
 
 

NOTE REGARDING NEXT STEPS AND IMPLEMENTATION 
 
This Service Efficiency Study provides advice and recommendations to the City Manager and was conducted in 
consultation with the Division. The Study identifies actions and directions that could result in more efficient and 
effective service delivery, organizational and operational arrangements and associated savings. 
 
The City Manager will work closely with senior management to determine which of the actions are feasible and 
can be implemented, implementation methods and timeframe and estimated savings.  In some cases, further 
study may be required; in other cases the actions may not be deemed feasible. Implementation will be 
conducted using various methods and may be reported through annual operating budget processes or in a 
report to Council or an applicable Board, where specific authorities are necessary.  In all cases, implementation 
will comply with collective agreements, human resource policies and legal obligations.  
 
Preliminary estimated savings have been identified in the study by year where possible. The opportunities 
identified for estimated potential savings are highly dependent on the viability of these actions as determined 
by senior management, timeframes, and other implementation considerations such as sequenced action steps 
and phasing over several years. 
 



© Deloitte & Touche LLP and affiliated entities 

 
 
May 2013 

City of Toronto 
Service Efficiency Study of the 
311 Toronto Division 
Final Report  
 



© Deloitte & Touche LLP and affiliated entities 

Notice: During the course of our engagement, Deloitte relied on various sources of 
information provided by the City of Toronto. These documents include, but are not limited 
to, other reports and financial data as well as information provided verbally during 
interviews and working sessions. We have not audited or sought to verify the accuracy 
and completeness of the information provided to us (financial or otherwise).  
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Project Overview  
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Overview of Project and Assessment Approach  
• The purpose of this 12 week study was to identify opportunities for efficiency improvement and savings and to assess 

the potential for outsourcing some or all of 311’s functions. 
• Deloitte’s Contact Center Maturity Model was the primary basis of the assessment. The model defines various levels 

of maturity across four categories: Strategy, People, Process and Technology, against which 311’s current operations 
were assessed. 

• Information about 311’s current operations was gathered through consultations with twelve 311 staff (including 
management and Customer Service Representatives), data provided by 311 Division on service levels and costs over 
the past three years, and through Deloitte best practice research. 

 
High level Findings 
• The 311 Centre has only been in operation for three years and over that time, has been steadily improving its 

capabilities and success at growing service scope and improving service levels. 
• 311 does outperform many peers on key service metrics, however costs are high relative to peers as a result of 

higher than industry average labours costs  and a service model that covers all tiers and service delivery channels.  
• More aggressive integration and growth have recently been constrained by 311 budget limitations, and there is high 

potential value in continuing to integrate 311 service with other city divisions. This ongoing improvement to the 311 
service model should lead to even better service cost efficiency, data based decision making, and capacity to meet 
call centre demands across a broader set of City services. 

• Based on the gaps between current state operations and the desired future state ,short to mid term  improvement 
opportunities have been identified and include: articulating a clear multi-channel customer service vision, refining 
reporting capabilities, and re-assessing the organization structure.  

• Short term outsourcing of the entire 311 operation is not recommended. It will likely lead to high costs being charged 
by third party operators, who would need to invest in process or organizational improvements that the City could 
achieve on its own. Some potential may exist however for outsourcing high seasonal demands for basic service. 

• Longer term over 3+ years, there is potential to outsource selected 311 functions, however this should be investigated 
through a phased process as capabilities improve and the overall business case becomes more attractive. 
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Project Background & Objectives  
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Background 

• The City of Toronto’s 311 Division provides city-related information and services in 
multiple languages, 24/7, through phone, mail, fax, Twitter, and online channels.  

• It is the largest end-to-end 311 service in North America and has successfully 
integrated over 250 individual inquiry lines within 9 call centres and 26 locations. 

• The 2011 Core Service Review of all City services and agencies highlighted 
potential opportunities to realize cost savings and enhance customer experience 
including: 

• Outsourcing certain activities;  

• Expanding call centre services;  

• Combining activities with 211 Toronto; and  

• Developing a one-stop counter services.  

• As part of a series of service efficiency studies, the City has committed to review 
the 311 Toronto Division with a view to identify cost savings and customer service 
improvements.  

