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1.0 Purpose

The purpose of this report is to present the new Customer Service Strategy: “Putting
Customers First: Oshawa’s Strategic Approach to Exceptional Customer Service”, (“the
Strategy”) and to respond to previous Council direction regarding Service Oshawa resident
inquiries (CORP-21-65) and the reporting of parking complaints (SF-24-02).

Attachment 1 is the Customer Service Strategy “Putting Customers First: Oshawa’s
Strategic Approach to Exceptional Customer Service”.

2.0 Recommendation

That the Corporate and Finance Services Committee recommend to City Council:

1. That based on Report CF-25-45, dated September 3, 2025, the Customer Service
Strategy “Putting Customers First: Oshawa’s Strategic Approach to Exceptional
Customer Service”, as outlined in Attachment 1 to said Report be approved; and,

2. That any future operating and capital budget considerations requiring Council
approval, be presented as part of any future budget submissions as part of the
City’s regular budget planning process or separate reports as appropriate; and,

3. That the two Notices of Motion as outlined in CORP-21-65 and SF-24-02 be
received for information as they have been addressed in this Report.
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3.0 Input From Other Sources

Blackline Consulting

Community and Operations Services

Corporate and Finance Services

Economic and Development Services

Safety and Facilities Services

Corporate Performance and Strategic Initiatives

External Customer Surveys

Municipal Benchmarking: Burlington, Coquitlam, Kitchener, Mississauga, Regina,
Waterloo

»
o

Analysis
41 Background

At its meeting of May 17, 2006, Council endorsed Oshawa’s first Customer Service
Strategy: “Connecting Information and People” as a guiding document in the City’s
evolution to a customer-centric organization. The strategy provided a foundation upon
which to build excellence in customer service and through a phased-in approach to our
centralized customer contact centre, Service Oshawa was launched on April 28, 2008.
Since that time, Service Oshawa has been the main point of contact for many City services
through various channels including in-person, telephone, live chat and Service Oshawa
Online.

Throughout the years more services were transitioned to Service Oshawa, resulting in
significantly higher interactions. The increased demand on services and expectations from
customers related to the level of responsiveness and consistency in the experience they
received each time they interacted with the City, led to modernizing our Customer Service
Strategy. In January 2023 as part of the budget process, Council approved funding to
engage a consultant to update the Customer Service Strategy. Blackline Consulting was
engaged to identify gaps in the current service delivery model and develop a framework for
modernizing how we deliver customer services to provide customers with a better
customer experience when interacting with the City.

4.2 The Strategy

The process for developing the Strategy included a series of consultations with external
customers, internal staff and members of Council. Through the consultations we gained
valuable insight into the needs and expectations of the customer. In addition, data
analysis, process shadowing and municipal peer reviews were undertaken.

The Strategy (refer to Attachment 1) identifies 14 actions, along with an implementation
plan, to better the customer experience. The actions are broken into three categories:
People, Process and Technology. Figure 1 outlines our vision, commitments, priorities and
actions to ensure that every interaction with the City is meaningful, efficient, and of high
quality.
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Figure 1: Putting Customers First Framework

Every interaction with the City is meaningful, efficient,
and high guality. We strengthen community pride by
delivering exceptional customer service.
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4.2.1 Customer First Approach

In 2024, staff visited the City of Kitchener for a tour of their City Hall Service Centre. Their
approach is to have in-person services required by the public on their main floor. Staff
representing various areas of expertise, are assigned for the day/week to perform their
daily duties in the Service Support Centre with the expectation that they are available
iffwhen a customer requires the service of multiple Branches instead of having to move to
several different areas of the building.

Our Customer First approach will mirror that of the City of Kitchener facilitating services for
customers from other areas such as Planning, Engineering, Licensing, Tax, Municipal Law
Enforcement, etc. on the main floor of City Hall. The planning for this integration of
services will commence in early 2026.

To further enhance our customers’ ability to access services outside of business hours, the
continuous advancement of technology through the Customer Relationship Management
(CRM) system upgrade and telephony upgrade will enable the City to provide more 24/7
services utilizing the new technology. Using newer online and telephone technology to our
advantage is most cost efficient and does not require additional staffing. Staff will continue
to investigate other potential types of technology such as an Oshawa App to continue
those advancements.

These types of continuous advancement in technology enables better reporting capabilities
to allow better tracking of trends, service levels and for auditing purposes to ensure
standards and targets are being met across the organization.

In addition, to assist Members of Council with facilitating matters brought forward by their
constituents, a staff liaison, the Councillors’ Administrative Assistant will have access to
the CRM to enter service requests/complaints on behalf of a member of Council and
interact with the necessary departments to gain further insight on issues when required
and to follow-up on the status of the matter.

4.3 Previous Council Direction
4.3.1 Service Oshawa Resident Inquiries

At its meeting of November 22, 2021, Council referred the following Notice of Motion
(CORP-21-65) to staff:

“1. That the procedures regarding inquiries made to Service Oshawa be
amended to require that the operational department receiving a referral from
Service Oshawa shall contact the complainant resident within 48 hours
(business days only) outlining the actions to be taken on the inquiry, and the
projected time to resolve it; and,

2. That the procedures regarding inquiries made to Service Oshawa be
amended to require intake staff to provide to the complainant resident, the
names and contact information of their respective ward Councillors during
the intake of the inquiry; and,
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3. That the procedures regarding inquiries made to Service Oshawa be
amended to require intake staff to ask the complainant resident if they wish
to waive their right to privacy under M.F.I.P.P.A. and have their contact
information passed on to the ward Councillors, and that if they agree to do
so, that the waiver be added to the inquiry file.”

4311 Part 1 of the Recommendation

This direction will be addressed in the Customer Service Strategy as part of Action 4
which is to strengthen customer service governance and follow-up, and Action 7 which is
to update corporate-wide customer experience standards and develop guidelines and
policies for all customer interactions. Detailed information is provided on pages 27 and
32 of Attachment 1. As part of these action items, the current Customer Service
Standards will be updated and corporate-wide customer service training will be provided
to all staff, reinforcing the importance of customer excellence across the organization.
Additionally, these new standards will be achieved with the upgraded technology.

4.3.1.2 Part 2 of the Recommendation

Staff do not recommend implementing this recommendation. Implementing this direction
may create inefficiencies and has the potential to create confusion as to who has oversight
of the complaint and who will follow-up with the resident. Depending on the type of
complaint, e.g. by-law enforcement, there is the potential for the member of Council to be
in contravention of the Enforcement By-law as members of Council are not to get involved
in enforcement matters.

4.31.3 Part 3 of the Recommendation

Staff do not recommend proceeding with this recommendation. According to the
Information and Privacy Commissioner of Ontario, privacy is a fundamental right for all
Ontarians and essential to the enjoyment of other basic freedoms. Public institutions are
legally required to protect personal information and adhere to strict rules when collecting,
using, or disclosing it.

Individuals must be fully aware of the potential impact on their personal information and
the implications of waiving their privacy rights. A waiver of rights is only valid if the
individual provides informed and meaningful consent. To meet this standard, consent
must be given in writing and submitted via email to Service Oshawa staff.

Staff are not qualified to provide legal advice on matters of consent. Individuals should
seek independent legal counsel to determine whether waiving their privacy rights is
appropriate in their situation. Furthermore, this requirement would slow down the intake
process and may delay responses to resident complaints.
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4.3.2 Reporting Parking Complaints

At its meeting of January 29, 2024, Council referred the following Notice of Motion (SF-24-
02) to staff:

“Whereas the City is developing a customer service strategy to identify
service delivery gaps and look at potential ways to modernize ways to
serve the public; and,

Whereas Blackline Consulting has been engaged to help lead the
strategy; and,

Whereas the public and Oshawa Council members have found the
current required process to report parking complaints by phone causes
delays and lost time; and,

Whereas there are benefits to reporting parking by-law non-compliance
with the option of permitting a photo email to Service Oshawa,;

Now therefore Council recommend to Blackline Consulting and City staff
to include a new process option for reporting parking non-compliance
with a picture email to Service Oshawa.”

This direction is addressed under Action 12 — Expand and promote digital service options
and reporting. A review will be conducted to determine additional services that can be
included in the self-serve portal. During this process, the operational requirements and
needs of the respective branches responsible for handling the requests will be reviewed
and taken into consideration.

5.0 Financial Implications

There are no financial implications associated with the recommendations contained in this
report.

Any financial implications associated with the implementation of the Customer Service
Strategy will be brought forward through future reports or as part of the budget process.
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6.0 Relationship to the Oshawa Strategic Plan

This report responds to the Oshawa Strategic Plan Priority Area “Lead: Governance and
Service Excellence” with the goal to expand, embed, and modernize customer-centric
service delivery.

Rhonda Grundy
Manager, Customer Service

( ?' ﬂ[[ ' f?

Mary Medeiros, Director,
Legislative Services

i

Tracy Adams, Chief Administrative Officer,
Office of the C.A.O.

. /.-" -
V 9
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1.Executive Summary

Oshawa is growing and changing, and so are the needs of our customers. While customer
satisfaction is high, there is a continued need to enhance and modernize how we (the City
of Oshawa) approach customer service. Our goal is to create exceptional customer
experiences that meet the evolving needs of our diverse community.

The process of developing Putting Customers First: Oshawa's Strategic Approach to
Exceptional Service included consultations with internal staff, members of Council,
external customers and peer municipalities. There was also process shadowing and data
analysis conducted.

This research identified six key outcomes that form the foundation for this strategy:

1. Establish clear customer service objectives and benchmarks to guide corporate
performance.

2. Equip staff with advanced technology to enable a more complete 360° view of
customer interactions.

3. Implement comprehensive training programs to maintain uniformity for the
customer experience.

4. Integrate customer experience insights into the evaluation of operational
procedures.

5. Guarantee timely and accurate information delivery to customers following service
expectations and established standards.

6. Standardize reporting protocols for staff and members of Council to improve data
accuracy and reliability.

Putting Customers First charts our path to a high-quality and consistent customer
experience no matter who they connect with in the municipality.

The vision and commitments provide a unified framework for customer-first service (Figure
1). The vision and four (4) commitments are supported by three (3) priorities — people,
processes and technology, and fourteen (14) actions and an implementation plan to guide
our staff through this progressive approach to customer service delivery. The strategy's
implementation will demonstrate to our customers that we are responsive and committed
to customer needs, adaptable to future challenges, and offer proactive support.
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Every interaction with the City is meaningful, efficient,
and high guality. We strengthen community pride by
delivering exceptional customer service.

Our Vision

Foster a Customer-First Culture
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Figure 1: Putting Customers First framework.

2.Introduction and Background

Oshawa is growing and changing, and so are the needs of our customers. While customer
satisfaction is high, there is a continued need to enhance and modernize how we (the City
of Oshawa) approach customer service. Our goal is to create exceptional customer
experiences that meet the evolving needs of our diverse community.

Our Journey So Far

We have put in place several initiatives at the forefront of customer service innovation:

e |n 2008, we launched Service Oshawa (SO), marking a transformative approach to
municipal service delivery. It centralized various services into a single contact point,
enhancing accessibility and efficiency for residents. This initiative reflected a
forward-thinking attitude and set a precedent for other municipalities, including:

o Providing multiple channels through one point of contact for many city
services, often with staff meeting customer needs fully during the first call
(first-call resolution).

o Implementing a comprehensive Customer Relations Management (CRM)
system to monitor and handle service requests while providing data and
analysis about customer needs to guide staff and decision-making.
Continuously improving business processes while introducing new services.
Establishing a specialized Customer Service Representative role equipped
with the necessary skills to serve as a customer advocate.

o Simplifying access to information and assistance for residents eliminates the
need to navigate various departments.

e Since 2008, we have completed severalinitiatives, including:

o Implemented a language line translation service.

o Expanded operating hours from the standard 8:30 a.m. until 4:30 p.m.
Monday to Friday to 8:00 a.m. until 6:00 p.m. Monday to Friday and 9:00 a.m.
until 1:00 p.m. on Saturday.

Launched Live Chat.

Implemented Service Oshawa Online - Enabling residents to independently
manage certain services by launching an online service request portal.
Providing the Commissioner of Oath service at the Service Oshawa counter.
Developed and launched a Civil Marriage Ceremony Program.

o Introduced additional business units such as Municipal Law Enforcement &
Licensing Services, Recreation Services, Engineering Services and Fire
Services to Service Oshawa.
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o Developed and implemented a Complaint Management and Resolution
Policy.

o Participated and implemented online forms for many services across the
organization.

o Participated in the launched new and improved systems such as Intelligenz
Solutions, Maximo and CityView to name a few.

o In2025/2026, we are upgrading our CRM Software to provide enhanced
digital tools for self-service and interaction with the City, improved reporting
capabilities, and information sharing with internal staff.

These steps have created a solid foundation for customer service today. However, a lot has
changed since these initiatives have been underway. With technological advancements,
today's customers increasingly expect to be heard, appreciated, and valued. They seek a
seamless, convenient, responsive, inclusive and accessible service across all channels.

Benefits of Developing a Customer-First Approach

We are adopting a customer-first approach to developing exceptional customer service.
This means that we place the customer - residents, businesses, collaborators, visitors and
internal partners at the centre of our decision-making processes. Table 1 shows why:

Table 1: Benefits of creating a customer service strategy.

Exceptional customer service meets new and growing expectations,
reduces risk and strengthens public trust.

According to Citizen First 2023: National Report, community members are
looking to have confidence that their inquiries and issues will be resolved
promptly through web or telephone access.’ Creating a unified customer
experience framework addresses these expectations and identifies how the
municipality can meet customers' needs quickly. According to McKinsey &
Company, satisfied customers are nine times more likely to trust their
service provider. In contrast, dissatisfied customers are twice as likely to
express dissatisfaction publicly. Fostering high-quality customer
experiences is central to building trust and managing reputational risks.?

