B online

IRIS Project

Promoting civic attitudes in Barcelona
through a customer service request platform

City Council of Barcelona

October-05



IRIS Project

1) INITIAL SITUATION AND DIAGNOSIS
2)  IMPLEMENTING THE SOLUTION

3) KEY SUCCESS FACTORS

4) SYSTEM DETAILS eAwardsos
5) OBTAINED RESULTS

www.bcn.es B online 1
S’



Present situation

2003
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iIncidences: 227.000
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Diagnosis and Solution

ﬂ Lack of global registry \ “ERRE” model
» Not sigle point of control = Escoltar -Listen
= Not unified process = Resoldre -Respond
» Respondre -Answer

* Long response time
= | ow notification
! Lack of indicators /

= Entendre -Understand

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

RESPOND ‘

UNDERSTAND

J » Monitor the operation of the

city.

> Have tools to act homogeneously. » Improve the quality and

effectiveness of municipal services

LISTEN

b ANSWER

» Communicate the service interventions and policies.

» Know the demand and
improve satisfaction.
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Implementing the model: the IRIS Project

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

> Multichannel » Automatic deviation . Manual or » Monitoring and Alarms

» automatic
Intermodal » Center of command , \\ . Management
Information

>> RESPOND » UNDERSTAN

4 Marketlng l1to1l

/

> Triage > Serwce Level s Templates
» Protocols Agreements IO_ » Datawarehouse
» Procedures » Tracking code  » Audit and feedback
www.bcn.es B online 4

|



Project’s impact

IRIS impact on:

» Administrative processes: “business” process
re-engineering

Projgcte IRIS

Politica de comunicacid

» Protocols: “how-to” guides

» Management: new set of indicators, POLICIES

» Communication policies: committment,
transparency, accountability

» Information systems and IT Tools: Design of @
IRIS application ,

A nLcaLDE

# L'Ajuntament t'escolta

PROCESSES PROTOCOLS

ORGANIZATION

The communication policies, the processes and protocols and the promotion of
channels are the basis of the IRIS system
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http://www.bcn.es/alcalde/

Where the innovation Is

Is this new?

IT Service Management model:
Help desk

Ticketing

Procedures

How-to guides
Management

v v v v Vv

Think about ITIL incident management...

The innovation is:
»  From IT Services Management to Public Services Management

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

»  Transparency is the driver
> Quick reaction, answer and quality encourage participation

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

DEFINITIONS AND CLASSIFICATIONS CRITERIA SRR

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:

Service request

Taxonomywith 9 different thematic groups and four levels deep:

GATHERING AND CLEANING OF THE URBAN SPACE

MAINTENANCE OF THE URBAN SPACE

SECURITY AND MOBILITY
TREASURY

CULTURE, SPORTS AND EDUCATION 1.600 Themes

SOCIAL SERVICES, FUNERARY SERVICES AND HEALTH SYSTEM

TOWN PLANNING AND HOUSING

INFORMATION, PROCEDURES AND CITIZEN ATTENTION

PUBLIC TRANSPORT
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Key success factor: General process

PROCESSES
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:

PHASES
@ O

Reception and Validation Treatment Closing

Post

. Closin
Register g
» Reception , s » Planning » Answer > Quality control
» Register Validation » Resolution » Closing > Return
information
RESPONSIBLE
= 010 - 900 = Responsibles of
= PMAC District
= OAC’s ) - Area operators = Responsibles of Areas
= Mayoralty office - District operators = Citizen attention
= Staff (intranet) Department
= Website = Managements
]
wiwaw-ben. B-online = /
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Key success factor: Benefits along the value chain

PROCESSES AND PROTOCOLS PROCESSES

The main benefits of the incidences and claims process will be the following _

ones: PROTOCOLS

» Availability of the

history of each

incident or claim. » Common model of the
management process of
the incidents and claims to all
the City Council.

» Control points and alarms
to guarantee a suitable
progression of the resolution

long the whole pr .
> Independent along the whole process

treatment of the
entry channel.

