
Executive Summary

In response to a governor-sponsored customer service seminar and Indiana Department of Environmental Management (IDEM) taskforce on streamlining and efficiency, a need was identified to improve the customer experience at IDEM as well as improving our own internal communications to better address the needs of our external customers. This Customer Service Improvement Initiative proposes to span two phases. The first phase, Laying the Foundation, is designed to establish a foundation or standard for basic customer service. The second phase, Building a Team, will capitalize on the foundation implemented in Phase I, and create cross-media service teams based on customer need (e.g., a cross-media permits team working together to ensure a new business obtains all necessary permits in the minimum number of steps possible).
An anecdotal analysis of current customer service operations and experiences indicates both internal and external customer service improvement opportunities. These include:
· Establishing and Maintaining A Continuum of Customer Care

· Establishing Standards for Customer Care

· Raising Staff Awareness of Customer Service

· Improving IDEM’s Image

· Implementing a Customer Service Management Tool
· Increasing Customer Interaction and Relationships

· Improving Local, State, and Federal Agency Communication

Upon completion of an analysis identifying the current customer service operations and experience, recommendations will be made for implementing changes designed to attain the opportunities listed above.       
Customer Service Improvement Initiative
Phase 1:  Laying a Foundation

Project Scope

1.0 Introduction:

One of Governor Daniels’ goals is to improve efficiency across Indiana’s state agencies. One facet of this effort is to improve the customer service experience for citizens as well as existing and potential businesses. On January 10, 2007, Governor Daniels sponsored a day-long seminar for state agency senior management focusing on inspiring state agencies to implement and show measurable improvements in service to their customers. As an outgrowth of both Governor Daniels’ goal and the recommendations and findings of the Indiana Department of Environmental Management’s (IDEM’s) own internal taskforce study on streamlining and efficiency, set forth by IDEM Commissioner Thomas Easterly in March 2005, IDEM’s Office of External Affairs has developed a Customer Service Improvement Initiative to serve as an action plan to improve the level of responsiveness to IDEM’s customers.
This project scope describes IDEM’s goals, objectives, current level of customer service and approach for improving the customer experience, for Phase 1:  Laying a Foundation.

2.0 Goal:

The goal of this Customer Service Improvement Initiative is twofold: (1) to improve the overall external customer experience at IDEM by providing a user–friendly, knowledgeable interface for individuals, businesses, and other bodies of government seeking information, guidance, or permits from the agency, and (2) improve the overall internal customer experience at IDEM by creating a consistent approach designed to raise the visibility of customer service ultimately leading to an improved external customer experience.
3.0 Who are IDEM’s Customers?:

IDEM has both external and internal customers. As a State Agency, IDEM exists first to serve the citizens and businesses of Indiana, and secondly to participate as a fellow stakeholder in the environmental health of the United States both regionally and nationally. In a broad sense, every citizen of Indiana should be considered a potential customer of IDEM however, for the purpose of this initiative, the focus will be on IDEM’s continual and active customers (i.e., permittees, members of the media, elected officials, public officials from other local, state, or federal agencies, and Indiana’s citizens with special concerns.) Because the external customer experience is dependent upon the expedient cooperation among IDEM staff, staff must also think of each other as not only customers worthy of excellent service but also other staff as parts of the solution to the external customer’s inquiry. IDEM’s internal customers are considered other IDEM staff including those who are outside of one’s section or program area (Office of Air Quality, Land Quality, Water Quality, External Affairs, and Pollution Prevention & Technical Assistance).
4.0 Objectives:

4.1 Establishing & Maintaining a Continuum of Customer Care
Setting a standard or protocol for guiding/handling the customer and their concern from entry-point through resolution of issue and subsequent follow-up. 

4.1.1 Single Point of Entry and Follow-up-Customer Expectations
In general terms, external customers should not be expected to navigate IDEM waters in search of the appropriate staff to assist them. Rather, they should expect to reach the appropriate staff person within a minimum number of phone transfers, e-mail forwards, or clicks on IDEM’s Web site. Customers should expect a single staff member to direct them to the appropriate staff person willing to assist and upon reaching that staff person should expect to deal with him/her until the issue is resolved.
Additionally, internal customers should expect the same level of assistance from an agency co-worker as an external customer. All IDEM staff should evolve into a team mindset, always acting on behalf of the agency as a whole instead of an individual work area.
4.2 Establishing Standards for Customer Care
Setting a standard or protocol for a minimum level of customer care comparable to those standards set by private industry and to which customers are accustomed to. 
4.2.1 Responsiveness and Quality of Response
Consistent with Commissioner Easterly’s goal of transforming IDEM into a transparent, consistent, and speedy agency, both internal and external customers should expect to receive accurate information in a reasonable amount of time. External customer’s should not feel compelled to “shop around” the agency for answers and if so choose, should receive the same information regardless of whom they speak to.  Internal customers should feel confident and should be able to rely upon information provided by their coworkers. 
4.3 Raising Staff Awareness of Customer Service
Setting a consistent standard or protocol articulating the expectation that IDEM Staff should provide the same level of dedication towards customer service as the execution of their individual job duties and agency responsibilities. 
4.3.1 Cross-training, Information Sharing, New Employee Training

