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Strategic impact

Robust performance management is key to ensuring that the organisation works both
efficiently and effectively to develop and deliver services that represent good value for
money and which meet identified needs. This report provides an update to the Digital
Committee for the IMT Department (and other service areas related to web and
broadband) performance monitoring and management. It also provides the Committee
with an update on current trends, some of which were previously reported to the Policy
and Resources Committee.

Executive summary

This performance management report to this committee incorporates elements of the
revised Performance Management System, which was implemented as of 1 April 2016.

There are currently eight vital signs indicators under the remit of this committee which are
reported monthly.

Two further indicators are recorded at this committee periodically and then passed onto
Policy & Resources Committee. These are Better Broadband for Norfolk Coverage and
4G Mobile telephony coverage. These indicators are currently at 92% (against a target of
90% for 2018/19 Q1) and 83% respectively (which is the baseline measure).

Work continues to review what other data may be appropriate to report to committee.
Items under consideration include digital inclusion indicators which continue to be
developed as a vital signs indicator.

Performance data reported is for the period up to the end of December 2018.

Recommendations:

1. Note the information provided in this report.

2. To advise if any further performance information should be added or if any of
the measures should be removed.
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Introduction

This paper presents up to date performance management information for those
‘vital signs’ performance indicators that were agreed previously by the P&R
Committee for the day to day operational service in IMT, as well as other vital
signs identified as having relevance and/or significance to the remit of this
committee.

The paper highlights any key issues or trends for members to note with more
detail in the Appendices. This report contains:

e A Red/Amber/Green rated dashboard overview of performance across all 8
vital signs indicators

e Report cards for all vital signs

Performance dashboard

The performance dashboard provides a quick overview of Red/Amber/Green
rated performance across all 8 monthly vital signs. This then complements the
exception reporting process and enables committee members to check that key
performance issues are not being missed.

The vital signs indicators are monitored during the year and are subject to review
when processes are amended to improve performance, to ensure that the
indicator correctly captures future performance.

The current exception reporting criteria are as below:

e Performance is off-target (Red RAG rating or variance of 5% or more)

e Performance has deteriorated for three consecutive periods
(months/quarters/years)

e Performance is adversely affecting the council’s ability to achieve its budget

e Performance is adversely affecting one of the council’s corporate risks.

e Performance is off-target (Amber RAG rating) and has remained at an Amber
RAG rating for three periods (months/quarters/years)’.

Digital Innovation and Efficiency Committee “Vital Signs” performance
dashboard.



Norfolk County Council Digital Innovation and Efficiency Committee - Vital Signs Dashboard
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Report Cards

A report card is produced for each vital sign. These provide a succinct overview
of performance and outlines what actions are being taken to maintain or improve
performance. The report card follows a standard format that is common to all
committees.

Each vital sign has a lead officer, who is directly accountable for performance,
and a data owner, who is responsible for collating and analysing the data on a
monthly basis. The names and positions of these people are clearly specified on
the report cards.

Vital signs are reported to committee on an exceptions basis. Report cards will
be included in this report whenever there are exceptions. The report cards for
those vital signs that do not meet the exception criteria are not normally reported
but are collected and are available to view. The IMT report cards have been
included at Appendix 2 & Appendix 3 this month for information as the committee
has expressed interest in seeing the cards even while on target.

IMT programme of work

A list of current priority projects along with information about new projects added
and projects closed is included in Appendix 1.

Review of Provided Information

Committee Members are asked to:

¢ Review and comment on the performance data, information and analysis
presented in the report cards and determine whether any recommended
actions identified are appropriate or whether another course of action is
required.

e Advise if any further performance management information would be of
interest.

Financial implications

There are no significant financial implications arising from the development of
the revised performance management system or the performance management
report.

Issues, risks and innovation

There are no significant issues, risks and innovations arising from the
development of the revised performance management system or the
performance management report.

