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Present situation
2003
ITC Registered Claims & notified 
incidences: 227.000
Answers: 16.600

Answer distribution

Maintenance 
and Cleaning

9%

Parks & gardens
19%

Traffic and 
Security

19%

Public
Transports 3%

Taxes
4% E-mail-Web 

Mayor 20%

Others 6%

Citizen Attention
7%

Esteemed claims & notified 
incidences not registered on ITC: 
117.000

Media

Public Transport

Police - street

Websites & e-mails

Institutes & Societies

Parks & gardens

Public Audiences

Official Registry & post mail

Districts

Police - 092

NO ITC
ITC

0 10 20 30 40 50 60 70 80 90 100 %

Total entries esteemed: 344.000
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Diagnosis and Solution

Lack of global registry
Not sigle point of control
Not unified process
Long response time
Low notification
Lack of indicators

“ERRE” model
Escoltar -Listen
Resoldre -Respond
Respondre -Answer
Entendre -Understand

ERRE is the conceptual model to develop 
the four basic elements of the 
incidences and claims management

4Have tools to act homogeneously.
4 Improve the quality and 

effectiveness of municipal services

4Know the demand and 
improve satisfaction.

4Monitor the operation of the 
city.

4Communicate the service interventions and policies.

RESPOND

LISTEN

ANSWER

UNDERSTAND
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Implementing the model: the IRIS Project

4 IRIS Project aims to promote civic attitudes among 
citizenship and  at the same time improve the municipal 
services efficiency

LISTEN RESPOND ANSWER UNDERSTAND

4Multichannel
4 Intermodal

4 Triage
4 Protocols

4Automatic deviation
4Center of command

4Service Level 
Agreements

4 Procedures

4Manual or 
automatic

4Multichannel

4 Templates
4 Tracking code

4Monitoring and Alarms
4Management 

Information

4Marketing 1 to 1
4Datawarehouse
4Audit and feedback
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Project’s impact 

IRIS impact on:

4 Administrative processes: “business” process 
re-engineering

4 Protocols: “how-to” guides

4 Management: new set of indicators, 

4 Communication policies: committment,
transparency, accountability

4 Information systems and IT Tools: Design of 
IRIS application

POLICIES

@ Ulls de 
l'Ajuntament

IMATGE EXTERNA
ORGANITZACIÓ 

INTERNA

VOCACIÓ
DE SERVEI

IMATGE EXTERNA
ORGANITZACIÓ 

INTERNA

VOCACIÓ
DE SERVEI

IMATGE EXTERNA
ORGANITZACIÓ 

INTERNA

VOCACIÓ
DE SERVEI

IMATGE EXTERNA
ORGANITZACIÓ 

INTERNA

VOCACIÓ
DE SERVEI

Classificació/
Tipificació

Alta 
d’Incidències i 
Reclamacions

Assignació 
responsable 
de resolució

Resolució Resposta i
TancamentValoració Validació Post

Tancament

ORGANIZATIONPROCESSES PROTOCOLS

The communication policies, the processes and protocols and the promotion of 
channels are the basis of the IRIS system
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Where the innovation is

Is this new?

IT Service Management model:
4 Help desk
4 Ticketing
4 Procedures
4 How-to guides
4 Management

Think about ITIL incident management…

The innovation is:

4 From IT Services Management to Public Services Management

4 The citizen is seen as user & customer of the city and public 
services

4 Transparency is the driver

4 Quick reaction, answer and quality encourage participation

4 Participation promotes civic attitudes
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Key success factor: Scope & Classification

DEFINITIONS AND CLASSIFICATIONS CRITERIA

To properly manage the high volum of incidences and claims it is necessary to classify 
them according to a previously defined kind of entries and a four level deep thematic tree.

