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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

4.0 Analysis

4.1 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
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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 
if/when 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.” 

4.3.1.1 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.  

4.3.1.3 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

Mary Medeiros, Director, 
Legislative Services

Tracy Adams, Chief Administrative Officer, 
Office of the C.A.O.
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1. Executive Summary 
Oshawa While customer 

there is a continued need to enhance and modernize how we (the City 
ustomer service. Our goal is to create exceptional customer 

experiences that our diverse community.  

Putting Customers First: Oshawa's Strategic Approach to 
Exceptional Service included consultations  Council, 

 and data 
analysis conducted.  

y outcomes  

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

2. more complete 360° 
customer interactions. 

3.  
customer experience. 

4.
procedures. 

5.  service 
expectations and established standards. 

6. 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.  

-  (Figure 
1 commitments are supported by three priorities – people, 
processes and actions and an implementation plan to guide 

implementation will demonstrate to our customers that we are responsive and committed 
support. 
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Figure 1: Putting Customers First  

2. Introduction and Background 
Oshawa is growing and changing, . While customer 

there is a continued need to enhance and modernize how we (the City 
 approach customer service. Our goal is to create exceptional customer 

experiences that our diverse community.  

Our Journey So Far 
We have put in place several initiatives  innovation:  

In 2008, we launched Service Oshawa , marking 
municipal service delivery. It centralized various services into a single contact point, 

-  municipalities, including: 
o

 
-  

o Implementing a comprehensive Customer Relations M  
system to monitor and handle service requests while providing data and 

-making.  
o Continuously improving business processes while introducing new services.  
o Establishing a specialized Customer Service Representative role equipped 

with the necessary skills to serve as a customer advocate. 
o eliminates the 

need to navigate various departments. 
Since 2008, we have completed several initiatives, including: 

o Implemented a language line translation service. 
o Expanded operating hours 

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. 

o . 
o Implemented Service Oshawa Online - Enabling residents to independently 

manage certain services by launching an online service request portal. 
o  
o a Civil Marriage Ceremony Program. 
o Introduced additional business units 

Services to Service Oshawa. 
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o and implemented a Complaint Management and Resolution 
Policy.

o Participated and i
organization. 

o Participated in the launched new and improved systems such as Intelligenz 
Solutions

o In 2025/2026, we are upgrading our to provide enhanced 
-service and interaction with the City, improved reporting 

capabilities

steps have vice today. However, a lot has 
changed since these initiatives have been underway. With technological advancements, 
today seek a 
seamless, convenient, responsive, inclusive and accessible service across all channels. 

-
We are adopting a customer- exceptional customer service. 

that we place the customer – residents, businesses, collaborators, visitors and 
internal partners -making processes. why:

1

, 
. 

According to Citizen First 2023: National Report, community members are 
looking to have issues will be resolved
promptly through web or telephone access.1

experience addresses these expectations and how the 
municipality can meet customers needs quickly. 

ir
service provider. In contrast

. Fostering high-quality customer 
experiences is central to building trust and managing reputational risks.2

1 -Centred Service, Citizens First 2023: National Report, 2023, p.6.
2 September 2019. 
https://www.mckinsey.com/industries/public-sector/our-insights/the-global-case- -customer-experience-
in-government. Accessed October 2024.
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.
High quality and consistent service s the City. he Economic 

highlights Oshawa as an important regional 
administrative and service hub, contributing to the city s employment 
activity.3 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 Council approved 
new customer service strategy 

Corporate
recommended expanding digital 

, 
licensing and planning services.4 Oshawa s Strategic Plan highlights the 

.5 s 
ongoing continuous 

review o processes, policies and procedures. Integrating customer service 
our overarching 

goals.

- .
is important in ensuring a seamless and cost-

customer experience. " ood 
technology supports and enables great customer service, but it also 
supports the cost- city services."6 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.

,

ability to support customers are key to the public leaving an experience 

3 Economic
4 -2024, 2024. 
https://app.oshawa.ca/agendas/corporate services/2020/06-08/corp- Accessed October 2024.
5 -2027, 2024. https://www.oshawa.ca/en/city-

-Strategic-Plan 2024- - Accessed October 2024.
6 -2024, 2024
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with the skills, resources and 
support, they can be better prepared to serve customers. Citizens First

are perceived as going the extra mile, there is an 
7

and are .8

Putting Customers First: Oshawa's Strategic Approach to 
Exceptional Service included the consultations and reviews 2 below: 

Figure 2

he y outcomes

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

2. more complete 360° 
customer interactions.

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

4.
procedures.

5. service 
expectations and established standards.

6. Council to improve data 
accuracy and reliability.

7 -Centred Service, Citizens First 2023: National Report: 2020-2024, p.6.
7 Ibid. 
8 September 2019. 
https://www.mckinsey.com/industries/public-sector/our-insights/the-global-case- -customer-experience-
in-government. Accessed October 2024.
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Putting Customers First charts our path to a high-quality and consistent customer 
experience no matter who they connect with in the municipality
commitments -
commitments are supported by  actions and an implementation plan to guide 

process s implementation will ultimately demonstrate to 
our customers that we are responsive and committed to customer needs, adaptable to 

 

3. Our Customers 
Our customers are at everything we do, including this 

strategic partners, service providers C  and visitors who 
rely on and interact with City services. 

  
p  - Oshawa is experiencing rapid growth. 

working-age and retirement individuals, as shown in Figure 3. 
Since 2019, the population in Oshawa is estimated to have increased  
approximately 175,000 to 196,500,  2019 to 2024. 

. 
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Figure 3: 

 - 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, 

years
re "9

9 . 
p.11.