Key Management Questions  

 

 

 

 

 

 

 

1. What are some 
opportunities for cost 
savings / efficiency 
improvement? 

2. What are the future state 
options? Is outsourcing 
feasible opportunity?  

3. What are the key 
considerations for 
outsourcing? 

Objectives 

• The purpose of this service efficiency study is to identify and supply actionable 
recommendations that will provide maximum service efficiency savings in the 
shortest period of time. Spanning Nov.2012 – Feb. 2013 this involved: 

• Identifying 311 Toronto activities that could be improved internally or 
outsourced. 

• Providing a comprehensive data set, including financial, legal, quality 
control, and management components, to the City, for use in future 
marketplace competitions related to outsourcing 311 Toronto activities. 
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Toronto 311’s Operational History 
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The City of Toronto officially launched its 311 service September 24, 2009 with the simple purpose of creating one 
easy-to-remember number to call for information or to request a service. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
In 2012, 311 employed 102 customer service representative and supervisory FTEs responsible for handling citizen 
inquiries  and service requests across a number of channels, supported by technologies such as Lagan, Verint, 
Cisco and Open 311 code.  
 
 
 
 
 
 
 
 
 
 
 

  

2001 2002 2003 2004 2005-2008 2009 2010 

Customer Service Improvement 
Committee established to develop 
a Customer Service Strategic Plan  

Council approval to 
consolidate funds and 

further develop the idea of 
311 

Application to CRTC for 311 
number in October 2003 

"311" Customer Service 
Strategy Report was submitted 

to and accepted by council  

In addition to improving customer 
service, 311 fielded as an idea to 

address needs for upgraded/ 
consolidated work order systems 

CRTC approval 

Planning / development & 
validation of technical and 

business requirements  

Launch 
including solid 

waste, water and 
transportation  

Expanded integration, to 
include Urban Forestry, & 
Municipal Licensing and 

standards  
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Phone Inquiries – Speech Analytics** 

Buildings 
32% 

Welcome Policy  
9% 

Child Care Subsidy 
8% 

Parks and Rec 
7% 

MLS 
7% 

Tree 
Removal  

6% 

By Laws  
4% Water Services  

4% 
Revenue Billing  

4% Directory Assitance 
3% 

Solid Waste  
2% 

Animal Services  
2% 

Social Services  
2% 

Parking Permits  
2% 

Registry Services 
1% Finance 

1% 
Dental Treatment Assistance  

1% 

Right of Way 
1% 

Hazardous 
Substances and 

Chemicals 
1% Summer 

Camp 
Inquiry  

1% 

Citizen Directors 
1% City Job 

Applications 
1% 

Drain Repair 
1% 

School Inquiry 
1% 

Service Channel Overview 
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• 311 fields both service requests 
(30%; e.g., garbage pick-up, 
pothole reporting) and general 
inquiries (70%). 

• In terms of channel mix, 2012 is 
representative of previous years,  
with calls making up the vast 
majority of 311 contacts.  

• Total contacts have grown 12% 
over the past year when looking 
at calls answered. More contact 
could indicate higher awareness 
of 311 and its services. 

• Calls offered is an indication of 
demand, however this measure 
is problematic as lower service 
levels drive up the number of 
repeat callers.  

• There were fewer calls offered in 
2012 than  in 2011 which 
corresponds to a higher average 
service level of 81%, as 
compared to 61% in 2011. 
Overall this is an indication of 
improved accessibility. 

• Mobile Application (launched 
2012) and Fax account for less 
than 1% in all years.  

• CSRs field a diversity of inquiries 
from the public, beyond 
Municipal, or even government 
inquiries.  

• These trends have remained 
fairly consistent since inception. 

Email 
(Inquiries) 

4% 

Email 
(Service 

Requests) 
1% 

Web Self 
Service 

1% 

Calls 
94% 

2012 Channel Mix  2012 Channel Mix  

**Source: Presentation on Speech Analytics by 311 Toronto. MSDO Conference, Oct.2012. 
(Analysis derived from a sample of 400 calls analyzed by Speech Analytics tool. 
 

 
 
 
 
 
 
 
 
 
 
 
 
 

 

Calls offered: Total number of calls offered to a queue 
Calls answered: Total number of calls answered by a 311 team member 
 

Total contacts have increased 
12% over the past year.  

