
Customer Service Initiative

Office of External Affairs Process Mapping Meetings (08/22/07)

1. What are your core hours of phone coverage?

Working hours of reception/administrative staff range from 7am-4:45pm with some exceptions.

· OLC is 8:15-4:45

· OPPTA is 8-4:45

· OCI is 7-4:30

· COMM is 8:15-4:45

· OE is 8:15-4:45 although usually an admin staff person is around as early as 7:15am and as late as 6pm.
· NRO is 8-5 

· NWRO is 8:15-4:45 although usually in the office by 7:30am

· SWRO 7:30-4

· IT is 7:30-3pm
2. What happens when you are away from your desk at a meeting? on lunch? on break? before/after your work day starts? (i.e., Does somebody cover your job? Under what circumstances is it vacant? Is there always a human during business hours?)

Outside of these hours, a caller would get a staff person’s voice mail or would hear a standard message to call back during business hours. Otherwise somebody covers the phone or it rolls to another line. In NWRO, the technical staff takes turns covering the phone during breaks. 
3. Who are the typical external customers (e.g., permittees, citizens)?

Typical external callers to the program areas include a wide variety but most often the general public and businesses.

· OLC receives calls mostly from opposing counsel, respondents, and general public

· OPPTA receives calls mostly from small businesses, general public, Permit-Reviewer-Of-The-Day questions, and elected officials or grantees regarding the ESP and CLEAN programs

· OCI receives calls mostly from outside counsel, EPA, and whistleblowers

· COMM receives calls mostly from general public, some from other local agencies. 

· OE receives calls mostly from respondents, general public, real estate purchases re: property w/ environmental issue, and other miscellaneous calls.
· NWRO ???

· NRO ???

· SWRO ???
4. How are you contacted by external customers (e.g., phone, email, mail, fax, in-person)?
Most external customers to all program areas contact IDEM via telephone with a few walk-ins.

5. How often are you contacted by external customers in each of these ways?
It varies by program area and range from 20 calls per day to 100 calls per day.

· OLC receives 24/day

· OPPTA receives 50/day

· OCI receives 20/day

· COMM receives 100/day

· OE receives 20/day

6. How long are you typically on the phone with an external customer?

Most program areas spend less than one minute with a caller, but that time can increase depending on the issue.
· OLC spends <1 minute

· OPPTA spends <1 minute

· OCI spends <1 minute

· COMM spends <1 minute

· OE spends <5 minutes

7. What do you do when you are contacted by external customers (e.g, take a message, provide answers, conduct research, transfer, hang-up, track down staff)?
All programs try to determine who to route the call to. 
· OLC says that if the OLC staffer is not available they will transfer the caller to voice mail or will take a message. 

· OPPTA says that it uses an in/out board to determine whether an OPPTA staffer is in the office and also uses the phone technology to see if the staffer is on the line. If there is another person available who can take the call, they will re-route

· OCI ???

· COMM says that they only know if MACS or OPA staff is in the office and usually they just transfer to the MACS/OPA staffer voice mail and occasionally will take a message if the caller does not want to leave a voice message or the staffer’s voice mailbox is full. 

· OE  Try to either answer the question, transfer the caller with someone who can answer their question or conduct research, it just depends on the nature of the call. OE will even track a staff member down if necessary
· NRO will sometimes transfer to inspectors cell phone if she knows they are in field

· NWRO says it uses an in/out board to determine whether NWRO staff is in the office. If in the office, they’ll transfer to office phone, If in field they’ll transfer to cell phone. Sometimes NWRO takes messages, too.
· SWRO says it knows schedules and will transfer to office phone or cell phone if out in field. Sometimes SWRO takes messages. 
8. What factors influence how you respond to external customers (i.e., what makes you decide to take a message rather than track staff down)?
See response above.
9. In what ways do you treat internal customers differently than external customers?

10. How do you determine to whom to transfer external customers?

All programs stated they just listen to the caller. Sometimes the caller specifically provides a staffer’s name; sometimes the caller describes a specific issue. If the call is vague, the programs use their experience, locator list, website or identify the county the issue is in to try to route a call.