"The Institute for Citizen-Centred Service, Citizens First 2023: National Report, 2023, p.6.

2 McKinsey & Company, The global case for customer experience in government, September 2019.
https://www.mckinsey.com/industries/public-sector/our-insights/the-global-case-for-customer-experience-
in-government. Accessed October 2024.
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Exceptional customer service provides a competitive advantage.

High quality and consistent service differentiates the City. The Economic
Development Strategy highlights Oshawa as an important regional
administrative and service hub, contributing to the city's employment
activity.® Positive customer experiences enhance our reputation and build
trust, making Oshawa attractive to all customers and potential investors
who value responsive and reliable city services.

In 2023 as part of the budget process Council approved funding to develop a
new customer service strategy to identify service delivery gaps and look at
potential ways to modernize ways to serve the public. The Corporate
Information Technology Strategic Plan also recommended expanding digital
services, including the types of service requests that can be handled online,
digitizing City forms, online payments and bookings, online permitting,
licensing and planning services.* Oshawa's Strategic Plan highlights the
development of a customer service strategy as a key action.® The City's
continuous improvement framework leans towards ongoing continuous
review of processes, policies and procedures. Integrating customer service
into the strategic framework is essential for accomplishing our overarching
goals.

.

e

-

B

Efficient resource use and data-driven decisions improve outcomes.
Technology is important in ensuring a seamless, efficient, and cost-effective
customer experience. As noted in the Corporate IT Strategic Plan, "Good
technology supports and enables great customer service, but it also
supports the cost-effective delivery of city services."® As we evolve service
delivery, these tools provide us with data and analysis to support decision-
making. We will be better equipped to meet customers' needs by
implementing technology enhancements.

0000

Few

Staff are at the frontlines of customer service. They directly shape each
experience and serve as the face of the organization. Their knowledge and
ability to support customers are key to the public leaving an experience

3 Avis & Young. The City of Oshawa Economic Development Strategy, 2023, p.19.
4The Perry Group, Corporate Information Technology Strategic Plan: 2020-2024, 2024.
https://app.oshawa.ca/agendas/corporate services/2020/06-08/corp-20 17.pdf Accessed October 2024.

5 LURA Consulting, Oshawa Strategic Plan 2024-2027, 2024. https://www.oshawa.ca/en/city-
hall/resources/Documents/Oshawa-Strategic-Plan 2024-2027 FINAL-web2.pdf Accessed October 2024.
8 The Perry Group, Corporate Information Technology Strategic Plan: 2020-2024, 2024
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feeling valued and satisfied. By providing staff with the skills, resources and
support, they can be better prepared to serve customers. Citizens First
found that when staff are perceived as going the extra mile, there is an
increase in customer satisfaction.” McKinsey & Company found that positive
customer service outcomes boost staff morale and organizational health
and are mutually reinforced by customer experience.®

Our Process to Develop the Strategy

The process of developing Putting Customers First: Oshawa's Strategic Approach to
Exceptional Service included the consultations and reviews found in Figure 2 below:

Data Analysis Internal Staff Process Shadowing External Customer Peer Review

Figure 2: Process to develop Oshawa's customer service strategy.
The research identified six key outcomes that form the foundation for this strategy:

1. Establish clear customer service objectives and benchmarks to guide corporate
performance.

2. Equip staff with advanced technology to enable a more complete 360° view of
customer interactions.

3. Implement comprehensive training programs to maintain uniformity for the
customer experience.

4. Integrate customer experience insights into the evaluation of operational
procedures.

5. Guarantee timely and accurate information delivery to customers following service
expectations and established standards.

6. Standardize reporting protocols for staff and members of Council to improve data
accuracy and reliability.

”The Institute for Citizen-Centred Service, Citizens First 2023: National Report: 2020-2024, p.6.

7 Ibid.

8 McKinsey & Company, The global case for customer experience in government, September 2019.
https://www.mckinsey.com/industries/public-sector/our-insights/the-global-case-for-customer-experience-
in-government. Accessed October 2024.
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Our Path Forward

Putting Customers First charts our path to a high-quality and consistent customer
experience no matter who they connect with in the municipality. The vision and
commitments provide a unified framework for customer-first service. The vision and
commitments are supported by fourteen (14) actions and an implementation plan to guide
our staff through this process. The strategy's implementation will ultimately demonstrate to
our customers that we are responsive and committed to customer needs, adaptable to
future challenges, and offer proactive support.

3.0ur Customers

Our customers are at the heart of everything we do, including this strategy. Customers for
the City of Oshawa include residents, businesses, investors, community organizations,
strategic partners, service providers, members of Council, internal staff and visitors who
rely on and interact with City services.

Demographic Trends

e Growing population - Oshawa is experiencing rapid growth. The population has a
high percentage of working-age and retirement individuals, as shown in Figure 3.
Since 2019, the population in Oshawa is estimated to have increased from
approximately 175,000 to 196,500, resulting in a growth of 12.5% from 2019 to 2024.
Over the next five years, the population is projected to grow by another 11.6%.
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POPULATION BY AGE GROUP

Over 65 Under 14
17% 18%

15to0 24
12%

55to 64
13%

25to 34
15%

45 to 54
12%

35t044
13%
Figure 3: City of Oshawa population by age group, 2024.

e Shifting age profile - The Trends report suggests that "the population in 2021 is
slightly younger at 39.2 years compared to 41.2 years in 2016. ...At the same time,
the proportion of the population over the age of 55 years is increasing significantly,
reflective of the general aging of the population."®

9 Alinea Community Development. 2023. Oshawa Community Trends: A review of the data, 2016 to 2021,
p.11.
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e Increasing diversity - The Trends report also suggests that "the population growth
in the city is primarily driven by a growth in immigrant and racialized communities
moving to the city. Over recent years, there has been an increase of forty-two
percent (42.8%) in the immigrant population in Oshawa from 2016 to 2021"."°

OFFICIAL LANGUAGES SPOKEN MOST AT
HOME

French 0.7%

Non-Official
Languages 8.9%

English 86.6%

Figure 4: Official languages spoken most at home in Oshawa, 2024.

e Language spoken - While most residents speak English, as shown in Figure 4, the
Trends report suggests a change in the languages spoken by Oshawa residents. "In
2021, 8.1% of the population indicated they spoke a language other than English or
French in the home. This is a significant increase from 2016 when only 4.9% of the
population primarily spoke a non-official language at home."™

These changing demographics present an interesting challenge to ensure that the
customer service needs of an aging population are met today while the needs of younger
demographics, increasing diversity and language are met.

0 bid, p.5.
" bid, p.5.
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Our Customers Needs and Perceptions of Service

Feedback from Oshawa residents, staff, and peer municipalities provided valuable insights
for Putting Customers First. Through this research, we have learned that:

e (Customers today expect more transparent, equitable, accessible, and responsive
services from the public sector (Figure 5)."2

i 1 = =5 i Know-
Fair & i :
Equitable ?gﬁ:i&;l;

Customer

Needs

Easyto

Access

Figure 5: Visual of customer needs.

e The phone had the highest volume of service requests, allowing customers to
discuss their requests in detail and providing personable service. We need to
continue offering phone service while increasing digital channel use and shifting
service volume to customer-led service through Service Oshawa Online.

e Residents felt that the service channels were effective, convenient, and timely.

e Staff are perceived as knowledgeable, helpful and committed to resolving issues.

e Thereis a need to enhance the follow-up process, which is crucial for maintaining
trust and satisfaction among residents.

e Further opportunities exist to understand the customer journey, from the
customer's first touchpoint with the City until resolution. By understanding the
customer journey, we can identify the most important journeys, map their
experiences, and strengthen internal processes influencing satisfaction.™

e We can also enhance our efforts and ensure that residents feel heard and their
concerns are addressed promptly.

2 McKinsey & Company, Implementing a citizen-centric approach to delivering government services, 2015,
p.3.
¥ McKinsey & Company, Implementing a citizen-centric approach to delivering government services, 2015,
p.5.
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Why Customers Interact with the City

There are many reasons customers reach out to the City, as shown in Figure 6, and, as a
result, there are many points of contact with City staff, the Mayor and Council.
Understanding the types of service interactions help to inform recommendations that

reflect customer needs.

Customersinteractwith the City for various reasons

&

P

Pay & Buy

Property taxes
By-law ticket
Animal licences
Parking permits
Garbage Tags

Civil Marriage
Ceremony
Recreation
activities

Apply &
Register

Building permits
Various recreation
services

Business licences
Development
applications

FOI Requests

Bid opportunities
Apply fora job
Marriage licences
Pet adoptions

Fire permits

1]

Report an
Issue

By-law complaint
Road concerns
Garbage issues
Winter
Maintenance
Traffic issues
Animals lost or
found

General complaint
about a service

o
A
General
Inquiries

Recreation
programs
Facility rentals
Property taxes
Parking

Waste inquires
Who’s my
Councillor

Through various channels

B @ k=

Figure 6: Types of customer interactions with the City of Oshawa.
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We All Have A Role in Customer Service

When looking at Figure 7, Service Oshawa, frontline workers and diverse department staff
all interact with customers, internally and externally, at some point. In addition, some
requests come through members of Council. As a result, employees and elected officials
have a role in creating and supporting exceptional customer experiences across the
organization for both internal and external customers.

Management
Team

Council ELT Frontline Staff

Support and approval
of policies and the
customer excellence
culture

Champion the vision
Support the team
Build and
communicate the
service excellence
culture

Develop process and
procedures

Represent staff
interest

Encourage
collaboration and
participation
Communicate and
implement corporate
standards and vision

Keep an open mind
Participate in the
service excellence
culture

Figure 7: City of Oshawa roles in customer service delivery
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4.Current State

To develop Putting Customers First, we reviewed our current approaches, trends and best
practices from peer municipalities in Ontario. The findings are shared below.

A Snapshot of Our Current Customer Service Framework

Our customer service framework is consistent with many municipalities. Key steps in the
framework work together to receive and resolve customer inquiries and requests, as shown
in Figure 8.

Service request cycle

Request for a Request
service submitted

- - requests and inquires are not consistently tracked in a system_ _ _ _ _ _ _ _
™ /
External =)\
Customers \\\
5 e T Routes to the
May integrate into | appropriate
@ Maximo or City View 1 Department
| >~ depending on ! work group
E 2 request type ’
= Service \|— ®wm A~ """ ~°-
(@]
2 Oshawa
° \ Y
Internal Cit [
nternal City |ET?‘] . f

Staff ‘ Y
Member of 5
Council Reporting Data Analysis Assessment and
Action

Department Work

Department Work group
follows up with customer

group updates
system

Figure 8: Customer service delivery model
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1. Submitting a request or inquiry

Customers currently submit a request inquiry or access services across several channels
within Service Oshawa (Figure 9):

By Phone
AVERAGE MONTHLY VOLUME

The phone remains the most

Online Live
popular channel for many In 30 chat
customers, offering immediate person 2%

and personal interaction. 6% “

Email
By Email 12;:

Email communication provides a
convenient avenue for customers
to contact City staff and members
of Council.

In-Person

The concept of centralized
counter services, such as those
provided by Service Oshawa,
aims to streamline various
services for better efficiency and  Figure 9: Percentage of monthly customer service volumes
customer experience. Customers by type

can access in-person support

from Service Oshawa at City Hall; there are customer-facing counters for more specific
specialized services such as Recreation Services at each of the recreation facilities,
Licensing and Standards, Building Services, Taxation and Revenue Services, Planning
Services, Engineering Services and Mayor and Council office. Staff are available to assist
customers regardless of location.

Online

We leverage technology to enhance civic engagement and streamline services. There are
several systems integrated into the City's main website:

e The Service Oshawa Online portal and live chat to submit service requests,

e activeOshawa to register for various recreational activities and apply for the use of a
recreation facility and

e The CityView online portal simplifies various permits and licensing applications.

These digital initiatives support our commitment to accessible and efficient services.

Dropbox
We offer a dropbox option at City Hall where residents and businesses can drop off items.
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2. Receiving, routing and tracking requests

Once arequest or inquiry is submitted, several key systems support resolution and deliver
a response to the customer:

Centralizing Interactions through Service Oshawa

Our centralized approach exemplifies a modern approach to municipal customer service. A
dedicated service center called Service Oshawa is the first point of contact for many
customers, whether by phone, email, online, or in person. Service Oshawa helps resolve
customer inquiries and requests at the first point of contact. This model efficiently handles
inquiries and requests, leveraging CRM software to streamline processes.

Service Oshawa is committed to delivering a consistent, and equitable experience for
customers. Using CRM and knowledge systems, clear standards, and monthly quality
monitoring ensures that staff can provide reliable information and service request
handling.

Service Oshawa offers extended service hours of 8:00 a.m. to 6:00 p.m. Monday to Friday
and 9:00 a.m. to 1:00 p.m. on Saturday, to cater to the community's needs. This flexibility
reflects a commitment to accessibility and customer service, accommodating those
unable to reach out during standard business hours.

Outside those hours, the after-hours voice prompt system and Corporate Security
assistance further ensure that time sensitive services remain accessible and convenient at
anytime. Examples of services accessible after hours are:

e Reporting parking, noise, and nuisance complaints. These calls are transferred to
Corporate Security, which triage and send a request to an on-duty By-law Officer.

e Request atransfer to a Recreation facility.

e Reporting an issue that may be urgent (stop sign down, found animal road hazard,
etc.) is transferred to Corporate Security, which references an emergency call-out
document on how to deal with various urgent situations.

Interactions through Other City Departments

Not all service requests or inquiries come through Service Oshawa. This occurs for a few
different reasons:

e Notall branches have yet integrated into Service Oshawa. For example, more
specialized areas like Planning Services, Infrastructure Services and Building
Services have not been integrated into SO. Once systems have been upgraded there
will be a move towards integration.

e Requests have circumvented the typical process flow. For example, service
requests from Councillors directly to a department may bypass SO.
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e Customers may contact staff directly if they need assistance and perhaps have
dealt with them for a past issue.