This is mainly driven by an increase in calls answered 
and web self service 

Total Contacts 
Across All 
Channels 

(calls answered) 

Calls Offered  Year 

1,036,595   1,314,131 2010 

1,092,643  1,416,534 2011 

1,219,958  1,391,351  2012 
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Cost and Service Considerations 
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61s 
Chicago 

83s 
Miami 

% of calls answered 
w/in target # of seconds 

Speed to Answer 

77% 

32 
38s 

81% 60% 
Miami 

48% 
Chicago 

First Call Resolution 
81% 

93% 
Miami 

65% 
Chicago 72% 

311 Median 

Range of performance at select 
comparable Jurisdictions 

Jurisdictions were chosen based on comparable size and populations served, service delivery models were not taken into account 

Wage 
Comparison Toronto 311 Comparator 

A 
Comparator 

B 
Comparator 

C 
Beginning Pay 

(Hourly) $30.00 $25.95 $21.75 $13.45 

Top Pay (Hourly) $32.87 $34.70 $28.86 $17.77 

Wage Comparison with other Canadian 311 Organizations (2012)  

Email  Phone Self-service Twitter Fax Mobile 

Channels Served by 311 Toronto 

All tier, multi-
channel  

service delivery 

Staff and 
labour costs 
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Toronto 311 

Speed to answer is 
quicker for Toronto 

311 % of calls answered 
within target is higher 

for Toronto 311 

Toronto 311’s first call 
resolution falls in line with 

benchmarked average 

Source: Contact Centre Comparative Study (2012) 
Primary 

Drivers of 311 
Costs 

Toronto 311’s 
labour cost, on 

average, is 
higher than 
comparable 
Canadian 
industry 

averages. 
Absenteeism is 
also an ongoing 
and costly  issue 

for the centre.  

311 Toronto 
serves citizens 
across a variety 
of channels and 
handles all tiers  
of contacts that 

range in 
complexity and 

scope 
Toronto 311’s channel costs are high as a result of the complexity of the types  of transactions received, in addition 
to effort associated with  responding to inquiries across each respective channel. 311’s highest volume channels are 

also those that are the most costly (i.e., phone, email, etc.) 
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Strategy 

People & 
Processes 

Process & 
Operational 
Management 

Technology 

Strengths Challenges 
• Capabilities are being developed to enable robust 

enterprise-level business reporting (i.e., speech analytics). 

• A citizen service strategy has been developed and is 
being executed. 

• 90% of callers report being satisfied with 311 services; 
75% of whom are “very satisfied” according to the recent 
Ipsos Reid Survey  

• A multi-channel service strategy which includes web, counter, 
and phone service does not exist 

• Limited research has been done on 311 service levels. 

• Although the relationship with integrated  Divisional partners is 
improving, trust-building and collaboration could be improved. 

• Recruitment of staff from other Divisions has allowed 311 
to gain a considerable degree of institutional knowledge. 

• Use of part-time staff provides scheduling flexibility to 
meet varying demand, especially for night and weekend 
shifts and seasonal peaks. 

• The organizational structure of the centre has not undergone a 
complete re-evaluation, which may be warranted given its 
growth and the availability of data to support a new design. 
There have been some fine tuning of operations, which could be 
further optimized by using the cumulative data on call volumes, 
channel usage patterns and lessons learned from integrations.  

• “People” costs across the center are high, with absenteeism and 
morale noted as examples of challenges (likely due to a 
combination of factors including little face-time with supervisors, 
inherited employees and collective agreement obligations). 

• Better data is now informing opportunities for process 
improvement (e.g.,  speech analytics). 

• Dedicated project management and operations resources 
are available to support process development and 
improvement initiatives. 

• There is limited capacity to focus on improving quality and thus 
CSR morale, especially since supervisors have a range of other 
duties, in addition to quality assessments. 

• The collective agreement considerations  may constrain the 
centre’s flexibility in adopting process efficiencies. 

• 311 has invested in a sophisticated suite of technologies 
to support contact center operations. 

• The Knowledge Base used to support citizen inquiries is a 
point of pride and has answers to thousands of questions. 

• Some functions have been noted as slow and “cumbersome” 
resulting in workarounds and delays in processing requests / 
inquiries. 

• Existing technology investments have not been fully exploited. 