POPULATION BY AGE GROUP
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 - 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, -two 

".10

 - While most residents speak English, as shown in Figure 4, the
report suggests a change in the languages spoken by Oshawa residents. "In 

language other than English or 
French in the home. .
population primarily spoke a non- "11

the 
customer service are met today while the needs
demographics, increasing diversity and language are met.  

10 Ibid, p.5.
11 Ibid, p.5.

Figure 4: O
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Oshawa residents peer municipalities provided valuable insights 
Putting Customers First. is research, we have learned that: 

Customers today expect more transparent, equitable, accessible, and responsive 
(Figure 5 .12  

had the highest , allowing customers to 
discuss their requests in detail and providing personable service. We need to
continue use
service volume to customer-led service through Service Oshawa Online.  

, and timely.

-

Further opportunities exist to 
customer
customer journey, we can the most important journeys, map their 

13

We can also enhance our heard and their 
concerns are addressed promptly. 

12 Implementing a citizen-centric approach to delivering government services, 2015, 
p.3.
13 Implementing a citizen-centric approach to delivering government services, 2015, 
p.5.

Figure 5: .
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here are many reasons customers reach out to the City, as shown in Figure 6, and, as a 
result, there are many contact , the Mayor and Council. 

interactions help to
customer needs. 

Figure 6
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When looking at Figure 7, Service O
all interact with customers, internally and externally, at some point. In addition, some 
requests come through m As a result, 
have a role in creating and supporting exceptional customer experiences across the 
organization

Figure 7
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4. Current State
Putting Customers First, we reviewed our current approaches, trends and best 

peer

Our
Our customer service is consistent with many municipalities. ey steps in the 

, as shown 
in Figure 8. 

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
the most 

popular
customers
and personal interaction.  

Email communication provides a 

members 

In-Person

counter services, such as those 
provided by Service Oshawa, 
aims to streamline various 

customer experience. Customers 
can access in-person support 

; there are customer-
specialized services such as Recreation Services , 

s, Planning 
Services, Engineering Services and Mayor and . 

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

Service Oshawa Online portal and live chat to submit service requests, 
activeOshawa to recreational activities

and
portal various permits and licensing applications. 

hese digital initiatives support our

We items.

Figure 9
by type

Phone

In
person

AVERAGE MONTHLY VOLUME
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2. Receiving, routing and tracking requests 
Once a request or inquiry is submitted, several key systems support resolution and deliver 
a response to the customer: 

 
Our centralized approach e  a modern approach to municipal customer service. A 
dedicated service center called Service Oshawa 
customers, whether by phone, email, online, or in person. Service Oshawa helps resolve 

 

Service Oshawa is committed to delivering a consistent, and equitable experience  
customers  CRM and knowledge systems, clear standards, and monthly quality 
monitoring 
handling.  

s extended service hours 
and 9:00 a.m. to 1:00 p.m. on Saturday, to cater to the community s needs. 

unable to reach out during standard business hours.  

-hours voice prompt system and Corporate Security 
assistance time sensitive services remain accessible and convenient at 
any : 

Reporting parking, noise se calls are 
Corporate Security, which triage and send a request to an on-duty By-law O  
Request a t  
Reporting an issue that may be urgent 

 s an emergency call-out 
document on how to deal with various urgent situations. 

 
Not all service requests or inquiries come through Service Oshawa. 

reasons: 

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

. For example, service 
Councillors directly to a department may bypass SO. 
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Customers may  assistance and perhaps have 
.  

  
A key enhancement to customer experience is to ways to direct inquiries to Service 
Oshawa,  and data collection. Service 
Oshawa 
addressing customers  concerns. 

C R M   
A customer relationship management system  helps us manage customer 
interaction  

. It 

departments, and managing . We are currently 
updating our CRM system.  s ch as improved data 

urs, and 
City  and m . 

new system can integrate analytical tools like Power BI that provide deeper insights and 
more robust reporting capabilities, enabling data-driven decision-making. Such upgrades 

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 
determine the resources, priority, and estimated time needed to resolve the inquiry.  

4.  
, when requested, will customer to 

point, the service request is closed. 

5. - -making 
We can access 
data assists with corporate decision-  asset management and program 
requirements. 
Oshawa. 
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6. Reporting 
Within the current CRM system, reports can be generated  
items such as request types and volumes, service level compliance, and 

types and volumes.  

S 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. hese agent reports are 
coaching program the Customer Service Representative has monthly. 

O  
s some challenges and opportunities to enhance customer service: 

Phone: High call volumes are a challenge, as responses depend 
. Without computer telephony integration , 

which links the call centre s telephone system to the business applications
. As 

calls increase, there is more pressure to keep service levels up, highlighting the 
customers. Enhanced Interactive 

 technology could be a 
telephone customer service delivery. 

 
: Although convenient, email has 

Oshawa. a stop sign 
down or stray animals. , 
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  made aware, 
which is an  

 -up, which adds time. When emails are 
directed to or involve embers, there can be  and 
duplication addressing the concern. 

 Centralizing requests 
. 

lead to a more cohesive and user-  
In-  Separate service counters with specialized branches 
can create inconsistent standards, variable service quality, and accessibility issues, 
causing delays
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 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 

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 compla

 
address complaints directly, as they typically come in by phone or 

, while Animal Services logs 
complaints in their Chameleon system. 

Current data collection is very disjointed, resulting in 
generate reports on its activities (interactions, 

call volumes, counter transactions, etc or the branches it supports. t 
 

other systems or, in some cases, no system. Investing in technology to integrate 
data would  As technology and customer 
expectations evolve, there is a need to review and evolve data and 
Indicators ( .  
Follow-  Customers Council have expressed concerns about 

-up. Improving this requires implementing a robust training 
program and new CRM solutions to streamline the process and manage -up 

steps can increase reduce repeated 
requests or complaints  trust in 
city services. 