The different kind of entries are:

Taxonomywith 9 different thematic groups and four levels deep:

PROTOCOLS

Incidences Complaints
Suggestions
Gratefulness

Claim

Service request 
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GATHERING AND CLEANING OF THE URBAN SPACE 

MAINTENANCE OF THE URBAN SPACE

SECURITY AND MOBILITY 

TREASURY 

CULTURE, SPORTS AND EDUCATION 

SOCIAL SERVICES, FUNERARY SERVICES AND HEALTH SYSTEM 

TOWN PLANNING AND HOUSING 

PUBLIC TRANSPORT 

INFORMATION, PROCEDURES AND CITIZEN ATTENTION

1.600 Themes



Key success factor: General process

GENERAL PROCESS OF MANAGEMENT

The flow of general work of the incidents and claims process will be formed by 5 
main phases. Each one of these phases, will present a series of subphases which will be 
carried out or not depending on the kind of process which will be executed depending on 
the kind of incident or claim.

The main phases of the incidents and claims process are these ones detailed below:

PROCESSES

PHASES
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010 - 900
PMAC
OAC’s
Mayoralty office
Staff (intranet)
Website

Area operators
District operators

Responsibles of 
District
Responsibles of Areas
Citizen attention 
Department 
Managements

Reception and 
Register

1

Validation

2

Treatment

3

Closing

4
Post 

Closing

5

4 Reception
4 Register 4 Validation 4Planning

4Resolution
4 Answer 
4 Closing

4 Quality control 
4 Return 
information

RESPONSIBLE



Key success factor: Benefits along the value chain
PROCESSES AND PROTOCOLS
The main benefits of the incidences and claims process will be the following 
ones:

Reception and
Register

1

Validation

2

Treatment

3

Closing

4

Post Closing

5

PHASES

4 Independent 
treatment of the 
entry channel.

4 Common model of the 
management process of 
the incidents and claims to all 
the City Council.

4 Improvement of 
the time of 
management by 
means of the direct 
assignation, when the 
register take place.

4 Control points and alarms
to guarantee a suitable 
progression of the resolution 
along the whole process.

4 Communication of the 
result through 
configured patterns 
to automatize the 
answer.

4 Availability of the 
history of each 
incident or claim.

4 Make it Possible for the citizen 
to get in touch with the Barcelona 
City Council, by means of 
whichever of the entitled 
channels, to know the
situation of his requests.

PROCESSES

PROTOCOLS

4Actions to monitor 
the city (understand 
the “ERRE” model). 
CRM.
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Key success factor: Information quality

INFORMATION QUALITY AND MASS SCALE
4Garbage in  =>  garbage out. So, avoid garbage in!!

4 To face huge amount of request we promote the use of structured channels vs non 
structured channels

POLICIES

Structures channels
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@
Ulls de 

l'Ajuntament

Not structured channels

4 Telephone 900226226

4 Telephone 010

4 Internet

4 Intranet

4 PDA

4 Letters

4 emails

4 Newspapers

http://w3.bcn.es/V04/Home/V04HomeLinkPl/0,2687,394566_400307_1,00.html
http://w3.bcn.es/ab/asia/equipament/controller/0,2317,394566_400325_1,00.html?accio=fitxa_eq&idEquip=92086025778
http://www.bcn.es/participacio


Key success factor: Organization involvement

ORGANIZATIVE INVOLVEMENTS
4Organization has been adapted to the functions required by the IRIS system

4Cross departamental (districts and central areas)

4 External companies (up to 35 subcontrctors)

ORGANIZATION

Arrangement of rols
and profiles at 

districts and areasOrganization to 
the Direction 

of Citizen Attention

Canals tradicionalsCanals tradicionals

Canals telemCanals telemààticstics

MULTICANAL

Empreses

Particulars
Col·lectius socials

e-mail

Internet

Telèfon

Mitjans de 
comunicació

Presencial

Intranet

CIUTADANS

Associacions

Carta / Fax

AGENTS 
MUNICIPALS

PDA

Sectors

Instituts

Districtes

IRIS Sistema de gestió
d’Incidències i Reclamacions

IRIS Sistema de gestió
d’Incidències i Reclamacions

PMAC

OAC’s

Mecanització

...
Alta d’Incidències i 

Reclamacions

Línia de servei Coordinació

Operadors

Coordinació i suport

Tasques de coordinació i assegurament 
de la  qualitat i explotació de les dades

Suport

EQUIP DE COORDINACIÓ I SUPORT

Coordinador 

Participació 
ciutadana

Audiències 
Públiques

Anàlisi i resolució 
d’incidències i 
reclamacions

Generació 
estadístiques i 

detecció necessitats 
dels ciutadans

Coordination of 
incidents and claims 

at district or area

Service lines of 
management and 

resolution
(per themes)