Reporting of Customer Inquiries

A key enhancement to customer experience is to find ways to direct inquiries to Service
Oshawa, ensuring efficient and consistent customer service and data collection. Service
Oshawa centralizes the information gathering, allowing for a more organized approach to
addressing customers' concerns.

Customer Relationship Management (CRM)

A customer relationship management system (CRM) helps us manage customer
interactions more effectively. The CRM centralizes contact information, service requests,
and communication history. This system allows City staff to respond to inquiries or
requests more efficiently. It helps to streamline workflows by automating processes,
tracking service requests from submission to resolution, routing issues to the appropriate
departments, and managing service levels for the various request types. We are currently
updating our CRM system. The new CRM offers advanced features such as improved data
integration, a more comprehensive view of customer interactions and behaviours, and
better sharing of the knowledge system with other City staff and members of Council. The
new system can integrate analytical tools like Power Bl that provide deeper insights and
more robust reporting capabilities, enabling data-driven decision-making. Such upgrades
not only streamline processes but also foster better customer service and satisfaction,
ensuring the City stays ahead in delivering exceptional service to Oshawa residents.

3. Assessing and action

Customer inquiries or requests are addressed by customer service representatives or
routed to the appropriate staff. City staff assess the request, review the information, and
determine the resources, priority, and estimated time needed to resolve the inquiry.

4. Responding and resolving requests or inquiries and following up

Once the service is completed, staff, when requested, will follow up with the customer to
confirm satisfaction, close the request, and provide feedback on the outcome. At this
point, the service request is closed.

5. Tracking and making data-informed decision-making

We can access a wide range of data and reports through various avenues and systems. This
data assists with corporate decision-making, staffing, asset management and program
requirements. Reporting is more effective when interactions are directed through Service
Oshawa.
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6. Reporting

Within the current CRM system, reports can be generated for the various branches for
items such as request types and volumes, service level compliance, and request for
information types and volumes.

Specific to Service Oshawa are various CRM and telephone systems reports to review
monthly/daily interaction volumes and service level percentages (e.g. how many calls are
answered within 30 seconds). Agent statistic reports look at average handle times, active
talk time versus non-active time. These agent reports are part of the quality monitoring and
coaching program the Customer Service Representative has monthly.

Challenges and Opportunities with Our Current System

The following highlights some challenges and opportunities to enhance customer service:

e Phone: High call volumes are a challenge, as responses depend on staff availability
and the manual nature of service. Without computer telephony integration (CTI),
which links the call centre's telephone system to the business applications, staff
must manually enter data and identify customers, increasing their workload. As
calls increase, there is more pressure to keep service levels up, highlighting the
need for better technology to support staff and customers. Enhanced Interactive
Voice Recognition (IVR) technology could be a significant step in modernizing
telephone customer service delivery. Customer service representatives (CSRs) can
allocate more time to complex cases when simple inquiries are streamlined through these
automated systems, improving overall service efficiency.

e Email: Although convenient, email has challenges for service providers like Service
Oshawa. Delays in responses can slow urgent issue resolutions like a stop sign
down or stray animals. Due to the nature of some service request types, for
example, a parking violation or sidewalk not cleared in winter cannot be accepted
by email because the issue may no longer exist by the time staff are made aware,
which is an inefficient use of staff time but also frustrating for the customer.
Incomplete information often requires follow-up, which adds time. When emails are
directed to or involve multiple staff members, there can be confusion and
duplication, as it may be unclear who is responsible for addressing the concern.
This can result in delays or a negative customer experience. Centralizing requests
could make the process more efficient. Further integration of these systems could
lead to a more cohesive and user-friendly experience.

e In-person counter service: Separate service counters with specialized branches
can create inconsistent standards, variable service quality, and accessibility issues,
causing delays. Addressing these challenges is crucial for ensuring consistent
service delivery and maintaining customer satisfaction across all service counters.

17



Putting Customers First: Oshawa’s Strategic Approach to Exceptional Service

e Online: Customers do not have a central point to access online services, but they
have many points in our current decentralized or partially centralized model. For
example, recreation registrations require an account with activeOshawa. In
contrast, Service Oshawa Online requires a different account, as does the new
CityView online portal. Similarly, there is a variance between accepted payment
types by department. Customer complaint intake is not standardized. Service
Oshawa and Recreation use online complaint forms for customer
complaints/feedback. In contrast, Fire Services uses Lagan and Building Services
and Taxation address complaints directly, as they typically come in by phone or
email. Licensing directs residents to SO's online forms, while Animal Services logs
complaints in their Chameleon system.

e Data collection: Current data collection is very disjointed, resulting in
inefficiencies. Service Oshawa can generate reports on its activities (interactions,
call volumes, counter transactions, etc.) for the branches it supports. These don't
cover service requests or work orders from other systems. These are contained in
other systems or, in some cases, no system. Investing in technology to integrate
data would facilitate a complete view of issues. As technology and customer
expectations evolve, there is a need to review and evolve data and Key Performance
Indicators (KPIs).

e Follow-up: Customers and members of Council have expressed concerns about
not receiving follow-up. Improving this requires implementing a robust training
program and new CRM solutions to streamline the process and manage follow-up
requests. These steps can increase customer satisfaction, reduce repeated
requests or complaints, improve service efficiency and reliability, and foster trustin
city services.

e Integration and consistency: The CRM is not fully integrated across all branches
and systems. Addressing integration gaps is crucial for consistency in interaction
management and data coherence throughout the corporation, ensuring that
Oshawa can continue to deliver exceptional service to the community.

Extending the CRM, knowledge system, and other tools and programs across all branches
would help eliminate service delivery inconsistencies. Expanding the reach of these tools
and programs could significantly enhance the uniformity and tracking of customer
interactions across all channels (phone, email, mail, online forms, and chat).

Summary of Key Areas for Enhancement

As observed in other municipalities, the centralized customer service model facilitates a
unified approach to handling service requests. Oshawa's adoption of this model and the
integration of specialized systems into the CRM demonstrates a forward-thinking strategy
that prioritizes data accessibility and management. The potential for increased integration
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offers a promising avenue for providing a comprehensive view of customer interactions and
property history, which can enhance personalized service and informed decision-making.

The positive feedback from consultation provides a strong foundation for these initiatives.
However, the emergence of four key themes, as shown in Table 2, suggests an opportunity
for refinement. Addressing these areas will be crucial for Oshawa to fully realize the
benefits of technological advancements and continue serving customers effectively.
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Table 2: Key areas for enhancement to customer service delivery in the City of Oshawa.

Theme Description

e Through consultation, we heard that SO effectively responds to
customer inquiries, answering questions they can and directing
customers to operating departments when needed.

Oshawa e |Issues can arise when customer requests are directly routed to

delivers Council members or staff. If requests aren't logged through SO,

customer less data is captured, reducing data-driven decisions.

serviceviaa e Service requests sentto branches for follow-up are sometimes

centralized closed without proper resolution or are not actioned.

system that e After-hours emergency calls go to Corporate Security, which

works well limits our ability to triage such calls.

I 1
r e When a service request is created, the customer can receive
J follow-up communication once the requestis completed. The

CRM automatically passes this information to operations staff;

Closing the loop however, follow-up is not consistently happening.

with a customer e Information exists in multiple systems that are not always

happens synchronized, creating situations where information is not

infrequently available in the system staff have access to, so they cannot

address the inquiry effectively.

e The phoneis the most used channel. Phone service requires
more staff time per request than other channels. Improved self-
service capabilities will have limited results if most customer

Customers rely interactions continue via these manual channels.
on phone
service
I 1
e The new CRMis a more modern system with several key features
’P that enhance service.

e e The City does not currently have computer telephony integration
Current (CTI) capability, making it harder to track phone-based customer
technology interactions and less efficient for staff.
limits seamless e Single sign-on technology would help make online services more
service by the appealing. Creating multiple signups for different services
City frustrates customers, increasing calls or emails.

e Investingin Power Bl will allow the corporation to view data
more fully, allowing for enhanced decision-making.
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5.Vision and Commitments
Vision

Every interaction with the City is meaningful, efficient, and high quality. We strengthen
community pride by delivering exceptional customer service.

Our Commitments

The commitments in Figure 10 form the foundation of our customer-first approach:

Deliver High
Quality and
Consistent
Experience

Foster a
Customer-
First Culture

Advance
Technology
and Share

Drive
Continuous
Improvement

Knowledge

Figure 10: Putting Customers First commitments.

e Foster a Customer-First Culture - Our approach aspires to understand and meet
customers' needs in every interaction, process, and service. By putting customers at
the center of our work, we foster trust, responsiveness, and meaningful
engagement, ensuring each customer is valued and supported. A strong customer
service culture improves customer experience, enhances employee retention, and
reinforces the City's reputation. All City staff and elected officials have a role in
putting customers at the centre of service. Fostering a customer-centric culture
requires a commitment from decision-makers to ensure the customer experience is
reflected in the behaviours and values across the organization.
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e Deliver High-Quality, Consistent and Equitable Experience - A high-quality and
consistent experience is key to maintaining a strong reputation, especially when a
single negative interaction can lead to frustration and dissatisfaction and decrease
public trust. We aspire to achieve a seamless, consistent, high-quality experience at
every touchpointin a customer's journey that reflects our core values and identity.

e Advance Technology and Share Knowledge - We offer a variety of channels to
customers, including phone, email, online, chat, and counter service. We are
committed to optimizing channel management and enhancing knowledge sharing
to ensure that the right services reach the right customers and knowledge is shared,
fostering a culture of collaboration and continuous learning.

e Drive Continuous Improvement - We are committed to continuous improvement
and regularly assess service performance, implementing data-driven changes that
respond to the evolving needs of our community and setting new standards for
exceptional service.

6. Priorities and Action Items

Putting Customers First: is supported by fourteen (14) action items. These action items are
derived from assessing where our service delivery is today, customer and staff inputs, and
reviewing best practices from peer municipalities. The strategies proposed reflect the
City's unique position in our path towards creating exceptional customer experience.

People

We will empower and support our staff and Council to deliver exceptional service by
fostering a customer-first culture, offering training, and ensuring they have the resources to
address community needs effectively.

Action ltems

1. Develop a change management plan.

Creating a customer-first culture across all aspects of customer service can be a shift from
traditional, process-driven approaches to a more responsive, customer-centered focus.
Providing a unified, high-quality experience across all customer experiences takes time
and a thoughtful approach to managing organizational change.

One of the key aspirations of Putting Customers First is to entrench a corporate-wide
culture with the customer at the centre of decisions. A fundamental toolkit for achieving
this is Organizational Change Management. For change to be successful, we need to
prepare and support staff and Council moving through the process so that they
successfully adopt the changes. According to Prosci, organizations with excellent change
management achieve greater success with change and are seven times more likely to
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achieve project objectives, 4.6 times more likely to stay ahead or on schedule and 1.4
times more likely to stay on or under budget.™

Recommendation
Develop a Change Management Plan (CMP) to guide Putting Customers First strategies.

® Change managementis the processes, tools and

.l‘.
: ) techniques that manage, prepare and support staff in

L ®

‘ '. making, realizing, adopting and acknowledging
4A ., .4A change.
We recommend that the Prosci change management model be used as the framework for
the change management plan as it is one of the most used in the world. This includes the
Prosci 3-Phase Process for change at the organizational level (prepare the approach,
manage change, and sustain outcomes) and the ADKAR (Awareness, Desire, Knowledge,
Ability and Reinforcement) model. While Putting Customers First and the CMP create the
approach for change, time and effort will be required to manage and sustain change over
the long term to embed customer-first approaches into the corporate culture at all levels.

The ADKAR model will set a framework for individuals in the corporation to transition
through change (e.g., training, coaching, etc.).

This strategy includes the following activities:

e Build awareness of the need for change: A key first step is to ensure that staff
know that a change in how customer service is delivered is coming.

Promoting this strategy is the first step to building that awareness. This process
should be collaborative and encourage participation across the organization.

e Create adesire to support the change: To effect change, individuals need to be
aware of the need to change and be willing to adopt changes in behaviours and
practices. According to Prosci, managers need to engage and coach staff to connect
to their motivators and find ways to reduce barriers at the individual level. Different
groups respond to different benefits. For one group, having better tools might be key,
while not having to complete a cumbersome process might benefit another. The
CMP should focus on understanding the various interests and communicating the
benefits to build desire among each group.

14 Prosci, Why Change Management? https://www.prosci.com/change-management. Accessed October
2024.
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e Build knowledge of how to change through training: Applying new approaches
takes training and practice. Some strategies address knowledge of how to change,
such as training. Before jumping to training initiatives, it is important to ensure that
staff have a clear understanding of and desire to create a customer-first culture.

o Gather staff insights: A key step should be gathering and understanding the
organization's training needs. As staff gain new or enhance existing customer
service skills, there may still be a gap in implementing those skills.

o Develop a training portfolio and provide coaching and training to support
the transition from knowing what to do to applying those skills. This involves
a strategic approach that aligns with organizational goals and industry
demands. It's essential to tailor training programs to the specific needs of
different roles, enhancing their effectiveness and relevance. A well-
structured training portfolio boosts employee competencies and job
satisfaction and fosters a culture of continuous learning and adaptability,
which is crucial for long-term success.

e Reinforce changes to make it stick: Reinforcement explicitly considers repeating
elements of the CMP to help ensure the change sticks. We should assess how well
the change is taking hold, confirm a behaviour change, and recognize where the
change has been successful.

Benefits

A change management plan ensures that changes are implemented smoothly across the
City. The CMP helps foster consistency, supports employee engagement, and increases
the likelihood of achieving long-term success.