11. To whom or what telephone numbers do you most often transfer?

Most programs stated they transfer calls all over the agency.

· OLC transfers mostly to attorneys and then other parts of the agency
· OPPTA mostly transfers to OPPTA staff because OPPTA has technical staff that can address most issues
· OCI transfers mostly to investigators and very little outside of OCI
· COMM transfers all over the agency
· OE transfers all over the agency
12. Do you remain on the line when transferring a call (to see if it goes to voice mail, is answered, or to introduce caller)?
Program areas sometimes remain on the line to introduce the caller. 
· OLC remains on line only when they know the OLC staffer is busy and they ask the staffer if they want to take the call. If OLC is unsure about where to route the call, they will give the caller their number to call back.

· OPPTA does not remain on the line unless transferring a call to outside OPPTA

· OCI remains on line to introduce caller.

· COMM stays on the line for calls transferred to Intergovernmental Relations Director and sometimes if COMM is unsure if it is the correct person to transfer to (this depends on how busy COMM is)
· OE sometimes stays on the line

· NRO sometimes stays on the line depending how busy she is. If it is a big issue, she will stay on the line.

· NWRO

· SWRO stays on the line when transferring call.
13. Do you follow up with the IDEM staff member to whom you transferred a call?

Program areas in general follow-up, but in different ways.

· OLC follows-up by email if it was an urgent call

· OPPTA follows-up by walking over to the OPPTA staffer

· OCI follows-up by telling the caller that if that staffer was unable to assist, to call her back

· COMM ???

· OE follows up on a transfer if it is an unfamiliar topic to find out whether or not that was a correct transfer.

· NRO follows-up by telling the caller that if that staffer was unable to assist, to call her back. If NRO takes a message, NRO transmits it via email and oftentimes the inspector replies they’ve received the message.
· NWRO follows-up
· SWRO

14. Do external customers “zero out” to you? If so, what do they ask for when they “zero out”?
The majority of program areas have external customers who zero out.
· OLC calls zero mostly to the front desk and usually are double-checking whether the attorney is really out of the office or just unavailable.

· OPPTA calls zero back to the font desk and usually just want to speak to a human

· OCI rarely receives “zeroed-out” calls and when they do it is somebody just double-checking whether the investigator is really out of the office or just unavailable.

· COMM calls zero mostly to the front desk and just want to speak to a human.

· OE calls zero out to the different administrative assistants in OE depending upon who is in the office at that time. All administrative assistants’ phones roll to each other. Most callers are respondents who have missed a deadline and want to let the case manager know, but the case manager is not answering phone.

15. If somebody “zeros out” to you, do you have access to staff’s calendars and/or know why they are not answering?

All indicated that staffer’s outgoing voice mail greetings are generally non-descriptive as to whether they are in the office, on vacation, in training, etc.

· OLC does not have access to the DAG calendars but the DAG paralegals do

· OPPTA uses an in/out board to determine if somebody is in the office and is currently looking into a software program allowing them to view calendars

· OCI knows the investigator’s schedule

· COMM knows only MACS and OPA schedules

· OE has access to calendars and sometimes staff will also email them with their schedule

16. What do you do if an external customer asks for something or someone not in your media area?
<contained in draft flowcharts>

17. How do you handle non-IDEM calls?

Most programs try to re-direct the caller but it depends on how busy they are.

· OLC  will try to look it up in the state phone book

· OPPTA will transfer FSSA calls (b/c have similar phone #) but otherwise just indicates the caller has the wrong number and ends call.

· OCI will try to look up the correct number

· COMM will try to look it up depending upon how busy COMM is

· OE reroutes the caller to the State Information Center or looks up the phone number
18. What protocol is used if a previously transfer call returns to you with their question still un-answered?

The majority of program areas will find another staffer to talk with the caller.

