appli-
cation (such as to a knowledge base or to initiate a
transaction or execute a report), to pre-defined Web
sites (such as an intranet site that contains policy
and procedure information), or to other back-end
systems used by the organization. Input parameters
(such as the constituent’s identifier or name) can be

Knowledge Base
Defined

A knowledge base is a
database with a
configurable classification
scheme and robust
search engine that may
contain a catalog of re-
sponses to past inquiries,
FAQs, and/or symptoms
and solutions. More ad-
vanced capabilities can
include the ability for us-
ers to rate the quality or
“fit” of the solution pro-
vided and utilities that al-
low an organization’s
knowledge manager to
monitor database content
(i.e., look for responses
or solutions with low fit
ratings, assign key words

automatically carried forward from the main con-
tact center screen to the function invoked by the ac-
tion box, eliminating the need to re-key informa-
tion already provided or confirmed.

to content, etc.).

) Application Area. The application area typically comprises the majority of the user in-
terface screen and represents a series of screens or views that are automatically popu-
lated upon confirmation of the constituent’s or location’s identity. The screens pre-
sented are configurable based on the types of calls handled. The screens can:

— Contain key constituent information, such as name, address, contact infor-
mation, etc.;

— Display transactional information, such as account balances and/or a transac-
tion history;

= Provide a means to record the contact (i.e., a screen that is used to classity
and log information about the contact);

— Enable a service request to be entered and dispatched; and

= Present the script to be used by the contact center agent to guide the collec-
tion of information from the caller.

For location-centered contacts, the application area could be used to show information

such as assets installed at that location or open service orders at that location, which

would be helpful for avoiding the creation of duplicate service orders for the same
issue.

® Broadcast Messaging. The broadcast messaging feature is an area of the contact center
user interface that can be used to display “streaming” messages to all contact center
agents as defined by their supervisor.

® Call State. It the CRM software package is integrated with a computer-telephony in-
tegration (CTI — see the next page for an expanded definition) software package, the
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call state area of the user interface provides a “pop™ (a brief summary) of information
about the caller, if such information is made available through call pre-screening tools
such as interactive voice response (IVR — see below for an expanded definition) prior
to the agent taking/answering the call. The call state area also typically provides a run-
ning clock to track the duration of the call and a means for the contact center agent to
indicate their availability for a subsequent phone call. This feature is particularly use-
tul for an organization like the Wisconsin Department of Employee Trust Funds that
provides a highly technical service to its constituents. Arming the constituent service
representative with information about the constituent in advance of speaking with the
caller makes for a more expeditious call and a more satisfied constituent.

# Soft Phone Buttons. If the CRM software package is integrated with a CTI software
package, a row of pushbuttons will be available on the contact center screen that will
allow the agent to manage, from their computer screen, telephone functions such as
answer, hold, transfer, and disconnect/end.

There are a number of complementary software applications that can be implemented in
conjunction with a contact center to provide an organization with added capabilities to

serve constituents efficiently. Some of these appli-
cations are described below:

®) Interactive Voice Response (IVR). An IVR ap-
plication provides the means for the caller to
identify themselves and indicate the nature of
their call prior to the agent taking/answering
the call. This “call-attached” data can be passed
through CTTI software along with call state data
(see above) to provide the “pop” of information
about the caller to the agent before answering
the call. Information on the nature of the call
can be used in conjunction with skills-based
routing functionality to ensure that the call is
routed to an agent or group of agents that have
the qualifications to handle the specified type
of call. Finally, an IVR may be used to dissemi-
nate educational information while a caller is in
a wait queue, initiate a transaction, or provide
status update information without the need to
involve a live agent.

) Computer-Telephony Integration (CTI). A
CTT application serves as the connecting soft-
ware between the IVR and the contact center. It
enables data entered via the IVR to be passed to
the contact center to facilitate a search or
look-up function to identify the caller. Addi-
tionally, CTT packages offer automatic number
identification (ANI) and dialed number identi-
fication (DNI) services to identify the direc-
tory number from which the call is placed as
well as the number dialed. Some CTT applica-
tions also offer automated outbound call capa-

CRM Software
Packages For Both Large
and Small Organizations

Today’s marketplace offers a
wide variety of CRM software
packages. There are solu-
tions with comprehensive
functionality that are intended
for larger organizations with a
number of complex require-
ments. However, there are an
even larger number of CRM
software packages that are
designed to meet the needs
of small (10 or less users) to
medium (10 to 250 users) or-
ganizations. These products
typically focus on a few key
areas of CRM functionality
such as contact centers, mas-
ter data management, or ser-
vice management, and
integrate with commonly used
office productivity applications
that an organization may al-
ready have in place (e.g.,
Microsoft Outlook) for e-mail,
scheduling, notes, and con-
tact management. The key to
making a sound software in-
vestment choice is to under-
stand and prioritize the
organization’s requirements
and constraints and to use
this information to perform an
objective evaluation.
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bilities, wherein calls are placed to a specified list of constituents and a recorded mes-
sage is played or a connection is made with a live agent. Reverse 911,> an emergency
notification system, is a good example of this type of application. CTI applications can
also ofter a reporting package or provide for data extraction to other data warechouse
applications.

® Quality Monitoring (QMON). Quality monitoring software applications can be inte-
grated with a contact center to monitor and provide feedback on the performance of
contact center agents. Through QMON software, not only can the audio portion of
the call be captured, but also the data entered on the actual screens the agent used. The
recorded interactions can be played back, analyzed by supervisory personnel, and re-
viewed with the agent to improve performance.