Officer Contact
If you have any questions about matters contained in this paper or want to see copies of any
assessments, eg equality impact assessment, please get in touch with:

Officer Name: Tel No: Email address:
Simon George 01603 222400 simon.george@norfolk.gov.uk
Geoff Connell 01603 222700 geoff.connell@norfolk.gov.uk

IN t If you need this report in large print, audio, braille,

alternative format or in a different language please

W TRAN  contact 0344 800 8020 or 0344 800 8011
communication for all (textphone) and we will do our best to help.


mailto:simon.george@norfolk.gov.uk
mailto:geoff.connell@norfolk.gov.uk

Appendix 1
IMT Programme Information

The graph below shows the volume of projects that IMT is currently working on and also tracks the status of the overall programme, including how
many projects are active, how many new projects have been added each month and how manty have been closed.

IMT Programme Project Volume
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The table below lists the highest priority projects currently being worked on by IMT.

Priority Projects January 19 — March 2019

Priority Projects for IMT

January - March

» Social Care System Delivery Phase 2

+ Technology Improvement Programme — Windows 10 Upgrade for whole estate

« GDPR

+ Morfolk Futures Programme

« Corporate Property Programme

« Windows Server Re-Platform

« Risk Stratification for Children's Services and Adult Social Services

« PSN Compliance Upgrades; SMIS Upgrade and Windows 2008 Server Upgrades

« LAN Refresh

« Technology Improvement Programme — Skype for Business Pilot

« Oracle Infrastructure Refresh

» Reducing Service Desk Call Backlog

» Libranes move to Open + Phase 2 and 3

« N3 Migration to HSCN

» Improving Digital Access in Libraries

» Improvements to IMT Asset Reporting

+ Reviewing the starters, movers and leavers processes

« Sustainability Transformation Programme

« [MT Customer Satisfaction




Appendix 2

IMT: Customer satisfaction
Why is this important?

Every customer deserves to feel valued and experience an excellent journey through the IMT process

| Performance: What is the background to current performance?
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What will success look like? Action required:

e Score greater than 6 e To continue to review the low rated feedback

e Customer feedback around our low scores relates to IMT
improving our communication. High volume areas will be focused
on to reduce the number of 1-4 stars

SESelen il CROLTEEERE | ead: Rob Price, Service Delivery Manager
Data: Jo Carey, Service Delivery Analyst




IMT: Systems availability

Why is this important?

Users expect systems (Care First, Oracle, Tribal, Spydus, Email, Internet Access, Intranet Access and Telephony) to be available and reliable when
they want to use it, within the agreed service level agreement

Performance:

@ TargetRate @ ActualRate
99 %

o7 %
Jul 2018 Aug 2018 Sep 2018 Oct 2018 Nov 2018 Dec 2018

: What will success look like?

e Systems to be available to users 99% of the time

What is the background to current performance?

e Services availability during November and December are in Target

e The variances experienced during Aug & Sept related to the
intermittent performance of the Network infrastructure, IMT have
amended the routing and throttling to prevent this reoccurring.

e This diagram will be recalibrated for the next committee meeting
as we are consistently delivering availability significantly over
99%.

Action required:

e To identify and add more business-critical systems to the
measure, and to review resilience and maintainability for those
already measured

e IMT are currently working with the 3rd Party network provider on a
Service Improvement Plan to mitigate the number of Network
outages we have encountered in the past.

e The LAN Refresh Project due to be delivered during 2019 will
update our Network supporting the mitigation of these issues.

S elen il CROLTEEIERY [ ead: Rob Price, Service Delivery Manager
Data: Jo Carey, Service Delivery Analyst




IMT: Abandonment Rate — Percentage of calls abandoned on the IMT Service Desk
Why is this important?
The inability for an IMT Customer to progress with an incident or service request hinders the Customer and the Council from working effectively and

efficiently.
Performance:

The Percentage of Customers (excluding Schools) that abandon their call
to IMT service desk
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: What will success look like?

e IMT Service Desk call abandonment rate to fall below the target of 10%
e Users routinely using the new Assyst IMT Service Desk system self-
service functionality rather than calling or emailing the Service Desk.

