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1. Introduction

1.1. Background

Merton Council is undertaking a procurement exercise utilising the Competitive
Dialogue procedure to engage the marketplace and establish the options for
electronic service delivery (eSD — terms in green throughout this document are
defined in the Glossary) across the organisation.

The Council may or may not procure some, all or none of the eSD components
detailed in this document.

Summary of Merton
The Council comprises 60 elected Councillors, representing 20 wards and five
groups. The current composition of the Council is:

o Conservative - 21 councillors
o Independent member - 1 councillors
o Labour - 28 councillors

o Liberal Democrat - 2 councillors
o Merton Coalition - 5 councillors
o Merton Park Ward Independent Residents - 3 councillors

Full Council usually meets five times a year, and is responsible for agreeing the
Council tax and setting the overall direction of the Council.

A cabinet of nine Labour Councillors makes the majority of decisions throughout the
year, with Overview and Scrutiny arrangements to hold Cabinet to account.

Regulatory committees are appointed by Council and carry out planning and
licensing functions.

The Council had a net revenue budget of £151m in 2012/13 with around 45% of this
being spent on social care.

4,081 FTE or 5,513 headcount (as at Jan ‘“13) employees provide a range of public
services, from street cleaners and town planners to teachers and social workers,
who work in the four departments, including Merton’s schools:

e Children, Schools and Families (CSF)
¢ Environment and Regeneration (E&R)
e Community and Housing (C&H)

e Corporate Services (CS) — where Business Improvement and Customer
Services sit

Page 142



1.2. Purpose

The purpose of this document is to provide bidders with sufficient information for
them to prepare for initial dialogue, so that they can engage effectively with Council
officers and advisers to develop their outline solutions. It describes the broad
requirements of the London Borough of Merton for electronic service delivery (eSD),
which is seen as a key enabler for offering customer self-service, giving customers a
personalised view of relevant information and achieving Channel shift, as defined in
Merton’s Customer Contact Strategy.

The requirements have been clustered under category headings (see contents page)
and organised into a table that sets out the current technologies and processes in
use - the ‘as is’ state — against our requirements, described as the ‘to be’ (ideal)
state. We have also set out some of the known challenges and issues relevant to
each thematic area.

Bidders should note that the Council is currently engaged in a number of system
procurements and other major change projects in addition to the Customer Contact
Programme, including:

. The review and likely replacement of key financial systems covering the
general ledger, purchase to pay, debtors and reporting — due for completion
April 2015;

. The re-procurement and implementation of a social care information system
by April 2015;

. The procurement of a document labelling solution to be implemented in 2014;

. The Flexible Working Programme which aims to transform the way people

work within the Council through enabling technology, innovative use of work
space modern working practices and an outcome-focused performance
culture.

. As the Council continues its transformational change there is a possibility that
alternative delivery models will be adopted in the future.

In particular, Bidders are asked to consider how the above projects will impact on the
Customer Contact Programme and vice versa. The Council’s expectation is that
these interdependencies will be identified and managed through dialogue.

As with any organisation, the Council operates in a dynamic environment and is
likely to undergo a range of changes and improvements over the coming months.
Throughout the process the Council will share information on changes and
improvements with Bidders in a consistent and timely manner.
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It is recognised that our requirements will not be met by a single system; nor will it be
possible to implement a strategic eSD platform to meet all requirements in one go. At
any one time the platform will be likely to comprise of a mix of strategic and tactical
components.

It is envisaged that solutions will cover a number of key areas:

. eService delivery

. Customer management
. Corporate systems

. Systems integration

J Document management
. Mobile working

This procurement presents an opportunity to move towards a strategic eSD platform
by replacing some of the tactical components, and/or existing systems, with strategic
ones, as well as acquiring missing components, and implementing them in an
integrated manner in line with the Council’s IT Strategy.

