TELFORD & WREKIN COUNCIL

CABINET – 11th May 2009 
REPORT ON THE 6TH MONTH TRIAL OF THE REVISED CORPORATE COMPLAINTS PROCEDURE – 1st SEPTEMBER 2008 TO 28TH FEBRUARY 2009.

REPORT OF THE HEAD OF CUSTOMER SERVICES AND BUSINESS TRANSFORMATION

1.
PURPOSE
1.1
This report details the results of the 6th month trial of the recommendations approved at Directors on the 11th March 2008, following a review of the Corporate Complaints Procedure and associated customer feedback mechanisms.
 

1.2
This report details recommendations for finalising a new Corporate Complaints Procedure.(summarised in  Appendix A)
1.3
This report details an example of the Performance Management Information that can be obtained form the new feedback database (Respond) Appendix B
	2. RECOMMENDATIONS

2.1     To approve a new corporate complaints procedure reflecting the changes detailed  

          below which are summarised in the attached process flow. Appendix A

2.2  To approve a reduction in the timescale to fully respond to Stage 1 Corporate complaints from 20 working days to 10 working days, with the provision to extend to 20 working days for complex cases.  Any time extensions should be agreed with the complainant. 

2.3     To approve a local target of responding to complaints within 10 working days of 80% during 09/10.

2.4   To approve a reduction in the number of stages within the corporate complaints procedure from three to two.    Stage 1 complaints to be responded to/signed off by the business manager of the service area involved in the enquiry.   Stage 2 to be responded to independently of the service complained about by an officer located outside of the service involved who is part of the trained pool of Stage 2 investigators.

2.5    To approve that the recommendations resulting from all Stage 2 investigations to be  

         approved and actioned by the Head of Service and shared with the Director of the    

         Service area complained about.  The Customer Quality Team will oversee all Stage 2 

         responses prepared by the service area and ensure they are shared with the Chief 

         Executive for information.

2.6 To give approval  for the Customer Service Business Manager and relevant service

          Director to authorise the referral of complaints to the Local Government       

    Ombudsman if it is felt we can add no further value following a stage 1 investigation. 

2.7  To approve Stage 2 investigations being responded to within 25 working days with an

        extension of up to a maximum of 60 working days for very complex cases, again to be

        agreed with the customer.  

2.8    To approve the continued development of a formal member/councillor/parish enquiry 

          process with a response time of 10 working days with an extension of up to 20   

         working days for more complex cases.  

2.9   To approve the development of new publicity to promote the revised and new

        customer feedback channels.

2.10 To agree to postpone Phase 2 of the review of complaint handling, which was to

        consider the centralisation of administration of statutory complaints in Adult and

       Consumer Care and Children and Young People, until such time as the Department of

        Health review ‘Making Experience Count is considered within the authority. 




3.0
FINDINGS OF THE 6TH MONTH TRIAL

3.1
Objective 1 – Single point of contact and supporting infrastructure for handling customer feedback.

3.2
With effect from the 1st September the council went live with a new database (Respond) to capture all feedback types including compliments, statutory and corporate complaints, Freedom of Information (including Data Protection and Environmental Information Regulations) Leader, Member, MP and Parish enquiries. Along side this database we also implemented Respond Customer which enables customers to register and track feedback/enquiries via the website.

3.3
To support the development of a single point of contact for customer feedback the E&R and Resources portfolio complaints are now administered within the Customer Quality Team who report to the Head of Customer Service & Transformation within the Resources Portfolio.
3.4
Objective 2 – Reduction in timescale to fully respond to Stage 1 Corporate complaints from 20 working days to 10 working days.

3.5
With effect from the 1st September 2008 we have been monitoring 10 day response time for Stage 1 corporate complaints. We have responded to 84.3% of the 325 complaints received during this period within 10 working days.
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3.6
In concluding this review we have liaised with officers who undertake Stage 1 responses and received the comments detailed in Appendix C with regard to the 10 day timescale.

3.7
Based on the performance in responding to complaints within 10 working days alongside consideration of officers comments it is still recommended to set this timescale as detailed in recommendation 2.2.

3.8
However in doing so the Customer Quality Team will continue to liaise with individual high volume services to see how best they can support them in achieving this target and keeping the customer informed of any extension requirements. In addition Respond captures the reason for any extension so qualitative information can be provided not just statistical to give context to performance.

3.9
Objective 3 – Reduction in the number of stages within the corporate complaints procedure from three to two.

3.10
During this trial period we have had 10 requests for a Stage 2 Independent Investigation of which;

· 5 were refused, the decision made in conjunction with the Customer Quality Team and relevant senior officer that an Independent Investigation would not add any value to the response provided at Stage 1.

