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[bookmark: _Toc284719509]Introduction

The TGF Channel Management Framework is in four main sections:

· Context
· Overview of key components in the TGF Channel Management Framework
· Detailed description of the key components
· Conformance criteria

[bookmark: _Toc284719510]Context

[bookmark: _GoBack]Channel management is often a weak spot in government service delivery, with widespread duplication, inefficiency and lack of user-focus.  Experience has shown the common pitfalls to include:

· Managing new, digital channels as "bolt-ons", with business and technical architectures which are entirely separate from traditional face-to-face or paper-based channels 
· No common view of citizen service across multiple channels 
· Operational practices, unit costs and service standards for many channels which fall well below standards set for those channels in the private sector 
· A reliance on government-owned channels, with insufficient understanding of how to partner with private and voluntary sector organisations who have existing trusted channels to government customers 
· Unproductive and costly competition among service delivery channels 

Transformational Government programs seek to avoid these pitfalls, by building a channel management approach centred around the needs and behaviour of citizens and businesses. 

[bookmark: _Toc284719511]Overview of key components in the TGF Channel Management Framework

The two key elements of the approach recommended in the Transformational Government Framework are:

· Channel Mapping: a clear audit of what existing channels are currently used to deliver government services.   The TGF Channel Mapping approach includes an analysis of these channels across two key dimensions: which delivery channels are being used (‘channel mix’) and who owns them (‘channel ownership’).
· Channel Management Strategy:  the TGF helps build a new channel management approach centred around the needs and behaviour of citizens and businesses. The key components of such an approach include:
· Channel Optimization
· Channel Shift
· Cross-Channel Management
· Development of a “mixed economy” in service provision through private and voluntary sector intermediaries.

A high level view of the logical relationships between these components is illustrated below.
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[bookmark: _Toc284719512]Component 1 of the Channel Management Framework: Channel Mapping

A vital first step in developing a citizen-centric channel management strategy is to carry out a mapping of existing delivery channels across government, and to put a cost to each transaction delivered through these channels based on standard industry assumptions. This will highlight duplication across government (for example, having multiple high-street locations in the same town serving different government departments or agencies), and the savings that can be achieved by joining government services together and using the most efficient delivery channel in each case.

A common finding in channel audits of this type is that much customer contact between governments and citizens is unnecessary, hidden and uncosted. For example, many governments have literally thousands of public service telephone contact numbers. Much of the contact that results between citizen or business users and the government is therefore:

· unnecessary - because the user is struggling to find the right place to get the service they need, resulting in multiple contacts before their need is finally resolved 

· hidden and uncosted - because only some of these customer contacts are caught by existing management information systems. The rest are just lost within the broader operational structure and budget of government. 

A clear map of customer interactions by channel, and the true costs of these, therefore provides essential data in building the business case for service transformation.

In undertaking this mapping, we recommend that a holistic approach is taken to understanding the range of channels through which government services are and could be delivered.  Government services can be delivered through a wide range of different channels. It can be helpful to think of that range as varying across two key dimensions, as illustrated below:

· Channel mix: that is, the physical type of channel being used. Traditionally, channels for government service delivery have included the face-to-face channel (through high-street and other locations), traditional mail and the traditional telephone. More recently, interactive voice recognition (IVR) and the Internet have become important channels. A key distinction is the extent to which the channel is based around self-service by the citizen, or requires some form of intermediation - either in person (e.g. the citizen visiting a government office or an official visiting the citizens in the community or remotely (e.g. by telephone or email). 

· Channel ownership: it is important to understand, too, the variety of "channel ownership" options which are available. Traditionally, channels for government services have been branded as belonging to a specific government agency. Increasingly, governments looking to develop a citizen-centric approach have also started to badge these on a government-wide basis: either covering a single channel (such as a national government portal), or multiple channels (such as Service Canada, which spans walk-in offices, contact centres, and the web).
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Once a full Channel Mapping has captured the current channel mix and cost base, it is important to map out a strategy for the future desired channel mix, and the future customer experience over different channels.

The key elements of this Channel Transformation Strategy are discussed below.

[bookmark: _Toc284719514]Component 2a: Channel Shift

Successful private-sector businesses are more effective at this than government. They understand that each channel opens up different ways to create value for customers, so they differentiate services across channels. They also take a hard-nosed approach to channel management, with customers being incentivised to use the channels that are most efficient from a business point of view. And they realise that channel shift is a complicated process, which needs planning over a multi-year period.

Transformational Government programs adopt a similar approach, setting out clear strategies for channel shift7. Typically though they recognise two distinct differences between the public and private sector:

· First, government has an obligation to provide services on a universal basis, so is not able to pick and choose which customers it will engage with through different channels.  "Directed choice" towards cheaper channels is therefore the strategy selected for most citizen-facing services (although a number of governments are increasingly looking to make Internet-only services the norm for businesses). 

· Second, in terms of the online channel, government is in a unique position compared with any other online service provider. Whereas an online bank or retailer is limited by the size of the online population in the market, a government can take action significantly to increase that online population. "Digital inclusion" policies, aimed at increasing the proportion of citizens who have access to and confidence in using online channels, are therefore an important part of government channel strategies which would not normally be seen in their private-sector counterparts. 
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As well as seeking to shift future service delivery to an optimal channel mix, Transformational Government programs seek to optimise the performance of each individual channel. In the UK for example, a government-wide review of customer contact found that contact centre performance lagged significantly behind private sector benchmarks, and that on average operational savings of 25% could be achieved in public centre contact centres over a 3 year period by adopting best practices.
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However, it is vital not to think about channel optimisation solely on a channel-by-channel basis. There are two imperatives for taking a cross-channel approach to service delivery:

· First, to improve service to citizens. Citizens do want simply want services to be available through a choice of channels. Rather they want services to be delivered in an integrated way across channels. Transformational Government programs therefore focus on achieving an integrated view of customer interactions across all channels. 

· Second, to reduce costs. A shared service approach to channel management can deliver significant efficiency savings. By building channel support services around a common, web-based infrastructure, governments can both reduce costs while also facilitating joined-up services. 
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Finally, it is essential to recognise that a citizen-centric approach involves delivering services where citizens want to receive them - and this may often mean that it is important to deliver services through private or voluntary sector intermediaries. 

This is particularly important as services become digitised, potentially reducing the marginal costs of delivery to near zero and hence making it easier for third party organisations to bundle public sector services with their own service offerings. This can be challenging for governments, however, since for the first time it means that they are "competing" for customers with other organisations. Establishing clear ground rules for how this sort of mixed economy of service provision should work, on a basis that will encourage private and voluntary sector organisations to become actively involved, is therefore an important task for government in creating the policy framework for Transformational Government. 


[bookmark: _Toc284719518]Conformance Criteria

Any conformant implementation of this Framework:
· MUST have a clear mapping of existing channels, and their cost structures
· MUST have a Channel Transformation Strategy which addresses the following elements:
· Shifting service users into lower cost, digital channels
· Optimising the cost and performance of each channel, including through use of benchmarking
· Improving cross-channel management, with the aim of providing a seamless user experience across different channels
· Developing a thriving mixed economy in the delivery of government services through private and voluntary sector intermediaries.
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