Strengths and Challenges  

311 Toronto Service Efficiency Study - Final Report 9 
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Improvement Themes and Recommendations 
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Dimension Improvement Themes  

Strategy 

1 Develop a clear multi-channel  vision for 311 
• Define vision for full integration and maturity in terms of channels, reporting, processes and human resources 

2 Promote migration to lower-cost channels 
• Develop strategies to advertise lower cost channels to citizens and ensure these are intuitive and simple to use 

3 Establish 311 as the City “data hub” 
• Create processes for regular reporting of 311 data to city divisions and management and follow up on resulting decisions 

People & 
Processes 

4 Revisit Organization Structure 
• Assess need for Quality Management team and continued use of PMO and internal IT team 

5 Provide enhanced CSR training aligned with evaluation criteria  
• Ensure that training is aligned with CSR evaluations and incorporate more on-the-phone training time  

Process & 
Operational 

Management 

6 Improve proactive communications with citizens 
• Increase efforts to proactively communicate upcoming dates or changes through channels such as Twitter to avert calls 

7 
Better leverage existing service channels 

• Consider standardization through the use of tools like forms and consistent processes that define the specific purpose 
and process used to communicate with citizens through each channel 

Technology 

8 
Enhance knowledge base processes 

• Explore potential for setting article expiry dates and holding divisions accountable for articles pertinent to them to ensure 
accuracy   

9 
Use case management to improve service delivery integration 

• Create increased transparency between the information logged by divisions for a request and the information viewable by 
CSRs to improve customer service and communication with citizens on the status of their request online. 
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Outsourcing Assessment Approach 
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What To 
Outsource? 

How to 
Outsource ? 

Whom to 
Outsource  

to? 

In Source 
(Retail all 

operations) 
Private Sector 

Public Sector  

Non-Profit / 
Charitable 

Organization 

Co-source 
(Partially 

outsource, e.g., 
interpretation 

services) 

Staff 
Augmentation 
(Use individual 

contractors) 

Operations 
Management 

Technology  

Service 
Delivery 

Operations 

Outsource 
(Transfer core 
operations of 
specific  or all 

functions) 

1 2 3 

Outsourcing Models# Service Providers Functions* 

*Functions represent key groups of activities  carried out at 311, 
please see following slide for a fulsome listing of functions identified 
as part of this project effort. Definitions can be found in Appendix B. 
 
# See Appendix B for definitions of outsourcing models 

Strategy  

Program 
Management  

• The assessment approach considered the following three key questions:  
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Overview of Outsourcing Options & Estimated Savings  

12 311 Toronto Service Efficiency Study - Final Report 

Option 1: Maintain Status Quo Option 2: Outsource Some Operations Option 3: Outsource majority of operations 

Description All functions in house Overflow, overnight and weekend shifts (part 
time) outsourced 

All CSRs, technology and program management 
outsourced; operations management co-sourced; 
strategy functions retained in-house  

Functional 
Scope 

Strategy Strategy Strategy 

Program Management Program Management Program Management 

Operations Management Operations Management Operations Management 

Service Delivery Operations (SDO) Service Delivery Operations (SDO) Service Delivery Operations (SDO) 

Technology / Network Services Technology / Network Services Technology / Network Services 

Pros 

• Least disruptive to current operations 
• Leverages institutional knowledge 
• Potential for greater collaboration 

between 311 and other City divisions 
• Unlikely to negatively impact staff morale 

and benefits 

• Some savings from lower cost of service 
delivery, especially for premium shifts 

• Greater scalability for peak periods 
• Potential to leverage some external expertise 

and skillsets 
• Lower average technology salaries exist in 

some other sectors  

• Greatest potential for savings 
• Ability to scale operations at a lower cost based 

on established service provider infrastructure 
• Opportunity to significantly leverage external  

expertise and skillsets 

Cons 
• Higher cost of service delivery 
• More difficult to leverage external 

expertise, experience and skills 

• Loss of some operational and technological 
control  

• Incremental overhead cost of managing 
external provider 

• Lower savings than full outsourcing 
• Volumes may not be  large enough to attract 

enough service provider bids 
• Some impact on staff 

• Potential for reduced collaboration with other City 
divisions 

• Political risk if outsourcing is perceived to impact 
service to citizens 

• Additional layer of governance / administrative 
overhead could create some inefficiencies 

