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With the current economic climate put#fihe processes must be effective in dpliwneered and developed over the years |
unprecedented pressure on both the puldigng the outputs that customers vaMalueAdding.com that can make significal
and private sector it is very easy for orgaBfficiency alone is pointless; contributions to an
sations to adopt a siege mentality andefglhcusing on the customer avoids kKi@wledge: an alternative approach t
into the trap of focusing solely on opporiyistake of allowing existing cultdigening to the voice of the customer; an
nities to cut costs and, in some circuMorms, organisational structures &RE application of customer value chail
stances, reduce levels and standards Bbundaries to constrain new proc@sglysis (or customer journey mapping
service. However, we believe that orgaffinking; Although these techniques started life i
sations should take a more positive @Rvithout deep customer insight it is #® Private sector, they are increasingl
proach. By looking at services from a Cusasy to inadvertently cut out imporf&igvant to the public/not for profit sector
tomer perspective and employing real ighjlitiessor miss currently unmet nee@$ their focus shifts towards outcome
sight into what customers value, organisgthat could dramatically improve sidisfacPased measures such as CAA.

tions should be able to reduce costs anglels:

improve customer sendtéhe same o cystomer insight is critically |mportan§to
time developing Sbal an@®d scorecards per

- ance management approaches that dHé bespoke approach was developed ol
LEAN relies on the concepts of towards effective continuous impro%our own dissatisfaction with the standa

Value adding and Non Value  ont. available techniques. The difference

adding activities....... and _ o between this and more typical approache
therdore customer insight is Overcoming the limitations of include:

. i i ¢ An exploration of the differing influence
required standard techniques to deliver p g

. .ol and influencers that make up the
The terms Value adding and Non Vaflse customer insight Scustomer univ epr S ¢

adding are readily bandied afduit Whilst it is relatively easy to argue the “@Verly simplified view of what can oftel
often misunderstood or paid only lip &¥-the use of deep customer insight

n | W _
vice. In simple terms, we believe thaPPEifess redesign, many projects fall Shgﬁesoer??éi)éssﬁlzr:dali(:gaﬂﬁ;;?es'
activities should be judged from of the ideal because of the very r&zjeep

the customer S,S p«ler specti Ve'l;'ype%f(becision
they, or do they not add vaiu Is this really a purely

to the outputs that the cus- rational decision?
tomer actually wants? And, | (oo nevint mput —
whilst it is relatively easy to e o ke
spot activities within a process longer term — and WHY ?
that are inefficient, it is much
harder to know whether they
are truly adding value. For this,

deep customer insight ; Rational 4 current /Future

Need to explore in detail:
necessary sCustomers'lssues
*"What-if" scenarios
At ValueAdding.com our LEA «possibie breakpoints

Business Process Redesigmn
training courses and method-
ologies reflect this philosophy.
our goldgn rule fpr process Degree of Interaction . )

redesign is to do it from the Customer decision making

customerss perspe giié(fjvéul\{ieeergarl{isséﬁor?sgnavet irp c%pturlingn ~

pturing the voice of the cus-

Emotional

Time Frame

Typical
Research

we have gained. This is not some kinan harnessing true customer insight
fluffy idealism but rather the summation 0 9 9Mt- why customers behave the way they do;

our many years of cumulative experieBtandard market research techniques oftéfieracting with customers in a way thz
of what workda n d  w h awheth o greven iictipable of adding real value, p@lows them to focus on issues that ar
helping clients to achieve the dual goalddifig instead information and data th@portant to them rather than requirin
reduced cost and increased customer Isaty as many questions as they answéhem to answer questions we presum
isfaction. But there are two linked approachegle important to us.



Customer journey mapping one of our not for profit clients in the phawTre realisation that there had been a fundz
This recognises that at differing stages ofgH{jcatesearch sector with gigand  mental shift in customer requirements whic
transaction or interaction, customers will figiiangsuccess. Our overall brief was to had not been picked up through norma
satisfaction surveys
and research;
¢That there was a

Ways to receive need to add new or
(Channels) _y, completely re
specified capabilities
and ways of working
to ensure that the
organisation benefited
Steps in the ‘ rather than suffered
. > as a result of these
value chain changes:;

¢That there were
clear opportunities to
cut out redundant,
wasteful and uppr
Value —m» | e e L L L 1 ductive activities thus
Parameters improving both efficiency
1 L L L . . . and effectiveness.

