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Context 
The Council’s Mission is to be the Best Borough in the North by focussing on three 
key priorities: “Growing the Economy”, “Reducing Inequalities” and “Building a 
Sustainable Future”. This sets the Council’s strategic direction for the next five years. 
 
Everything we do at Calderdale is about providing services to customers. As part of 
the Council’s transformation programme, this strategy document aims to ensure that 
the Council puts delivering high quality customer service at the heart of everything it 
does.  There has been significant changes in the way that customers have chosen to 
interact with the Council over the last few years and we need to ensure that our 
service delivery model reflects the increasing demand for 24/7 services.  The 
challenge we face is being able to deliver services that customers want in the way 
they want them whilst achieving agreed savings targets 
 
This Strategy outlines our approach to customer services and how we will support 
other key change programmes in meeting this challenge. 
  
Our aims are to deliver: 
• Responsive services that meet people’s needs and demonstrate that we 

understand what they are.  
• Accessible services that provide people with a choice about how, when and 

where to access services.  
• Quality services which are efficient and cost effective.   

 
Our customers will see: 
• Improved and more convenient services. 
• Increased uptake of services by all sectors of the community. 
• Better signposting and support to self-serve.  

 
Through three key actions: 
• Developing a Citizen Account as a one stop shop 
• Harnessing the potential of the website and new technology 
• Ensuring Face-to-Face support is delivered at key community locations. 

 
To underpin and inform this approach this strategy outlines how we use our existing 
customer data (customer insight) to ensure our decisions, actions, services and 
future developments are focussed on the needs of customers. Our approach will be 
to use this information to help us to manage demand and make best use of our 
resources. 
 
The strategy builds on a position of strength in terms of our online services, with the 
website being the channel of choice for ever increasing numbers of customers.  The 
challenge going forward is to maintain and improve this position, whilst ensuring we 
are able to provide alternative channels for those customers with more complex and 
demanding needs. 
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What we know: 

• In the first 6 months of 2016/17 we have had: 
o 142,000 people access our services online (inc 25,000 waste reports) 
o 164,000 people contact us by telephone through our contact centre (inc 

40,000 waste calls) 
o 82,520 people meet us face to face in our Customer First offices 

• The cost of transactions varies significantly according to the chosen channel: 
o Online £0.17 
o Telephone £3.47 
o Face to face £11.88 

In order to meet the demands of our customers we need to provide services 
that are available online 24/7. 

• The website is a well used and trusted channel for many people, with online 
payments rising above £5,000,000 last year.  We need to ensure that more 
customers are aware of our simple online services.   

• As more people chose online for simple transactions, telephony enquiries are 
becoming more complex and lengthy.  In 2015/16 we only answered 67.8% of 
all calls and our average wait time was 3.5 minutes.  In order to improve this 
we need to reduce call volumes by getting things right first time more of the 
time and encouraging customers to use our online service wherever possible. 
 

How Will We Do It? 
 

Customer Services Delivery Model 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Delivery Model explained 
 

This delivery model shows how Calderdale Council plans to deliver improved 
services for its customers. We aim to encourage customers to use the most 

CUSTOMER INSIGHT 
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efficient and appropriate channel to access the service they require.  This can 
be achieved in a number of ways: 
 
• Making sure that services are available on appropriate, efficient and easy to 

use access channels. 
• Providing intensive support to vulnerable customers and during times of crisis 

such as the recent floods. 
• Ensuring that customers have confidence that the same level of service is 

available through each channel and that requests are dealt with consistently. 
• Ensuring that customers receive appropriate and timely feedback on their 

enquiries.  
• Getting things right first time more of the time – reducing avoidable contact and 

increasing confidence. 
• Making effective use of new technology to increase service efficiency, such as 

inclusion of “self reporting fault chips” in new street light columns and use of 
real time data for waste and recycling collections. 

• Ensuring that everyone has access to the most appropriate channel, by 
working with communities to reduce digital exclusion and increase digital skills. 

• Providing customer service face to face within communities through the 
libraries network, by appointment to better meet the more complex needs of 
some customers. 

• Supporting customers who chose online services through use of 24/7 Live 
Chat. 

• Increasing confidence in online services generally to encourage those that can 
use digital but chose not to, due to concerns re data security etc. 

 
Underpinning this delivery model is our Customer Insight – the information we 
already know about customer needs, demands and preferences, which informs all 
elements of the process. It has the potential to improve customer satisfaction by 
tailoring services to customer need and also helps to determine which customers will 
have the ability to move to more efficient channels. 
It is essential that the organisation learns from the data and intelligence gathered 
from customer contact. It provides information such as how many customers are 
accessing each channel, which channel they use most for particular transactions and 
how this changes over time. The output from this process will provide information 
vital to develop improved services that are easily accessible across communities, by 
all age groups and including groups that are difficult to reach. 
 
How the delivery model aims to change customer demand in 
the future 
 
We have already had considerable success in encouraging use of our online 
services, with transactions increasing significantly over the last few years. (see 
chart below).  
 