 : CRM 

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 

customer 
interactions across all channels ( . 

 
As observed in other municipalities, the centralized customer service model 

 and the 
 -thinking strategy 
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promising avenue customer interactions and 
-making. 

provides 
, suggests an opportunity 

the 
ts and continue serving customers  
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2  

  

 
Oshawa 
delivers 
customer 
service via a 
centralized 
system that 
works well 

SO 
customer inquiries, answering questions they can and directing 
customers to operating departments when needed. 
Issues can arise when customer requests are directly routed to 

t logged through SO, 
less data is captured, reducing data-driven decisions. 

-up are sometimes 
closed without proper resolution or are not actioned. 

-hours emergency calls go to Corporate Security, which 
limits our ability to triage such calls. 

 
Closing the loop 
with a customer 
happens 

 

When a service request is created, the customer can receive 
-up 

; 
however, -up is not consistently happening. 

 

Customers rely 
on phone 
service 

phone is the most used channel. Phone service requires 
-

most customer 
interactions continue via these manual channels. 

 
Current 
technology 
limits seamless 
service by the 
City  

 
that enhance service. 

omputer telephony integration 
, making it harder to track phone-based customer 

interactions and  
Single sign-on technology would help make online services more 
appealing. Creating multiple signup

increasing calls or emails. 
Investing in Power BI will allow the corporation to view data 

 -making.   
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5. Vision and Commitments 
 

Every interaction with the City 
community pride by delivering exceptional customer service.  

 
10 -  

 
Figure 10: Putting Customers First commitments. 

-F  - Our approach aspires to understand and meet 
customers  needs in every interaction, process, and service. By putting customers at 

engagement, ensuring each customer is valued and supported. A strong customer 
service culture improves customer experience, enhances employee retention, and 

City s reputation. 
ostering a customer-centric culture 

requires a decision-makers to ensure the customer experience is 
 behaviours and values across the organization. 

Technology 

-
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- ,    - A high-quality and 
consistent experience is key to maintaining a strong reputation, especially when a 
single negative interaction can 
public trust. We aspire to achieve a seamless, consistent, high-quality experience at 
every touchpoint in a customer  core values and identity. 

e    - We o
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, 

ing . 

 - We are committed to continuous improvement 
-driven changes that 

exceptional service. 

6. Priorities and Action Items 
Putting Customers First: is supported by  action items se action items are 

sing where our service delivery is today
reviewing peer 

unique position in our path towards creating exceptional customer experience. 

People 
We will empower and support and Council to deliver exceptional service by 

-  resources to 
. 

Action Items 
D . 

Creating a customer- can be a 
traditional, process-driven approaches to a more responsive, customer-
Providing , high-quality experience across all customer experiences takes time 

organizational change.  

Putting Customers First is to entrench a corporate-wide 

this is Organizational Change Management. For we need to 
prepare and support  moving through the process so that they 

. 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.14

Recommendation
Putting Customers First strategies. 

We recommend th
the change management plan . 
Prosci 3- (prepare the approach, 

and the
model. While Putting Customers First and the CMP create the 

required to manage and sustain change over
the long term to embed customer- the corporate culture at all levels. 

through change (e.g., training, coaching, 

is
know that a change in how customer service is delivered is coming. 

Promoting this strategy is step to
should be collaborative and encourage participation across the organization.

be 
be willing to adopt changes in behaviours and 

practices. According to Prosci, managers need to engage 

while not having to complete a cumbersome process might be another. 
CMP d communicating the 

14 Prosci, Why Change Management? https://www.prosci.com/change-management. Accessed October 
2024.
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B  : Applying new approaches 
takes 

-  
o  A key step should be gathering and understanding the 

organization s training needs. 
service skills, there may still be a gap in implementing those skills.  

o  to support 
 involves 

a strategic approach that aligns with organizational goals and industry 

roles -
boosts employee competencies and job 

 
which is -term success. 

 : 
We should assess how well 

 where the 
 

 
A change management plan ensures that changes are implemented smoothly across the 
City

-term success. 

  
-  

his strategy aims to change how individuals view customer service, have more customer-
and build and expand services based on trends and 

needs. We  
and all that comes with it  

capacity. In some roles, the move to a more online service helps with capacity, whereas in 
other roles, moving more online increases 

-changing trends.  

roles and technology needs ensures employees have the resources and 
manageable workloads to deliver exceptional customer service. Ensuring we have 
appropriate technology enables 
data-driven insights that help to  

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,  

customer service. We aim to ensure s  to provide exceptional 
customer service and experience across the organization. We can determine  the impact 

s non-customer service work is acceptable or additional capacity is needed.  

strategy includes activities: 

 : customer 
interaction data . 

:  Strategy, assessing whether 
the volume and 

 
roles: We should assess workloads, 

skillsets and roles gaps that may impact service 
quality (e.g., knowledge or communication skills, non-customer service work 
demands  provides an opportunity to augment existing job 
descriptions to  

 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.  undertaking, and we 
suggest each department assesses its role provides the capacity to 
do the review and . 

process should be structured and coordinated by the Putting Customers First 
Steering Committee . 

: workloads and roles reviewed above 
can include discussing the e and whether the tools 

 or analysis could enhance 
-  

 : review allows us 
to  10  similar 
roles, the evaluation  
these assessments, we can determine where additional capacity is warranted.  

 at some point, and in some way, even when their 
role is 

. 
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Addressing  and technology needs 
the changes. initiative builds 

. 

   

s role 

empowerment and training are key to organizational change and creating a customer-
 culture : 

skills 
needs within a customer- .  

ility they need to meet customer needs.  

