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1.0 PURPOSE
The purpose of this Project Initiation Document is to capture the information needed to direct and manage the project.  The PID addresses the following basics of the project:

· What the project aiming to achieve

· What challenges it helps solve 
· Who will be involved in managing the project and their roles and responsibilities

As two phases of the Customer Profiling have already taken place this PID is based upon those phases and include lessons learnt. Phase III Pick n Mix is designed to be run as individual projects with each participating LA picking modules from the Pick n Mix to suit their needs and timescales. This PID therefore will be agreed by a sample of LAs and stakeholders and adopted as a project document for future participants.  Individual LAs are advised to prepare their own PID for internal use. 
2.0 Background
The Strong & Prosperous Communities White Paper published in October 2006 throws up some interesting challenges for Local Government and other public service providers.
Communities must have a bigger say in the issues that matter to them most and local authorities will be given a stronger role in leading their communities and bringing services together to address local needs and problems, but will be more accountable to local citizens.

This project will assist in quantifying, costing and tailoring local services in direct response to the White Paper.  All references in Appendix A are taken from two sections in the White Paper:

· Section 6 - A new performance framework

· Section 7  - Efficiency – Transforming Local services 

and will demonstrate where this project will support your Local Authority in the delivery, costing and reorganisation of services to your citizens based upon your own demographics.
Additionally Phase III has agreed to work collaboratively with Communities and Local Government on Cabinet Office (Customer Insight / Channel Optimisation / National Indicator 14 – avoidable Contact), LGA/IDeA (Customer Satisfaction / NI14) to test theories researched as part of their respective projects. Both CLG and Cabinet Office have advocated the use of profiling to underpin good customer service.

http://www.cabinetoffice.gov.uk/chartermark/downloads/final_standard/final_standard.doc
The NPIP (National Process Improvement Project) and BIP Business Improvement Package Projects have also been taken into account when formulating outcomes for this project.  CPP PIII is also working with the Greater Manchester Project with regard to marketing and take-up.
http://www.communities.gov.uk/pub/703/ImplementationPlanTheLocalGovernmentWhitePaper_id1505703.pdf
3.0 Project Definition
3.1 Objectives 
Taking part in the Customer Profiling Project will help Local Authorities look at the relationship between volume of service and the populations they serve and will test any assumptions that are made about service design and delivery.  

The project uses:

a) Customer transaction information linked to the Local Government Services List (LGSL) and postcodes

b) Cost information for service access linked to LGSL and the access channel used by the customer

c) Composite profiles defined by Experian Limited and assigned to households and broader geographical areas within each local authority

in order to gain a deeper understanding of service take-up for different customers in terms of the profile groups and types they are likely to belong to.
Key Objectives
· Assist local authorities to both understand AND influence the customer viewpoint in relation to local government services

· Provide a viable and consistent high level “top down” approach for the simple costing of access transactions within a Local Authority cross referenced with profiles for that Local Authority

· Profiling customers’ use of services via the Local Government Services List (LGSL) linked to post coded transactions.  
· Actual profiling of two specific high volume or high cost service transactions
· Understanding how to optimise channel migration linked to those customer segments
Secondary Objectives
· Build on Phase I and Phase II Customer Profiling Project

· Improve the volume and accuracy of service transaction data gathered and cross-referenced against national standards and profiled in order to build up a more complete picture of the customer profile for each distinct local service and validate existing volumetrics data
· Facilitate collaboration between local authorities and other agencies to understand and refine customer profiling methodologies

· Compare neighbourhood profiling with other forms of customer segmentation and relate segmentation with measures of customer satisfaction

· Work with the “Cost Architecture” programme to adopt an advanced common methodology with those LAs who are able to move towards a “bottom up” unit based and activity based approach. This will inform potential (or anticipated) savings and efficiencies that can be made by using profiling evidence coupled with a more detailed costing model and service transactions to migrate users of council services to more efficient channels of communication that they will readily take up 