= Workforce Management (WFM). Workforce management functionality may be found
in 2 CRM software package or may be a separate software application integrated with
the CRM package. WEM software allows an organization to “inventory” their call cen-
ter agents, skills, work hours, and planned absences relative to expected call volumes
and durations. It also provides simulation models to optimize contact center stafting.
WEFM applications often include a dashboard feature that allows “at-a-glance” moni-
toring by supervisory personnel of actual contact center performance.

® Reporting and Analytics. While CRM packages may have some degree of built-in or
standard reporting capability, more robust reporting and analytical requirements can
be met through the implementation of a data warchouse. By combining information
extracted from a variety of data sources, a data warchouse can facilitate reporting and
analyzing all aspects of the contact center function from the telephone connection to
completion of a service request.

Master Data Management

CRM applications typically offer robust master data management capabilities. This pro-
vides the ability to extend the application through the creation of custom fields, tables,
and/or screens to capture information about a constituent or location that goes far beyond
the standard name, address, and phone number. Having a more complete profile of con-
stituents (and their locations, associated transactions, and/or services provided) offers op-
portunities to provide enhanced and more meaningful service. Organizations can use in-
teractions with the constituent or location to verify, update, and gather additional infor-
mation related to the master data record. The master data functionality in CRM applica-
tions is typically architected in such a way that a given record can be extended for use in
multiple business applications within the agency or even by multiple agencies, thus
eliminating information duplication and fragmentation.

For example, a master record could be created for a person who is the non-custodial par-
ent in a child-support case. This record could be extended to other relationships that per-
son has with government, such as possession of a driver’s or professional license. This en-
ables interactions such as cross-enforcement — perhaps the person who is delinquent on
child-support payments will be denied a driver’s license or renewal of a professional
license.
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Constituent master data can also provide opportunities to serve citizens more proactively.
For instance, a birth recorded with a county clerk might be extended to initiate a notifica-
tion of infant support services to the new parents. This is possible even if these services are
administered by different agencies, because CRM master data can be shared across agen-
cies even if they are using different systems. More often, content or document manage-
ment capabilities are integrated with master data management to provide a comprehen-
sive view of incoming correspondence from and outgoing correspondence to a

constituent.

Service Management

Service management functionality is typically integrated with a contact center and/or a

self-service portal application and provides a means for
constituents to request service. Service requests can be
manually assigned to field workers. Sophisticated re-
source planning and optimization software can be inte-
grated with CRM service management to automati-
cally make/propose field worker assignments based on
availability, location, skills, materials, equipment re-
quired, etc. Additionally, global positioning software
may be integrated with a contact center and/or service
management function to accurately identify the
location where the service is to be performed.

Service management may be deployed on a mobile ba-
sis wherein field workers receive service assignments
(including location information and material lists) via
mobile devices (such as hand held or tablet comput-

Financial Integration

In addition to the numer-
ous types of software ap-
plications previously
described that can be in-
tegrated with CRM soft-
ware packages, CRM
packages may contain
billing engines or be inte-
grated with accounting
systems to provide the
ability to bill constituents
for certain services and
track and age outstand-
ing receivable balances.

ers). As the service is rendered, field workers can make

updates via the mobile device to indicate inventory

consumed and/or completion status, which then can serve as a trigger for subsequent
functions, such as a follow-up call or e-mailing a satisfaction survey.

Case Management

CRM solutions have increasingly robust case management functionality that allows them
to bring together, at one location within the applications, the persons, organizations, their
operational roles with respect to the case, and relevant transactional data. Case manage-
ment functionality typically tracks case status, important dates, and relevant notes. It also
ofters the capability to log case changes made by users or automated programs.

Case activity functions such as sending notices/correspondence; starting, monitoring, and
ending wait periods; and triggering the next appropriate case action can be automated
based on business rules, reducing the need for caseworker involvement in routine mat-
ters. Workflow capabilities in CRM software packages can be used to alert workers when
there is a need for intervention. Worklist capabilities associated with a workflow “inbox”
can be used to prioritize work items, set due dates, highlight work items that are within a
specified number of days of their due date, and dispatch items to other user groups or to
supervisors for review.
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Workflow Defined

Workflow is defined as a logical sequence of steps carried out by people or the
system to perform a business process. Workflow functionality in CRM applica-
tions allows an organization to define the tasks to be performed, the people in-
volved, the required input and output information, and the functions required for
each step. Typically, the workflow component in a CRM application will include a
“workflow engine” that manages the workflow (i.e., it determines when to move
to the next step in the process), a “workflow builder,” which is a modeling tool
used for creating/defining workflows, and a workflow information system that
provides reporting and analytical capabilities.

Constituent Outreach

Outreach functionality in CRM applications can be used to influence constituent behav-
ior or provide educational or outreach programs. A target group of constituents is identi-
fied to receive a message. The definition of the target group can be created by combining
characteristics maintained in the constituents’ master data record and transactional his-
tory in the CRM system or in a data warehouse. A pertinent message can be developed
and dispatched for delivery to the target group through a variety of channels such as phone
(through a call list and outbound dialer functionality with a pre-recorded or live agent
message), e-mail, or postal mail based on the preferred contact medium contained in the
constituent’s master data record. After an appropriate interval has passed, the behavior of
the target group can be assessed, with the help of CRM technology, to see if the outreach
eftort had the desired affect.