What is the background to current performance?

e 3% under our target for October

Action required:

e To promote the self-service facility

e |MT Self Service Catalogue to be introduced as per the IMT
Service Improvement Plan, to be delivered 218t January 2019, to
bring extra value to the IMT Self-Service Portal

S olelals o) ROl o= Lead: Rob Price, Service Delivery Manager
Data: Jo Carey, Service Delivery Analyst




IMT: IMT incidents per customer per month

Why is this important?

Excessive Customer Contacts to the IMT Service Desk indicates a high level of day-to-day IMT problems being experienced by IMT users, which
hinders the Council from working effectively and efficiently.

Performance: w What is the background to current performance?

How many times within a month the customers contact the Service desk, (by any |« 0.81 contacts per user within target of 1.5

method)
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: What will success look like? Action required:
e The contacts per user per month to align with an industry (Gartner) best e The level of contact correlates to the availability of systems
practice baseline of 1.5 or below e |MT to be mindful of user impact when implementing any
e Fewer Priority 1 Incidents (i.e. significant IMT problems affecting multiple changes to ensure stability of Service
users).

Responsible Officers: Lead: Rob Price, Service Delivery Manager
Data: Jo Carey, Service Delivery Analyst




IMT: First Line Fix

Why is this important?

The inability to address the customer's incident on first time contact with IMT (so called “one and done”) can impact the Council in working
effectively and efficiently.

Performance: What is the background to current performance?
The percentage of customers that have their incidents resolved by the First | ¢  Exception of the target for December, the first time in 2018
Line support (Service Desk) e A marginal reduction in this target was experienced in December
@7 First Line Fixed @Count of Ref No due to staffing during the holiday period and also a decline in the

405 simpler calls as the overall services have become more reliable.
3301% 3283% 3125% 31.96% 3329% 30.48% 2890% 07470
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 This graph shows the first line fixed performance against the target of 28%
“What will success look like? Action required:

e |MT are working to increase their Technical Knowledge base to
enable the Service Desk to resolve a higher number of queries at
First Line

¢ To maintain the first line fix rate and improve IMT Customer
Satisfaction.

Lead: Rob Price Service, Delivery Manager
Data: Jo Carey Service, Delivery Analyst

Responsible Officers:




IMT: Incidents resolved within Service Level Agreement

Why is this important?

This measures our ability to achieve and manage IMT customer expectations for the resolution of an incident they have experienced to an agreed
standard.

Performance: What is the background to current performance?
The Incident Resolution Performance and Target (80%) e The inability to contact users during the festive period has
@ Count of Ref No @InSLA % affected our performance figure for this month.
- ’ e IMT have also carried out a considerable amount of
4K 3743 93351 3189 3375 3734 3342 90 % housekeeping, reducing older calls during the festive period
88 % 2810 on old support tickets which has impacted this figure.
2K I 80 %
0K 70 %

20018 2018 2018 2018 2018 2018 2018 2018
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What will success look like? Action required:

e Reduction in our outstanding calls in the short term. e Review of internal Processes to identify time saving and
o Achieve 80%Target increase throughput
e Complete recruitment of 4 x FTE to the Field Operations Team

Responsible Officers: Lead: Rob Price, Service Delivery Manager
Data: Jo Carey, Service Delivery Analyst




320) Channel Shift: The number of online accounts (starting

Why is this important?

Performance

Number of Self-Service Customer Accounts created (cumulative)
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‘ What will success look like?

e The overall ambition for the Customer Service programme is to have 75% of
Norfolk Households registered for an online account by 2020.

e This figure is based on the Newham figure of 85%, which has been adjusted for the
higher digital exclusion rates for Norfolk.

e There is a shorter-term target of 40,000 customer accounts by 31 March 2019.

Delivery of ‘channel shift’ enables cost reduction, internal digital transformation and digital inclusion. Residents who have registered for an online account will

also be able to receive early help / marketing and promotional information from NCC, if they choose to do so.

Appendix 3
from a baseline of 0 at 1 April 2016

What is the background to current performance?