· Provide a framework that can be adapted by any Local Authority in terms of architecture and standards (such as incorporation of the LGA protocol) in the implementation of common benchmarking within the Customer Profiling area and consider implications for information and performance management
· Work in conjunction with all Central Government Stakeholders and any relevant  organisation to develop standards and a common framework to enable profiling, costing and more efficient evidence based service delivery based around the needs of the customer
· Engage with and facilitate collaboration and contribution from all participating Local Authorities at all times throughout the project to enable the sharing of outputs and maximising the benefits of taking part in a collaborative project as opposed to a stand alone internally run project.
· Market and promote the project in terms of increasing take-up of the framework and encourage the take-up of its outcomes
3.2 Scope, Exclusions & Interfaces:

3.2.1. What is in?
· The use of a common framework for profiling services used by different customer segments 
· Working with other programmes, projects and initiatives, to refine esd-toolkit’s framework and methodology that facilitate a national benchmark for the improvement of localised services, costing and evidence based decision processes
· Collaborative support in formulating final reports
· Profiling customers’ use of services via the Local Government Services List (LGSL) linked to post coded transactions.  
· Understanding how to optimise channel migration linked to those customer segments
· Adopting and applying one of the costings models provided by the project that can be applied nationally from existing examples to demonstrate the cost of delivering or accessing services across channels for each of the participating authorities
· Discussion forum and workshops on customer insight, including different methods of segmentation, ethnicity profiling and customer satisfaction
· Development of case studies by participating LAs and provision/refinement of methodologies for identifying, gathering, categorising and recording data with, “how to” guides for sharing with all local authorities subscribed to esd-toolkit
Note:

Phase I of the CPP developed an interim top down costing methodology based upon apportioning costs from the general ledger across the service areas.  (Developed from the Lambeth cost model) This only gives a “snapshot” of the first contact with the council and has been deemed as the “cost of access transaction”. The finance data collected to provide this high level figure was quite time consuming to collect and realistically the project recognises that most Local Authorities are only ready and able to collect data at this level of detail.  However, the “Cost Architecture “project is developing a “bottom up” methodology based upon unit based and activity based costing.  If participating Local Authorities would like to adopt this approach Phase III will accommodate the collection of data although there are no software developments costed in this phase.  
3.2.2. What is out?
· Defining a new costing model
· Provision of a new Customer Profiling List. However the customer profiling project will work within the scope of the project to make suggestions for the formation of a generic customer profiling list which might eventually be mapped to suppliers’ data. 

· For the purposes of this project Businesses and Visitors are excluded from the profiling groups. Profiling is limited to LA residents.
· Provision of ethnicity profiling data or further software functionality except where additional funding is available
· Cost of bespoke integration with third party software is not included. However the CPP will communicate with stakeholders’ suppliers and work with those who are members of Local Government Integration Practice (LGIP) to publish a public standard data interchange.
· Local Authorities who have not paid towards the costs of this project will be given information about the progress of the project but not included in profiling or costing exercises or given permissions to view project information until the end of the project at which time certain outputs will be made available to esd-toolkit subscribers.
· Unlimited consultancy

· Marketing strategy unless provided by another project such as the Greater Manchester Project.
3.3 Approach

3.3.1 Type of solution provided by the project

· Profiling data specific to each participating Local Authority 
· Training in profiling via esd-toolkit – mandatory minimum element for CPP participants - will enable the LA to upload its own service transaction data.  Courses can be delivered to an individual LA in its premises and will be for up to 6 people per 1 trainer.  Travel and subsistence expenses added.
· Other elements chosen from the Pick n Mix as required by individual LAs.  For definition of these services and products please see Appendix C
3.3.2 Method of delivering the solution

· Group participation
· Individual LA input

· Co-operation with profiling data and CRM system suppliers

· Collaboration with other projects and initiatives

· Outputs through esd-toolkit website
· Written reports – if required by LAs
· Use of specialised project forum
3.4 Deliverables (Products)
This section lists outputs from the project achieved by collaborative working by local authorities within the framework of esd-toolkit with esd project team support and use of esd-toolkit software.  All deliverables are subject to contract with each participating local authority. A participating LA may choose from any of the following: (For full list with costs please see Original Pick n Mix document now Appendix F)
1. Customer Profile data for your local authority, available through esd-toolkit.