Technology Acquisition Options

Organizations contemplating the acquisition and implementation of a commercially
available CRM software package have a variety of service/implementation options from
which to select:

® An independent organization may be used to assist a public sector organization in de-
veloping a business case for the acquisition and implementation of a CRM software
package as well as in establishing a framework for measuring post-implementation re-
turn on investment (ROI).

® An independent organization may be used to develop procurement documents (i.c.,
requests for information, requests for proposals, or invitations to negotiate) and pro-
vide assistance during the procurement process.

= An independent organization may be used to help evaluate the covernment’s require-
P g y 1% g q
ments and facilitate the selection of the suite of CRM products that best fits the re-
quirements.

® After the selection process is completed, software implementation and integration ser-
vices may be obtained directly from the software vendor(s) or from an independent
consulting organization. Additionally, these organizations can provide a wide array of
complementary services including project management, business process reengi-
neering, training, and change management.
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# Hosted CRM solutions have enjoyed significant success in the private sector and may
be a viable alternative for some public sector organizations. Under this approach, the
customer organization contracts with an outsourcing vendor to host and maintain the
application.

# Implementation using only in-house resources may be possible for less sophisti-
cated/complex CRM packages.

Conclusion

Constituent relationship management is a combination of people, processes, and technol-
ogy used to deliver superior service to the constituent. CRM uses tools and techniques
made available through advanced data sharing and integration for the purpose of improv-
ing real-time decision making and enhancing service delivery. This section focused on
the technology aspect of this relationship and described features and functions prevalent
in CRM software packages available in the market today.

#m CRM software packages ofter robust “out-of-the-box” capabilities that can be further
enhanced through configuration to meet the constituent service requirements of a
wide range of public sector organizations.

#) While these CRM software packages can be implemented on a “stand-alone” basis,
they also provide an open architecture that allows them to be integrated with other
complementary software applications, such as interactive voice response, computer-
telephony integration, and geospatial packages for enhanced call center functionality.
They can also be integrated with financial management, human resources, and/or
work management software to improve CRM’s capabilities to deliver front-line ser-
vices.

# Public sector organizations can use consulting services to help them procure and im-
plement CRM technology. Government organizations also have the option to host
their CRM applications in-house or to outsource this function to a vendor in ex-
change for a fee.

Endnotes

1. A screen pop is a feature of a CTT application that automatically displays all relevant caller
and account information on a call center agent’s screen during a call.

2. Reverse 911 is an auto dialer telecommunications system that makes outbound calls to advise
residents or businesses of emergencies that specifically affect them.
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SECTION 7

CRM Cost

By Spencer Stern

Understanding the potential costs of a CRM initiative is central to planning a successful
project. This section describes the most important cost categories of a CRM project and
some of the critical elements for accurately estimating those costs. It also provides an
overview of how the different cost categories contribute to an overall CRM project bud-
get.

CRM Cost Categories

Like most technology-led business improvement projects, the highest costs of a CRM
initiative occur in the first few years. For example, funds will be needed for a facility to
house the contact center, for the purchase of hardware and software, and for personnel to
staff the project. Tables 7.1 and 7.2 summarize important cost categories for an initial pro-
ject budget along with key assumptions that must be defined in order to accurately esti-
mate costs.

Personnel Costs

Personnel costs (internal project team members plus consultants) are typically the largest
expenditure in a CRM project, so it is particularly important to be aware of staffing re-
quirements. The positions in a CRM implementation that are usually filled by in-house
staff are listed below. The list is organized by positions needed on the initial implementa-
tion project team, those required both on the initial project team and after go-live, and
those needed only after go-live.

Initial Project Team

# Project Sponsor. Communicates the program’s overall objectives, goals, deliver-
ables, and budget to project manager or entire project team. This person is not typi-
cally involved on a daily basis, but acts as an internal champion to communicate the
project’s benefits to other key members in the organization. This should be an execu-
tive level member of the organization (e.g., CIO, CFO, chief of staff, etc.).

# Project Manager. Provides day-to-day oversight of the initial implementation pro-
ject and is responsible primarily for moving the project forward. Coordinates the en-
tire project team to ensure the goals, metrics, schedule, deliverables, and process im-
provement are attained.
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Table 7.1. Key Requirements and Cost Assumptions

e Estimated number of total
personnel

e Square footage requirements

o Estimated design and con-
struction costs

e Estimated rental and leasing
costs

e Other building system up-
grades

Design, architecture,
physical build-out, furniture,
security, HVAC, and other
subsystems

o Telephony equipment require-
ments

o Computer hardware require-
ments

o Network requirements (both
for telecommunications and
data)

Telecommunications
equipment, cabling,
computer-telephony
integration (CTI), automatic
call distributor (ACD),
interactive voice response
(IVR), switches, leased
lines/T-1s, other voice
systems, data networks,
wireless, and other

subsystems

Also includes computer
equipment such as:
laptops/desktops, servers,
network connections, PDAs
or other mobile devices, and
storage devices

Table 7.2 Cost Estimation Method (including Key Assumptions)

o Full cost of an employee (sal-
ary plus benefits)

o« Number of internal employees
on the project team

e Number of employees needed
to staff the live contact cen-
ter, including managerial and
support personnel

e Number of “backfill” employ-
ees to fill roles vacated by
project team members

o Level of consulting assistance
(typically external vendors or
temporary employees) re-
quired to implement CRM pro-
cesses and technology