· OLC will try to find another staffer and sometimes asks the OLC staffer why they were unable to assist the caller.
· OPPTA will try to find another staffer to talk with the caller
· OCI will try to find another staffer to talk with the caller and sometimes will transfer the call to the investigator’s cell phone if they are in the field
· COMM will try to find another staffer to talk with the caller
· OE will try to find another staffer to talk with the caller
· NRO 

· NWRO

· SWRO

19. What would make it easier for you to do your job?
The answers varied but mostly centered on letting administrative and reception staff know whether they are in or out of the office. Most people would like to see staff actually answer their phones or at least indicate in outgoing voice greeting whether they are in or not. Some recommended explicitly letting the AA know in/out status or updating Outlook Calendar.

20. What is the hardest thing about your job?
The program areas had a wide response to this question. All seemed to agree that dealing with difficult customers is an issue and would like an SOP on how to do that. There was strong concern about absent employees particularly on AWS days (enforcing Hours of Work policy) and enforcing staff to update their Outlook calendars. 

21. Is your phone system adequate for your job? What would make it better?

The program areas had a wide response to this question.

· OLC would like the voice mail system to store messages for a longer period of time because the messages must be transcribed.
· OPPTA said managers have caller ID and the wireless headset only allows you to answer one line at a time

· OCI investigators have caller ID, but it doesn’t save phone numbers

· COMM can’t tell which call was on hold first when multiple lines are ringing at once. Also would like ability to forward voice mails to outside the Indy office.
· OE  It would be helpful to have caller I, as we often get telemarketing calls, and a more detailed locator list. Also access to all OE staff calendars. 
· NRO has caller ID and the Deputy and AA have headsets but only allows you to answer one line at a time. A concern is that NRO can’t forward calls to Indy

· NWRO has caller ID

· SWRO has caller ID

22. Are you aware of other phone technology you would like investigated to help you?

23. What tools are you provided to assist you in interaction with external customers, ie locator lists, job cross training, department/branch information sessions?
Most program areas use the locator list and the website to find information.

· OLC

· OPPTA

· OCI

· COMM

· OE would like the locator list modified so there were broader categories
· NWRO

· NRO

· SWRO

24. Can you think of any technology or physical arrangement that would make it easier to provide customer service? (auto-transfer system, arrangement of reception cubes in context of area served, number of reception areas per office, in/out board to know who is available, etc..)

Most program areas adamantly opposed an auto-attendant phone system because they did not consider that giving good customer service. Others strongly felt that have better signage and maps would improve customer service. Others thought it would be helpful to participate in staff meetings to get an idea of what is going on in the program.
· OLC

· OPPTA said the auto-attendant might be OK as long as there was an option to zero to a human. Is currently looking into a software in/out board
· OCI said an auto-attendant would not work for their program area b/c they don’t want to ‘advertise’ their services.

· COMM

· OE staff should consistently answer phone rather than screen calls
· NRO answers non-technical questions but defers technical questions to inspector. Thinks it would be helpful if she can answer the routine technical questions if there were cheat sheets based on inspector input she could reference (e.g., how often are water samples taken, where do I submit my samples, when is a permit renewed).

· NWRO

· SWRO
Other Suggestions for Improved Customer Service

1. Provide the caller with the phone number of the staff person they are being transferred to.

2. Require outgoing voice greetings to state that you can “zero” out to get a human.

3. Check the “zero-out” routing to ensure that a caller doesn’t have to zero, zero, zero out.
4. Ask the caller if they would prefer to reach voice mail or take a message.

5. Instilling a team approach to customer service.

6. Checking yellow-page directory assistance and listings for accuracy.

7. Identify standard process for dealing with callers who want you to provide the phone number to other agencies. 

8. Identify standard process for learning how to interrupt a long story to get at the heart of the issue or staff person the caller needs to talk to.

9. Identify a standard process for directing walk-in customers to the proper location.

10. Eliminate phones

11. Providing tools such as directions, maps, etc to the customer.

12. Modify phone system to have Musak or some sort of message while the caller is on hold rather than dead air.

13. Identify standard process for dealing with external customers who shop for answers and use that information to play staff off one another. 

14. Establish core business hours across the board for all program areas and regional offices ensuring phones covered during those hours as advertised on website

15. Include updating Outlook Calendar as a performance factor in the appraisal process.