External customers should expect a basic level of customer service. Critical to meeting that expectation is ensuring staff understands their role in providing customer service. Consistent with Personnel Development recommendations of the 2005 IDEM taskforce, a minimum level of staff training should be required. Training should commence at the onset of employment with subsequent annual training refreshers to clearly articulate and reinforce IDEM’s customer service expectations. Additionally, a process should be established that allows cross-training or information sharing among and between different program areas. This would improve external customer service and instill a “team” mentality by broadening staff’s understanding of the big picture.  
4.4 Improving IDEM’s Image
Setting a standard or protocol for projecting an appearance of professionalism and organization at IDEM. This image is part of IDEM’s branding.
4.4.1 Appropriate Staff & Workspace Appearance

External customers, upon entering IDEM, should feel confident that IDEM is a professional agency and feel comfortable in IDEM’s workspaces. External customers should be treated with respect and serious interest. IDEM Staff must portray professionalism both in appearance and, in the execution of their duties.  
4.5 Implementing A Customer Service Measurement Tool
Improving customer service requires a feedback loop by which problem areas are identified, changed and measured for successful change. Measuring success is an integral part of advancing the agency performance in customer service and in turn delivering achievement in all agency metrics. 
4.5.1 Surveys
The surveys used to identify current-state internal and external customer service can also be used to gauge the on-going customer experience. Similar tools can be developed to measure results of specific initiatives targeting individual aspects of customer service as projects are implemented.
4.5.2 Database Measures
Many of the agency’s databases currently track overall responsiveness and measure timeframes with respect to delivered products, such as permits. The Communication Database measures responsiveness to customers served through complaints, correspondence, and public records requests. If necessary, the databases can be modified to allow for additional metrics to be tracked. Additional responsiveness measures can be built into new data projects as a means of heightening staff focus on response times and quality.
4.6 Increasing Customer Interaction & Relationships
External customers have previously expressed concern that IDEM infrequently interacts with them until something goes wrong. Internal customers express similar concerns that they do not know what goes on in other program areas or often feel separated from “the 13th Floor.”
4.6.1 Compliance Assistance, Random Inspections, New Business Assistance
IDEM’s visibility and interaction with external customers can be accomplished through an increase in compliance assistance, random inspections, and new business assistance initiatives. 
4.6.2 Information Sessions, Open Houses, Cross-Training, Improved Technology
Improved interaction and relationships among internal customers can be accomplished through implementation of topical or program area information sessions, use of program or section area open houses, cross training or job-shadow opportunities, and training or establishment of improved technology facilitating shared resources and information.
4.7 Improving Local, State, & Federal Agency Communication
Setting a standard or protocol for efficient communications with local, state, and federal agencies.
4.7.1 Centralizing Points of Contact
Communications between federal, state and local agencies can be accomplished through centralizing single points of contact at IDEM to respond to each of the different agency entities contacting IDEM. Development of a protocol for handling inquiries and responding as one voice of the agency would assure that the information provided would be consistent and analogous.
5.0 Current State Analysis:
5.1 Identify Resources for Analysis