Mechanization of 
received entries at 

district or area

Incidents and 
Claims Department

Reception and 
mechanization

of entries
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Key success factor: Publicity

CITIZENS AWARENESS
4Campaigning among citizenship the use of the new service: posters, TV advertisements...

POLICIES
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The IRIS System

Registering and classifying the incidence

4Communication system for 
citizens to easily notify 
inicidences & complaints

4Multichannel approach: free 
access by web & telephone 

4Automatic and immediate 
communication with 
contractors 

4Request ticket & protocol of 
response

4Service Level Agreements

4Status tracking
4Information system of the city
4Reporting for the direction
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ToDo list
Solving the incidence. To-Do list
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Files and processings
Notifying citizen
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Indicators: inputs
Input channel

Distribution by thematic areas

Incidents
(10 incident areas cover the 42,5%)

Petition of Service 
(10 petition areas cover the 98%)

Complaints/Suggestions/Gratitudes
(10 QSiA areas cover the 26%)

1,41.601Intranet

4,85.622Internet

19,122.565Sectors

118.034

1.223

87.023

Total

1,0Districts

73,7Telephone

100,0Total

%

Qualification of the communication

Classification of the communications

INCIDENCIA
34,8%

PETICIO DE 
SERVEI
52,2%

AGRAIMENT
0,1%

SUGGERIMENT
4,4%

QUEIXA
8,5%

100,0118.034

4,75.600Other areas

14.838

25.863

71.733

Total

12,6Maintenance

60,8Cleaning

21,9Traffic and Security

%ÀREA

Total
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4 71.000 citizens identified

4 90% data geo-referred to a 
coordinate (XY) of the territory

4 Linked with a GIS

4 Taylored territorial analisys 

Allowing

4 Problem analysis 

4 Resources reallocation 

4 Localized actions

Indicators: territorial distribution analisys
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More indicators
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4 56% of the total incidences 
are solved in only one 
interaction 

4 The citizen has claimed a 3% 
of the solved incidences

4,4Telephone

10,6

33,2

51,8

%

SMS

E-mail

Letter

Answer channel

Output channel 1,6 Mio. People (Barcelona)

15 Mio. Visits to the Web

4 Mio. Phone calls

180.000 e-mails

130 agents contact centre

2 Mio. Contacts at office

265.000 claims and complaints

1.600 themes

800 operation’s staff

10 District Authorities

7 Council Departments

35 Subcontractors



Obtained results

LISTEN RESPOND ANSWER UNDERSTAND

Answer at 1st 
interaction el 80%

Increase the 
participation 

to 100%

Detail of 
protocols to 
1600 topics

SLA’s and 
procedures in 

80% of 
themes

Resolve in 
48 hours the 

75%

Answer
the 100%

Identify the 
citizen in the 

85%

Improvement 
of satisfaction

in 15%

Efficience
indicators

40%
60%

85%

60%

68% 74%OK
Pending

Pending
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Relevance & Transferability

"... an incredible tool to promote citizen participation
and improve the management of the city“ 
Joan Clos, Mayor of Barcelona

What makes the difference?
4 "It’s democracy, stupid!“

(Your civic attitude is important)

4 Complaint as a gift culture
4 Process+Systems+People
4 Taxonomy, Protocols, Templates
4 Change Management Approach

What can BCN share?
4 The Policy approach
4 Change Management aspects
4 Taxonomy, Protocols, Procedures
4 Conceptual Design
4 Code: Java, Open Source
4 Proud, accustomed to share

4 The Chicago 311 replication effect 
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The end

Thankyou for your attention!
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