· 1 was outside of the Council’s jurisdiction and the customer was signposted accordingly

· 1 was withdrawn by the customer

· 2 were investigated but not upheld

· 1 is under investigation

3.11
This approach benefits both the customer in terms of not pro-longing a final response to their concerns, which previously, on many occasions, just reflected the initial response they had already received. It further provides them with the option of approaching the Local Government Ombudsman much more quickly.

3.12
In terms of the organisation there is an efficiency saving in officer time in re-investigating an issue to which the organisation can add no further value. This check also identifies whether the quality of the Stage 1 response is robust enough in both content and tone and will enable us to identify any training issues for responding officers.

3.13
We need to be mindful of the new initiative of the Local Government Ombudsman(LGO), ‘Council First’ which places a requirement for all complaints to go through all stages of the council’s complaints procedure prior to the LGO considering it. However it does make provision within this approach to exercise discretion not to investigate the matter further.

3.14
Certainly senior officers have indicated their approval of this approach and we would wish to continue to proceed with delegated authority made to the Customer Service Business Manager and Service Business Manager/ Head of Service to approve, when appropriate, that no value could be added by a further investigation. Clearly should any decisions be challenged by the LGO we would arrange a Stage 2 investigation and continue to review how this approach is working.

3.15
Objective 4 – To develop a pool of ‘Independent’ Investigators comprising  manager from across the council.

3.16
Two training sessions provided by the Local Government Ombudsman have taken place, as a result we have trained 22 managers from across the council to independently investigate stage 2 complaints.

3.17
Three of those officers have undertaken Independent investigations during this 6 month trial, one of which had to be passed back to Sylvia Bailey, Independent Complaint Investigator, based in the Customer Quality Team. The investigator in questions was unable to complete the investigation prior to a period of annual leave.

3.18
During this last month leading up to the year end officers have been unavailable due to other work pressures to undertake investigations and again this has been picked up by Sylvia Bailey.

3.19
Officers who nominated themselves and undertaken the training have shown great enthusiasm and the two completed investigations were excellent.

3.20
Clearly this approach removes the single dependency previously placed on the Independent Complaint Investigator and we will continue to develop and support this pool of officers but will also be looking to secure ongoing funding for the Independent Complaint Investigator based in the Customer Quality Team.

3.21
Objective 5 – Development of a formal process to celebrate compliments made to officers / services.

3.22
During this trial period 298 compliments have been received. For each one of these a certificate has been issued either to the service area or individual member of staff to recognise the excellent work they have provided.

3.23
The Family Information Unit will be using these as evidence when they are audited by the Matrix Quality Standard to evidence how excellent service is recognised.

3.24
Objective 6 – Development of formal process for member /parish enquiries.

3.25
During this period we have received;

· 58 Leader Enquiries

· 124 Member Enquiries

· 114 MP Enquiries

· 79 Parish Enquiries
Members and Parish councils have a choice as to whether or not to register enquiries through our new single point of contact.  Therefore the above figures are not reflective of the total number of enquiries made.  We do not have the infrastructure in place at present to record enquiries made direct with an employee or a business manager out in service areas.  We are however encouraging members to use this new system and outlining the advantages of doing so however it remains a personal choice.
3.26
Presentations have been made to both Members and Parish councils on how to register their enquiries and the functionality of the feedback database (Respond) and further presentations will take place during 2009.

3.27
In addition regular meetings take place with Katrina Baker and Sharon Clayton – Parish representatives and Emma Price Member Services to support the ongoing development and improvements to these processes.

3.28
To date 12 Parishes have registered enquiries and 18 Members. Comments have been captured in Appendix C.

3.29
During this trial some areas for improvement have been identified which we are continuing to improve / investigate as detailed below;
1. Highways and Environmental Maintenance currently have their own systems for processing ‘requests’ for service. We are working closely with them and Members/ Parishes to ensure that requests for service are submitted direct to the appropriate area not via the Customer Quality Team (Respond). 

2. The Customer Quality Team regularly provides Parishes with reports on any enquiries submitted via Respond. We are working with Highways and Environmental Maintenance to secure similar regular updates.

3. The online functionality (Respond Customer) requires you to input your personal details each time; we are currently investigating how we can improve this to speed up the ability to submit enquiries.

4. When sending emails from Respond some technical data is automatically attached. We are looking at how this can be removed.

3.30
Objective 7 – To introduce an exit satisfaction survey for all customers who have registered a complaint.

3.31
This commenced in January 2008 with the results detailed in Appendix D. 

3.32
We do offer an incentive to return the survey of an annual draw for £50 worth of shopping vouchers and also try to use this to further gather equality information from our customers.

3.33
Objective 8 – To introduce feedback reports detailing both quantitative and qualitative analysis.

3.34
Please see Appendix B for an example only of the level of information that can be obtained from the feedback database (Respond).

3.35
During this period we have provided ad hoc reports as required to meet the 3, 5, 8, 12 monthly Performance Management Framework.