2. Review staff roles and leverage technology to enhance capacity to support a
customer-first approach
This strategy aims to change how individuals view customer service, have more customer-
facing information and services, and build and expand services based on trends and
needs. We want all staff to view customer service as one of the primary goals of their role.
Achieving this level of customer service and all that comes with it can impact staff
capacity. In some roles, the move to a more online service helps with capacity, whereas in
other roles, moving more online increases the workload, for example, ensuring the
accuracy of knowledge and needing to be proactive on emerging and ever-changing trends.

Reviewing staff roles and technology needs ensures employees have the resources and
manageable workloads to deliver exceptional customer service. Ensuring we have
appropriate technology enables streamlined processes, efficient communication, and
data-driven insights that help to meet customer expectations effectively and consistently.

Recommendation

Assess corporate roles to prioritize customer service while balancing other responsibilities.
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A capacity assessment evaluates our ability to meet customer service demands. We can
determine the impact on non-customer service work, influencing staffing levels, employee
skills, workload distribution and the technology or infrastructure available to support
customer service. We aim to ensure sufficient staff resources to provide exceptional
customer service and experience across the organization. We can determine if the impact
on staff's non-customer service work is acceptable or if additional capacity is needed.

This strategy includes the following activities:

e Review current service demands: The City has a strong dataset of customer
interaction data from which to understand current demand.

e Evaluate staffing levels: As part of the Workforce Strategy, assessing whether
current staffing levels are sufficient to meet demand, considering the volume and
complexity of inquiries.

e Assess employee workloads, skillsets and roles: We should assess workloads,
skillsets and roles across the organization to identify gaps that may impact service
quality (e.g., knowledge or communication skills, non-customer service work
demands). The assessment provides an opportunity to augment existing job
descriptions to reflect the importance of customer service functions and the
increased use of technology. Each role at the City should be reviewed, asking what
this role needs to deliver against the customer service expectation and how that
impacts non-customer service work. This is a significant undertaking, and we
suggest each department assesses its role. This approach provides the capacity to
do the review and an avenue to engage staff in the change management process.
The process should be structured and coordinated by the Putting Customers First
Steering Committee and have substantial involvement from Human Resources.

o I|dentify technology requirements: Part of the workloads and roles reviewed above
can include discussing the current technology infrastructure and whether the tools
meet customer service needs or if new technology or analysis could enhance
efficiency and support a customer-first approach.

e Review findings, identify gaps and make recommendations: The review allows us
to identify gaps and align responses. For example, if 10 staff members have similar
roles, the evaluation impact should be the same for all roles. Based on the results of
these assessments, we can determine where additional capacity is warranted.

All staff already deliver customer service at some point, and in some way, even when their
role is not formalized. As such, we do not believe the impact will be very large. However, if
material reductions in capacity are identified, it would be worth conducting an efficiency
review to see if process or technology changes could mitigate capacity impacts.
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Benefits

Addressing staff capacity concerns and technology needs may lead to greater support for
the changes. This initiative builds a deeper and wider awareness and understanding of the
City's customer service vision.

3. Empower and train staff

Customer service training is limited to a small number of roles today. This strategy makes
customer service firmly part of everyone's role

Staff empowerment and training are key to organizational change and creating a customer-
first culture. Training links to the third step of the ADKAR change management process:
providing staff with the knowledge and skills to prioritize and effectively meet customer
needs within a customer-first culture. Empowered staff have access to the tools and
flexibility they need to meet customer needs.

Recommendation

Provide mandatory corporate-wide customer service training for all new staff and a
refresher for existing staff across the organization to ensure they have the necessary skills,
knowledge and tools for consistent, equitable, high-quality service delivery.

Each training program's form, format and content should be developed to focus on a
specific set of roles that share the same customer service profile. For example, the
expectations of Service Oshawa staff will be different than those of IT staff.

The training should address both external and internal customer service and ensure that
training is ongoing and part of the onboarding process for new staff.

This strategy includes the following activities:

e Gather staff insights to identify training needs: A key step is gathering staff
insights and understanding the organization's training needs (as noted in Strategy 1).
e Assess employee workloads, skillsets and roles: As noted in Strategy 2, we can
assess the workloads, skillsets and roles across the organization to identify gaps
that may impact service quality (e.g., knowledge or communication skills, non-
customer service work demands). The assessment provides an opportunity to
augment existing job descriptions to reflect the importance of customer service
functions and the increased use of technology. The roles should be categorized
according to the amount of customer service required and the size of the change to
adopt this strategy. Two potential categories include:
o Roles that serve internal customers and frontline external customers.
o Frontline roles that serve external customers.
e Develop a training plan and materials: Based on the stakeholder analysis, we
should develop training plans and materials specific to each role category. We

26



Putting Customers First: Oshawa’s Strategic Approach to Exceptional Service

should determine whether we undertake this training effort directly or use the
services of a customer service training organization.

As staff gain new or enhance existing customer service skills, there may still be a gap in
implementation. Coaching and training can support the transition from knowing what to do
to applying those skills.

In addition to a training plan to support the implementation of this strategy, the City would
benefit from complementary plans that identify how new staff are onboarded and how
existing staff have their skills and knowledge periodically refreshed.

e Reinforce learnings and application: As noted in Strategy 1, reinforcement
explicitly considers repeating elements of the CMP to ensure the change sticks. We
should assess how well the change takes hold and confirm behaviour change.

e Recognize and celebrate success: A key part of creating a corporate culture that
embraces customer-first approaches is celebrating and recognizing innovation and
excellence in customer service. We should consider formalizing a recognition for
exceptional customer service.

Benefits

According to the Business Development Bank of Canada (BDC), staff training and
engagement can motivate a team and increase productivity by up to 17%."® Training
provides staff with problem-solving and enhances communication skills, empowering staff
to deliver consistent, equitable and high-quality service.

4. Strengthen customer service governance and follow-up.

As noted previously, customers expressed concerns about not receiving follow-up
requests. Situations have occurred where requests are not addressed promptly or closed
out without the request being completed satisfactorily. This can lead to escalations
involving management, the Mayor, and the Councillors' office.

In addition, requests received through Council members do not always get managed within
the regular workflow process, creating information gaps and inefficiency. Often, when a
request falls outside the normal process, multiple staff and sometimes departments
handle the same request, creating duplication and confusion. Often, these requests are
not registered in the CRM software, so request tracking is limited.

Recommendation

Strengthen customer service governance processes to ensure all requests are promptly
addressed and follow-up is completed.

S BDC, Why training employees is good for your bottom line, https://www.bdc.ca/en/articles-
tools/employees/manage/why-training-employees-good-for-your-bottom-line, Accessed November 2024.
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This strategy includes the following activities:

Create customer service reports: Management staff can access real-time customer
service reports showing the aging of requests under their responsibility. Reports should
show different levels of granularity higher up the organization. This process should
establish controls so tickets cannot be closed without more senior approval and data
updated in the CRM. Since multiple systems require requests, these reports should
aggregate the requests to reduce the chance of disconnects.

Establish a process for capturing Council routed requests: All staff should be
informed on how they ensure that the information relating to a request from a member
of Council on behalf of a customer is captured into the correct City system and is then
managed alongside other requests to help create more complete information. Some
municipalities have explored the role of Council members as partners to support
customer service requests, and others have assigned a City staff person to act as
Council members' point of contact for resident service requests who enters the request
into the CRM to be routed, assessed, addressed and tracked.

Define controls for closing requests: \We can make status levels available to tickets,
allowing staff to indicate that a request is completed and ready for review. Criteria
could be defined based on the size or urgency of the request and which supervisor
should review the request to confirm it is complete. This process would ideally employ
workflow technologies to minimize staff time approving ticket closings.

Inform the customer of the outcome and receive feedback: Methods exist to inform
the customer and other interested parties of a request's outcome. The process of
asking if the customer wishes to be notified remains valid. Integration within a
customer portal in the CRM system would allow customers to know the status of their
requests and outcomes. As part of the various technology upgrades, leverage the ability
to allow customer feedback through various channels.

Benefits

By strengthening the governance and follow-up processes and controls, incidents should
be reduced where requests are not addressed correctly or completely. This, in turn,
reduces the effort of staff and Councillors involved in escalations today.
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Processes

We will standardize our service processes to enhance efficiency, transparency, and
consistency across all departments, ensuring that customers receive timely and reliable
service at every touchpoint, while embedding equity and inclusion in our processes.

Action ltems

5. Introduce customer journey mapping for all services offered.

A customer journey is “a person's entire experience when seeking a government service.
The journey has a distinct beginning and end, and because it is typically multitouch and
multichannel, it is also cross-functional. A customer journey is anchored in how people
think about their experience, not how government agencies do."'® A customer journey map
(CJM) can highlight key touchpoints and interactions, helping governments understand the
customer's perspective, anticipate needs, and identify areas forimprovement.’

In the past, customer satisfaction was primarily measured through response times in
customer service standards. The existing service standards at Service Oshawa specify that
phone inquiries must be answered within 30 seconds, 70% of the time. More contemporary
thinking suggests that standards should relate to the customer's experience through the
whole interaction, not just metrics that relate to the organization's responsiveness.

As an organization, we have implemented many continuous improvement projects,
reduced process times, and improved efficiency for many services. These projects
streamline services from a staffing perspective, improving the customer experience.
However, with CJM, we can fully design the customer experience across all channels,
interactions and departments.

Recommendation

Prepare customer journey maps for the services most important to most residents and
create the journey working from the most used services to the least to inform customer
service standards across all channels.

This strategy includes the following activities:

e Define the journey map's objectives: Build on this strategy's commitments to fully
describe the future customer experience and aspects of the customer experience
we want to improve.

8 McKinsey & Company, Implementing a citizen-centric approach to delivering government services, 2015.
p.5.

7 US Department of Agriculture, The Power of Journey Mapping: Enhancing Customer
Experiencehttps://www.usda.gov/media/blog/2024/11/12/power-journey-mapping-enhancing-customer-
experience Accessed November 2024.
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e Develop customer personas: Developing customer personas to represent typical
users of municipal services needs to be mindful of who the customer is and that
there is no one-size-fits-all. Each persona would consider demographics, pain
points, motivations, and expectations. Understanding personas helps ensure the
journey map reflects the local community's needs.

e Map how customers experience the journey: Customer journey mapping (CJM)
captures customers' experience from their point of view. This tool allows an
organization to focus on the aspects of the current experience that are not meeting
the defined customer service commitments. By breaking down the journey into
each step and interaction that a customer experiences with the City, from initial
contact to issue resolution, we can identify opportunities for improvement across
the experience. Some journeys have more steps and staff involvement than
originally anticipated, and each person's journey may differ. This step includes
identifying all the touchpoints and channels where customers interact with the City.

e Review the internal processes related to the journey: Documenting the key
activities, actions and systems involved in each journey stage provides an
opportunity to identify pain points and areas for improvement.

e I|dentify opportunities for improvement: Using the CJMs, we can highlight where
the current experience differs from the desired experience. We can develop
strategies to address pain points, improve satisfaction, or streamline the journey.

e Manage contact points: Typically, the times the customer interacts with City staff
define the experience. These should be overseen when operationalized. For
example, closing cases — no case should be closed unless a person with supervisory
responsibilities reviews it to confirm it is complete and that the customer has been
communicated the resolution.

Benefits

According to Forbes Advisor, a customer journey map helps government agencies
understand the customer's experience, identify pain points, and make better decisions to
be more responsive and user-friendly.® This tool allows municipalities to enhance service
delivery, reduce inefficiencies, and build trust and satisfaction.

6. Develop a plan for better access to services outside of regular business hours.

Service Oshawa is available Monday to Friday from 8 a.m. to 6 p.m. and Saturday from 9
a.m. to 1 p.m. Outside of these hours, calls are answered by Corporate Security, which
receives inquiries on various issues, such as parking enforcement, noise and nuisance
issues and any health and safety-related issues requiring immediate attention. Corporate

8 Miranda, D. and R. Watts, Customer Journey Map: Everything You Need To Know (2024),
https://www.forbes.com/advisor/business/software/customer-journey-map/ Accessed October 2024.
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Security is not always equipped to respond. In an emergency, Corporate Security will
forward the details to the on-call By-law Officer or Operations staff to handle.

Recommendation

Identify ways to facilitate service access after-hours.
This strategy includes the following activities:

o |dentify the demand for after-hours services: Review data on customer inquiries,
requests, and interactions to determine which services are in the most demand
after hours. Some municipalities offer extended service hours, such as the City of
Mississauga, where customer service is offered from 7:00 a.m. to 7:00 p.m., and
Facilities provide services until at least 9:00 p.m. Some offer 24/7 phone service,
however in some cases this is offered because they are mandated to have staff
monitoring alarms 24/7 for service types that Oshawa does not have.

e |dentify the most appropriate combination of techniques for delivering service
around customer needs:

o Train existing staff: We can consider training staff who work outside Service
Oshawa core hours to address service requests. Through this strategy and
the Change Management Plan, the responsibility for customer service has
been expanded across the organization. Therefore, any staff working outside
Service Oshawa hours and handling customer service responsibilities could
fulfil this role. (see Strategy 1).

o Acquire an out-of-hours answering service: Some peers rely on third-party
after-hours services to ensure their customers receive timely and efficient
support, even outside regular business hours. The out-of-hours answering
service triage calls to determine whether they can wait to be addressed in the
morning and route accordingly.

o Configure the call system: The current telephony system is currently
outdated and does not have the flexibility that newer systems do. The current
system allows Service Oshawa to design call routing and schedules so that
calls coming through general numbers can be routed to different recipients
at different times. The current system requires multiple steps, while more
modern systems have greater integration efficiencies, resulting in fewer
delays. By confirming a new call system (see Strategy 13), there are
opportunities to extend some service inquiry capacity beyond SO hours.

e Inanideal scenario, during SO hours, a call would go to them, prior and after hours
would go to the extended hours' customer service staff, and finally, outside hours
would go to the third party.

o Use other channels: Various channels support providing customer service
when staff are not available, including:
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=  Online self-serve options: According to Citizen First 2023, COVID-19
greatly accelerated the shift toward greater online use, and the
changes appear to be here to stay. It is the preferred source of
government services for most of our citizens.' Opportunities exist to
expand or enhance online self-service options (Strategy 14).