A redesigned simple, mobile responsive website with Browsealoud software to  
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support people with disabilities and those who require translation from English, 
together with 24/7 web chat support means it is easier than ever for customers 
to interact with the Council online.  More people can now access the internet 
using mobile devices, with over 46% accessing the Councils website using 
these devices last year.  
 
Through improved processes and more customer focussed online transactions, 
telephone contact across the Council continues to reduce, with almost 100,000 
less calls over the last 2 years.  Calls into the Contact Centre increased slightly 
last year and wait times for some calls have increased.  The challenge for the 
service is to maintain agreed performance levels within the resources available.     
 
The implementation of Customer First as the Councils one stop shop for face to 
face transactions in 2014/15 has allowed more intensive mediated support to be 
given where needed.  Our main service delivery will continue to be from Halifax 
Customer First, which was designed specifically to meet customer needs.  
Outside of Halifax service will be delivered within communities through the 
libraries network.  We understand that many of these face to face enquiries are 
more complex and demanding and we will meet with customers by 
appointment, to reduce waiting time and where appropriate will meet people in 
their own homes.   
 
Through the implementation and further development of the delivery model, the 
council anticipates an increased shift in customer demand from mediated, to 
non-mediated self service channels.  We are committed to making access as 
simple and quick as possible.  By doing so we will be able to continue to 
support the minority of our customers who have more complex needs. 
 

 
 
This will provide significant benefits to the customer and the Council. Customers will 
be accessing services in a way that best suits their needs, saving them time and 
money. It will also allow the Council to deliver services within the resources available 
to us and to achieve the challenging savings targets we have to, as self-service 
channels are significantly cheaper than the mediated equivalent.  



Customer Services Strategy 2016 – 2020 

6  | P a g e  

 

 

 
In addition to the financial benefits associated with the move to self service contact 
channels, there is an additional environmental benefit. Increasing online services will 
reduce the amount of paper coming into the Council as well as reducing the need for 
customers to travel to access Council services, thus creating a ‘greener’ footprint. 
 
In order for the delivery model to be work efficiently each customer access channel 
must be developed appropriately. Outlined below is a delivery plan for each key 
channel: 
 
Website 
 
More people than ever are choosing to use our 4 * website to report, request, pay 
and find information – rather than the more traditional (and costly F2F or telephony 
channels). 
 
The Access to Services programme has seen huge shift from face to face and 
telephony to our online services.  We continue to work with services to redesign 
services to work digitally, increasing our online offer, allowing customers to access 
Council services at a time to suit them. 
 
24/7 webchat is available to support customers to access our services at times to 
suit them. 
 
The increase in online transactions is significant and continues to grow in line with 
demand and changing expectations of customers. 
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• In 2015/16 our website was again awarded the top 4 star rating in an 
independent SOCITM survey.  It received more hits per head of population 
than any other LA website in Yorkshire and the Humber, with over 227,000 
transactions and £5 million paid online. We will continue the development of 
the corporate website, making sure we can meet residents’ expectations that 
they will be able to transact and interact easily with the Council at a time to 
suit them via the website. 

 

• Implement Customer Account, which will allow customers to choose which 
channel to communicate with us.  It will provide feedback and notifications to 
customers on areas they have told us they are interested in.  It will achieve 
significant channel shift.   

 
• Complete a large scale marketing campaign highlighting the services available 

online and the fact that internet access is available in all libraries and customer 
first offices.  Promoting the 24/7 support available through our web chat 
facility. Such campaign to use our customers insight to target at customers 
that are likely to take up the service. The scope of this campaign will be a key 
element of the Councils Communication Strategy.  

 
• Work with colleagues throughout the organisation to target those people, 

internally and externally who need additional skills to use the internet.  
Reducing their digital exclusion will support the Councils aim to reduce 
inequalities. 

 

 
Telephone 
 

Access to Services Programme has delivered significant improvements to 
service design and used customer feedback to make services more customer 
focussed.  This has enabled us to reduce the contacts that come into the 
Council by telephone over the last few years whilst at the same time increasing 
the numbers of services that come through the Contact Centre. 
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Calls reduced by almost 100,000 between 13/15 and 15/16.   
 

 
 
 
 
 
 
 
 
 
 
 
 
 

• Continue integration of services into the Corporate Contact Centre to maximise 
the amount of enquiries that are resolved for the customer at first point of 
contact. 

 
This will relieve the burden on other Council service areas and create 
further efficiency and capacity. 
 

• Support channel shift through ongoing promotion to customers, 
mediating Customer Account registration. 

• Consideration will be given to removal of telephony as a channel for 
simple transactional enquiries, as other LA’s have done in recent years. 

 
 
Face to Face 
 

The Access to Services programme has seen huge shift from face to face and 
telephony to our online services. Face to face contact has reduced by 12%  
 

Year Contact 
14/15 188605 
15/16 165721 
16/17 (Q1 & Q2) 82582 

 
In 16/17 face to face contacts are broken down as: 
Face to Face mediated transactions 40,177 
Payments at staffed cash office  25,984 
Payments at self service kiosks  16,421 
 
This can be further broken down across customer first contact points 

 
Our Customer First service is provided in the library at Hebden Bridge and  
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Sowerby Bridge, with a move into Elland library currently planned.  Members 
will see that customer contacts at all these locations are very low, but we 
realise the importance of offering our support within communities. 
 