1.2.1. Key Issues

Inevitably, the national and local context in which we design and deliver services
continues to change and evolve. These are some of the key factors that have
prompted us to review our strategy for customer contact:

Our customers want a greater say in decision-making
By better understanding how our customers interact with services delivered by the

Council, listening to feedback and engaging service users in service design, we can
ensure that this is the case.

Our customers want an open and honest relationship
By using the information they provide more intelligently, we can develop a more

consistent customer experience and ensure there is greater transparency and
visibility of their interactions with us.

Our customers want to engage on their terms
By understanding how and why our customers contact us for the wide range of

services we provide, we can ensure the right services are available through the most
appropriate channels, with customers better able to engage at a time and in a way
that suits their lifestyle.

The need to reduce financial expenditure
Following the government’s Comprehensive Spending Review the Council is

required to make spending cuts. This makes it all the more important that we
interact with customers in the most cost efficient way. By resolving more customer
queries and requests at the first point, we can minimize the impact of these savings
on front line services.
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The need to join-up public services across providers

By understanding customer needs and providing appropriate and effective access
routes into services, we can ensure high-quality services are commissioned,
provided and delivered jointly with other key public sector partners, where
appropriate and possible. We must ensure that investments in eSD take full account
of the flexibility, security and integration requirements of the kind of unpredictable
and volatile requirements of service delivery in the future.

The drive towards greater localism
By introducing alternative routes into services, partnering with other providers, and

increasing transparency, and therefore local power within communities and localities,
we can draw closer to customers and become more agile and responsive.

The need for individual services to anticipate and plan for demand
It is imperative for the Council to keep pace with and respond to changing demand

for individual services across the various access channels available. This requires
greater insight into customer needs, behaviours and motivations, plus more
information for customers on the services we offer. This will ensure the right service
is delivered to meet their need and allows the Council to reduce inefficient activity
and focus investment on areas that add value for customers.

The need for services to operate in a coherent way and ‘know’ their customers
By maintaining an intelligent, cross service picture of our customers (rather than

isolated islands of information) we can ensure service delivery is structured in ways
that make it easier for our customers to communicate and interact with the Council
more simply and effectively that is possible today. It will also mean that our staff are
supported and empowered to deliver excellent customer service at the first point of
contact.

The need to design and deliver services around customer needs
If we are to ensure customers consistently experience the most streamlined and

coherent route through our services, we need to understand — on the basis of
evidence — customer pathways and this can inform the way we improve and simplify
our processes in partnership with other providers so that they make sense to our
customers. This resonates with our adoption of lean thinking in business
improvement and placing the customer at the heart of services.

To support these changes, we will need to transform the way we work, the way our
systems interact with each other and the way some of our services are designed.
The Customer Contact Strategy is intended to capture what change is necessary
and identify how we will know we’ve succeeded and the Customer Contact
Programme will facilitate and coordinate the necessary improvements and changes.
Everyone in the Council will have a part to play in achieving this change.
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1.2.2. Outcomes

The Council’s Customer Contact Strategy identifies five key outcomes:

1. All customers have fair access to
services

2. Customers can access services in
different ways

3. Customers influence the design
and delivery of the services
available for them

4. Customer needs are, wherever
possible, resolved at the first point
of contact and on time

5. Customer feedback drives service
improvement

We value diversity and will ensure that
our Customer Contact programme will
address (and not introduce) any barriers
to individual access to services.

In accordance with central government
guidelines we aim to create web pages
that comply with the W3C Web Content
Accessibility Guidelines 1.0 to "AA"
standard.

Wherever possible, we will encourage
and enable customers to determine their
interaction channel with the Council.

We will work with service users to
ensure the most appropriate and
efficient access to individual services.
Wherever possible, we will provide
seamless delivery across the principal
access channels — face to face,
telephone and online.

We will make sure we learn from our
interaction with customers to further
improve access to services.

We will place customer experience and
feedback at the heart of service
commissioning and re-design.