PHASES

Reception and Validation Post Closing
Register

» Actions to monitor

* Improvement of » Make it Possible for the citizen” Communication of the the city (understand
the time of to get in touch with the Barcelona result through the “ERRE” model).
management by City Council, by means of configured patterns CRM.
means of the direct whichever of the entitled to automatize the
assignation, when the channels, to know the answer.
register take place. situation of his requests.
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Key success factor: Information quality

POLICIES
INFORMATION QUALITY AND MASS SCALE

» Garbage in => garbage out. So, avoid garbage in!!

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

‘ I'ajuntament t'escolta
Ulls de
900 226 226 I'Ajuntament

» Telephone 900226226
» Telephone 010

> Letters

> emails

4 Internet > Newspapers

> Intranet
» PDA
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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

ORGANIZATION

» Organization has been adapted to the functions required by the IRIS system

ORGANIZATIVE INVOLVEMENTS

» Cross departamental (districts and central areas)

» External companies (up to 35 subcontrctors)

.................

............

............

CIUTADANS 11 MULTICANAL
'
HECE T e E e T T !
Particulars : Canals telematics : :
Col-lectius socials
L ¢
Empreses
Intranet IRIS Sistema de gesti6
H d’Incidencies i Reclamacions
i .
...............
I L]
' Cana\stradlcmnals ' :.--------l--------r---------------,r'“""l _______
L
‘ Teléfon "
a0 ¥
i ' !
H
comunicacio i Opéradors ¥ Coordinador
i
i 1
AGENTS : :l == Analsi i resolucié :i Generaci6
MUNICIPALS N | e dincidencies i 1 Lkl
i Tt detecci6 necessitats
L Carta/ Fax 1 dels ciutadans
A “'EE' Vo 2
Ak bk Participacio |1 |\ Altad'Incidenciesi 11 !
e ciutadana B Reclamacions :-:
H RN T oy A
i Mecanitzaci ! Liniadeservei i@ Coordinacit |
_____________________________________________________ L e
www.bcn.es

Organization to
the Direction
of Citizen Attention

Reception and '
mechanization :
of entries i

i Incidents and !
. Claims Department !

B online
™

Arrangement of rols
and profiles at
districts and areas

[ n
: Mechanization of
' received entries at
© district or area :

Service lines of
management and
resolution

© Coordination of :
" incidents and claims
. at district or area
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Key success factor: Publicity

CITIZENS AWARENESS POLICIES

» Campaigning among citizenship the use of the new service: posters, TV advertisements...

Truca al Tokifon el Ciisma Truca al Teléfon del Civisme |

900 226 226 900 226 226 !

el teléfon del civisme

Ajumament di Bateina
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900 226 226

el teléfon del civisme

» Communication system for
citizens to easily notify
inicidences & complaints

» Multichannel approach: free
access by web & telephone

» Automatic and immediate
communication with
contractors

» Request ticket & protocol of
response

» Service Level Agreements

» Status tracking
» Information system of the city
» Reporting for the direction

www.bcn.es

The IRIS System

Registering and classifying the incidence

estid d'Incidencies i Reclamacions :: - Alta de Noves Fitkes - Microsoft Internet Explorer

Archivo

Edicion  Wer FEawvoritos  Herramientas  Awuda

P AtrEs - o= - @ ot | @Bﬂsqueda (3] Favoritos @Multimedia 8 | I%- S =

Direccion I@ http: /192,168,254, 191:9080firsiris\eb/ alta. fitxa, do

&
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IRIS: Gestid d’Incidéncie
Tasques Pendents Fitxes Processos fomes Administracid

RECCLLIDA I METEJA DE L'ESPAI URBA = CONTENIDORS ESCOMBRARIES = CONTEMIDORS ESCOMBRARIES > PLE

Ajuntament de Barcelona

Caracteristiques

Cerca per paraula clau
CoaT (DO MM )

{Reclamacions i Suggeriments

Documentacid

Tematica ID = 0101010

[ codiReaistre
A———
030572005

Cerca per ID HORA (hhimm)