= In-person options: Kiosks could be at facilities for customers to
complete transactions when counter staff are unavailable (Strategy
8).

=  Online: We can also consider using Al and chatbots to address
inquiries. Several other municipalities intend to implement or
enhance chatbots to assist in customer service strategies.?

Benefits

Offering alternative approaches to extend service hours provides customers with
multichannel access and consistent customer experiences and ensures that Corporate
Security can focus on its security role.

7. Update corporate-wide customer experience standards and develop guidelines
and policies for all customer interactions.

Once the customer experience has been designed, a key implementation tool is to set
standards, guidelines, and policies for City staff and Council.

Customer service standards establish how City services should be delivered to meet
customer's needs effectively, equitably, and consistently across all channels and
departments. Current customer service standards need to be updated to reflect current
trends. Although the current standards are corporate-wide, they are being used
inconsistently. For example, new employees are not trained as customer service
champions. When someone reports issues, how they are managed can be inconsistent
depending on how and where the request was reported. For example, Service Oshawa
reports on and reviews interactions with their staff to ensure consistency; however,
departments outside of Service Oshawa may or may not maintain their own at various
levels of formality.

Although service levels for the completion of various requests may differ depending on the
nature of work, there needs to be consistency in what and when information is relayed to
the customer, whether internal or external. For example, a forestry request to remove a tree

® The Institute for Citizen-Centred Service, Citizens First 2023: National Report: 2020-2024, p.6.

20 MNP, Transforming service delivery across Canadian municipalities, 2024 MNP Report,
https://www.mnp.ca/en/-/media/files/mnp/pdf/service/digital/mnp-2024-canadian-municipality-digital-
transformation-report.pdf, p.12.

32



Putting Customers First: Oshawa’s Strategic Approach to Exceptional Service

may take longer than a report of a pothole. However, the person reporting the issues should
have their request acknowledged, updated on progress and updated once completed.

Reviewing and updating the customer service standards and creating guidelines and
policies assist both staff and Councilin providing exceptional, coordinated, equitable and
unified customer service.

Recommendation

Develop customer service standards, guidelines and policies for exceptional customer
service for all customer relationships (i.e. internal and external) across all channels.

This strategy includes the following key activities:

e Review current and identify new levels of service: A first step to developing
customer service standards that work across the organization is to review what is
working currently, what levels of service are being achieved, where gaps exist, and
appropriate levels of service to meet customer needs. This review builds on this
process's internal and external consultations and helps the organization understand
where improvements are needed. This assessment identifies common issues,
customer complaints, and inefficiencies, informing realistic and appropriate
standards across channels.

e I|dentify customer service performance metrics: For each aspect of the customer
experience, we can review and develop metrics to measure how well we achieve the
experience across customer interactions and develop a quality assurance program
across the organization to ensure we are meeting those targets. For example, if one
of the aspects of customer experience was the first point of contact resolution, we
could measure the number of contacts referred to someone else in the City after the
first point of contact or when a service request has been submitted we would
monitor whether the customer is receiving appropriate follow up and case
resolution is occurring within service level.

Modern customer satisfaction metrics look beyond these process measures and focus on
the key features of the customer experience, which might include responsiveness, going
above and beyond, being friendly and minimizing the customers' time, feeling valued,
among others.

e Gatherinternal data and input from staff, corporate leadership and customers:
Likely, some of the data already exists in City systems, but since we are measuring
experience, not process, it is also very likely that additional data needs to be
gathered. We should define the methods by which we gather the additional data.

Since we are discussing experience, customers are a source for some of this
information. We can bring together departments with customer-facing staff to
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define appropriate customer service standards and supporting guidelines and
policies.

e Prepare customer service standards, guidelines and policies that are delivered
across the organization to increase both consistency and equity.

e Prepare reports: As with any measures, we should monitor performance.
Strategies 4 and 8 also reference creating reports to monitor performance, and
customer experience standards should be integrated into those reports.

Benefits

Ensuring clear standards, guidelines and policies for staff and Council on what, when and
how issues are reported supports consistent customer service delivery and strengthens
transparency and accountability.

8. Enhance in-person counter services.

While we have made progress in creating Service Oshawa as a consolidated touchpoint for
customers, there are still opportunities to centralize customer service further to make it
easy for customers to access various services at one time and in one location.

There is an opportunity to re-imagine and pilot a centralized service model that brings more
services to the front door of City Hall. A similar City Hall model has been applied in the City
of Kitchener, which brings eight services to a centralized counter, creating an easy-to-find
customer-centric solution. The counter dedicates several fixed service spots to revenue,
payment-related, and legislative services. The remaining spots are available for subject
matter experts from planning, buildings, transportation, engineering, customer service,
and others) to engage with customers. Space is also designed to accommodate
accessibility. Subject matter experts have a shared workspace behind the counter,
enabling any service to be 'called up' to the counter to support a customer. Departments
are responsible for staffing the SME stations. Small conference rooms are available for
conversations that require privacy. Customer service representatives are at the counter to
address common inquiries, and a general information station is also available. The counter
is supported by a service call centre that provides first contact for phone inquiries.

There are opportunities to empower more staff to address customer needs at remote
locations across the city. Customer service hubs create a streamlined 'one-stop-shop'
service as customers' first point of contact. By developing customer service standards,
guidelines, and policies across all departments, satellite locations can support consistent
experience and provide the same range of services to the greatest extent possible. This
ensures the customer experience is consistent regardless of the counter they attend.

Recommendation

Conduct a feasibility study to assess enhanced centralized in-person counter service at
City Hall and centralized service counters at satellite locations.
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This strategy includes the following activities:

Identify the services and potential locations for centralized service: This step
identifies the locations and types of services available at general service counters, peak
service times and how they are staffed.

Engage staff: It is critical to engage department staff and leadership at each step as
part of the change management process. Staff engagement is important to ensure
technology and space requirements are considered in the design, and there are
mechanisms for frontline staff to raise issues during the feasibility study and share
mitigation ideas.

Identify technology needs and integration: When services are identified for
centralized counters, it is important to ensure staff at counters access the same
information and technology, including CRM access.

Secure space at City Hall: Creating space on the main floor of City Hall ensures all in-
person services are available to the public. Allowing a customer to receive multiple
services without leaving the main floor. Staff from all areas are always available to
assist during regular business hours.

Design space at City Hall: The design should consider the size of space required for
the services available. This includes the space needed to provide workstations close to
the counter and design elements relating to washrooms, common spaces, private
workspaces, noise mitigation and other staff space needs identified through
consultation. Space design should consider specialized counter (i.e. Building Service
and Planning) priorities and accessibility needs.

Integrate a kiosk(s): Identify services offered through a kiosk in all City facilities where
customers can report, apply and pay for various services.

Confirm location(s) to pilot centralized service: Once all feasibility study parameters
are confirmed, secure the location and consider wayfinding to support customers'
orientation to the service counters.

Create guidelines and policies: As identified in Strategy 7, customer-first service
standards, guidelines, and policies are important in ensuring that customers are the
priority for all services.

Provide customer service training: As identified in Strategy 1, itis critical to ensure
that the staff at generalized or centralized customer service counters have the skills
and knowledge needed to ensure that a customer attending any in-person counter
receives the same experience.

Identify staffing needs and assign a greeter: There is a need to identify staffing
requirements for the satellite hub(s) and an opportunity to create a greeter at the main
entrance doors to help direct and visitors to City Hall.

Manage people: We should consider investing in a system to manage in-person traffic
at City Hall, allowing online appointment booking and visitors to plan or walk in to
receive needed services.
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e Monitor and report on findings: We should track performance metrics, customer
satisfaction and employee feedback to gauge the effectiveness of the feasibility study.
Compare these metrics with pre-implementation baselines to assess improvement and
make necessary adjustments.

Benefits
Enhanced counter service increases customer convenience.

9. Support data-driven decision-making to respond to customer trends and demands.

Currently, there are limitations to providing detailed specific reports to Council. Ward-
based reports only show service request counts per ward, and it is hard to compare across
wards without manual work. Service Oshawa reports monthly service level metrics by
manually extracting data from various sources and consolidating them in Excel. There is
also no real-time reporting (dashboards) to see trends as they happen, which would help
departments respond proactively and improve communication with customers. Better use
of service and information data could help identify which services generate large volumes
of questions and concerns, assess if they are one-time or ongoing, and guide service
improvements, supporting continuous improvement.

Recommendation

Enhance data-based decision-making by implementing a data warehouse and establishing
analytics that identifies changes we should make to continue to meet customer needs.

Data analysis capabilities can be improved by implementing a data warehouse that
aggregates customer data from various systems. This tool elevates reporting, advances
data integration and facilitates a more cohesive understanding of performance.

Formalizing how data is interpreted and changes supports data-driven decision-making.
Typically, this starts with defining a set of key performance indicators (KPI) and target
performance levels to provide a fulsome picture of performance and provide decision-
makers with accurate information.

This strategy includes the following activities:

e Create a data warehouse and analytics: Identify and document relevant customer
data sources and develop a data model that allows us to report against KPIs easily.
Establish methods by which that data can be extracted and loaded into the
warehouse on a defined frequency.

e Develop dashboards or other reporting tools: We can develop dashboards and
reports to share information with managers across the organization and Council.
This step also involves defining the methods by which performance is discussed
and decisions made on customer service.
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e Monitor customer trends and behaviours: We can also monitor trends and
behaviours. These are not necessarily KPIs but reflect what customers are doing or
choosing. The insights gained from the trends should stimulate conversations about
how we respond to the changing environment.

Benefits

Better data allows for more informed decision-making. Data analysis further optimizes
resources and provides information needed to address issues promptly based on evidence.
Reporting also provides an avenue for increased transparency and the ability to track
emerging trends.

10. Connect with Durham 311

Durham Region offers a 311 service as its primary contact for residents to access all non-
emergency information and regional-related service requests, including issue reporting,
issue status checks and other related inquiries. Where Oshawa delivers a similar service,
the callis transferred to the City of Oshawa to be addressed by City staff.

Recommendation

Continue identifying opportunities to provide a seamless customer experience with
connections to and from Durham 311.

As we develop customer service experience, we should collaborate with the Region to
ensure we align our approaches and connect our processes where appropriate to do so.
Adopting new telephony and upgrading the City's CRM should allow us to implement
streamlined methods for enabling these transfers. It should consider the objective of
making it invisible to the customer that a transfer occurred.

This strategy of driving a customer service culture within the organization does not suggest
creating a more integrated relationship with Durham 311 at this time.

The strategy focuses on staff — who always have customer service responsibilities - and
systems in Oshawa. Once the customer service commitments of customer excellence,
consistency, knowledge and continuous improvement have been achieved, we can
reconsider the level of integration with Durham 311.

Overall, City and Region staff should explore how best to maintain connection and
alignment whenever we change systems or processes relating to customer service.
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Benefits

By continuing to identify opportunities for seamless customer service between Oshawa
and Region, customers who use Durham 311 get a similar level of service as if they had
approached Oshawa directly.

Technology

We will leverage technology to improve accessibility, convenience, and responsiveness in
our customer service offerings, enabling customers to interact with city services
seamlessly through multiple channels.

Action ltems

11. Develop a technology roadmap for continuous improvements.

Technology plays an important role in municipal customer service and is continuously
evolving rapidly. Technological tools are used to streamline internal and external
processes, improve response times, and enhance customer accessibility. Today's tools
include computer telephony integration (CTI), CRM systems, online web interfaces, self-
service portals, chatbots, online chat with person, and mobile apps. National research
findings highlight that online services are here to stay, and there is an appetite for improved
municipal online services. Oshawa still has a significant volume of customer service by
phone. Our strategy considers both continued support for exceptional phone service to
meet the needs of current customers and expanded digital offerings to be future-ready.

Backend technology tools are evolving and creating seamless interactions and resolutions.
We are currently updating our CRM to support greater functionality and allow customer to
upload photographs related to their complaint.

The City’s Information Technology Strategic Plan aims to move towards digital service as a
preferred channel and digitize end-to-end business services. Creating a technology
roadmap specific to customer service ensures we stay current on the latest technology
and technology-enabled services and prepare for future investments.

For example, automated chat functions are becoming increasingly common and will soon
be augmented with Al. When this understanding is not integrated into IT purchase
decisions today, it can be much harder to onboard these technologies due to
environmental limitations.

Recommendation

Prepare and maintain a customer services technology innovation roadmap that identifies
beneficial technologies and timelines for adoption.

The technology innovation roadmap should identify the most beneficial technologies,
when to adopt them, and what to avoid that could make adoption more challenging.
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According to the BDC, "Investments that only address immediate needs result in fewer
benefits, duplication of effort and higher costs."?! It is important to focus on a longer time
horizon and consider what the municipality needs to stay competitive. BDC suggests
flexible, scalable, and expandable technology that accommodates long-term needs and
maximizes gains from investment.

This roadmap should be integrated with the IT Strategic Plan and the GIS and Data Strategy.
This strategy includes the following activities:

¢ Identify emerging technology needs: The first step is to continue to review and
evaluate business processes, identify inefficiencies, identify technology gaps, and
identify the functional capabilities we need to improve customer service.

e Plan and monitor trends and innovation: We should continue to research the
common, current, and emerging technologies in customer service, considering how
the City would benefit from their application. We should also gather insights into
challenges, lessons learned, and enhancements to inform decision-making.

¢ I|dentify timelines and investment needs: The roadmap should identify when to
implement technology at the earliest opportunity while considering the investment
needs and competing priorities.

e Maintain and refresh: Given the rapid evolution of technology, we recommended
that the roadmap be updated annually to reflect timing and new technologies.