Area profile data delivered via esd-toolkit.  For existing licence holders this element can be switched on when requested. A 10% discount is offered off the list price of one particular data provider if the LA is part of an esd-toolkit project.  (Item 2 below is the minimum element to qualify).  All  licence holders, address profile data can be imported into the esd-toolkit to maximise the benefits of gathering volumetric data by channel, costing and benchmarking (not otherwise available). An address profile data licence is supported either at postcode or household level, depending on preference.
2. Training in profiling via esd-toolkit, including address profile data.
Area profile data delivered via esd-toolkit as part of project or using minimum elements of Pick n Mix.  Minimum training element of Pick n Mix will enable the LA to upload its own service transaction data.  Courses can be delivered to an individual LA in its premises and will be for up to 6 people per 1 trainer.  Travel and subsistence expenses added.
3. Customer profiling training in esd-toolkit (Additional sessions as in item 2 above or offered to those who already have an Experian Licence)
User guides are available freely from the website however, dedicated training sessions can help LAs to gain value from Customer Profiling functionality.  Courses can be delivered to an individual LA in its premises and are be for up to 6 people per 1 trainer. These sessions are for those who already have customer segmentation data or those who require training sessions in addition to the minimum project requirement.
4. Identifying areas for data collection


Support is available to guide you to identify specific areas relevant for data collection.  Volumetrics data captured locally by service/interaction and channel should be focussed on your areas of specific interest.  To identify segmented groups and types within your LA who are using your services, postcode details and dates of transactions need capturing.  Areas of business where postcode data is not currently captured need to be considered in future phases and steps taken to capture postcode data to take advantage of the profiling facility.  Focus on areas that routinely collect the postcode.  Consistency across channels of this data collection is advised and quality (rather than quantity) of data is recommended.  On-going data collection over time helps identify trends, so piloting specific service areas works well.  Suggestions can be made for third party consultants who can help with this task.  A guideline cost is given, but this is subject to agreement between the LA and the consultant.

5. Advice on data gathering and help with data cleansing and import


Volumetric data collected by channel and by service/interaction (with postcodes) from external systems such as CRM systems can be exported for use in profiling.  This data usually needs cleansing and formatting before being imported into esd-toolkit.  Such data then forms the basis for the range of charts, graphs, tables and analysis that inform the reports.  This item is for advice and practical help in cleansing, formatting and uploading data.  Costs are dependent on the quality of source data.

6. Attendance at Customer Insight workshops 


esd-toolkit has four working groups.  One of the four groups has the remit of Customer Insight.  Specialist sessions of the Customer Insight workgroup will concentrate on Customer Profiling.  Attendance at workshops is freely available, subject to capacity, to all Las who subscribe to esd-toolkit

7. Customised collaborative report


A report written by a consultant in collaboration with your LA officers to address priority areas where profiling can contribute to the development of customer insight.  Reports can be written to conform with the standardised Customer Profiling format (as agreed by the LAs participating in Phase I and II of the project) or a format supplied by the LA.  The report will need input from a suitably informed officer within the LA.  Guideline costs are given, but these are subject to agreement between the LA and the consultant.  The minimum cost is based on a consultancy exercise similar to that performed for project Phase I and II participants, examples of these reports are available from the CPP Community pages to subscribed LA’s.  The maximum cost is indicates a fuller Customer Insight consultancy exercise, where the deliverables go beyond the production of a report, to support and drive strategic outcomes. Actual time and cost by negotiation with third party.

8. Assistance in updating your local service tree in the esd-toolkit


To maximise the benefits of viewing the data via the esd-toolkit, LAs may need assistance to update their local service tree within the esd-toolkit.  Many have not used the local service tree since the days of BVPI 157.  Since then, the service list (LGSL) has expanded so work may well need to be done to ensure that all relevant services are recorded.  Support from the project will simplify this process and there are techniques that can be used to bring “quick wins”.