We will ensure we have a consistent
and comprehensive understanding of
our customers and, as far as possible,
anticipate their needs.

We will ensure all access points provide
consistent information, advice and tools
to resolve queries at the first point of
contact.

All front-line staff will be trained and
enabled to provide resolution at the first
point of contact for as many queries as
possible.

We will place customer feedback at the
heart of our performance management
framework.
We will place customer feedback at the
heart of our commissioning framework.

5
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e We will publish satisfaction levels
against a set of measurable customer
service standards.

1.3. Definition of customers

We use the term ‘customer’ to describe a person, business or other organisation
(e.g. CVS) using/interacting with a public service. Our customers, then, are those
people for whom we work to commission, contract, deliver, and enable services.
They are also local citizens, or people coming into the Merton area to work or visit.
They may be direct service users, employees of the Council, employees of other
organisations, elected Members or partner organisations, such as the Police or GPs.

In many cases our customers may be better defined as those who derive secondary
benefit from the way we organise and deliver our services and not just those who are
in direct receipt of them. We know that ‘customers’ are not always willing recipients
of council services, for example when in receipt of a parking penalty notice or anti-
social behaviour order. In these and other instances, the Council is delivering its
regulatory responsibilities that reflect its broader role in influencing and improving
civic life in the borough and, in some cases, protecting our most vulnerable
residents.

1.4. Definition of electronic service delivery (eSD)

The traditional government based definition of electronic service delivery is the
provision of government services to the customer through the internet or other
electronic means. This can either be through direct provision to the customer (self-
service) or mediation where an officer acts on behalf of the customer.

There is an implied requirement that, where possible, electronic service delivery is
automated.
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The Council anticipates the following functions and components will form part of
the eSD platform and are therefore in scope for this procurement exercise. The
table below also shows the existing systems that currently provide or partially
provide these functions and are therefore in scope for replacement and/or need
to be interfaced with (shown in bold).

Function

Component

Existing systems

eServices Delivery

Customer registration, verification
and authentication

Open Revenues(Civica) -

Customer portal

Open Revenues (Civica) -
Merton-i portal (for Adult Care services) content
only, no login

Customer account

Open Revenues (Civica)

Content Management System
(CMS)

Livelink WCM (OpenText)
e  Council website (www.merton.gov.uk)
e Various microsites
e |Intranet
The Council does not currently use an Extranet
capability for 3" party access.

eForms AchieveForms (Firmstep), with workflow and
payments
eMail Outlook/Exchange (Microsoft)

Customer Management

Customer Relationship
Management (CRM)

Dynamics CRM (Microsoft)

Unique Transaction Reference
Number (UTRN) generator

Customer Reporting

Customer Performance
Management

QMATIC (Qmatic) face to face queuing system
and performance monitoring

Master Data — Customers

Various line of business systems (no master
data set)

Master Data — Addresses

LLPG (no master data set) — Current plan is to
use Gazeteer (aligned Assets)

Corporate Systems

Graphical Information System
(GIS)

MaplInfo (Pitney Bowes)

ePayments Icon (Civica) interface only

eBookings Mango (BookingLive)
Outlook/Exchange (Microsoft)

Telephony Integrated Voice Recognition (IVR)

Liberty (Netcall Telecom Ltd) queuing system
SMS (Process Flows)

Service-specific systems

Parking permits and PCNs self-
service

360 FPN/PCN (ICES) and Permit Portal

Benefits application forms

IEG4 (Civica)

Service directories (adult social
care and family services)

OpenObjects (Merton-i adult social care)
MCA (family services directory)

Adult Education course booking

AEC (Plus Business Systems Ltd)
e-enrol (Plus Business Systems Ltd)
Cashplus (APS group)

Registry office bookings

Registrar Bookings (Zipporah)