Benefits

Appropriate technology allows us to manage inquiries more efficiently, offer 24/7 access to
information, and personalize interactions based on customer needs. Technology also
enables data collection and analysis, helping us understand preferences, identify service
gaps, and make data-driven improvements. A technology innovation roadmap makes it
more likely that we adopt the technologies, help reduce the total cost and decrease the
likelihood of redundancies.

12. Expand and promote digital service options and reporting.

Despite having a wide range of digital service options, our analysis indicates that most
customer contactis via phone, which is labour-intensive compared to the alternatives. In
addition, the customer survey showed less positive feedback with online channels than
other channels. Service Oshawa Online and online chat have lower customer service
volumes than customers' preferences. This reinforces the idea that the City has an
opportunity to increase the use of digital channels.

21 Pastrikos, J. 6 steps to creating your technology roadmap. https://www.bdc.ca/en/articles-tools/blog/it-
strategy-6-steps-creating-your-technology-roadmap Accessed November 2024.
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According to the Citizen First 2023 Report, other municipalities are seeing an increase in
online services, with 44% of customers using online services as their main service channel,
a slight increase from previous years.? Similarly, research by MNP suggests that
municipalities expect to "implement or improve digital services such as chatbots, online
chat services with live agents, SMS messaging, service portals, and mobile applications" as
key digitization tools.? Anticipating that Oshawa will follow a similar trend, there is an
opportunity to enhance digital service options proactively.

We will continue to align with the Information Technology Strategic Plan goal to move
towards digital service as a preferred channel and digitize end-to-end business services.

Recommendation

Expand and promote digital service options, focusing on increasing online engagement
with Service Oshawa.

This strategy includes the following activities:

e Identify user pain points: As identified in Strategy 5, we can gather feedback from
external and internal customers to understand their experiences with self-service.
This can include reviewing Oshawa's website in general and looking for
improvements to the ease of navigation, accessibility and language support.

o I|dentify potential services not currently online: Review services to identify other
opportunities for automation with an online service and any changes to processes
to provide the service online.

e Enhance the digital service options: Trends point to the higher usage of chatbots,
Al, and online chats as viable alternatives to in-person or phone services.
Investigate the potential of having an Oshawa App to register, report and apply for
various services. These technologies offer the potential to enhance customer
experience by providing quick, efficient, and accessible support. As part of our
commitment to continuous improvement, we recognize the importance of staying at
the forefront of technological advancements. Therefore, we will assess these
technologies and consider piloting low-cost solutions to provide new and exciting
avenues for customers to interact with the City. By embracing these innovations, we
aim to streamline services, reduce wait times, and ensure that customers can
upload required documentation and access the information and assistance they
need, anytime and anywhere.

e Determine cyber security and data privacy needs: As with any online interactions,
we must consider the cyber security needs to protect personal information. Cyber

22 The Institute for Citizen-Centred Service, Citizens First 2023: National Report: 2020-2024, p.9.

23 MNP, Transforming service delivery across Canadian municipalities, 2024 MNP Report,
https://www.mnp.ca/en/-/media/files/mnp/pdf/service/digital/mnp-2024-canadian-municipality-digital-
transformation-report.pdf, p.12.
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security and privacy are priorities for comparator municipalities. Protecting data is
essential to maintain trust and function efficiently in the digital age.?*

e Create a marketing campaign: As we upgrade our digital service channels, we can
begin marketing to customers. The campaign should focus on improving customer
awareness of digital service options. This should also include reviewing and
updating our tutorial content for using self-service features.

e Implement digital service enhancements.

Benefits

Digital service options benefit customers as they are more convenient, have 24/7
availability and support, and enhance "feedback loops" as digital service is easier to track.
Suppose service volumes shift from the phone to Service Oshawa Online, in that case, we
will be more likely to meet service targets without increasing the number of Customer
Service Representatives. We can create a more cost-effective service by promoting digital
services to customers.

13. Update the corporation's telephony system.

Computer telephony integration (CTI) links telephones and computers to work together
seamlessly. The municipality uses CTIl to streamline customer service workflows,
personalize customer interactions and increase overall productivity. Our current telephony
system is reaching end-of-life and does not offer modern features that support enhanced
customer service activities.

Recommendation

Upgrade the current telephony system to a modern platform that offers better customer
service support.

In addition to standard features, we could consider:

e CRMintegration

e Post-call survey

e Automatic call distribution

e (Callanalytics

e Adaptable introductory messages

e Softphone

e Customer wait time notifications/call-back functionality

24|bid, p.10.
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This strategy includes the following key activities:

e Gather insights into systems and features in the marketplace: We can review
common systems to understand the newer features that might benefit in addition to
a standard platform.

e Define phone system requirements: Following the review of products and
features, we can gather the requirements for the new phone system. For example,
key features should be the ability to easily change upfront messaging, allowing
customers with queue wait times and staff to seamlessly access the phone queue
from anywhere with simply a City computer and wi-fi connection.

e Procure a system and implement: The final stage launches a procurement process
to identify a vendor and platform that best fits the City's needs.

Benefits

According to Forbes, modern call center automation using telephony integration software
benefits the organization by implementing standardized call-handling processes, reducing
call center costs, handling routine tasks efficiently, optimizing productivity and ultimately
enhancing customer experience and satisfaction.?®

14. Advance a self-serve portal.

Strategy 12 discusses enhancing and promoting digital service options. Customers do not
have a central point to access online services, but they have many points in our current
decentralized or partially centralized model. All departments can create customized online
forms, ensuring customer feedback is available for customer service representatives
(CSR). Most departments rely on the SO-specific form and do not customize their own.

The City is in the early stages of introducing a single sign-on option for our online portal, as
we upgrade some of our aging platforms there is opportunity to better connect the services
through potential integrations or at the very least making the transition from one platform
to another more seamless to better the customer experience. Whether you're paying a bill
or signing up for a recreation program, you could log in once to access all platforms
effortlessly. Our CRM will continue to contain much of the information on requests and
inquiries and CityView will continue to provide access to various applications and permits.

Recommendation

Implement a customer portal to serve as the single access point to various City digital
platforms with the use of a Single Sign-on technology.

Along with the ability to complete transactions with the City, the portal should be a place to
track the status of transactions, including potentially notifying the customer when a

2 Shewrta and K. Main, What Is Computer Telephony Integration (CTI)?,
https://www.forbes.com/advisor/business/computer-telephony-integration/, Accessed November 2024.

42



Putting Customers First: Oshawa’s Strategic Approach to Exceptional Service

request is updated or closed. This strategy supports a consistent customer experience
across channels and complements several other strategies, including advancing the CRM
and accessing services outside regular hours for phone and other channels.

This strategy includes the following activities:

Review existing digital platforms, databases, and systems: The first step is to
review the systems and platforms we want to connect to a portal, including
customer-facing systems like Service Oshawa Online, ActiveOshawa, CityView and
TXM (Property Tax System). We should identify what can be integrated (e.g., CRM
systems and payment) and determine if the systems are compatible to ensure a
unified experience where possible. This step requires consultation and discussion
with City staff who engage with each platform, IT, and the Corporate Leadership
Team to ensure the integration meets the best corporate objectives and community
needs.

Consider the user interface and experience: Several questions need to be
answered, but thought about simplistically, we need to decide how it will give users
access to each service — will it be through a capability in the portal itself, or will the
user be passed to another City system? For example, in the case of recreation, we
have an existing recreation platform, and the best course of action is likely to
transfer the user to that platform to complete their recreational activities.
Ultimately, the goal is to create a user-friendly, intuitive interface with
straightforward navigation. The user interface must meet web accessibility
standards and function across devices. A second design question is how to provide
the users with an aggregate view of their interactions with the City and how to keep
this up to date. Particularly since much of the information resides in operational
systems, will some of this information be replicated within the portal platform for
users to monitor? Finally, notifications — how will we communicate with customers,
and how automated should this process be?

Develop a new or existing portal platform: Once the capabilities and user
interface needs are determined, we can determine if an existing platform can be
used or a new one that integrates across all existing systems and protects security
personal data. Consider whether an off-the-shelf solution or custom development
better fits our needs, factoring in time, budget, and technical requirements.
Determine cyber security and data privacy needs: As with any online interactions,
we must consider the cyber security needs to protect personal information. Cyber
security and privacy are priorities for comparator municipalities.

Test, launch, and promote the portal: Launching a customer portal should be
closely coordinated with the new customer service platform and promoting online
services. We should set targets for how many customers it wants to register over
time. If we want online self-service to become the preferred channel, using
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something like taxes as an example, where most residents interact with the City, can
be an effective tool to drive registrations.

As we create the unified platform, we can begin marketing efforts to customers. City staff
and members of Council have a role to play in promoting the use of digital services to
ensure that inquiries and requests are logged, processed, and responded to effectively and
efficiently.

e Monitor, maintain and refresh: By integrating with other systems, we can track
usage, response times, and user feedback to evaluate the portal's effectiveness and
create a seamless one-stop source for government services. Feedback can fix any
issues and improve the portal over time.

The following provides an overview of how to transition Putting Customers First from
planning to implementation. A strong focus on implementation, coordination, and
measurement is essential to the plan's success.

Putting Customers First identifies the activities and the time staff are involved. For
successful execution, we may need to allocate additional resources such as training for
staff, communication tools, etc., to ensure a smooth transition. Still, it is unlikely that full-
time roles would be required throughout the execution of the strategy.

The strategy is about changing behaviour and culture, which takes time and persistence.
The implementation plan in Appendix B shows our suggested sequencing and highlights
the implementation and ongoing activities over the next five years.
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Oversight and Coordination

We have committed to exceptional customer service as a city-wide endeavour. Each
department and branch have a unique role, ensuring the strategy is implemented
effectively and cohesively. From frontline staff to senior management, responsibilities
should be defined, promoting accountability and a seamless service experience for all
residents and visitors. This collaborative approach is key to maintaining the high standards
of service that we are known for.

Putting Customers First Steering Committee

To support and guide the implementation of Putting Customers First, we should establish a
Steering Committee with responsibilities to:

e Implement customer-centric strategies to enhance departmental support.

e Develop and implement tools and experiences for customer engagement.

e Analyze customer data to inform business decisions and strategies.

e Partner with operational departments to address and resolve customer service
challenges.

The Steering Committee champions Putting Customers First. As shown in Table 3, senior
staff responsible for the plan's implementation and coordination form the steering
committee.

Table 3: Putting Customers First Steering Committee representation and roles.

Putting Customers First Steering Committee

Group Role

Corporate Leadership  Change management

Team

Human Resources Leads on staff resourcing and labour relations
Legislative Services - Coordinates changes to Service Oshawa

Service Oshawa

Information Technology Leads on GIS, Phone System, Software
Services

Diversity, Equity and Leads on Accessibility and Equity
Reconciliation

Corporate Leads on Website and Connect Oshawa
Communications

Finance Services Leads on customer service improvements
Recreation Leads on customer service improvements
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Putting Customers First Steering Committee

Operations Leads on customer service improvements
Economic and Leads on customer service improvements
Development Services

Safety and Facilities Leads on customer service improvements
Services

Operating Departments and Working Groups

Working groups of subject matter experts from various operational departments should be
formed to support implementation as needed.

Operating departments are essential in delivering specialized customer service experience.
They use various tools to address customer needs and inquiries effectively. Operating
departments will require regular collaboration with Legislative Services, which is crucial for
evaluating and enhancing the quality of customer interactions.

In project development, the required capabilities include strong analytical skills to assess
needs and challenges, creative problem-solving abilities to overcome obstacles, effective
communication to ensure team alignment, and technical proficiency to implement
solutions. Additionally, adaptability is crucial to respond to changing conditions and
feedback, while leadership and collaboration foster a productive team environment. These
capabilities form the backbone of successful project execution and management.

Staff Champions

A central aspect of the strategy is cultivating a culture centred on delivering exceptional
customer service internally and externally, irrespective of one's role.

The emphasis is on fostering a shared understanding that providing customer service is a
collective responsibility. This requires that everyone understands their role in responding to
customer inquiries promptly and effectively, whether directing individuals to the right
person or finding solutions to address their needs.

Staff champions play a crucial role in driving change. Staff champions offer daily
assistance to fellow staff members, fostering a collaborative environment and encouraging
innovation and responsiveness to evolving business needs. Leveraging staff champions
elevates the collective expertise of individuals, empowering them to act as change agents
within the organization.

Communication and Engagement

Communication and engagement are reoccurring themes in Putting Customers First.
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Designing and developing effective communication for staff ensures clarity, engagement,
and alignment with the program's goals. Crafting messages that resonate with the staff is
crucial, highlighting why we want to change customer service delivery, their involvement
and the program's progress. Regular updates, delivered through well-chosen channels,
help maintain transparency and foster a sense of inclusion. Measuring the impact of these
communications is also key to managing them effectively, allowing for adjustments as the
program evolves.

Engaging all throughout the process facilitates buy-in and proactively addresses concerns.
Frontline staff are directly involved in delivering customer experiences. Their insights and
feedback provide valuable perspectives on customer needs, pain points, and operational
challenges, ensuring that proposed changes are effective.

Measurement and Key Performance Indicators

Measurement involves systematically collecting data to assess the impact of change
initiatives. According to the World Bank, governments looking to measure the degree of
customer-centricity (customer-first approach) must integrate two types of measurements —
administrative data from the municipality and “directly collected from customers regarding
their personal experiences with and evaluation of public service delivery.”?¢

Strategy 7 focuses on updating corporate-wide service standards and will define the key
performance indicators. These should include both operational service standards and
customer experience metrics to provide a fulsome view of performance.