The service is provided on 2 or 3 days a week in the districts currently.  With an 
average of 32 customers a week in Hebden Bridge, 24 in Sowerby Bridge and 
73 in Elland compared with 2659 a week in Halifax. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

• Focus on delivering intensive support to customers in areas where need is 
evidenced by contact volumes.  Customer First is already located within 
libraries in Sowerby Bridge and Hebden Bridge and this will be extended over 
the next 3 years to provide neighbourhood based Council contact for residents  

 via our libraries network.  We will operate an appointment system to reduce 
customer waiting times as some complex enquiries can take upto 45 minutes.  

 
• Supported internet access available at all times in local libraries and Halifax 

Customer First.  This will enable customers to access online services with 24/7 
web chat support. 

 
Other channels 
 
Email is an inefficient channel of communication, wherever possible we will move 
all email correspondence into a web portal, which aims to automate responses and 
direct the customer to the information they require online 
 
Social Media is increasing in popularity as a channel.  We will maximise use of our 
social media presence to promote our online services and tailor messages that 
reduce telephony and face to face contact.  This will also be a key element of our 
Communications Strategy. 
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Links to other Plans and Strategies 
 
 
There are a number of other key strategies within the Council which underpin the 
customer services strategy. These include: 
 
The Communications Strategy 
This strategy document outlines how Communications will: 

• Support and promote the Council’s new Mission  

• Communicate as one organisation, with one voice 
• Maintain and enhance the Council’s profile 

• Deliver maximum value for tax payer’s money in everything that we do 

Effective communication at key points will be key to ensuring we can deliver what is 
promised within the Customer Service Strategy.  Using Customer Insight to target 
communications will ensure we can do this efficiently and cost effectively. 

The Digital Strategy  
Our change programme will embed digital innovation and leadership to support the 
way we work, communicate and transact our business with our residents, partners 
and also within the Council.   The work required to achieve this change programme 
is set out in the Digital / ICT Strategy 2015-2020.  
 
The Digital Strategy delivery plan is focused around five interlinking themes:- 
 
• Access to Services 
• Digital Inclusion 
• Partnerships / Shared Services 
• Economic Growth and Prosperity 
• Technology 

 
We will work together to support delivery of the Councils Mission. 
 
The Library Strategy 
 

The Library strategy aims to ensure those who live, work and study in Calderdale 
have access to high quality library services that underpin learning, leisure and 
wellbeing, and play a key role in delivering enriched and safer communities.  
 
Through investing in the digital future, working with communities and providing a 
gateway to reading and information and activities and resources, the Library Service 
will actively support and help deliver the Council’s priorities.  
Cross service and cross directorate working will continue to be important. The 
service’s ethos is to be flexible and responsive, staying relevant to the changing 
needs of Calderdale’s residents. 
 
Library buildings will play an important part in delivering our Customer First service 
within localities in an efficient and cost effective way. 

 



Customer Services Strategy 2016 – 2020 

11  | P a g e  

 

 

 
Customer Services Delivery Timeline and Savings 
 
 

 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

2016/17 Actions 2017/18 Actions 2018/19 Actions 2019/20 Actions 
Implement Customer Account 
for Council Tax, simple 
verification and single sign on 
process for all transactions.  

 

Expand Customer 
Account to include: 
Benefits 
Waste 
Highways 
Streetcare 
Progress updates and 
push notifications 
Sports 
Libraries 
Theatre 

Review Customer 
First in Brighouse 
and Todmorden, 
seek opportunities 
to co-locate within 
a convenient town 
centre hub.  

 

Review Customer 
Services Strategy 
based on customer 
insight, budgetary 
pressures and 
business 
requirements. 

Promotional Campaign to 
encourage customers to sign 
up to Customer Account 

 

Fully automate 
reporting process for 
waste, highways and 
streetcare, allowing 
people to report online 
at a time to suit them.  
Remove alternative 
channels for these 
simple transactional 
enquiries. 

  

Move to appointment based 
support for Customer First in 
Sowerby Bridge, Hebden 
Bridge and Elland, with home 
visits where appropriate. 

 
 

 
 

 

 

2016/17 
Savings 
£140k 

SAVINGS TIMELINE 

2017/18 
Savings 
£150k 

50% of customer 
transactions 

completed via  
self-service 

 

60% of customer 
transactions 

completed via 
self-service 

 

40% of customer 
transactions 

completed via  
self-service 

 

Complete Web 
Marketing 

Campaign inc 
Digital Inclusion 

 

Implement 
Customer 
Account 

 

Remove 
Telephony 
Channel for 

simple 
transactional 

enquiries 
 

Focus 
intensive 

F2F support  
where 

customers 
need it. 

 

Review 
Customer 
service 
strategy  

 

     2016/17                                2017/18                               2018/19  2019/20                             
 


	The Digital Strategy delivery plan is focused around five interlinking themes:-
	 Access to Services
	 Digital Inclusion
	 Partnerships / Shared Services
	 Economic Growth and Prosperity