Customer journey mappingas a result, the organisation
individual and changing and evolving preédp- the organisation to is working towards a position of real leadel
ences and wishes. Studying and analydinglop new processes that would leadrig in its sector where previously it was i
these adds structure to our understandirigcoéased efficiency and customer satisfagyer of becoming a casualty.
what is going on ithomheHewst®mer 8ai twioall dmapping of the
What things do they value fostindeed processes showed up only limited potential for
detest? How important is it to offer choidepnovement. If you would like to find out more
the service they receive and via what chan- . ' i
nels? Where are the critical points that eitﬂg}mately, we had also mobilised a p: ﬁgﬁf:,gﬂ” oEgZi?st;?:r? 't?)u,f]zecf ,Ltj;d

. : trand of work to capture the voice o
make or break their perceptions? S . . i i
percep customeB using the approaches descrit cost and customer satisfaction
goals, please contact Nigel Parsons.

An example of breakthrough above. What we found completely cha

thinking from customer insight the dlrecthn and ngture of gur yvork an.
< qutcomeg wm{ oHr main conclusn:inmlw% . .
We Sv e recently applie ese [ €ec igues i n

Reducing Avoidable Cont&Mational Indicator 14

Alongside the Comprehensive Speneéxpgctations of the customer. Put simply,it/jis
Reviewpublished in October 2007, a setcohtact from the customer in any form
National Indicators were also announé&dephone, e mail etc), that could have been
These included a new National Indicator,o0i ded. 1t i s al so““k‘nown as Sfailure

NI14, which requires local authorities to caflect s of avoidabl act | The impact of avoidable contact is far reaching
dataon Savoidabl e coniP§R FYPELPGAVOFEE copye mﬂﬁgﬁmg fmany members of an organisatior

Cr.5 A
prove service performance. NI14 is a g\k/)vﬁc sector are: from call centre staff all the way up to the
and different way of thinking abouttthe want to compl ai hiedpxgcytive. Railing to idenfify ang tack
provisiorof public services and, as suchtihey woke me up at thegawges of avoidable contact drives dow

proving to be a real challenge for local at- L dnst find an . ?]r_ gani sbat it0n§5 p €
thorities, both in terms of collecting thd re- ¢ O U ns bn avihys! lhg abou recyc

quired data and, more importantly, in reafsifig" ' W€ bsiteT; ¢Costs are higher than necessary as
any opportunities for improvement. Degpiftou sent me t hi s | resourgeshavg ptg (pe vccpﬁy;nittegjotg n
these difficulties, we believe that, done imthed | dondt underst ARAORWKR&E I N TmaxARsHa
right way, the collection and interpretation of . ¢ Customers become dissatisfied and frus
the data required for NI14 can be a powerful Submitted a taxi LJiggnceuadPiPdd cahl
tool for local authorities and a driver of efficiéhgy® kK~ why havenst 1 feard anything yet
savings rather than simply anend initselfy |  was expecti ng a ¢Emplaypet morale ts ffecied Byospeanding
but nobody turned uped ;much time dealing with unhappy
customers.
Avoidable contact is the end result of dhour col |l eague told me that my pest ¢
organisatiofieiling to deliver a service rob has been ¢l os e 8inceayqdableicantact is &f na valye togh
delivering a service that does not meetmiye gar denT. customer and creates cost farenisation, it

ValueAdding.com
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Reducing Avoidable Contact Continued from page 2

is in the interests of all local authoritietota level of avoidable contact as part ofothéheir seices are included in data collec-
measure it and take steps to reduce it. \baw Performance Framework. Howevertidarfor NI14, we suggest they start with the
experience tells us that in many local autihtginal service improvement activities, Ndfes identified as transformation priorities in
ties there is enormous scope for improaggn aggregated number seems to be ofttitie Local Area Agreements.