ZZ:10

Arbre de navegacié

Tematigues més utilitzades: TIPUS DE CONTEMIDOR

|oomIcILIART

ArearRECOLLIDA I NETEJA
DE L'ESPAI URBA
Tema:RECOLLIDA DE
MOBLES I TRASTOS WVELLS
Element:RECOLLIDA
MOBLES

Detall: GRATUITA (DAVANT
PORTERLA FINCA)
Recomptes 063

UI:m:acm &

Carrer A Dlagonal

Planal de Barcelana

Informacis del

A i |
ArearRECOLLIDA I METEJA ciutada

DE L'ESPAI URBA
Tema:RECOLLIDA DE
MOBLES I TRASTOS VELLS
Element:RECOLLIDA

NIF/MNIE/PASS

AU IID K

CIF

EStBalilE:iBANDONATS AL L'usuari seleccionat és: OSCAR LATORRE DURAM
CAaRRER
Recomptes20 5'ha donat resposta en primera insténcia?*lND vl

Informacié de Resposta

Area:SEGURETAT I Canal de Resposta:* |EMAIL x

Marnero v [oza0 ][]

Akres referéncies que permetm concretar millor la ubicacid es detallaran ern el camp Jde comentaris.

L 1

Cerca avancada >>
Cercar Ciutadans

El ciutada sal licita resposta?*l Si 'I

Detall:'VEHICLE A BCM I MO

HE REBUT DISTIMNTIL

MOBILITAT -
e YT Comreu electdnic:  [0SCAR@MAIL BCN.ES |
APARCAMEMT -

Element:EMPADR OMAT A Cormentaris

L'AREA El contenidor esta ple,

Recompte423

Canals d'entrada® Sol licitant

Suport®

Area:SEGURETAT I
MOBILITAT

TemaiAREA VERDA
APARCAMENT
Element:DESACORD AREES
WERDES APARCAMENT
Detall:DESACORD AMB

ITELéFON 010 - ATENTO

Gabinet d'alcaldia T
Protocel dactuacs =1

=] c1uTADA

= || TELEFON

Alta Fitxa

L{ORDENANCA
Recompte 52

B online
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ToDo list

Solving the incidence. To-Do list

é Ajuntament de Barcelona IRIS: Gestio d’Incidéncies, Reclamacions i Suggeriments

Tasques Pendents Processos Altes Informes Administracio Documentacio

Les Meves :
Tasques Pdt. Walidar Anar a pagina |1 5| o Pagina 1/2 Nimero total de processos 9 ©

PlFuuctul'ais Tasca Districte Ubicacio Data Alta Tema Detall Perfil encarregat
o . . Carrer d'Ali IMPI (R} SERWEIS
19944 | Planificacid| 02.Eixample Bei 04/05/05 Z0OMES YERDES HORARI DELS PARCS GENERALS
03.Sants- Passeig Pg de IMP] (R} SERWEIS
21868 Rezposta Mantiuic la Zona Franca 07/05/05 ZOMNES VERDES HORARI DELS PARCS CEMERALS
21873 | Planificacit| 02.Eixample| Carrer Aragd 18/05/05 ZONES VERDES HORARI DELS PARCS Impééﬁéfffs‘”ﬂg
10.Sant Avinguda IMP] (R} SERWEIS
21874 Resposta Mart Diaganal 18/05/05 ZOMNES VERDES HORARI DELS PARCS CEMERALS
2 P Carrer \ IMPI (O} SERWEIS
2E085 Resposta | 07.Guinardd Matzaret 0017 Z5/05/05 ARBRAT WIARI I JARDINERES| FORAT ARBRE PLE D'HERBES SEMERALS Op3
. . Carrer Pii TRACTAMENT PLAGA O IMP] (O} SERVEIS
35136 Resposta | 07.Guinarda Margall 0083 03/06/05 Z0OMES VERDES MALLIR A GENERALS OP3
Ny 10.5ant Carrer Llacuna IMPI (R} SERWEIS
45950 Planificacio Mart e 11/06/05 ZOMNES VERDES HORARI DELS PARCS GEMERALS
B Gabinet d'alcaldia
1 alarrmes
. Processos reassignats
Filtre rapid
Identificador del Procés Petfil encarregat -
Diistricte = Terma | =1
Momés reassignats [ Gabinet d’alcaldia [ Alarmes [

Filtrar

www.bcn.es B online
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Files and processings

Notifying citizen

Dades de la Resolucio
Data de Resolucic Fersona encarregada de la tasca

12’?3;2? Resolucio Usuar : ANT1Z210 =

En data 6/06/05 es passa a fer el desbrog i la retirada dels arbres morts de I'espai comprés entre el Pssg, de

la Wall d'Hebran i el CF Sinai, Al CF Matzaret les zones fora dels espais enjardinats no son competéncia de
Parcs i Jardins.