9. Support to utilise transaction costing


Adopting and applying one of the costing models provided by the project that can be applied nationally from existing examples to demonstrate the cost of delivering or accessing services across channels. Actual time and cost by negotiation with third party
10. Skills Transfer


Mentoring services for extracting and uploading the data and for producing the graphs and charts for the report.  Actual time and cost by negotiation with third party

11. Individual LA Telephone Support


Enhanced ongoing support, including telephone support to enable you to get the most from the customer profiling and other esd-toolkit functionality.  Delivered directly via the esd-toolkit plus scheme run by esd-toolkit’s technical partners – Porism Limited
3.5 Constraints
Note on selection of profiling data vendor
esd-toolkit software will support data from any customer profiling vendor and provides interoperability according to non-proprietary standards.  Local authorities are at liberty to independently purchase data from a vendor of their choice.  However Experian Ltd have offered a 10% discount on the Mosaic Licence for the purposes of this project.  
4.0 ASSUMPTIONS & DEPENDENCIES
· Local Authorities will obtain their own local permission needed to take part in the project

· Before commencing the project, each participating Authority will select the modules they require from the Pick n Mix list and provide a purchase order

· Staff resources will be made available in each Local Authority to service the project needs adequately

· Appropriate stakeholders will be consulted
· esd-toolkit Steering Group will continue to sanction the project
5.0 INITIAL BUSINESS BENEFITS/BUSINESS CASE
Customer Profiling helps to show some of the potential benefits for a Local Authority of taking part in the customer profiling project. One of the stated objectives of the project is to assist local authorities to both understand AND influence the customer viewpoint in relation to local government services.  The project aims to help participants:
a) dramatically improve the way in which they record and interpret the user interaction;

b) apply systems of segmentation to enable them to interpret the experience of different groups so that they are able to identify differences in communities

c) apply systems to measure transaction volumes and transaction costs in order to determine the level of resources used to service different customer segments 

d) build up trend data which will allow for the analysis of change over time. 
The consequences of NOT profiling customers are:

a) Measurement of outcomes is anecdotal and not evidence based

b) Regulation audits now require evidence based decisions and risk management

c) Many national initiatives recommend customer profiling and segmentation. 


(Cabinet Office, LGA, IDeA, CLG, Audit)

d) Accurate forecasting for budgets and service provision not possible

e) Local Area Agreements / Multi Area Agreements rely on understanding your customer across partnerships

Benefits of profiling though esd-toolkit:  

1. You can align your services with the Local Government Services List as part of the “pick n mix” this will enable you to use your updated localised tree for multiple reasons throughout your authority.  Primarily for the CP project where you can then show, via your CRM or other information system that captures post codes, who is using your services (profile group and type), through which channel and (via the cost model held in esd-toolkit) the cost of delivering that service. You would not be able to do any of this without esd-toolkit. 
2. You can use esd-toolkit to show various “what if” scenarios playing with channel usage to show the efficiencies to be made if citizens could be persuaded to use an alternative cheaper channel to contact the council. Marketing guidance shows you how to best communicate with the different groups and by which type of media etc. 
3. Profiling with esd-toolkit utilises a common framework for profiling services used by different customer segments which will enable benchmarking with other LAs - a requirement of the single performance framework which replaces BVPI and requires LAs to focus on outcomes designing services around the citizen. It will also assist with NI14 - Avoidable Contact and NI179 - Value for Money 
4. The Government's priorities for delivery over the three year period starting in April 2008 were identified in the 2007 Comprehensive Spending Review (CSR) and expressed through a new set of Public Service Agreements (PSAs). The national indicator set is a key element of the new performance framework for local government, as outlined in the Local Government White Paper Strong and Prosperous Communities in October 2006. The esd-toolkit hosts a tree view of national indicators where you can find details of each indicator. The national indicator set will underpin the new Local Area Agreements (LAAs), supporting joined-up delivery at the local level. It will also reduce the performance management and reporting burdens placed by central government on local authorities and partners, giving them increased flexibility and freedom to address local needs and to develop and share innovations in the way they deliver outcomes. The set also contains a strong element of citizen perspective indicators, gathered through a new Place Survey.  Customer Profiling underpins this requirement and has been recommended by CLG, who part funded PI CPP, Cabinet Office and LGA. The Data Interchange Hub can be located at http://www.esd.org.uk/esdtoolkit/Communities/PIE/ContentView.aspx?ContentType=Content-313 
5. With esd-toolkit we work with other programmes, projects and initiatives, to ensure you remain focussed.  ie CLG, Cabinet Office, Audit Commission, LGA , IDeA and LeGSB. 