Recommendation 
Provide mandatory corporate-wide customer service training new and a 

across the organization to ensure they have the necessary skills, 
knowledge and tools consistent, equitable, high-quality service delivery. 

Each training program s 

 

 and ensure that 
 

activities: 

: A key step is 
insights and understanding the organization s training needs (as noted in S . 
Assess roles: As noted in Strategy 2, we can 
assess 
that may impact service quality (e.g., knowledge or communication skills, non-

provides an opportunity to 
augment existing job descriptions to  customer service 

 ategorized 
a required 

ial categories include:  
o  
o Frontline roles that serve external customers. 

 : Based on the stakeholder analysis, we 
. We 
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should determine whether we se the 
 

implementation
to applying those skills. 

ded and how 
 

 : As noted in Strategy 1, r
We 

should assess how well the change takes hold and . 
: 

embraces customer-  approaches is celebrating and recognizing innovation and 
excellence in customer service. We should 
exceptional customer service. 

 
According to  ( , raining and 
engagement can motivate a team and increase productivity by .15 

problem-
to deliver consistent, equitable and high-quality service.  

-  
As noted previously, customers expressed -up 
requests. Situations have occurred where requests are not addressed promptly or closed 

involving management, the Mayor, and the Councillors  . 

In addition, requests received through Council members do not always get managed within 
the regular . 

  and sometimes departments 
handle the same request, creating 

request tracking is limited.  

Recommendation 
Strengthen customer service governance processes to ensure all requests are promptly 

-up is completed. 

 
15 , , https://www.bdc.ca/en/articles-
tools/employees/manage/why-training-employees-good- -your-bottom-line, Accessed November 2024. 
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can access real-time customer 
service reports showing 

 
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 

 
C

C
 Some 

Council members  p
into the CRM to be routed, assessed, addressed and tracked. 

We can make status levels available to tickets, 
allowing that 

nd which supervisor 
 

. 
 : Methods exist to 

the customer and other interested parties s outcome
Integration within a 

customer portal in the CRM system would allow customers to know 
requests and outcomes. various technology upgrades, leverage the ability 

dback through various channels. 

 
-up processes and controls, incidents should 

be reduced , in turn, 
reduces involved in escalations today. 
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Processes  
 

consistency across all departments, ensuring that customers receive timely and reliable 
service at every touchpoint, while embedding equity and inclusion in our processes. 

Action Items 
. 

A customer journey is “a person s entire experience when seeking a government service. 
tinct beginning and end, and because it is typically multitouch and 

multichannel, it is also cross- customer journey is anchored in how people 
think about their experience, not how government agencies do."16 A customer journey map 

can highlight key touchpoints and interactions, helping governments understand the 
customer 17 

customer service standards. ervice Oshawa 

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, 

, improving the customer experience. 
However, with CJM, we can ully design the customer experience across all channels, 
interactions and departments. 

Recommendation 
Prepare customer journey maps  services most important to most residents and 

 to customer 
service standards across all channels. 

activities: 

' Build on this strategy s commitments 
 and 

we want to improve. 

 
16 Implementing a citizen-centric approach to delivering government services, 2015. 
p.5. 
17 
Experiencehttps://www.usda.gov/media/blog/2024/11/12/power-journey-mapping-enhancing-customer-
experience Accessed November 2024. 
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 c  p : ing customer personas to represent typical 
municipal services that 

there is no one-size- -all. Each persona would consider demographics, pain 
points, motivations, and expectations. s ensure the 

s needs. 
how c y: 

captures customers  experience 

the commitments. By breaking down the journey into 
each step and interaction that a customer experiences with the City, 
contact to issue resolution, we improvement across 
the experience. Some journeys have 
originally anticipated, and each person s journey may . his step includes 

customers interact with the City. 
ing the key 

activities, actions and systems involved in each journey stage provides an 
opportunity to i pain points and areas  

 : we can highlight where 
the current experience the desired experience. We can develop 

 
 ypically, the times the customer interacts 

example, closing cases – no case should be closed unless a person with supervisory 
responsibilities reviews it 
communicated the resolution. 

 
According to Forbes Advisor, a customer journey map helps government agencies 
understand the customer make better decisions to 
be more responsive and user- 18 municipalities to enhance service 
delivery  

. 
.m. to 6 p.m. 

a.m. to 1 p. , which 
receives inquiries on various issues, such as nuisance 
issues and any -related issues requiring immediate attention. Corporate 

 
18 Miranda, . and R. Watts,  

-journey-map/  Accessed October 2024. 
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Security is not always equipped to respond. In an emergency, Corporate Security will 
-call By-law or Operations  

Recommendation 
 service -hours. 

the activities: 

-  : Review data on customer inquiries, 
requests, and interactions to determine which services are in the most demand 

 
Mississauga .m. to 7:00 p.m., and 
Facilities provide services until at least 9:00 p.m. 7 phone service, 
however 

 
  delivering service 

around customer needs:  
o n   We can consider  who work outside Service 

Oshawa core hours to address service requests. 
the Change Management Plan, 
been expanded outside 
Service Oshawa hours and handling customer service responsibilities could 

. (see Strategy 1  
o - - : Some peers rely on third-party 

-
support, even outside regular business hours. - -hours answering 
service triage calls to determine whether they can wait to be addressed in the 
morning and route accordingly. 

o e  current telephony system is currently 
outdated and does not have the 
system allows Service Oshawa to design call routing and schedules so that 
calls coming through general numbers 

 current system requires multiple steps, while more 
modern systems , resulting in 

 (see Strategy 13 , there are 
opportunities to extend some service inquiry capacity beyond SO hours. 