The internal employees and
external consultants
required to manage the
overall contact center
implementation, including
full staffing for launch (i.e.,
“go-live”) of the contact
center. Governments may
also need to be cognizant of
how Civil Service, bargaining
unit agreements, and other
laws and regulations might
impact project staffing.
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Table 7.2 Cost Estimation Method (including Key Assumptions)

Software o Number of application users Software license fees for the
Applications « Estimated licensing cost per 311 system and CRM
user applications, knowledge

management tools,
workforce management
tools, business intelligence
tools, data warehousing, and

legacy system interfaces

o Estimated software installa-
tion costs

« Estimated ongoing mainte-
nance costs paid to software

vendor
Training e« Number of staff to be trained Training on customer service

(includes call center and de- standards, internal
partment personnel) processes and organizational

e Type of training needed (e.g., | structure, technology/
technology use, customer ser- | applications, knowledge
vice training, etc.) management tools, and

« Training mechanisms to be hardware/software basics

made available (classroom,
computer-based, etc.)

e Training location

o Level of participation of con-
sultants in training (consul-
tant trainers may increase the
effectiveness of training, but
will increase costs)

Advertising/ e Scope of the contact center Pre-launch events,

Outreach/ (larger scope may require awareness building, and

Marketing more intensive outreach) supporting marketing

Communica- « Number and type of different tactics, formal launch of the

tions outreach tools to be used contact center, ongoing
public education, and special
events

) Process Owners. Take main responsibility for developing the processes and enabling
technology needed to deliver a particular result (ideally, the expected result is defined
in a CRM business case). Focus on data collection and synthesis and translating user
requirements into improved, more efficient, processes. They are responsible for gath-
ering content for the knowledge base that applies to their specific division or business
unit, including frequently asked questions (FAQ) content and reporting needs. These
team members may also be responsible for developing and publishing new FAQ con-
tent.

# Subject Matter Experts. Provide expertise on particular constituent service pro-
cesses and issues. May be from a specific department, such as public works or animal
control, or may have functional expertise in a specific software application.

# Application Engineers and Developers. Play a lead role in customizing and/or
tuning the application to ensure it meets the functional and business requirements.

» Network Architect. Ensures that the applications integrate seamlessly into the exist-
ing infrastructure.
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Initial Project Team and Post Go-Live

#® Program Manager. Ultimate responsibility for developing and executing the busi-
ness plan. Ensures that schedules are followed and decisions are made in timely and ef-
ficient manner. All team members report (directly or indirectly) to the program man-
ger.

# Contact Center Manager/Supervisor. Supervises the contact center after go-live
and should play a key role during the initial implementation in order to build internal
expertise on the CRM system.

# Trainers. Develop training materials and train users of the CRM system.

# Systems and Database Administrator. Technical position dedicated to maintain-
ing supporting technology. Works with other team members to translate the data col-
lected into actionable process improvements, new service offerings, etc.

#) Marketing/Outreach Coordinator. Promotes the use of the CRM solution with
internal and external stakeholders through multiple communication channels includ-
ing Web-based means, e-mails, direct mailings, outdoor advertising, town hall meet-
1ngs, etc.

# Webmaster. Responsible for the design and content of the Web site and any end-user
interfaces. Ensures a consistent “look and feel” on an enterprise-wide basis. Works
closely with the systems and database administrators to ensure efficient data collection
and reporting.

Post Go-Live

# Help Desk Personnel. Responsible for assisting users of the CRM system (both
within the contact center and in operating departments) with questions and problems
after go-live. Often drawn from participants in implementation project team.

# Customer Service Representatives. Staff the contact center after go-live. Ideally,
the personnel filling these positions will have participated in the initial implementa-
tion in some capacity.

# User Administrator. Technical position that manages user profiles.

The program manager and contact center manager/supervisor are typically involved full
time at the inception of the project and continuing beyond go-live, while other positions
roll on and off the project as circumstances dictate. For example, a project manager may
go on to manage other projects after go-live, while customer service representatives might
participate only part time in the initial implementation would be full time after go-live.

Consultant personnel are often used to fill some of these roles or to supplement govern-
ment staft by acting as an expert counterpart. Most commonly, consultants are employed
in the project manager, process owner, and subject matter expert roles. To the extent that
in-house staff can be dedicated more fully to the project, consultant assistance may be less
necessary. However, CRM planners should also be mindful of the fact that consultants
may possess particular expertise critical to the initial implementation that simply cannot
be replicated by existing in-house staft.

Because staff resources can be difficult to align and reprogram, especially in public sector
organizations, CRM planners should work with the appropriate authorities (e.g., project
sponsor, HR department) to identify specific personnel resources for the project as early
as possible.
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In addition to the roles described above, a CRM project requires personnel with a number
of particular skill sets. In some cases, only a single position will require a certain skill,
while in other cases, the skill may be a competency required across many positions. Table
7.3 lists some of the most critical tasks and activities of a CRM project. This should assist
CRM planners in determining what necessary skills are available on staff and where con-
sulting assistance might be needed.