6. Gives a firm evidence based decision processes rather than anecdotal or gut feeling, personalised upon your area, your services, your costs and puts all this into context with other LAs. 

7. Collaborative support in formulating final reports

8. Discussion forum and workshops on customer insight, including different methods of segmentation, ethnicity profiling and customer satisfaction

9. Access to case studies from participating LAs and provision/refinement of methodologies for identifying, gathering, categorising and recording data with, “how to” guides for sharing with all local authorities subscribed to esd-toolkit

10. Discount of Experian Licence if participating in an esd-toolkit project.

For more about Customer Profiling in esd-toolkit please see

http://www.esd.org.uk/esdtoolkit/Communities/Profiling/ContentView.aspx?ContentType=Content-306
6.0 INITIAL RISK LOG
	Risk
	Probability
	Impact
	Management/ Mitigation

	
	H, M, L
	H, M, L
	Transfer, Reduce, Contingency, Accept, Remove

	1. CPP PIII will have different start / end dates for different LAs and will be challenging to keep on track.  
	L
	L
	Accept – Provide a schedule for each LA designed around their needs and programme esd project team time

	2. Lack of resource availability within Councils due to competing projects/priorities 
	M
	H
	Reduce - LAs are paying to be part of the project thus showing commitment.  Additional modules to support lack of resource can be purchased. Mitigated by the demands of the White Paper and other initiatives ie the work has to be carried out at some point.  The project will clearly articulate what council resources are needed when.  Please see Appendix B

	3.  Participating LAs not happy with the outcomes of the project
	L
	L
	Reduce – Work in collaboration to ensure desired outcomes are met where possible


Please not that each Local Authority should produce their own PID. 
Two identified local risks are that: 
1. There is a risk that project outcomes based on initial point of contact may influence channel shift in a particular direction with the result that channel shift may result in unintended outcomes as the full costs of delivering services in particular ways were not fully understood at the outset

2. Volumetric data may not be available across all channels, for all services within an LA giving only a partial picture of customer contact that will result in the overall outcomes of the project being of limited value to the participating authority
7.0 Project Organisation Structure

	Project roles
	

	Project Sponsor
	Peter Blair Communities and Local Government (CLG)

	Project Board
	Local Authority Lead representatives (Senior user), Project Manager, and the esd-toolkit project team listed below.

	Senior user(s)
	Local Authority lead representatives

	Senior supplier
	esd-toolkit

	esd-toolkit rep
	Tim Adams

	Project Manager
	Sheila Apicella 

	esd-toolkit customer profiling project team
	Jacqui McNish, Nicki Gill, Alison Hale, Nick Bryan, Mike Thacker 

	Project Quality & Acceptance 
	Paying project participants – See Appendix C

	Other Stakeholders
	Audit Commission, (No named person at present), Local eGovernment Standards Body (Paul Davidson), esd-toolkit Cost Architecture Project (Peter Wrigley)& esd-toolkit Steering Group represented by Eloise Neched (Enfield).


8.0 Project Plan / Project Quality & Acceptance Critieria
Please see Appendix C
Each LA will be given their own individual project schedule dependent upon the modules they have chosen.  These modules have pre defined acceptance criteria. Prior to an invoice being issued the LA will be issued with a sign off document which must be agreed and returned to the esd project team. 
9.0 Project Controls
· The project participants and other stakeholders will be issued with regular monitoring updates and highlight reports from the project manager.

· Additional monitoring will be through meetings and workshops.  Specifications, reports and other information will be made available on the closed online forum dedicated to the project / The customer insight forum / e mail / Customer Profiling Community page
PRINCE2 Project Control methods will be applied for the duration of the project. However, due to the short duration of this work package only documents felt absolutely necessary will be produced.

10.0 APPENDICES
Appendix A

Links to National Initiatives
Appendix B

LA Resources Required 
Appendix C
Product Definitions, Acceptance Criteria, 
Appendix D
Experian Mosaic Groups & Types

Appendix E
Marketing Messages to Segmented Groups

Appendix F
Pick n Mix Costed Modules 
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