3.36
With effect from 1st April 2009 we will be providing analysis at Corporate Level and in more detail at Portfolio level, to include service specific information, to meet the existing Performance Management Framework.

3.37
Objective 9 – To develop a comprehensive corporate training programme to support officers respond to feedback

3.38
During this period the Customer Quality Team have arranged two training courses with the Local Government Ombudsman for the Stage 2 investigators and two training courses to support officers across the council understand our duties under Freedom of Information legislation.

3.39
In addition we have trained 14 residents of Telford and Wrekin to undertake a Mystery Customer Exercise on key front line services. A separate report on the outcome of this exercise is being presented to the Board.

3.40
We have supported the Equality and Diversity team with their training material to brief staff on how to respond to reports of Hate Incidents. All hate incidents are now recorded on the Respond Database.

3.41
Arranging further relevant training is an objective in the Customer Quality Team’s Business Plan for 09/10.  

4.0
Equality and Diversity

4.1
Every effort is made to assist citizens to provide feedback to the council in a format, time and place to suit their individual needs.

4.2
As part of this process we have consulted with representative from the BME communities, disability forum and officers from the equality unit.

4.3
We undertook an equality impact assessment to ensure the review addressed equality issues and a further one will take place alongside the development of  any revised procedures and processes resulting from this report.


4.4
We are endeavouring to capture equality information of customers registering feedback, giving them the opportunity to tell us on the Complaints Satisfaction Survey and via Respond Customer (on – line). The development of any new literature will further provide customers with the opportunity to share this information with us.

5.0
Environmental Impact
5.1
The implementation of feedback database means all information is stored electronically and email is utilised to transfer information thus drastically reducing paper requirements.

6.0
Legal Comment 
6.1
There is provision in the Local Government Act 1974 for the Council to investigate complaints prior to investigation by the Local Commissioner (the Local Government Ombudsman).  Further, there are statutory requirements for complaints to be processed  by the Council in a certain way contained in legislation, such as Section 26  Children Act 1989 and the Children Act 1989 Representations Procedure (England) Regulations 2006   (which relate to complaints about children’s social  services), as well as Section 114 of the Health and Social Care (Community Health and Standards) Act 2003 and the Local Authority Social Services Complaints (England) Regulations 2006 (which relate to complaints about social services for adults).

6.2
 The operation of the Council’s corporate complaints process is a matter for the Council to determine within the statutory framework.

.

6.3
The complaints process should be subject to regular review to ensure that it complies with any new and/or additional statutory requirements.    

7.0
Links with Corporate Priorities
7.1
This report links in with all the Council Priorities but in particular, a Modern, effective council.

8.0
Opportunities and Risks

8.1
The opportunities and risks associated with the review of the Corporate Complaints Procedure have been identified and assessed. Arrangements will be put in place to manage the risks and maximise the opportunities that have been identified

9.0
Financial Implications 

9.1
The annual maintenance costs associated with the new system are in the region of £6k, these were previously funded by recharging Portfolio’s according to the number of users per Portfolio. All users of the system now sit within the contact centre. This budget was not transferred across to the contact centre with the staff; however the cost will need to be met from existing resources.

9.2
The cost of the Corporate Complaints Investigator (SB) is £22k. It is anticipated that this may be met from Customer Services budgets. As a result the level of budget available for the use of agency staff in the contact centre during busy periods will be reduced. 

9.3     Should the demand for the revised approach outlined in this report exceed the capacity within the current Customer Quality Team a further report may need to be presented to Directors. This would need to consider the future resource requirements to support ongoing developments as they evolve, and/or to look at the potential of migrating support from within existing council structures to join the Customer Quality Team. This would all need to be managed within the Council’s budget strategy.
10.0
WARD IMPLICATIONS
10.1
Borough wide implications
11.0
BACKGROUND PAPERS

11.1
The original outline project brief can be found in Appendix E and the Directors report  dated 11th March in Appendix F.

Report prepared by Helen Ward, Customer Quality Manager and

Angie Astley, Head of Customer Services and Business Transformation
Appendix A
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Appendix B – Example Report
6th Monthly Review Performance Report

1st September 2008 to 28th February 2009

Feedback Received
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Compliments
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For the 298 compliments received there were 302 associated issues. During this trial we have introduced Compliment Certificates which are issued to either the team or individual that is recognised.

Corporate Complaints
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For the 325 corporate complaints received there were 364 associated issues.

It can be seen that the top 5 areas are;

· Highways Maintenance

· Leisure and Physical Activities

· Environmental Maintenance

· Revenues

· Benefits
When producing Portfolio reports this will provide further detailed breakdown of the services being complained about.
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It can be seen that the general quality of service was the main area of concern along with the failure to respond to customers.