Resposta a I"'usuari SMS

Us fern saber que =s'ha resalt la peticio I0027032101-01 rebuda =l
25/05/05, Uz agraim la wvostra contribucio per millarar la ciutat,

Fipus Resposta NS Ajuntarnent de Barcelona

Codi Fitxa I00370310]-01 :
Ciutada £ Agrupacid MARLI ANGELS @
Cades Resposta 650358703

Historic de Tasques

Tasca Persona encarregada de |a tasca Data d'Inici Data Fi

Inici any1z10 31/05/05 10:23:41 31/05/05 10:235:41
Flanificacid anylzio 31/05/05 10:23:41 13/06/05 15:05;15
Fesolucia ANY1210 13/06/05 15:05;15 13/06/05 15:12:37
Resposta AMY1210 13/06/05 15:12:36

NSRS FiessalrnaEld Uausr @ AiFEess = Reassignacid de IMPI (0} Z0MA YERDA WI-WII & IMP] (O} SERVMEIS GEMERALS QOP3 - Traspas intern !
q : ; !
Confeccionar resposta amb les dades del comentari.

Anul-lar Respondre Guardar Esborrany Reassignar

www.bcn.es B online 15
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Indicators: inputs

Input channel
Distribution by thematic areas

Total %

Incidents
Telephone 87.023 73,7 (10 incident areas cover the 42,5%)
Internet 5.622 4.8 o ]

Petition of Service
Intranet 1.601 1.4 (10 petition areas cover the 98%)
Sectors 22.565 19,1 Complaints/Suggestions/Gratitudes
Districts 1.223 1,0 (10 QSIA areas cover the 26%)

Total 118.034 100,0

Qualification of the communication

Classification of the communications

SUGGERIMENT
4,4% AGRAIMENT

0,1% AREA Total %
QUEIXA
, Cleaning 71.733| 60,8
PETICIO DE Traffic and Security 25.863 | 21,9
SERVEI ]
INCIDENCIA 52.2% Maintenance 14.838 | 12,6
34,8%

Other areas 5.600 4,7

Total 118.034 | 100,0
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Indicators: territorial distribution analisys

» 71.000 citizens identified

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

> Linked with a GIS

» Taylored territorial analisys
Allowing

> Problem analysis

» Resources reallocation

» Localized actions

P 28% Del total de |a tematica

38% Del total de la tematica
34% Del total de la tematica

www.bcn.es B online 17
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More indicators

Output channel 1,6 Mio. People (Barcelona)
Answer channel %

15 Mio. Visits to the Web
E-mail >1.8 4 Mio. Phone calls
Letter 33,2 180.000 e-mails

130 agents contact centre
SMS 10,6

2 Mio. Contacts at office
Telephone 4.4

265.000 claims and complaints

1.600 themes
» 56% of the total incidences

are solved in only one 800 operation’s staff
interaction
» The citizen has claimed a 3% 7 Council Departments

of the solved incidences 10 District Authorities

35 Subcontractors

www.bcn.es B online 18
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Obtained results

DD

Answer
the 100%06

Increase the
participation
to 100%6

Improvement
of satisfaction

SLA’s and
procedures in
80%b of
themes

Answer at 1st
interaction el 8020

Pending

Efficience

indicators

Detail of
protocols to
1600 topics

Identify the
citizen in the
85%0

Resolve in
48 hours the
75%0
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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? What can BCN share?

» "It's democracy, stupid!®

b+b+b= B

e
El teu civisme suma

(Your civic attitude is important)

v

Complaint as a gift culture
» Process+Systems +People

» Taxonomy, Protocols, Templates
Change Management Approach

v

www.bcn.es

» The Policy approach

Change Management aspects
Taxonomy, Protocols, Procedures
Conceptual Design

Code: Java, Open Source

Proud, accustomed to share

v v Vv v Vv

» The Chicago 311 replication effect

' AT
' YOUR
E SERVICE
y icago.org

B online
S
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Thankyou for your attention!

",
)

* B iris
'

eAwards05
nominee
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