• May have a significant impact on staff, especially 
if not transferred 

Est. Annual 
Savings  None $0.8 to $1.2 million $2.9 to $4 million 

Assumptions • FTE costs based on 311 salary data. 
• Average salaries were multiplied by the percentage of FTE time in each position spent on a function 

Legend: Fully outsourced Partially outsourced / co-sourced *supporting analysis in appendix B  
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Detailed Estimate of Outsourcing Savings (FTE) 
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Legend: Fully outsourced Partially outsourced / co-sourced *supporting analysis in appendix B  

Assumptions / Notes 
• Status Quo based on 311 salary data; average salaries were multiplied by the percentage of FTE time in each position spent on a function. 
• Outsourcing option FTE costs are based on private sector salaries grossed up for benefits, management overhead and profit (factor of 1.3). 

Does not include other corporate overhead costs since this is not factored into status quo costs, as per City convention 
• Additional City / 311 Division costs for governance / oversight have been included, additional 0.5 FTE for option 1 and 1.0 FTE for option 2 
• Details of calculations are provided on page 95 

Options* 

Function FTEs Status Quo Option 1 Option 2 

All functions in 
house 

Overflow, overnight and weekend 
shifts (part time) outsourced 

All CSRs, technology and program 
management outsourced; strategy 

retained 

Governance & Oversight     $0.2  $0.3  

Strategy  2.65 $0.3  $0.3  $0.3  

Program Management  7.51 $0.8  $0.8  $0.9  

Operations Management 13.82 $1.4  $1.4  $0.8  

Service Delivery(part time CSR) 37.18 $2.7  $1.5  $1.5  

Service Delivery(full time CSR) 58.06 $4.7  $4.7  $2.5  

Technology 28.57 $3.0  $3.0  $3.1  

  147.78 $12.8  $11.8  $9.3  

Savings over status quo     $1.0  $3.5  

Savings (Low)     $0.8  $2.9  

Savings (High)     $1.2  $4.0  
*all costs in millions 
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The Pathway to Outsourcing for Toronto 311 
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Contact Centre Inception & 
Build  

Contact Centre Growth and 
Maturity 

Contact Centre Optimization  

Contact Centre Outsourcing 
Consideration 

Previous to 2009 

2009 to 2013 

2013 to 2015 

2015 and onward 

Prior to considering  any type of outsourcing model, 
Toronto 311 must first focus on optimizing its current 
operations. Specifically, 311 must:  
• Focus on continuing to improve existing management 

structures, processes and protocols 
• Focus on continuing to improve quality, reporting and 

knowledge base management  
• Focus on maximizing efficiency and City-wide integration 

and cross-channel usage 
• Confirm where outsourcing can yield most organizational 

value and cost savings, based on optimized operation(s) &  
develop outsourcing cost-benefit analysis  

To date, Toronto 311 has been moving towards an 
increasing mature Contact Centre operation, with many 
strong accomplishments achieved to date:  
• Integration across several Divisions 
• Development of a robust Knowledge Base 
• Growth in service volume and improvement in service 

performance  
• Service delivery, across multiple channels, to a variety of 

citizens (including mobile and self-service) 
• Implementation of data and analytic tools to support 

enterprise-wide reporting 

For the future:  
• When 311 is operating at an appropriate level of maturity, and 

has a strong operational foundation in place,  outsourcing can 
yield organization value  and cost savings  

• Due diligence will be required to compare vendors and to best 
select a partner that can meet 311’s needs 

1 

2 

3 

Timeline 
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Recommendations for Moving Forward 
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• 311 needs to continue streamlining its operations, especially interactions with divisions and knowledgebase 
maintenance processes– this will enhance the value of any outsourcing scenario.  

• 311 may reach a level of maturity where savings from outsourcing do not outweigh the risks associated 
(i.e. impact on brand, collective agreements, strategic control etc.) 