Table 7.3 CRM Roles and Responsibilities

Category Tasks/Activities Performed

Systems  Systems architecture and design

Development o Application customization

e Security, privacy, and encryption

e Legacy data conversions and systems integration
o System and acceptance testing

e GIS integration

o Web enablement

« Database design and set-up

Change e Training design and development
"Iflraari.:ignegma?ll::ltl « Change management and internal communications
Deployment o User data conversion and migration
* Systems integration
o Laptop, desktop, handheld, and other device configuration
e Classroom training delivery
o« Web-based, multimedia training
e Technical support
o Device deployment
e Hardware replacement
Reporting
Business process redesign
e FAQ and information repository development
Data and predictive analysis
Advertising/promotion/marketing

The Total Budget

Table 7.4 depicts the percentage of the overall CRM project budget attributable to each
CRM cost category. These estimates were developed based on interviews with industry
consultants, software vendors, and municipalities, and may be used as a guideline when
developing the budget for a CRM project. Following the table is a discussion of two spe-
cial situations that have implications for CRM costs: outsourcing CRM and CRM for
smaller governments.
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Table 7.4 CRM Budget Allocation

Estimated
Category Allocation
Personnel 55%
Network and infrastructure cost 15%
Facility build-out (primarily the contact center)' 10%
Software applications 10%
Overhead 5%
Training 3%
Advertising/outreach/marketing communications 2%

1. Assumes space currently exists and needs to be configured.

Outsourcing CRM

In 2002, the City of Baltimore, Maryland, was one of the first public sector organizations
to use a CRM vendor to host their data. Since then several other public sector organiza-
tions have adopted a hosted model. The primary drivers of outsourcing are reduced cost
and increased reliability. Contracting with an outside vendor can transform the large,
up-front capital investment needed to purchase and install hardware and software into an
amortized annual or monthly payment stream, thereby reducing pressure on the budget.
Outsourcing, in some cases, may even reduce costs through a vendor’s economies of scale
and efficient operating practices. In addition to the cost advantages, a vendor’s specialized
expertise in application hosting and maintenance increases the reliability and availability
of the solution and allows government to divest of responsibility for the technical aspects
of CRM and to focus on what is most important — providing excellent service to its con-
stituents.

CRM Costs for Smaller Governments

CRM is not just for larger governments — an affordable CRM solution is within reach of
smaller governments as well. Los Alamos County, New Mexico (population 19,000), im-
plemented a CRM solution in 2004. Los Alamos now has a contact center with six
full-time personnel who process nearly 5,000 incidents each month. Their CRM system
includes an online knowledge base that documents nearly 20,000 common questions and
answers and provides the ability to process simple service requests. Los Alamos was able
to implement this system for under $60,000 for the CRM application. (The physical con-
tact center was an additional cost.) The key to minimizing costs was to reduce the need for
outside consultants to implement the system. As Table 7.4 shows, personnel costs (which
include professional services) are usually the largest area of expenditure in a CRM project,
often at least 50 percent of the operating expenses. For a small government such as Los
Alamos, the most important strategies were:

#® Purchasing Less Sophisticated Software. Less sophisticated CRM software fea-
tures fewer configuration options and technical intricacies, while still providing im-
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portant potential benefits to smaller communities whose constituent service require-
ments are less complex.

®» Developing a “ Train-the-Trainer” Strategy. Rather than relying entirely on con-
tracted trainers, Los Alamos used consultants to train a cadre of in-house staff who
then trained the contact center agents and CRM users.

# Providing Web-based Support. An online help desk tool provides support over the
Web, reducing the need for on-site support.

®» Employing an Internal Program Manager. Los Alamos utilized an internal pro-
gram manager from its I'T department rather than a consultant.

# Implementing an Outsourced/Hosted Solution. Outsourcing hosting and main-
tenance of the application reduced the complexity of the initial installation and re-
lieved Los Alamos of many ongoing support responsibilities. Outsourcing also al-
lowed Los Alamos to reduce the overall cost of the project by using the vendor for
tasks when the vendor had a distinct cost advantage.

Conclusion

When estimating the cost of a CRM project, costs in the first two years are expected to be
much higher than costs in subsequent years. Based on the experiences of organizations
that have implemented CRM, the annual operating and maintenance costs of CRM may
decline by up to 50 percent from the initial project costs after the CRM program goes live
and stabilizes. It is important to develop both accurate initial project costs and ongoing
cost estimates into the business case for CRM so that the organization can best evaluate
the potential worth of a CRM project and devote the proper resources to it, should the
project move forward. The central points to accurate estimation of CRM costs are
reviewed below:

) CRM projects have a variety of different cost items, including personnel, facilities, and
supporting technology. There are several important assumptions that must be defined
for each item in order to accurately estimate costs.

® CRM projects can be implemented in phases or all at once, which will impact the inci-
dence of costs. When estimating costs, governments should clearly understand which
implementation strategy will be used so that costs can be most accurately anticipated.

# Personnel costs (both internal staff and external consultant resources) are the most
critical cost item. Understanding how to best plan the staffing requires a thorough
analysis of project requirements and available staff skills, and an excellent gut feel of the
team’s capabilities.