In an ideal scenario, d
would go to the extended hours  
would go to the third party. 

o Use : Various channels support providing customer service 
, including: 
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-  According to Citizen First 2023 -19 
 and the 

 
most 19 Opportunities exist to 

expand or enhance -service options (Strategy 14  
In-person  

unavailable (Strategy 
8 . 

: We can also consider using AI and chatbots to address 
inquiries. Several other municipalities intend to implement or 
enhance chatbots to assist in customer service strategies.20 

 
s customers with 

multichannel access and consistent customer experiences and ensures that Corporate 
 security role. 

-  
 

Once the customer experience has been designed, a key implementation tool is to set 
C .  

Customer service standards establish how City services should be delivered to meet 
customer equitably, and consistently across all channels and 
departments. 
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 

; however, 

 

the customer, to remove a tree 

 
19 -Centred Service, Citizens First 2023: National Report: 2020-2024, p.6. 
20 MNP, 
https://www.mnp.ca/en/- -2024-canadian-municipality-digital-

- , p.12. 
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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  in providing exceptional, coordinated, equitable and 

 

Recommendation 

 

key activities: 

customer service standards that work across the organization is to review what is 
, and 

process s internal and external consultations and helps the organization understand 
where improvements are needed. es common issues, 

 realistic and appropriate 
standards across channels. 

: 
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. 

the we 

ct or when a service request has been submitted we would 
monitor whether the customer is  and case 
resolution is occurring within service level. 

t
above and beyond, being  time, 
among others.  

 ,  
, 

experience, not process, it is also very likely that additional data needs to be 
gathered. We should d we gather the additional data.  

Since we are discussing experience, customers are 
We can bring together departments with customer-
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policies. 

that are delivered 
across the organization to increase both consistency and equity. 
Pr As with any measures, we should 
Strategies 4 and 8 , and 
customer experience standards should be integrated into those reports. 

 
Ensuring clear standards, guidelines and policies 
how issues are reported supports consistent customer service delivery and strengthens 
transparency and accountability. 

- .  
While we have 
customers, there are still opportunities to  to make it 

  

-imagine and pilot a centralized service model that brings more 

 creating an easy-to-
customer-
payment-

ion, engineering, customer service, 

accessibility. Subject matter experts have a shared workspace behind the counter, 
enabling any service to be called up  

conversations that require privacy. Customer service representatives are at the counter to 
address common inquiries, 

iries.  

locations across the city. Customer service hubs create a streamlined one-stop-shop  
service as customers  
guidelines, and policies across all departments, satellite locations can support consistent 

ensures  attend. 

Recommendation  
Conduct a study to assess enhanced centralized in-person counter service at 
City Hall and centralized service counters at satellite locations. 
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  is step 
es the locations and available at general service counters, peak 

service times and  
It is critical  as 

change management process. is important to ensure 
technology and space requirements are considered in the design, and there are 

 and share 
mitigation ideas. 

: 
centralized counters, it is access the same 

. 
: Creating s all in-

person services are available to the public. Allowing a customer to receive multiple 
services without leaving 
assist during regular business hours. 

 
workstations close to 

the counter and design elements relating to washrooms, common spaces, private 
workspaces, noise 
consultation. Space design should consider specialized counter (i.e. Building Service 

 
 in 

customers  
 : Once all  parameters 

 
orientation to the service counters. 

: in Strategy 7, customer-  service 
standards, guidelines, and policies are important in ensuring that customers are the 

. 
: As ident ed in Strategy 1, it is critical to ensure 

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. 

n : is 
reate a greeter at the main 

entrance doors to help direct and visitors to City Hall. 
: We should consider investing in a system to manage in-

at City Hall, allowing online appointment booking and visitors to plan or walk in to 
receive needed services. 
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 We 

Compare these metrics with pre-implementation baselines to assess improvement and 
make necessary adjustments. 

 
Enhanced counter service increases customer convenience.  

9.  - - . 
-

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 

them in Excel. 
also no real-
departments respond proactively and improve communication with customers. Better use 

-time or ongoing, and guide service 
improvements, supporting continuous improvement.  

Recommendation 
Enhance data-based decision-making by implementing a data warehouse and establishing 

es changes we should make to continue to meet customer needs.  

that 
aggregates  s reporting, advances 

s  

Formalizing how data is interpreted and changes supports data-driven decision-making. 

 -
. 

activities: 

data sources and develop a data model that allows us 
Establish methods by which that data can be extracted and loaded into the 

 
: We can develop dashboards and 

 step also involves d ing 
and decisions made on customer service. 
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 : We can also monitor trends and 

how we respond to the changing environment. 

 
B - ata optimizes 
resources and provides address issues promptly based on evidence. 
Reporting also  and the ability to track 
emerging trends. 

 
-

regional-related service requests, including issue reporting, 
issue status checks and other related inquiries. Where Oshawa delivers a similar service, 

 

Recommendation  

 

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 

 

creating a more integrated relationship with 311 at this time. 

– who always have customer service responsibilities - and 
systems in Oshawa. Once the customer service commitments excellence, 
consistency, knowledge and continuous improvement have been achieved, we can 

311. 

Overall, City  should explore how best to maintain connection and 
alignment whenever we change systems or processes relating to customer service. 
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and Region, customers who use 
approached Oshawa directly. 

 

Technology 
We will leverage technology to improve accessibility, convenience, and responsiveness in 

seamlessly through multiple channels.  

Action Items 
. 

is continuously 
evolving 
processes, improve response times, and enhance customer accessibility. s tools 

-
service portals, chatbots, online chat with person, and mobile apps. National research 

-ready. 

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

’s 
-to-end business services. Creating a technology 

we stay current on the latest technology 
and technology- .  

be augmented with AI. W
decisions today, it can be much harder to onboard these technologies due to 
environmental limitations. 