Channel shift: The number of Norfolk Households with an online account (starting from
a baseline of 0 at 1st April 2016).

e There were 27,003 online accounts at 31 December 2018.

e 65% of online enquires recorded in CRM during December were made using an
account (614 of 950).

e Steady growth in account numbers continues as more customers register to use
the range of online services offered in the account.

¢ New services continue to be developed and launched, most recently skip licensing
in November. Whilst in isolation this will not generate significant new account
numbers (due to the niche and limited customer base) it reuses the solution
previously launched for scaffold licensing and on which we will continue to build to
extend our range of online ‘apply and pay’ services.

e Adult social care services expected online in December are delayed, now expected
February (earliest)

e Book and pay online for a leisure course (Norfolk Community Learning Services)
due to launch February. Over the course of a term this should generate around 600
new accounts.

e Access to online education services via My Norfolk is planned for go live
September 2019. This will deliver a significant increase in account numbers
beyond the target set for March 2019.

e The delay in the implementation of single sign on capability, largely due to external
providers, has meant that the target for online accounts has not yet seen the step
change that will come with the new technology and associated services. Growth is
continuing at a steady pace and we would still envisage a large increase when key
services such as school admissions and adult social care are brought online.

e Develop and launch new online services available via My Norfolk account — book
and pay for a leisure course, adult social care services, education services
o Switch to new identity provider (Microsoft Azure B2C) so:
- Customers can be verified and authenticated for social care services online
- Online services which currently sit outside the online account can be
incorporated into it via a single sign on




e Monitor and respond to customer feedback so the customer experience relating to
the online account is continually improved

Responsible Officers Lead: Michelle Carter, Customer Services Transformation Consultant; Data: Paul Green— Customer Services Reporting
Officer

Customer Satisfaction with Web Access

Why is this important?

This measures the organisations ability to shift customers towards web access and deal with them effectively. Web access reduces the demand for and cost of
customer services.

Performance ‘ What is the background to current performance?

e Customer satisfaction, as measured by Govmetric, provides NCC with
real time data on customer experience and perception with the service

Web satisfaction provided.

o Web satisfaction has increased to 63% for December 2018.

Data: Govmetric web satisfaction survey ) : ) )
e SEO - the team is now focussing more on improvements to search engine

100% )
o optimisation — which pages are surfaced in search engines and the

90% 2,000 metadata that supports that. With IMT’s portal team we are due to

80% 74% 74% 8,000 implement image compression on the sites in January, which could halve

0% e AR 63%— 7,000 load times on image heavy pages, significantly improve the experience for

60% customers with slow internet speeds and also increase our SEO ‘score’.

56% 57% 56% 553 57% 57%

D e S “0% e search templates made clearer - In the last quarter we have added more
50% 5,000 search options to the general search template and the ‘no results found’
40% 4,000 template, linking customers to areas like the job search and the library

20% I catalogue. This has led to a reduction in negative feedback about search.

3,000 .

l I l e Account changes - We have removed the My Norfolk account link from

20% l . sections that currently have their own separate account as it was causing
405 l 2701 2688 2592

10% 5 w 74 155 1881 g 100 confusion. Another fix was deployed in October to make the password

0y 22 o recovery on locked accounts clearer. This has led to a reduction in
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SR R G SO 3 o Web satisfaction continues to increase based on the improvement
priorities agreed with Digital Innovation and Efficiency Committee at the
Safisfied W Dissatisfied «+«--¢ Target (70%) —&—9% satisfied — == Target (60%) September 2018 committee. In addition, we continue to respond to real

time feedback left by customers using the site.




e We have now paused further enhancements to the account as we plan to

move to a new account sign in process in the cloud (Azure b to c) in early
January.

- What will success look like? ‘ Action required

e Over 60% of customers are satisfied with the service they receive e Drive forward delivery of customer account covering multiple transactions
o As the customer service programme progresses the number of avoidable | e Use webchat to keep customers online wherever possible
customer contacts by service should reduce, as customers are more able
to self-serve online.

Responsible Officers Lead: Fran Grimmer, Digital Experience Manager. Data: Paul Green, Customer Services Reporting Officer
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