Once the Assistant Commissioner for the Office of External Affairs obtains the buy-in from the other offices’ assistant commissioners, the next step is to communicate the initiative and seek cooperation from the branch chiefs. This can be accomplished at an agency-wide branch chief meeting, with smaller meetings comprised of the branch chiefs within a particular office, or on a one-on-one basis. Once support is attained, functional teams spanning all program areas (e.g., team of receptionists representing the various program areas to analyze telephone issues), will be established with External Affairs lead. Care will be taken to be respectful of program area’s current workloads. 
5.2 Develop Measurement Tool for Analyzing Current Customer Service Experience
5.2.1 Conduct Topical Customer Surveys
Conduct surveys of both external and internal customers to identify current successes and issues. Select staff comprising teams representing functional areas (e.g., receptionists, permits, inspections, etc.) from all program areas will receive a brief survey soliciting information and opinions. See Appendix A for a draft internal customer survey. A second survey will be used to gauge the current customer experience for external customers. Emphasis should be placed on developing a process that ensures a non-biased selection of customers is surveyed. This can be accomplished by asking the customer if they are willing to take a survey and provide them with the option of doing so over the phone, via email, via US mail, or via a Web site. See Appendix B for a draft external customer survey.  
5.2.2 Run Communications Database Reports
Run various reports in the Communications Database to get general responsiveness timeframes as they pertain to complaints, correspondence, and public records requests. Use similar reports from other agency databases that track customer experience.
5.3 Review 2005 Task Force Study for Customer Attitudes & Interaction Issues
In a review of the 2005 Task Force Study for Streamlining and Efficiency, customer communications ranked very high as an area of great concern for both internal and external customers to IDEM. The study recommended the agency establish and enforce a protocol for professional communications.  
5.4 Identify Staff Most Likely to, and Should or Should Not, Interact With Customers
The required quality of the information or response to the customer drives who interacts with the customer. Currently, staff from the IDEM functional areas of permits, inspections, operator assistance, environmental response, and community relations is most likely to interact with customers. In a planned survey of branch and section chiefs for all IDEM programs, this initiative seeks to identify all program areas likely to have heavy customer contact. Equally, this initiative seeks to identify staff to serve as subject matter experts and backups in each of these heavy customer contact areas. Finally, the results of the survey should also identify program staff that should not interact with public until suitable training has occurred. 
5.4.1 Targeted Interviews
Conduct a series of interviews targeted towards program area staff most likely to be contacted by external customers and/or most likely to be familiar with staff’s skills (i.e., receptionists, administrative assistants, section and branch chiefs.) 
5.5 Identify How IDEM Interacts With Customers

5.5.1 Identify Current Technologies, Their Standards for Use, and Obstacles (e.g., access to technologies)
Conduct a series of interviews targeted towards program area staff (i.e., section chiefs, IDEM Information Technology) familiar with tools currently used, or desired, to directly communicate with or support responses to internal and external customers.  
6.0 Future State Analysis:

After the analysis of current state described in Section 5, each customer service project will be prepared to identify and design processes that meet customer expectation.

6.1 Best Practices:
Benchmark against other state agencies who have recently underwent customer service initiatives for lessons learned. Possible state agencies include the Department of Workforce Development, Department of Revenue, State Police, and the Bureau of Motor Vehicles
6.1.1 Identify Best Customer Service Practices
Benchmark organizations with respected customer service records and businesses from the private sector for their best practices. Possible industries include vehicle dealerships, utilities, or other Indiana businesses identified on JD Power & Associates Web site.
6.2 Process Design:

Utilizing the information gathered in the Current State Analysis described in Section 5, the customer service teams will be equipped to close the gap between current customer experience and the desired customer experience. Design and implement new processes that focus on value-added steps for the IDEM customer and eliminate non-essential activities.
6.2.1 Develop Resources
Upon attaining the objectives outlined in Section 5, it is expected that IDEM will have created bridges between the varying program areas united under the common goal of providing sound, consistent external and internal customer service. Customer service will become a common performance expectation for all staff and will be measured using current and possible future measurement tools. A structure will be developed and implemented clearly identifying key customer service staff.  
7.0 Schedule:

The schedule will be maintained using standard project management methods and tools (i.e., establish milestones, activities and task assignments).  Implementation across the agency will be at each program area’s discretion meaning that those who want to immediately improve their customer service will be given priority. Attention will also be paid to the program areas’ current workloads and other special projects so as to not overtax resources. Program areas will be free to chose who they want to implement their improved customer service. 
From our initial analysis, it is possible the following areas might be addressed as part of meeting the objectives:

· Phone automation

· Responding to internal & external information requests

· Email and voice mail etiquette and access expectations

· Preparation for Public Meetings

· Identification, development and quality of written materials

Continued results of data collected through the Communications Database will identify the staff members or sections requiring refresher or sustained training in customer service concepts.

Proposal Timeline:
Team Review = week of 5/7/07 through 5/25/07
Director Intergovernmental Relations Review = week of 5/28/07
AC External Affairs and Commissioner Review = 5/31/07

Team Revisions = week of 6/4/07

AC Land Quality, Air Quality, Water Quality, OPPTA Review = 6/11/07
Appendix A

Internal Customer Survey
1. Where do you send a call, e-mail, or correspondence if you do not know where they should go?

2. What is the percentage of calls you transfer?

3. What is the percentage of calls transferred to you?

4. What percentage of calls is correctly routed to your department?

5. In what methods are you contacted by customers (i.e., e-mail, fax, phone, in-person)?
6. How often do you direct the caller to the IDEM Web site?

7. Additional comments?
Appendix B
External Customer Survey
1. How many attempts did you make before you reached the correct person (e.g., number of phone transfers, e-mail forwards, etc.)?

2. How long did it take to resolve your issue (e.g., time to receive answer to your question, time to receive permit, etc.)? 

3. If you left a message or sent an e-mail, how long was it before staff replied?

4. What is your general confidence level of the quality of information received?

5. Additional comments?