Recommendation  

 

technology innovation roadmap should 
when to adopt them, and what to avoid that could make adoption more challenging. 
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According to the , "
"21 

horizon and consider what the municipality needs to stay competitive.  suggests 
-term needs and 

 

Strategic Plan . 

activities: 

  we need to improve customer service.  
 We should continue to research the 

common, current, and emerging technologies in customer service, considering how 

challenges, lessons learned, -making.  
when to 

implement technology at the earliest opportunity while considering the investment 
needs and competing priorities. 

 : we recommended 
that the roadmap be updated annually timing and new technologies. 

 
Appropriate technology allows us 

enables data collection and analysis, helping us 
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 

 

. 
our analysis indicates that most 

customer contact is via phone, which is labour-intensive compared to the alternatives. In 
addition, 
other channels. Service Oshawa Online and online chat have lower customer service 
volumes than customers  

 

 
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 

22 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.23 
opportunity to enhance digital service options proactively.  

We will continue to align with the   Strategic Plan goal to move 
-to-end business services.  

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

activities: 

As Strategy 5, we 
-service. 

 
 

 and any changes to processes 
to provide the service online. 

:  
AI, and online chats as viable alternatives to in-person or phone services. 

various services. 

 
technologies and consider piloting low-cost solutions to provide new and exciting 

aim to streamline services, reduce wait times, and ensure that customers can 
upload required documentation and 
need, anytime and anywhere. 

: As with any online interactions, 
we yber 

 
22 -Centred Service, Citizens First 2023: National Report: 2020-2024, p.9. 
23 
https://www.mnp.ca/en/- -2024-canadian-municipality-digital-

- , p.12. 
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security and privacy are rotecting data is 
  

: As we upgrade our digital service channels, we can 

eviewing and 
updating our tutorial content -  

. 

 
more convenient, have 24/7 

availability and support, and enhance " " as digital service is easier to track. 
, in that case, we 

Service Representatives. We can create a more cost- promoting digital 
services to customers.  

c ' . 
links telephones and computers to work together 

seamlessly. uses  
personalize customer interactions and increase overall productivity. Our current telephony 
system is reaching end- - enhanced 
customer service activities. 

Recommendation  

service support. 

we could consider: 

CRM integration 
Post-call survey 
Automatic call distribution 
Call analytics 
Adaptable introductory messages  

 
-  

 
24 Ibid, p.10. 
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key activities: 

: We can review 
be  in addition to 

 
phon  

we can the new phone system. For example, 
s should be the ability to easily , allowing 

- on. 
  : launches a procurement process 

a s needs. 

 

-handling processes, reducing 

enhancing customer experience and 25 

- .  
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 

- .  

 introducing a single sign- as 

through potential integrations or at the very least 
to another more seamless to better the customer experience. 

ould 
 

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 

 a Single Sign-on technology. 

Along with the ability to complete transactions with the City, the portal should be a place to 

 
25 , 

-telephony-integration/, Accessed November 2024. 
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request is updated or closed. 
across channels and complements several other strategies, including advancing the CRM 

phone and other channels.   

activities: 

we want to connect to a portal, including 
customer- ActiveOshawa, CityView and 

 We should  what can be integrated (e.g., CRM 

 where possible s consultation and discussion 
with C pl Corporate eadership 
eam to ensure the integration meets the best corporate objectives and community 

needs. 
: Several questions need to be 

answered, but thought about simplistically, we need to decide how it will give users 
access to each service – 
user be passed to another City system? we 
have 

 activities. 
is to create a user-

y 
A second design question is how to provide 

this up to date. Particularly since much  s in operational 
systems, w
users to monitor? – how will we communicate with customers, 
and how automated should this process be?  

: Once the capabilities and user 
we 

used or a new one that integrates across all existing systems and protects security 
-the-

our  
   : As with any online interactions, 

we yber 
security and privacy are  

services. We 
we want -
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something like taxes as an example, where most residents interact with the City, can 
 

As we create we 
and  
ensure that inquiries and requests are logged, processed, 

 

By integrating with other systems, we can track 
the portal  and 

create a seamless one- . 
issues and improve the portal over time. 

 
-service provides customers instant access to the services they want when 

and where it -service allows us to enhance customer 
service, extend hours and close the loop with customers without necessarily expanding 

 Providing a portal using Single Sign-On technology provide 
 

   – No need to remember multiple usernames and passwords. 

  – Faster access to services without repeated logins. 

  –  

  - Streamlined access to all services in one place. 

7. Implementation 
Putting Customers First 

measurement is essential to the plan s success. 

Putting Customers First es the activities and the time  are involved. For 
we may 

etc., to ensure a smooth transition. Still, -
.   

Appendix B shows our suggested sequencing and highlights 
 



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

45 

 
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 

should be 

we are  

Putting Customers First Steering Committee 
Putting Customers First, we should establish a 

Steering Committee with responsibilities to:  

Implement customer-centric strategies to enhance departmental support. 
  

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

Steering Committee champions Putting Customers First enior 
s responsible s implementation and coordination 
committee.  

3: Putting Customers First Steering Committee representation and roles. 

    
 Role 

 
 

Change management  

Human Resources  and labour relations 

- 
Service Oshawa 

Coordinates changes to Service Oshawa 

I echnology 
Services 

 

and 
Reconciliation 

Accessibility and Equity 

Corporate 
Communications 

 

Finance Services  
 

Recreation  improvements 
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Operations  customer service improvements  

Economic and 
 

 

 
Services 

 

 

  

Operating departments are essential in delivering specialized customer service experience. 
se various  Operating 

departments will require r , which 
 

In project development, the required capabilities include strong analytical skills to assess 
needs and challenges, creative problem-

solutions. Additionally, adaptability is crucial to respond to changing conditions and 

ent. 