• A more comprehensive service delivery vision is also required before full outsourcing is considered, especially 
in order to structure contracts and optimize the service provider relationship to yield the greatest value  

• We recommend a series of steps– defined below– in order to pursue outsourcing related opportunities 

 

4 

5 

Implement partial outsourcing based on outcome of RFI/RFQ/RFP process 

3 
Explore opportunities to outsource selected shifts and overflow calls through an RFI and / or RFQ, including 
consideration of collective bargaining implications (this will confirm outsourcing business case) 

Based on experience with partial outsourcing once implemented, revaluate opportunity for expanding 
outsourcing scope 

Next Steps  

2 Begin implementing efficiency improvement opportunities identified in this report in order to increase the 
organization’s level of maturity  

1 
Define end state vision for 311, focused on multi-channel, integrated service delivery, considering 
recommendations for counters and ongoing web strategy review 

Short to medium term 

Medium to long term 
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• The following high-level implementation roadmap outlines a set of recommended actions for carrying out the 
ongoing exploration of outsourcing for Toronto 311 over the next three years 

• This roadmap includes projects that can commence immediately in addition to longer term projects. 

 

 

Outsourcing Implementation Roadmap  
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Immediate 
Start 

Jul – Sep  
2013 

Oct – Dec 
2013 

Jan – Mar 
2014 

Apr – Jun  
2014 

Jul – Sep  
2014 

Oct – Dec 
2014 

Jan – Mar 
2015 

Apr – Jun  
2015 

Jul – Sep  
2015 

Oct – Dec 
2015 

Jan – Mar 
2016 

Implement recommendations from Service Efficiency Study 

Develop partial outsourcing 
business case based on model 

selected 

Confirm partial outsourcing 
model 

Issue RFI 
and/or RFQ 
based on 

business case   

Pilot partial outsourcing model 
based on RFI / RFQ process  

Evaluate 
outsourcing and 

reconfirm 
business case 

Adjust 
outsourcing 
arrangement 

based on 
evaluation 

Develop RFI 
and/or RFQ 
based on 

business case   

Evaluate RFI 
and/or RFQ 
based on 
vendor 

submissions 
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Project Background & 
Approach 
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A three-phased approach was used to meet the objectives of this project, as described below.  

Project Approach 
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Phase 1: 
Project Preparation & Initiation 

Phase 2:  
Current State Assessment 

Phase 3:  
Future State Design 

 

Key Activities 

• Validate maturity model  
• Confirm stakeholder 

consultation plan 
• Receive existing 

documentation 
• Conduct baseline analysis 

• Conduct leading practice and 
jurisdictional research  

• Conduct data and performance 
metric analysis 

• Conduct stakeholder 
consultations 

• Conduct options analysis & 
assessment 

• Define performance & service 
targets 

• Developing outsourcing model 
  

Deliverables 

• Approved project charter & 
plan 

• Approved maturity model 
• Approved stakeholder 

engagement plan 

• Current state assessment and 
initial findings report 

 

• Future state options final report 
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• We used Deloitte’s Contact Centre Maturity Model to evaluate the current state of 311 and compare it to leading practices.  

• This maturity model has successfully been used and updated over the past decade to assess numerous contact centers across 
multiple industries. The model has defined practices for each level of maturity and dimension of assessment.  

• The maturity model enables a comparison against key capability areas, including strategy, people, process, and technology. 

• The maturity assessment, together with comparison against practices/performance in other jurisdictions, stakeholder consultations 
formed the overall basis of the current state assessment. 
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Strategy People and Organization Processes and 
Operations Management Technology 

Performance 
Analysis 

Jurisdictional 
Review 

Stakeholder 
Consultations  

Contact Centre Maturity Model Assessment 

Key Assessment Elements 

Current State Assessment  Inputs 

Deloitte’s Contact Centre  Maturity Model served as the basis for a holistic 
analysis of 311 operations and performance 
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Current State Findings 
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Key Considerations - Quantitative Analysis 

Key Considerations – Qualitative Analysis 

• All analysis was based on data provided by 311 with the aim of better understanding trends 
in volume, key metrics, and costs. 

• Benchmark data was selected based on jurisdictions for which up to date information is 
available and profile similarities existed (i.e., population size, 311 model, etc.). 

• Stakeholder consultations included a representative sample of staff at 311– from Customer 
Service Representatives (CSRs) to Management. 

• Leading practice analysis was carried out based on secondary research and focused on a 
select number of jurisdictions with mature operations, interesting innovations, or similarities 
to Toronto’s 311 services. 

Strategy 

People & 
Organization 

Technology 

Processes & 
Operations 

Management 

Within each focus area, both quantitative and qualitative elements were 
assessed in order to determine maturity and understand potential issues 
• The current state assessment outlines both qualitative and quantitative findings for each of the areas within the 

contact center maturity model. 