use and has therefore created some

tin many | ocal a Uconfusiont Indéed itehas alsb be ==y At ValueAdding.com we have éX
scope for improving levels of avoidegegnised by the Cabinet Office | | | perience in this area and can he

. garega umber is_not ic you quickly and simply identify t!

contact and et \?ﬁle% i (‘Eom}ﬁ to eﬁe?narl gt})rr![: service activities for which it wo
levels of avoidable contact and increasorgs and benchmarking activities. be helpful to collect and analyse
service efﬂuen_cy. At the_mqment, it |s|'[{1_o(;[ur viewthe value of NI14 is at tl avoidable contact data_and put it
uncommon to find that a significant propottion use. For more information on ho

c§JI|[§aggregateleivel, in the data correspor

e o ) .

Ing to specific services and it is here thi
Believe local authorities should focus
efforts. At this level, specific problem ai
can be identifi€éreas that are lost when all

As noted above, local authorities are AB@NtoN ien the total. Since it is up to
required to report and be assessed on Hdjvidual authorities to determine which

of local authority contact volumes coul
classed avoidalg& some cases more thal
50%.

we could help your organisation
please contact Ben Evans.

As councils look for more and more oppodunid us$ roles whichsédfswsernaddotboe I
ties to drive cashable savings, the role raddce, costs. level.

scope of the vertical market Qaeritactor . . . . .
P H In qur work with councils, we have encdimeo this, authorities and suppliers neg

split is receiving more attention and I?ecraed many examoles of this: ]
authorities are starting to look much more y P ’ ¢reengage,

closely at their outsourcing relationships. ¢ Excgssive_ bure_'aucracy on bo_th sldes ofeheeate a mutually agreed vision;
N a relationship, with both the client and CPAgree to change processes on either 4
The traditional cligmntractor split in local tractor struggling to make complex aihonitor the end customer satisfactio
authorities has left a legacy of a poor undenaligned processes work, reducing effind overall process cost;
standing on both sides of thg relationship. €ncy across the board; eset up joint improvement teams to o
the one side, local authorities tend to plRfonitoring of processes by the council {Re entire process;
too much emphasis on the financial elemepéhtrol the relationsBimdding to costs 4 ensure contracts are-wiim
of delivery and not enough on the requirgfd slowing activity;
service outcome and, on the other, con§atdversarial relationships in which nei
tors have I|tt|e knOWIedge Of the true need%@fe |s prepared to |00k for Ways to |mpr0H8t the ast)
the council and the areas that will add tigycesses. In particular, where a council pash).
most value. Councils often believe that onggs taken a combative approach to negd@ueAdding.com can help councils i
tion, a supplier becomes ledbeir relationships with suppliers in a n
likely to look for opportunitied ways; from supporting the specificatig
that will save the councielection of contracts (Spec and Sele
money meaning the coundiedesigning processes within vertical m
has to invest its own resourcd¥here contracts are being developed
to find savings; first time, or being renewed, we can h
e Contractors finding themensuring that the service being tende
selves with tapering contract8PPropriately packaged, that it has clea
or being forced to take a shafd accountability and that performance
of a counci | 3Wesqin placg thag will,drive fhe ig
with no joint discussion of ho@tcome. For existing contracts, or for
to achieve it. coming up for renewal, ValueAdding.co
work with both client and contractor to i
For an authority to successfulloplems in the current process and df
an activity is outsourced, private sector @sfgource a service, both parties need tQ& processes that will align interest
petitiveness will keep future costs at a Rig-y ond the traditi qhatahteedfficRiciesa ch of
mum, with contractnegotiation being thee ccountings and Il earn to work toaget
driver of continuous low cost. This is rdhglycombined objective of operating in &=} If you would like to hear more af
the case. Unless significant work has gofieopt efficient way. Authorities need t ‘_\, how ValueAdding.com can help
at the early stages of an outsourcing corftii@e€ than simply commit to agreed improve your outsourcing relatio
to align the interests and understandintp\6l of orders and have suppliers ma ships, please contact Chris Fega
both parties, far from working in partner¥fifp, a commitment to reduce costs. To

clients and cont r adhe@asibenefy fhe natdre of fpe reladiciamme S ne
hastochanggand move from a Sthem and
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