Champions 

customer service internally and externally  

ls to the right 
 

champions play a crucial role in driving change.  ily 
 

innovation and responsiveness to evolving business needs. everag
elevates 
within the organization. 

 
Communication and engagement are reoccurring themes in Putting Customers First.  
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crucial, highlighting why we want to change customer service delivery, their involvement 
-chosen channels, 

adjustments as the 
program evolves. 

s buy-in and proactively addresses concerns. 
Frontline  

 

 
Measurement involves systematically collecting 
initiatives. According to the World Bank, 
customer-centricity (customer-  measurements – 

customers regarding 
26 

pdating corporate-wide service standards and will 
service standards and 

 

Standards will explore :  

inquiries resolved at the 
 

l : 
. 

  he average time it takes to handle a 
customer inquiry or issue. 

. 
: P

resolving an issue due to a breakdown in the process. 
s : H  

e: How easily customers interact with the City. 

 
26 , 2018. -
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ools such as sentiment surveys, awareness metrics, and participation rates can support 
customer data collection . 

In addition, given th Putting Customers First is change management, 
several change management metrics exist to explore, including 
adoption, change readiness scores, engagement and sentiment, and training 
completion rates. 

  indicators will help us our change 

continuous improvement.  
address resistance areas  

  
On an annual basis, we should produce a progress report on strategies and successes. 
Plan renewal  

 

 
Putting Customers First 

strong relationships with our community. By -
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 

 

community organizations, and strategic partners. It positions  as a 
-thinking service delivery leader. 
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8. Appendix A - Research and Analysis
ere 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.

Figure 11

(Figure 3 , which restricts Service 
Oshawa ’s capacity. As a service channel, the phone has its advantages: it is 
immediate, allows customers to discuss their requests in detail, and is personable. 

. 

digital channels—the desire is there.
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Figure 122: Average monthly call volumes. 

-led service through Service 
Oshawa online, it will be more likely to meet its service target without increasing the 

manage the phone queue actively. 

 

0 2000 4000 6000 8000 10000 12000 14000

Phone

Email

In
 person

Online

chat
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Figure 13 -2023. 

Figure 13 
 

Figure 143: Services requested 2020-2023. 
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Figure 14 shows that City Administration is the largest sub-
City Administration appears to see this high volume due to its 

By-law
inquiries, and 

-
For these services, SO has the knowledge required to act on

-contact resolution rate.

, as shown in Figure 15. 
Based on the survey data below, the 

Figure 15

Individuals were shadowed 
intent with process shadowing is to establish an
processes are done today.

able 4 
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4  

 
 

Service Oshawa  
 Recreation Services 

Cemeteries Roads Operations  
Fire Prevention Parks and Waste 
Animal Services  
Building Services  

 
5 below summarizes  

5  

-Process  

 
 SO-

analyzes complaints provided through th nd 
 

 

process improvements. 

-hours calls outlined by the operating 
departments; otherwise, the security guards do not provide 
support. Customers are asked to contact SO during their 

 

 

 

SO reviews customer service policies annually. Major 
 

clear 

procedures and training lead 
levels across the City. 
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-Process  

 
these service levels. 
Most service requests  commit to a two-

 
Service requests submitted to departments by SO have a 
service level associated with them

  
service levels are based on the  Service 

team and Council.  

 
as calculating monthly expected volume, scheduling 

establish the biweekly schedules down to 15-minute 

slightly varied hours. Absenteeism data, encompassing 

managed in -
received through emails or phone calls, and relevant data is 

 
Quality control measures in SO involve listening to two or 
three selected phone calls per CSR each month, providing 

the CSR. 
Animal Services uses a rotational scheduling system, with 

medications and inventory.  
-

-

rates due to s
burnout is also a concern. Addressing turnover and burnout 
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-Process  

management and transaction processes. 

 
 

accepting inquiries in person, via email, phone, or via an 
a variance between 

accepted payment types by department.  
o Cemeteries, Animal Services  and Recreation 

 
o Building Services is in transition to accepting online 

payments through CityView. 
SO intakes inquiries in person, through email, phone, live 
chat, and 

in an issue where calls, emails or chats are assigned to CSRs 
who may already be actively occupied with other inquiries. 

 payment and payment 
 

-

 

 throughout the City.  
o SO and Recreation us

 
o  
o Building Services  deal with complaints 

directly, as they typically come in by phone or email.  
o .  
o Animal Services logs complaints in their Chameleon 

system.  
In SO, when issues are escalated, they go to the Coordinator. 

resolving the problem. Complaints are logged into 
 

complaint about a service they receive, it may take up to 20 

their complaints throughout the process. 
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-Process  

 

Customers can 

or terminals at City Hall. 
SO actively manages collecting and assessing customer 

 

and disseminates monthly reports. 

 as thank-you 
emails. 

 
Putting Customers First, the City conducted two surveys with residents.   

1. A long- -

customer service options. 
2. A short-

service interaction. 

 to October 13, 2023, online and in 
ities.  short were available at all service 

ere 
interactions within SO, including a  a live chat interaction. 

 

159 respondents completed the long-  
88 respondents completed the short-  

As the survey was conducted using an opt-
assigned to the results. Responses are unweighted. 

Figure 16 indicates that most respondents are between 35-
those older than 55. 
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Figure 16:  

Figure 17 shows that most respondents are Oshawa residents or business owners, while 
Figure 18  

 

Figure 17:  
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Figure 18  

Figure 19 
, such as the Shape Oshawa event 

online chat ended. 

 

Figure 19  

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 
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Figure 20 4: Ov  

that residents were told that they would 
-up, but no one contacted them again. Respondents with a positive 

 

Figure 21 shows that as services bec
 impressions . 