# Cost estimates should also consider ongoing operating and maintenance costs of
CRM, which are not insignificant.

Revolutionizing Constituent Relationships: The Promise of CRM Systems for the Public Sector



58

SECTION 8

Strategies and Lessons

By Paul W. Taylor, Mike Riffel, and Anne Spray Kinney

This report has discussed various facets of a constituent relationship management (CRM)
system. It has identified the citizen benefits and internal process improvements that are
likely to result from the implementation. It has described CRM-related technologies and
has defined cost categories and how to most efficiently create a business case to present a
CRM/311 project to executive leadership. Once the project has been approved and the
CRM software vendor has been selected, what does it take to successfully implement a
CRM system? What are some of the leading industry trends in a CRM/311 implementa-
tion? How will employees in other parts of the local government react to a change in busi-
ness processes as a result of a new system? These are only a few of the many questions to
consider, as implementing a CRM/311 system is a daunting task for any organization.
This section will discuss the important industry trends and key strategies, as well as share
the experiences of municipalities that have successtully implemented CRM/311.

CRM Implementation: Key Strategies for Success

Every CRM project manager will have a different approach to a CRM implementation.
Though strategies will vary, two facets of a successtul CRM project remain consistent:
strong executive leadership and stringent management of project costs.

Executive Sponsorship

As explained in Section 3, “CRM and the Business Case,” much of the success of a CRM
project is directly correlated to the strategic vision and goals of the elected officials and ex-
ecutive leaders. A clear executive strategic vision provides guidance throughout the pro-
ject and communicates the importance of CRM to staft and citizens.

It is evident that governments who have successfully implemented CRM systems have
executive sponsors who are highly involved in the process with visions of how a CRM
system will function for their organization. Executive leadership can take many forms and
come from many sources in a CRM project, including:

# Public Safety. In the City of Albuquerque, New Mexico, after the city’s 911 system
almost failed after being overwhelmed by a large number of non-emergency calls, ex-
plicit direction came from the city council in October 2003 to implement a 311 sys-
tem. The city’s CFO was a project sponsor and it was clear that he had the mayor’s
support, and that the mayor was determined to complete the 311 system to take pres-
sure off the emergency 911 system.
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# Customer Service. In DeKalb County, Georgia, the county CEO had a vision for the
county to become customer-driven. Kristin Gonzenbach, director of process im-
provement for DeKalb County, underscored the importance of executive level sup-
port and participation stating, “Without it, the implementation will flounder."" Simi-
larly, executives in the City of Palm Coast, Florida, approached CRM as a central
strategy and platform for improving customer service in government.

# Performance Monitoring. The City of Savannah, Georgia, has used a 311-type sys-
tem for nearly 30 years. When a new council was elected, one of its strategic goals was
to improve communication with citizens. The city used this opportunity to build a
new CRM system that is fully supportive of the city’s performance monitoring re-
quirements. For example, 311 system results are reported at the mayor’s quarterly
town meetings. The system is also used by managers on a day-to-day basis to track per-
formance of city services.

# Focus on the Back-office Benefits. As discussed in Section 3, not all individuals
will initially see the benefits of a CRM system, and government administrators often
must make a compelling business case for CRM to executive leadership. Government
officials tend to focus on familiar back-office procedures and it can be a struggle to
make them understand the benefits of simplifying things for the constituent. To ob-
tain approval, it is important to include the back-office benefits when building a busi-
ness case.’

# Staff CRM Like You Mean It. The City of Chattanooga, Tennessee, made a tough
call to ensure operational success of its 311 service. CRM managers insisted on posi-
tions, not people, in the human resource process. They believed that it was more pro-
ductive to teach new hires with a customer service orientation about government than
to convert existing public employees into “Nordstrom-style” customer service repre-
sentatives.*

Decisions made early in a project’s life cycle, such as those described above, are critical to
its long-term success and sustainability.

Cost Management

CRM systems are a large investment of a government’s time and money. Properly manag-
ing project cost is another important aspect of a successful implementation. As explained
in Section 7, comprehending the total costs of a CRM implementation is instrumental in
planning and executing a successful project. CRM project costs include personnel, facili-
ties, and technology. Here are some tips from governments who have successfully man-
aged costs and implemented CRM/311 systems efficiently.

# Hire a Full-Time Project Manager. Hire a full-time project manager (either an
in-house resource or a consultant) to administer the implementation and report back
to the executive sponsors regularly. Of course, a consultant project manager may be a
more expensive proposition, but may be worth it if he or she brings particular exper-
tise that government lacks.

# Investigate Company Background. Be sure to do your homework on the com-
pany’s background and past implementations. Does its track record indicate that it is
able to deliver on time and on budget?

# Do Your System Research. Know what you need and choose the system that best
fits your organization and meets your requirements. It is important to recognize that it
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is not possible to outsource the process of defining your business requirements — only
the government can determine what functionality it needs to accomplish its strategic
objectives for CRM/311. Consultants can help, but they only facilitate the process. Itis
also important to take the time to visit CRM centers in use by other governments —
there is no substitute for real-life examples of CRM in action.

# Use a Test System to Prove Best Fit. By usinga cheaper system for a short period of
time, cities have learned that CRM was capable of providing the functionality and
benefits they needed. It was a crucial step before making a larger investment in a
tull-scale system. In addition, cities have been able to identify opportunities for im-
provement prior to the implementation of a larger, more expensive system. The in-
creasing availability of hosted, on-demand CRM solutions makes a “test system” an
increasingly viable strategy, as on-demand systems do not incur the sunk costs of per-
petual software licenses and in-house hardware — rather, the CRM solution is “rented”
only for as long as the government requires its use.