Systems Integration

Integration of Line of Business
systems

A full list will be made available during dialogue

Extract, Transform & Load (ETL)
services

Data Warehouse

Document Management

Electronic Document and Records
Management (EDRM) system

R/KYV (OpenText) — known as SMART within
the council

Business Process Management
(BPM) and Enterprise Workflow

Flexible working

Mobile working

Some point solutions for some mobile teams
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Other professional services that will be required but may or may not be included in
the contract, subject to dialogue, and therefore are not currently defined in this
document, include:

e Business process analysis and re-engineering (BPA/BPR), including customer

segmentation/journey/experience mapping and analysis

e Software development and configuration

e Functional testing and user acceptance

e Training for staff, including train the trainer

e Programme and project management

¢ Technical infrastructure services, e.g. Disaster Recovery/Business Continuity

e Hosting of systems and/or platform/software as a service

The diagram below has been designed to indicate the likely overall scope of the
solution and the main capabilities required of that solution.

Customers
(Residents, Visitors, Employees, Partners, Businesses)
e\ E T -4 &S M
"‘. - - /
i ™ PC
%

Kiosk Smart Tablet .,." Phone

Channels B ‘ “"‘-\\\ geg ﬁ ﬁ g.

Mail In Person Web Social Media Apps eMail Phone

eSD

Master Data Data Warehouse
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1.5. Confidentiality and Data Security

It will be a requirement of any Solution that the following principles in relation to data
security and confidentiality are adhered to:

o All customer data will be kept secure at all times in accordance with the
requirements of the Data Protection Act 1998.

¢ Any collation of customer data into a master ‘client index’ should only present
specific service ‘flags’ relating to that customer, e.g. previous or current
interactions with services (existing cases), potentially violent people, etc.

e All aspects of the proposed eSD platform should be compliant to ISO/IEC
27001 (Information Security Management standard) and should support IT
security best practices.

e The eSD platform should also facilitate sharing of data and information across
organisational boundaries — i.e. in order that the Council is able to
accommodate shared services (such as Sutton/Merton HR function and any
other new shared services that are introduced) as well as sharing with NHS,
GPs, Public Health, Police etc. This functionality will need to enable not just
sharing of standard data, but also highly sensitive data with relevant security.

e The eSD platform should also support Open Data standards and increased
transparency and public access to Council data.

e The eSD platform needs to respect and work with ‘labelled documents and
content’ and meta data as appropriate.

Required levels of verification and authentication are set out in 2.1 below

1.6. Customer access channels

Customers access Council services through various ‘channels’. Typical electronic
channels include the website, IVR (interactive voice response), SMS (short message
service aka texting) and eMail.

Customers’ use of the Council’s website is increasingly via small mobile devices
such as tablets and smartphones, so web content needs to be configured for this
purpose.

Social Networking sites (Facebook, Twitter, YouTube) typically accessed via
smartphones are becoming increasingly important to a wide range of customers.
The Council wishes to explore opportunities to use new channels as they develop
over time and expects solutions to be flexible enough to support such developments.
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Traditional non-electronic channels include face to face at one stop centres, in
various Council and partner premises, and in customers’ homes, the telephone and
the postal service.

A key design principle for eSD is that it should enable, as much as possible,
interaction with the Council that is agnostic to the access channel being used. This
means offering support for all channels whether electronic or not. For example, a
customer could submit a service request via the website and receive a progress
update on the request when visiting the Civic Centre or another Council access
point, e.g. Library.

This document now turns to the Council’s requirements, considering in turn the
following thematic areas:

e e-Service Delivery

e Customer Management
e Corporate Systems

e System Integration

e Document Management
e Mobile working

Where we believe a definition of the relevant category or sub-category is required
this has been included as introductory text. For each sub-category there is a table
that sets out:

e ‘As is’ —the current processes and systems in place relevant to the sub-
category

e Current issues and challenges that need to be considered when designing
and implementing a solution

¢ Ideal ‘To be’ — the Council’s ambition in relation to the required solution.

10
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