[image: image29.png]Nature of Quality of Service of Complaints

awoonQ Alcjoelsijesun

11e pasemsueun

leday BuisnoH Jo Ayenty

33

a1nag Aleny Jood

sjeusjely 1004

paddng jo |ana]

3

paBips| MOUXOY JOU IaNeT

S0IAIBSMIOAA B131dwodu|

23

puodsay @) ainjieq

1day 10N wswiuloddy

35

30

25

20

15

10




There are still 6 complaints under investigation which could still be responded to within the 20 day extended timescale. However during this trial period of a 10 day response time it can be seen we have achieved 84.3% for Corporate Complaints.
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There are still 2 complaints under investigation.
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The above chart reflects performance on the 15 completed complaints. There are 10 still under investigation, 5 are waiting further information and 1 is waiting for confirmation of detail from the customer.  The remaining 4 are being progressed with the responding officer and appropriate senior management.
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For the 206 enquiries there were 238 associated issues.
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There are still 25 enquiries under investigation, received in February which could still be responded to within timescale.
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There are a further 18 still under investigation, some of which are on hold waiting for proof of identification,  which could still be responded to within the 40 day timescale.
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Parish Enquiries 
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When examining the performance for MP enquiries one of the causes is the delay in getting responses to the Chief Executives office within 10 working days is the extra step in this process. This involves Heads of Service reviewing all responses prior to submission to the Chief Executives office.

Appendix C
6th Monthly Feedback Review

Comments

Officers Comments – 10 working days to respond to complaints

Due to the more restrictive time scales I have delegated the investigation and drafting of complaints to a senior member of my team. This has freed some of my time as a result; as I now only consult, proof and sign off.

I feel that 10 days to deal with a complaint can at times of high workload be unachievable or

if further information is required – although when this happened with one of my complaints

the Customer Quality team sent out an acknowledgement with an extended response time

which I thought worked well.

The 10 days creates more pressure to stop what we’re doing and get the reply done, which

is not great for us but we accept is better service for the customer. 

I feel that working to a 10 day time frame whilst advising the customer of a 20 day turn

around allows for delays and issues and works better than advising customers we will be

unable to meet agreed deadlines

I think answering complaints in 10 days is ok, unless it involves other service areas or

maybe a complicated issue to answer

As an officer who deals with many complaints and requests for service under this new

system I would like to express my concerns that the 10 day turn around is far to tight.

I don’t really think there is any problem with the 10 day target - sometimes giving people

longer to respond means they may put it to the side and forget about it. 10 day timescale

can be challenging to hit for complex issues but we have had no major problems.  

Parish Comments

Those issues logged with the Respond system have been easier to track. There has been visibility of an extra tier of staff that can help address an issue if only identifying the appropriate department.

The ease of reporting using the electronic system is much better and to have a reference number to refer to in the future is also good.  Reports can be made via the system by me or my staff and anyone of us can use the reference numbers provided to track a report.

Prompt response and ability to track easily. Seems to generate quicker responses, and responses where perhaps not before. 

Member comments

I have found that in general, I get a much better response to enquiries via 
this system.  I've used it on quite a number of occasions

I have found the system very useful where/when I'm not sure who deals with a specific issue

I have found that it has improved the service I've received from council officers

I've experienced no problems with the new Respond system and found it very useful.  I've been able to keep a track of enquiries and have also found that they are dealt quickly and efficiently

I certainly got an immediate response to my query which, up to then, had apparently been ignored.
_1298963765.vsd
Summary of Recommended New Corporate Complaints Procedure


Complaint received by Customer Quality Team (CQT)


Complaint received by Complaints email  managed by CQT


Complaint received direct to Portfolio and copy forwarded to CQT


Complaint logged on database by CQT


Complaint acknowledged by CQT


Service Area commence investigation


CQT email all details (inc ref no.) to the Stage 1 investigator


Within 24 hours


Full response possible within 10 working days


Interim reply sent informing complainant of progress and details passed to  CQT


No


Investigation completed within 20 working days


Investigation completed, reply to complainant and details passed to CQT


Yes


Yes


Stage 1


Complainant dissatisfied with Outcome of Stage 1


For escalation to Stage 2 Complaint passed to Independent Investigator by CQT


Authorised recommendations sent to Customer and CQT


Full response within 25 working days


Interim reply sent informing complainant of progress and details passed to  CQT


Investigation completed within a maximum of 65 working days


No


Investigation completed recommendations forwarded to Head of Service for acceptaance


Yes


Yes


Complainant Still Dissatisfied


Yes


Investigation completed, reply to complainant and inform them of right of appeal to Local Government Ombudsman or Commissioner for Freedom of Information.  Details passed to CQT


Stage 2


Yes


No


End


No


Review of Stage 1 response by CQM and Service BM before deciding to to escalate to Stage 2