How to Achieve CRM Success: Lessons Learned
from Successful Projects

The lengthy and sometimes bumpy process of implementing CRM/311 systems is both a
proving ground for project management disciplines and, with a post implementation re-
view, an opportunity to identify important lessons for those who are contemplating the
introduction of CRM in their jurisdiction. A summary of lessons learned by a quartet of
local governments follow — complete with the bold moves and the missteps.

City of Albuquerque, New MeXxico

In 2005, the City of Albuquerque was one of many cities in the country that received Hur-
ricane Katrina evacuees. The city used its 311 system to take calls from evacuees and vol-
unteers regarding requests for clothes, jobs, housing, and other necessities in a time of
emergency. The 311 system was able to handle 12,000 calls in three days and direct other
inquiries accordingly. Because of their positive 311 experience, citizens who leave Albu-
querque and move elsewhere have asked the Mayor of Albuquerque to call the mayor of
the city to where they are relocating and request implementation of a system similar to
Albuquerque’s.

The CRM project manager in Albuquerque offered numerous tips for a successful imple-
mentation:

# System Choice. Because most CRM systems are oriented to the private sector, deal-
ing with the difference between the private and public sectors is important. Govern-
ments considering CRM must realize that cities are much more location centric/sensi-
tive than their private sector counterparts whose CRM technologies and processes
tend to be focused on customers, rather than locations.

#» Evaluate Business Processes. Do not automate bad or inefficient processes. Why
spend any money on a system or customize a system that will automate bad business
processes? Section 5 of this report discussed reviewing customer service processes.

#® Implement Change Management. If you want a return on your technical invest-
ment, invest in organizational change management. Section 4 of this report discussed
this topic in more depth.
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# Customer Discontent. Do not attempt to please everybody. The point of a new sys-
tem is not to please everyone, but rather to try and improve services for as many people
as possible.

City of Palm Coast, Florida

In Florida, the City of Palm Coast city council uses the new system to report any issues
they hear from constituents. This is a major business process improvement as service re-
quests may now be entered by the councilperson or
citizen into the CRM portal and be automatically and
electronically transferred into the city’s work order R claiways doalt

) with citizen issues; this
system, rather than be called and reported to city hall. is just a normal
In addition, if there is any action on a reported issue, evolution of how to
the individual who reported it (e.g., the councilperson approach customer

or citizen) receives an e-mail describing the resolution Eevice:

status. -Dick Kelton, City Manager,
City of Palm Coast, Florida

Overall, CRM (and its integration with GIS) has im-

proved logistics in public works. The city can now

identify physical clusters of common service areas,

which allows the city to more efficiently dispatch resources. The information the city
gathers from CRM and integrates into GIS creates an invaluable multi-faceted history
and perspective that incorporates the two most important elements of any community —
constituent views and physical characteristics.

The city manager in Palm Coast identified the following tips and traps to be aware of for a
successful implementation:

#) Stable GIS System. Make sure that the government has a firm/stable GIS system.
Lack of a fully stable GIS system at the point of implementation may result in prob-
lems with the new CRM system “freezing up” until the GIS system is stabilized.

# Digital Divide. A drawback of the system is that not everyone in the city has Internet
access. If this is the case, keep some of the other reporting systems in place.

® Maintenance. Be sure you have money to maintain and improve the system. If an or-
ganization implements a solution but does not put money into the system, it will be
very difticult to upgrade.

# Customer Accountability. Consider requiring registration to utilize the system.
When registration is optional, more people will utilize the system, but there is little (if
any) accountability. For example, if a citizen identifies an issue but forgets to leave a
physical address and/or contact information, the city would be unable to contact him
to resolve the issue. A system that requires registration will be utilized less frequently,
but it will be much easier to follow up and resolve problems in a shorter time period.
On the other hand, some governments have found that requiring registration is such a
serious impediment to enticing constituents to use the system that mandatory regis-
tration simply is not possible. Each government will have to consider the characteris-
tics of its community to see which approach makes the most sense.
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DeKalb County and City of Savannah, Georgia

In a Georgia city and county, CRM has had a positive

impact for citizens and el.ected‘ officials ali}(e. In With our new system,
DeKalb County, the system is designed to provide the citizens essentially

board of commissioners’ staft with the ability to input become part of the

data as well as to access archived data. Commission day-to-day operations of
staff can review calls and complaints everyday and can the city.

analyze call data in the system, utilize the system to ~ -Chris Morrill, City of

submit a service request on behalf of their constituents, R Geoigia

and check the status of service requests that have been

submitted. The 311 system saves the commission staff

time because prior customer contacts can be quickly retrieved and responded to while on
the phone with the caller. The commissioners also benefit more directly as they now have
citizen inquiry and service request data at their fingertips, enabling them, for instance, to
respond more effectively to concerns raised during a meeting with a citizen about the dis-
position of a maintenance issue previously reported to the county.

In Savannah, 311 benefits the stormwater management department. For years, the depart-
ment was overwhelmed with trying to most effectively use limited capital funds to main-
tain an aging stormwater infrastructure. Within months of the new CRM system
“go-live,” the department was able to correlate particular stormwater lines with the high-
est number of leak calls reported to the 311 system. This data was then used to target capi-
tal maintenance funds to the lines most in need of attention. With the new system, citi-
zens not only had their specific needs addressed, but also provided information that could
be used for directing scarce capital funds.

Project managers in both Georgia communities identified the following lessons from
their implementation:

# Strong Project Management. Have a strong full-time project manager who is en-
gaged and focused on success. It is important that the project manager has technical
and facilitative skills in order to control the implementation.