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

It was easy to contact the  right staff

Staff were helpful

Staff were knowledgeable

Service was timely

Service hours were convenient

Service channel was effective

NA Strongly Agree Somewhat Agree Undecided Somwhat Disagree Strongly Disagree
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Figure 21 5

Peer municipalities across Canada participated in the peer study as shown in 6. 
also completed a qualitative questionnaire to give insight into their customer service 
activities. operations 

6

Mississauga  

able 7 shows the services reviewed at peer municipalities, including customer service 
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 7  

  
Customer service  
Operations  
Finances Operating expenses and analysis 
CRMs Systems, integration, planning and issues 

S   
ar  

Internal Communications and Customer interactions 

departments as challenging
siloed approach to tracking customer interactions. 
All peers use telephone and email to communicate internally. 
Councillor service requests are generally made directly to operating departments, 
but some encourage using standard channels such as service requests. 

 

creation, 
case management. 
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Figure 22 6: Peer municipality use communication to 
expedite the resolution . 

-
conduct. Peers with these policies deliver customer service through centralized 

can improve and standardize customer experience by 
developing and enacting policy. 
Peers are beginning to extend technology to support customer service operations 
and additional service channels (Figure 23  
More peers have centralized operating models than decentralized ones, with most 

 



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

63 

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 

-service options.  

by onboarding new operating departments. 

Figure 23 7: Peer municipalities   to handle customer inquiries 
or complaints. 

meeting their service expectations, technology issues like outdated systems or lack 
customer-oriented. 
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Hours and Centralization 
 

usually extend until at least 9:00 pm. 

-person service at 
. 

Most peers use a third- -
-hours requests internally, while 

-hours service. 

 
As shown in Figure 25  8, m -time 

 

residents. 
-time, although both Mississauga and Waterloo have a 

-  
On average, three-

management and business analysts. 

Figure 24 8 -time and part-time composition. 

Regina Burlington Oshawa Mississauga Waterloo
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8  . 

  -  FTE 

FTE per 

 
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 

are related to increased inquiries per 

 
service activities increase. 

Figure 15 below shows that 
and per capita. 
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Figure 25 9  

  $4.73 to $11.15. 

C
at 215,000 and is higher than its peers. could reduce the call volume, it could 
reduce its total operating expenses, bringing down the cost per resident. 

comprise 

, and it is on 
. 

Service Oshawa revenue generated through 
such things as licences, civil marriage ceremonies and 
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CRM and Centralized ata 
CRM 

implementation.  

Most peers currently use a CRM or have chosen one 
uses Verint CM Pro, one uses  and one currently 

does not use a CRM. O way Oshawa does, even though 
its vendor, Verint Systems, does not actively support it. Its updated system is now 
the Verint CM Pro. 

. 
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. 

94:  

  
  

 Cisco/Power BI  

 --- 

  
  
 --- 

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

 

are working towards improving integration.  
 Peers noted that CRM 

 

volume by channel. 
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Measurement and Metrics 

 

Call quality  

development meetings, and data is provided monthly along with coaching to contribute to 
 

10: Current   

  

Oshawa 
–  

Average handle time 
Agent re-queuing percentage 
Call quality monitoring 
Request types month over month 

 

Mississauga  
–  

Call logging –  
Postal code capture –  
Calls handled – 9/hour 
Break punctuality -  
Not answering when a call is present –  

Regina 
Service level –  
Call handle time – 5.5 minutes 
Abandoned rate –  
Occupancy -  

 
–  

Waterloo 
Quality call and email monitoring  

Burlington 
Request type –  
Request Origin – Phone, Email, Visit, Web 

–  
Call volume, Hold times, ,  

 not meeting service standards. Some common service standards 
measured include:  
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Call and email quality monitoring 
Service level 
Call logging  
Call handle time 

punctuality  
Customer s  
Phone rings 
Calls not answered 

Request Handling Methods 
Oshawa, along with most peers, 11, provides the customers with a 
service request number to track their requests, and the service request s the 
ownership to  
operating departments to have access to the CRM, which allows them to add and view 

 

 115  request handling methods. 

  
 s to track requests, 

operating department. 
 s to track requests. 

 he City t s 
operating departments. 

 
departments.  

 Customers receive a case creation email and a closed case 
. 

-ups are attached to the original request/case.  
 he City t s 

operating departments. 

-up service 
service request  

Some p
the case is resolved. -service portal that lets them view 

 SO -
serve portal that allows residents who have created an online account to see a high-level 
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Innovative Customer Service Practices
Our peer analysis has customer service practices that businesses are adopting. 
(Figure 26

AI chatbots

External knowledgebase 
the an in-person transaction 

Expand web chat hours 
Customer single sign-on 

-serve capabilities

Figure 26 10 interest peer municipalities.
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In conclusion, most peers are aligned with common goals. 

use 
enhancing technology. 

 
 

as the 
common model among the peers we surveyed. Service Oshawa helps resolve customer 

 

customer requests and inquiries, and  

Most peers provided operating departments with access to their CRM system. In Oshawa, 

 

, and the City is . 

existing CRM and other city systems 
 with the existing system makes it 

some peers have connected Power BI to their CRM to enhance reporting and integrate data 
 

, and some will make their requests through 
Council. A

some point in time. 

well. However, 
customer approached. 

within SO. 
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 126 . 

Function  

 

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

 

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

Peers are beginning to implement new technology, including 

-service options.  

operating departments as a challenge. 

  

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

Some peers rely on third- -hours services to ensure 

outside regular business hours. 

- -time. On average, three-
 

expense per inquiry. 

 

Most peers have similar per capita operating expenses. 

service operating expenses.  

A 
expenses per inquiry. 
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Function  

 
CRM 

 

 

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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