Standards will explore the following:

e First contact resolution rate: The percentage of customer inquiries resolved at the
first point of contact.

e Service level: The percentage of customer inquiries or issues resolved within a
specific timeframe.

e Average handle time or resolution rate: The average time it takes to handle a
customer inquiry or issue.

e Digital adoption rate: The percentage of customer interactions using online tools
and platforms for municipal services.

e Abandonment rate: Percentage of customers who ended the interaction without
resolving an issue due to a breakdown in the process.

e Customer satisfaction score: How satisfied customers are with the city’s service

e Customer effort score: How easily customers interact with the City.

28 International Bank for Reconstruction and Development/The World Bank, 2018. Indicators of Citizen-
Centric Public Service Delivery, p.6.
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Tools such as sentiment surveys, awareness metrics, and participation rates can support
customer data collection and further provide an understanding of overall performance.

In addition, given that the foundation of Putting Customers Firstis change management,
several change management metrics exist to explore, including change adoption, speed of
adoption, change readiness scores, staff engagement and sentiment, and training
completion rates.

The final set of performance indicators will help us gauge the effectiveness of our change
management efforts, ensuring alignment with project objectives and facilitating
continuous improvement. Tracking these metrics enables us to make informed decisions,
address resistance areas, and drive the desired organizational transformation.

Reporting and Plan Renewal

On an annual basis, we should produce a progress report on strategies and successes.
Plan renewal should occur every five years and reflect updates to the Information
Technology Plan, Oshawa Strategic Plan or any other relevant strategic plans for the City.

Conclusion

Putting Customers First reflects our commitment to delivering exceptional service and
fostering strong relationships with our community. By fostering a customer-first culture,
delivering high-quality and consistent experiences, advancing technology, sharing
knowledge and driving continuous improvement, we aim to elevate the customer
experience, ensuring that every interaction whether internal or external is meaningful,
efficient and impactful.

This strategy builds trust and satisfaction among residents, local businesses, investors,
community organizations, and strategic partners. It positions the City of Oshawa as a
responsive and forward-thinking service delivery leader.
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8.Appendix A - Research and Analysis

The following research and analysis were undertaken in 2023/2024 by Blackline Consulting
to help shape Putting Customers First: Oshawa’s Strategic Approach to Exceptional
Service. Since this research was completed, the City has advanced several key initiatives to
enhance customer service delivery.

602
Data Analysis Internal Staff Process Shadowing External Customer Peer Review
. Service . Interviewed 4 - Completed 12 2 Customer surveys = Mississauga
Volume/Channel Councillors sessions of - Long-form survey 159 ~ Regina
Analysis - Interviewed 21 process responses — overall » Waterloo
. Historical members of shadowing with experience/ = Burlington
Performance Senior staff from across perceptions and future Coquitlam
against Service Management the organization service options
Targets - Short-form survey 88

responses—gathered
feedback immediately
after an interaction

Figure 11: Process to develop Oshawa's customer service strategy.

Data Analysis

Customer preference for service is still via the phone (Figure 3), which restricts Service
Oshawa (SO)’s capacity. As a service channel, the phone has its advantages: itis
immediate, allows customers to discuss their requests in detail, and is personable.
However, service via the phone is naturally limited to how many staff are available at the
time to take calls. It is also a manual service, with staff needing to enter data and look up
information for customers.

The City does not have computer telephony integration (CTl), so the onus is on staff to
manually identify customer data and to document service requests in Lagan. SO online
and SMS (live chat) see low customer service volumes compared to customers’ stated
preferences. This reinforces the idea that the City has an opportunity to increase the use of
digital channels—the desire is there.
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Average Monthly Volumes
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Figure 122: Average monthly call volumes.

If Oshawa shifts service volume from the phone to customer-led service through Service
Oshawa online, it will be more likely to meet its service target without increasing the
number of Customer Service Representatives to manage the phone queue actively.

Under the centralized model, customer service is generally effective.
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Percent of calls answered within 30 seconds
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Figure 13: Percentage of calls answered within 30 seconds, 2014-2023.

Figure 13 suggests Service Oshawa is successful as a first point of contact for the City. The
graph below shows how interactions in Lagan have been classified for the past four years.

Services in 2020-2023

City Administration

Taxes and Assessments
Waste Collection

Recreation and Culture
Transportation & Parking
Property, Zoning, Planning
Roads, Sidewalks & Boulevards
Animals

Parks, Forestry and Cemetery
Winter Control

Other

o
=S

5% 10% 15% 20% 25%

Figure 143: Services requested 2020-2023.
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Figure 14 shows that City Administration is the largest sub-classification of service
interactions at nearly 25%. City Administration appears to see this high volume due to its
breadth of services (for example, By-law ticket payments, Commissioner of Oaths
inquiries, and transfers of calls received by Service Oshawa with a specific request for
staff/other branches).

The other categories represent three-quarters of the call volume Service Oshawa manages.
For these services, SO has the knowledge required to act on customer requests. This
suggests a high first-contact resolution rate.

Customers can contact the City through five distinct channels, as shown in Figure 15.
Based on the survey data below, the phone is the preferred contact channel for customers.
This has implications for service capacity.

Preferred Contact Channels

Teiephone |
Email - |
in person |
Service Oshawa online
requegt -

Online live chat ||

0% 20% 40% 650% 60%

Figure 15: Preferred contact channels in the City of Oshawa, 2023.

Internal Consultation

Individuals were shadowed from 11 distinct service branches of the organization. The
intent with process shadowing is to establish an understanding of how customer service
processes are done today.

This familiarity allows us to assess the City’s processes and make recommendations as
part of this final strategy. Table 4 lists the service branches of the City we met with.
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Table 4: List of City departments consulted.

City Function

Service Oshawa

Tax Services

Mayor/Council Office

Recreation Services

Cemeteries

Roads Operations

Fire Prevention

Parks and Waste

Animal Services

Licensing and Standards

Building Services

Process Findings

Based on the framework used, Table 5 below summarizes our findings.

Table 5: Process findings from observations and consultation with City departments.

Sub-Process

Observations

1.0 Develop
customer service
segmentation/
prioritization

All departments can create customized online forms,
ensuring customer feedback is available for customer
service representatives (CSR). Most departments rely on the
SO-specific form and do not customize their own. SO
analyzes complaints provided through the online forms and
general feedback through the City’s website.

Except for SO, no department has a formal process for
analyzing customer feedback on their customer service
experience to identify process improvements.

Security receives requests via phone for customers’ needs
outside of SO’s operating hours. The inquiry is resolved if it
relates to specific after-hours calls outlined by the operating
departments; otherwise, the security guards do not provide
support. Customers are asked to contact SO during their
hours of operation.

Cemeteries receive verbal feedback after a service, but this
information is not retained for reference.

2.0 Define customer
service policies and
procedures

SO reviews customer service policies annually. Major
changes to policies require approval from Council.
Departments outside of SO maintain their policies with
various levels of formality. For example, Taxation has clear
guidelines and policies, while these are undefined in
Recreation. This gives rise to challenges, as inconsistent
procedures and training lead to differing customer service
levels across the City.
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Sub-Process Observations

3.0 Establish service e SO aims to answer phone inquiries within 30 seconds, 70%
levels for customers of the time. SO reports monthly on its performance against
these service levels.

e Most service requests from SO branches commit to a two-
day turnaround for an initial response.

e Service requests submitted to departments by SO have a
service level associated with them. These service levels are
set by the department responsible for that service. The
service levels are based on the nature of the work. Service
Level reports are produced monthly for the management
team and Council.

4.0 Plan and manage SO employs Excel spreadsheets for multiple functions, such

customer service as calculating monthly expected volume, scheduling

workforce workforce rotations, tracking absenteeism and managing
timesheets for payroll. Call volume statistics are used to
establish the biweekly schedules down to 15-minute
intervals. The process also involves assigning staff based on
anticipated workload, with biweekly rotations featuring
slightly varied hours. Absenteeism data, encompassing
medical, sick, vacation and flex time, is recorded and
managed in a spreadsheet. Time-off notifications are
received through emails or phone calls, and relevant data is
manually entered into PeopleSoft for time tracking.

e Quality control measures in SO involve listening to two or
three selected phone calls per CSR each month, providing
feedback and jointly evaluating one random phone call with
the CSR.

e Animal Services uses a rotational scheduling system, with
two staff members at the front counter. The rotation includes
four desks: Desk 1 handles public greetings and inquiries.
Desk 2 manages social media and supports Desk 1. Desk 3
coordinates foster and volunteer programs. Desk 4 oversees
medications and inventory.

e In Recreation, monthly scheduling involves full-time staff
rotating early, mid and late shifts, while part-time staff rotate
between facilities. Although the department is adept at
scheduling and forecasting, challenges include high turnover
rates due to staff moving to other city jobs. Employee
burnoutis also a concern. Addressing turnover and burnout
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Sub-Process Observations

is essential for improving efficiency in Recreation's staff
management and transaction processes.

5.0 Manage customer o
service requests and
inquiries

Departments outside of SO have differing processes for
accepting inquiries in person, via email, phone, or via an
assigned Lagan request. There is a variance between
accepted payment types by department.
o Cemeteries, Animal Services Licensing and Recreation
accept all forms of payment.
o Building Services is in transition to accepting online
payments through CityView.
SO intakes inquiries in person, through email, phone, live
chat, and the Service Oshawa Online portal. These channels
are not managed as a unified queue of customers, resulting
in an issue where calls, emails or chats are assigned to CSRs
who may already be actively occupied with other inquiries.
SO can receive all forms of payment and payment
reconciliation is performed by CSRs at the end of their shifts.
SO has an effective system to handle a large inflow of in-
person inquiries by using a button that calls for additional
CSRto assist at the front desk, ensuring a prompt and
effective response to resident needs.

6.0 Manage customer o
complaints

The intake of customer complaints is not standardized
throughout the City.
o SO and Recreation use online complaint forms for
customer complaints/feedback.
o Fire complaints are logged as cases in Lagan.
o Building Services and Taxation deal with complaints
directly, as they typically come in by phone or email.
o Licensing directs residents to SO’s online forms.
o Animal Services logs complaints in their Chameleon
system.
In SO, when issues are escalated, they go to the Coordinator.
The Coordinator listens, provides feedback and works on
resolving the problem. Complaints are logged into Lagan and
sent to the relevant department for action.
Outside of a service request, when residents submit a formal
complaint about a service they receive, it may take up to 20
days for a department to respond. However, the City
commits to keeping residents informed about the status of
their complaints throughout the process.
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Sub-Process Observations

7.0 Measure e Customers can share feedback on their experiences through
customer forms on the City's website, accessible via personal devices
satisfaction with or terminals at City Hall.

complaint resolution e« SO actively manages collecting and assessing customer
feedback for inquiries related to various city departments.
e SO systematically gathers statistics on customer feedback
and disseminates monthly reports.
e |n Cemetery Services, while formal feedback collection is
not routine, positive feedback is often received as thank-you
emails.

External Consultation

As a component of Putting Customers First, the City conducted two surveys with residents.

1. Along-form survey intended to collect in-depth information regarding experiences and
perceptions of customer service, facilities, the City website, and potential future
customer service options.

2. Ashort-form survey intended to gather feedback immediately after a specific customer
service interaction.

Both surveys were made available from September 11 to October 13, 2023, online and in
paper format at all facilities. Paper copies of the short form were available at all service
counters or using a QR code. Information and requests for feedback were offered after all
interactions within SO, including after a live chat interaction.

The following responses were received:

e 159 respondents completed the long-form survey
e 88respondents completed the short-form survey

As the survey was conducted using an opt-in methodology, no margin of error can be
assigned to the results. Responses are unweighted.

Figure 16 indicates that most respondents are between 35-54 years of age, followed by
those older than 55.
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Age of Respondents
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Figure 16: Age of survey respondents.
Figure 17 shows that most respondents are Oshawa residents or business owners, while

Figure 18 shows the distribution of participation across Wards in the process.

Oshawa Resident and/or
Business Owner

Yes [

No N

No Response |

o

50 100

Figure 17: Identification as Oshawa resident, business or other.
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Ward
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Figure 18: Representation of survey participants by Ward.

Figure 19 indicates that while many participants were aware of the survey through social
media and email, many were informed by other means, such as the Shape Oshawa event
held at the Oshawa Centre and staff promoting the survey after phone calls or when an
online chat ended.

Awareness Method
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City of oshawa website
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w
()]
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Figure 19: How survey residents became aware of the survey.

As shown in Figure 20, most respondents are happy with the service received. Feedback
suggests Oshawa’s centralized customer service works well. Most respondents either
strongly or somewhat agreed on the positive characteristics of the service.
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Overall Impressions

Service channel was effective

Service hours were convenient

Service was timely W

Staff were knowledgeable
Staff were helpful
It was easy to contact the right staff

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

B NA B Strongly Agree B Somewhat Agree B Undecided B Somwhat Disagree B Strongly Disagree

Figure 20 4: Overall impressions of customer service in the City of Oshawa.

The primary reason for a negative impression was that residents were told that they would
receive a follow-up, but no one contacted them again. Respondents with a positive
impression noted that staff are helpful and care about resolving customer complaints.

Figure 21 shows that as services became less about a specific transaction and more about
general customer service, residents' impressions of the service became less positive.
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Overall Impressions by Service
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Number of respondents: @& 10 @& 20 @ 230 . 40 . 50

Scores for each service are an average of Q5 responses

Figure 21 5: Respondent impressions relating to specific transactions with the City of Oshawa.

Peer Survey Results

Peer municipalities across Canada participated in the peer study as shown in Table 6. They
also completed a qualitative questionnaire to give insight into their customer service
activities. Participating municipalities provided statistical information about operations
and finances.

Table 6: List of peer review participating municipalities.

Participating Municipalities

/. Oshawa"  City of Oshawa WREQMWW&ET'W Region of Waterloo

M City of e ) )
L i ' City of Burlington
MISSISSaUGa Mississauga Burlington y g
. City of Coquitlam
g-{ REGINA City of Regina COQE itlam

Table 7 shows the services reviewed at peer municipalities, including customer service
operations, operations, finances, and Customer Relationship Management (CRM) systems.
It focuses on the specific services and areas listed below.
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Table 7: Scope of services reviewed at peer municipalities.