® Resistance. As in any new implementation, there will be issues with egos throughout
the process, and some employees will be reluctant to let go of their old processes. It is
important to involve staff in major business process changes in order to gain their sup-
port.

® Marketing. Find ways to induce constituents to use the CRM solution. Make people
aware that the system exists once it is implemented. However, realize that some peo-
ple will want to call a known government source rather than utilizing a 311 or a
Web-based system.

® Training. Training is very important for the user community. In fact, it is likely that
repeat training will be necessary to fully master a CRM system.

# Evolution. Depending on the organization’s goals, it may make sense to focus the
CRM on a few services (e.g., public works) and then systematically expand it until it
covers all non-emergency services and information requests. This incremental ap-
proach increases the likelihood of meeting expectations and also helps build support
for CRM in the organization by building on success.

The project managers echo a common theme about the temptation to cut both change
management and training when the budget and schedule get tight. One veteran project
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manager reminds us that success often relies on resisting such an urge. In fact, when you
are tempted to cut either one, do more of each.

CRM represents a moving target — characterized by changing business drivers, political
mandates, and citizen expectations. To add to that, the technologies behind these three
little letters are also in a continuing state of flux. Caveat emptor (let the buyer beware).

Important Industry Trends

The still nascent CRM industry continues to adapt to the demands of institutional cus-
tomers and changes in the wider environment. Even as the industry creates multiple hy-
brids — ranging from stand-alone systems to those that are modules within a larger enter-
prise resource planning (ERP) package — there are three larger developments that should
have a bearing on how the public sector plans migrations and upgrades in constituent care.

First and perhaps counterintuitively, recognize that the types of information coming into
the system are changing. Consider the announcement by New York City Mayor Michael
Bloomberg in early 2007 of a world first, for any city, anywhere— namely, the city’s 911
and 311 systems being updated to allow citizens to upload digital images and videos to the
respective call centers. In his state of the city address, Bloomberg said:

This year, we’ll begin a revolutionary innovation in crime-fighting: equipping 911 call
centers to receive digital images and videos New Yorkers send from cell phones and
computers - something no other city in the world is doing.

If you see a crime in progress or a dangerous building condition, you’ll be able to transmit
images to 911, or online to NYC.GOV. And we’ll start extending the same technology to
311 to allow New Yorkers to step forward and document non-emergency quality of life
concerns holding city agencies accountable for correcting them quickly and efficiently.”

With innovation comes risk. Call center operators will have to triage the input from le-
gions of cell phone users with an insatiable YouTube habit. The images are likely to in-
clude the irrelevant, the indecipherable, and even the obscene. Even if the images were all
relevant, handling them would change and add to work load in the call centers. Still, the
nation’s largest city is placing a bet that citizen eyes on the life of the city can be a vital part
of surveillance strategies and provide a head start in responding to service needs.

Second, New York is also among the cities planning on retrofitting the CRM call center
into a contact center such that each point of contact — call center, Web site or portal, and
front counter services — would all use common data in providing consistent and compre-
hensive care. The City of Chicago has used CRM to consolidate its social services delivery
— providing one-stop access to a range of services from previously discrete agencies for
families in need. Multi-channel CRM, in which a single database drives the Web and call
center channels, is common in many recent implementations, but was out of scope when
early adopters began their projects.

Third, there are a growing number of options for implementing CRM systems that give
civic planners increased flexibility and new ways to improve constituent care while
changing the way government works. It is no longer necessary to actually own or install
the systems, because CRM is widely available as a software service. Moreover, in another
break from brick-and-mortar operations, CRM no longer assumes the existence of a
physical call center because calls can be routed to service representatives in their homes or
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other facilities. These developments have significant implications in meeting “telework”
(e.g., telecommuting, etc.)” objectives and increasing organizational resiliency as part of a
business continuity regime.®

In all of this, CRM has imbedded itself into the work of government. First introduced as a
useful add-on that scratched an otherwise hard-to-reach itch in public sector service de-
livery, the systems quickly became mission-critical. Beyond their obvious role, CRM is
being used to manage workload from external requests and provide an internal workflow
management engine. The rapidity of change wrought through CRM is perhaps most
clearly seen in an oversight made by even the most forward-leaning jurisdictions — their
CRM systems are conspicuously absent from their disaster recovery and business conti-
nuity plans.

Conclusion

Like other system types developed by and for the commercial sector, CRM originated to
lay the customer bare. Customer relationship management was the process used to record
and analyze the identity, buying habits, spending patterns, and interests of each of its cus-
tomers in order to sell more product. Government turns the original model on its head.
To be more responsive to constituent requests, the simple and compelling idea behind
government CRM is to analyze the aggregated information it holds about its own activi-
ties in order to monitor its own performance and contribute to data-driven planning and
decisions.

Indeed, in the public sector, CRM has been defined as a thought process with a broad citi-
zen focus that maintains and optimizes relationships and encourages citizenship.’ It has
also been described as technology that provides governments with the tools to manage
their citizen relationships.'’ Overall, it is important to remember that CRM is focused on
improving constituent service. Successfully moving to a CRM platform will require a
large financial investment with proper management, strong executive vision, and an em-
phasis on change management within the organization. Though the implementation pro-
cess 1s lengthy and at times difficult, the tangible benefits, such as superior service, shorter
wait times, and greater two-way communication, will ultimately result in more satisfied
citizens.
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