Area Description

Customer service Approach, recent changes, policies, and KPls
Operations Staffing and volume metrics

Finances Operating expenses and analysis

CRMs Systems, integration, planning and issues

Select Observations

The following are some of the key observations during the research:

Internal Communications and Customer interactions

e Most peers identified tracking escalations and customer transfers to operating
departments as challenging. This is generally attributed to poor integration and a
siloed approach to tracking customer interactions.

e Allpeers use telephone and email to communicate internally.

e Councillor service requests are generally made directly to operating departments,
but some encourage using standard channels such as service requests.

e Regina’s City Manager's office has designated a Liaison Officer to manage all
communication with Council. This includes creating requests in the CRM, following
up with departments, and providing updates on the status of the requests.

e Burlington has a separate system for Council/customer interactions to comply with
privacy regulations. Service requests are forwarded to Service Burlington for case
creation, and Councillor Assistants have access to some information in CRM for
case management.
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Internal Communications Technology
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Figure 22 6: Peer municipality use of various forms of technology for internal communication to
expedite the resolution of customer service requests.

e Most peers currently have formal complaint-handling policies or customer codes of
conduct. Peers with these policies deliver customer service through centralized
models. These teams can improve and standardize customer experience by
developing and enacting policy.

e Peers are beginning to extend technology to support customer service operations
and additional service channels (Figure 23).

e More peers have centralized operating models than decentralized ones, with most
providing frontline service to at least some operating departments. However, peers’
operating departments tend to retain some customer service functions.
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e All peers use live agents and in-person service counters, but additional supporting
technologies, such as response trees or IVR, are less prevalent, as shown in Figure
23. Asynchronous technologies such as live chat, texting and chatbots are rarely
used. However, most are implementing new technology, including email
management systems, live chat, online payment functionality or expanding online
self-service options.

e Some peers are expanding the scope of their centralized customer service function
by onboarding new operating departments.

Customer Service Technology

Telephone (live agent)
In-person service counters
VWebforms

Social Media

e 0 00 0 O

Email a
Interactive Voice Response (IVR)

Live Chat [+

Webforms ")
Chatbot x &
Use of response trees (phones) w
Texting .

Is used Mot used

Do you use any of the following to provide or handle customer inquines and
complainis?

Figure 23 7: Peer municipalities' use of customer service technology to handle customer inquiries
or complaints.

e Challenges faced by peers include communicating status updates to residents and
meeting their service expectations, technology issues like outdated systems or lack
of support and processes that are not customer-oriented.
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Hours and Centralization

Most peers offer service during regular business hours:

Other municipalities offer services during typical business hours, usually from 8:30
am to 4:30 pm. However, in Mississauga, services are available for longer, from 7:00
am to 7:00 pm. Facilities providing services follow their hours of operation, which
usually extend until at least 9:00 pm.

Peers typically have a call centre or centralized facility to respond to phone calls.
Some customer service departments are responsible for in-person service at
recreation or community facilities.

Most peers use a third-party service for after-hours requests, except for Waterloo
and Coquitlam. Waterloo handles all after-hours requests internally, while
Coquitlam does not have an after-hours service.

Customer Service Staffing Levels and Composition

As shown in Figure 25 and Table 8, most have similar staffing levels and rely on full-time

staff:
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Peers usually have 0.5 FTE customer service staffing for every ten thousand
residents.

Most staff are employed full-time, although both Mississauga and Waterloo have a
large complement of part-time customer service staff.

On average, three-quarters of staff are frontline staff. Support positions include
managers, supervisors, quality and knowledge management specialists, workforce
management and business analysts.

Staff Composition

Regina Burlington Oshawa Mississauga Waterlo

EmFullTime ®PartTime

Figure 24 8: Comparison of staff full-time and part-time composition.
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Table 8: Staff composition compared to population as of 2023.

FTE per

10,000
Municipality Full Time Part-Time Residents
Regina 18 3 19.5 1.00
Burlington 11 2 12 1.15
Oshawa 17 7 20.5 0.95
Mississauga 24 31 39.5 0.42
Waterloo 11 23 22.5 0.35

Higher inquiries handled per customer service FTE are related to increased inquiries per
resident. This indicates the importance of improvements to reduce inquiry volume and
improve customer service activities' efficiency as the range and complexity of customer
service activities increase.

Figure 15 below shows that Oshawa has a relatively high volume of inquiries per resident
and per capita.
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Staffing and Inquiry Volume
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Figure 25 9: Staffing in relation to inquiry volume.

Most peers' customer service operating expenses per resident range from $4.73 to $11.15.
Oshawa's customer service operating expenses per resident are $10.26, which is on the
high end of the range. This is due to the City's high customer service volume, which stands
at 215,000 and is higher than its peers. If the City could reduce the call volume, it could
reduce its total operating expenses, bringing down the cost per resident.

Salaries and benefits comprise most customer service operating expenses, ranging from
91% to 99%. As this makes up a large portion of operating expenses, having a higher
volume of inquiries per FTE lowers direct operating expenses per inquiry. Oshawa's
percentage for salaries and benefits is at the high end of this range, at 98.73%, and itis on
the higher end of inquiries per FTE at approximately 10,000.

These operating expenses for Service Oshawa are offset by revenue generated through
such things as the issuing of marriage licences, civil marriage ceremonies and
Commissioner of Oaths.
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CRM and Centralized Data

The peer group identified centralizing customer service data as the main reason for CRM
implementation. The following trends were identified:

Most peers currently use a CRM or have chosen one for implementation. Two peers
use Infor, one uses Verint CM Pro, one uses Microsoft Dynamics, and one currently
does not use a CRM. One peer uses Lagan the same way Oshawa does, even though
its vendor, Verint Systems, does not actively support it. Its updated system is now
the Verint CM Pro.

Peers generally agreed that having knowledge base access is a key CRM benefit.
However, most want improved integration with their broader application network.
Peers have reported that their operating departments can independently handle
service requests by accessing the CRM.

Table 94: Current CRM integrations of peer municipalities.

Municipality Current Integrations

City of Oshawa Maximo, ESRI GIS, OLI (soon to be CityView),
City of Mississauga Cisco/Power Bl

City of Regina

Region of Waterloo Lucity

City of Burlington Power Bl, AMANDA, GIS, Mitel, TreePlotter

City of Coquitlam

Among the peers, little integration exists between CRMs and other business
systems. Table 9 shows current integrations. Only Mississauga and Oshawa handle
their customer identity management through a CRM. Other peers use a second
system with varying levels of integration.

Other than Mississauga, most peers' CRM systems have little integration with the
online portals customers use for service and information requests. Several peers
are working towards improving integration.

Some peers integrated their CRM with Power Bl for reporting. Peers noted that CRM
features that improve their ability to report on customer interactions, such as
categorizing service requests and tracking response time, are most useful.

Some peers have no customer service targets or KPIs, while others track customer
service data against specific service level targets or general characteristics such as
volume by channel.
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Performance Measurement and Metrics

From the Peer group data, it is evident that there is a focus on quality, productivity and
punctuality when measuring performance.

e (Call quality monitoring is used for staff handling emails and calls.

Mississauga mentioned that these KPIs are discussed during quarterly performance
development meetings, and data is provided monthly along with coaching to contribute to
the performance review model.

Table 10: Current KPI’s and Targets of peer municipalities.

Municipality KPIs Measured and Target (if provided)
City of e Service Level - 70% of calls within 30 seconds
Oshawa e Average handle time

e Agentre-queuing percentage

e (Call quality monitoring

e Requesttypes month over month

e Daily averages by interaction channel

City of e Performance -85%
Mississauga e Calllogging-99%
e Postal code capture -83%
e Calls handled - 9/hour
e Break punctuality - % instance in 5 minutes or greater
e Notanswering when a callis present-5%

City of e Service level - 80% calls in 2 minutes
Regina e Call handle time - 5.5 minutes

e Abandoned rate -5%

e (Occupancy - <85%

e Personaltime adherence <1%

e Overall Customer Satisfaction —90%

Region of e Quality call and email monitoring
Waterloo

City of e Requesttype —Service vs Information
Burlington e Request Origin — Phone, Email, Visit, Web

e Toprequests-Trend of top inquiries
e (Callvolume, Hold times, of calls handled, first point of contact

Per feedback from peers, departmental understaffing can lead to higher wait times and
staff burnout, ultimately not meeting service standards. Some common service standards
measured include:
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e Calland email quality monitoring
e Service level

e C(Calllogging

e Callhandle time

e Shift/break punctuality

e Customer satisfaction

e Phonerings

e (Calls notanswered

Request Handling Methods

Oshawa, along with most peers, as shown in Table 11, provides the customers with a
service request number to track their requests, and the service request transfers the
ownership to the relevant operating departments for resolution. It is most common for the
operating departments to have access to the CRM, which allows them to add and view
case notes, ensure case closure and update the status of the requests.

Table 115: Comparison of peer municipalities' request handling methods.

Municipality Method of handling request

City of Oshawa Customers are provided reference numbers to track requests,
and ownership of the request is transferred to the relevant
operating department.

City of Mississauga  Customers are provided reference numbers to track requests.

City of Regina The City transfers the ownership of the request to the relevant
operating departments.

Region of Waterloo  Transfer the ownership of the request to the relevant operating

departments.

City of Burlington Customers receive a case creation email and a closed case
notification.
All follow-ups are attached to the original request/case.

City of Coquitlam The City transfers the ownership of the request to the relevant

operating departments.

When residents inquire about the status of their requests, customer service
representatives can provide them with relevant information that has been logged into the
CRM. If the requested information is not found, CSRs will either send a follow-up service
request (if it is still open) or create a new service request (if it has been closed).

Some peers, such as Regina, have automated emails for case creation and updates until
the case is resolved. Mississauga offers customers a self-service portal that lets them view
the status of their requests using their service reference number. SO offers a similar self-
serve portal that allows residents who have created an online account to see a high-level
view of their service request status.
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Innovative Customer Service Practices

Our peer analysis has found customer service practices that businesses are adopting.

(Figure 26). These practices include:

e Al chatbots

e Chat feature

e Text feature

e External knowledgebase

e Video chatto confirm the ID for an in-person transaction
e Kiosks for payment

e Expand web chat hours

e Customer single sign-on

e Improving Customer Self-serve capabilities

The customer service features listed above would address some of the issues peers have

identified in this report.

Interest in Customer Service Features to Implement

, Wy
4

m Al = Chat « Text
» Power Bl « Extemal Knowledgebase = Kiosks
= Video chat = Expand web chat hours = Customer single sign on

= Improve Selfserve

Figure 26 10: Enhanced customer service features that interest peer municipalities.
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In conclusion, most peers are aligned with common goals.

Themes include monitoring performance, facilitating efficient request resolution,
identifying the optimal approach to addressing Councillor requests, optimizing staffing and
hours of operation, improving the implementation and use of their CRM system and
enhancing technology.

Summary of Findings

The City structures its customer service function similarly to its peers. SO is the City’s
centralized corporate customer service function. It has served this role for 15 years and is a
mature customer service team. Having a centralized customer service function was the
common model among the peers we surveyed. Service Oshawa helps resolve customer
inquiries and requests at the first point of contact.

SO uses customer relationship management software (CRM) to manage incoming
customer requests and inquiries, and peers leverage similar software.

Most peers provided operating departments with access to their CRM system. In Oshawa,
groups who receive service requests from Lagan have access to its data. Some operating
departments use other systems that are integrated with Lagan.

Oshawa used Lagan since 2008. The vendor no longer supports the platform as of the end
of 2023, and the City is currently upgrading the platform.

In some instances, the level of integration between the existing CRM and other city systems
is limited, like that of peers. The level of integration with the existing system makes it
difficult for the City to have a fulsome view of its customers and reporting. To mitigate this,
some peers have connected Power Bl to their CRM to enhance reporting and integrate data
from other sources.

Departments also deal with customers directly, and some will make their requests through
members of Council. All staff will interact with customers, both internally and externally, at
some pointin time.

Feedback from staff and residents indicated that the processes generally seemed to work
well. However, the experience differed depending on the department and the person the
customer approached.

This strategy considers how customer service functions across the organization, not just
within SO.
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Table 126: Summary of Findings.

Function Summary of Findings

Peer’s operating models tend to be centralized. However,
operating departments tend to retain some customer service
functions.

Customer
Service

All peers provide support through live agents, in-person
service counters and email.

Peers are beginning to implement new technology, including
live chat, online payment functionality, email management
functionality, or expanding online self-service options.

Most identified tracking escalations and customer transfers to
operating departments as a challenge.

Operations

Most peers provide customer service around standard
business hours, though one provides 24/7 support.

Some peers rely on third-party after-hours services to ensure
their customers receive timely and efficient support, even
outside regular business hours.

Most peers have customer service staffing near one FTE for
every ten thousand residents. Most customer service staff use
full-time staff rather than part-time. On average, three-
quarters of all customer service staff have frontline roles.

Peers with a higher volume of inquiries per resident tend to
have each customer service FTE dealing with a higher volume
of inquiries, which is strongly related to a lower operating
expense perinquiry.

Financials

Most peers have similar per capita operating expenses.

Salaries, wages and benefits make up almost all customer
service operating expenses.

A higher volume of inquiries per FTE lowers direct operating
expenses perinquiry.

72



Putting Customers First: Oshawa’s Strategic Approach to Exceptional Service

Function Summary of Findings

Most peers currently use a CRM or have chosen one for
implementation. Most use Dynamics, Salesforce or Lagan.

CRM Peers see the key benefits of centralizing customer service

Systems process control and improving knowledge base access.

Most peers want to improve their CRM’s integration with other
department business systems.
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