• The considerations outlined below provide important information on how  to accurately interpret the findings and 
analysis. 

311 Toronto Service Efficiency Study - Final Report 21 
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The following pages provide details on each of the dimensions and focus areas of the current state assessment, and 
incorporate information such as strengths, challenges and review of performance metrics, as depicted below. 
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Profile 

Overview  

Strengths 

Challenges 

Qualitative 
Findings 

Quantitative 
Findings 

Summary 

Consultation findings for relevant operational areas of interest 

1 

2 

3 

4 

Analysis of 311 Toronto data and metrics as relevant 

Summary of findings in relation to overall maturity and leading practices 

Strategy People and 
Organization 

Processes and 
Operations 

Management 
Technology 

Four Elements 
of Maturity 

Model  

The detailed assessment incorporates a number of key elements, including 
findings and comparison of performance against other jurisdictions  
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Within the maturity model, we focused our assessment on specific areas, based on discussions with management 
and the defined scope of the project.  

A number of focus areas were selected from each dimension of the maturity 
model 
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Strategy 

Business 
Alignment 

Value Focus / Voice of the 
Citizen 

Business 
Analytics Channel Strategy 

Risk Mitigation 

Customer Segmentation 

People & 
Organization 

Organization Design Recruitment Strategy Career Planning Training and Performance 

Pay / Compensation  Organizational Culture 

Technology 
Application Architecture 

Customer Relationship 
Management (CRM) 

Disaster Recovery and 
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• The assessment of 311 Division’s capabilities entailed an analysis of quantitative and quantitative factors within 
the constraints of the defined scope and data and time available to complete it.  

• Across all areas of the maturity model, 311 Toronto Division shows a growing level of maturity, with “Technology” 
element being assessed as the most mature.  

 

311 Toronto Service Efficiency Study - Final Report 24 

Toronto 311 Contact Centre Maturity Assessment  

Aware Developing Practicing Optimizing Leading 

Current State 

Strategy 

People 

Process 

Technology 

Overall, the 311 Contact Centre appears to be in a “developing” stage of 
maturity 

Current State Note: Appendix F (page 122) contains Maturity  Model definitions; analysis of 311 
maturity can be found throughout pages 23-67 
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311 has a customer-centric strategy, which will need to be balanced with 
operational efficiency and costs 
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• 311 Toronto was implemented in 2009 to improve customer satisfaction with public services by ensuring timeliness, ease of 
access, knowledgeable staff, resolution of citizen issues and overall positive experiences.  

• As such, 311’s Vision is to ensure that all residents, businesses and visitors receive convenient, prompt, and reliable access to 
accurate information and non-emergency City government services.  

• Similarly, 311’s Mission is to ensure that its service strategy will enable the City to provide excellent service to the public 24/7, 
making the best use of staff expertise, resources and technology.  

• Based on these objectives, 311 Division has used a phased approach to integrate with other city divisions. It has leveraged 
historical data to forecast volumes and enable timely response, add additional channels such as twitter and mobile to improve 
accessibility, build a comprehensive knowledge base and other tools that support knowledgeable staff, and focus on soft skills to 
improve overall citizen experience. 

Overview  

Strengths  Challenges  
• 311 is actively pursuing opportunities to leverage its data to 

improve accountability and accessibility. 

• 311 has processes in place to evaluate opportunities to 
integrate with other divisions and partners. 

• 311 enabled  the ability to have requests submitted directly 
to divisions rather than going through a triaging process, 
based on an analysis that suggested a 95% rate of 
accuracy for citizen-entered requests.. 

• Citizens are pleased with 311 services; 90% of callers 
report being satisfied with the service 

• Existing technology and data are not yet being fully 
leveraged. 

• Although some information is collected through the Ipsos 
Reid satisfaction survey, there is a limited amount of 
information that is collected on customer profile and/or 
and channel preference (e.g., general inquiry).  

• Although the relationship with integrated partners is 
improving, trust-building and collaboration could be 
improved.   

1 
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The focus areas are highlighted below. 

The assessment of 311’s strategy  focused on four specific areas 
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311 Division has only existed for 3 years and is therefore still evolving 
its business analytics capabilities 
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Integration  

Business Analytics 

• Investments in integration continue to evolve. 311 has made considerable investments in enabling technologies that allow for 
robust business intelligence.  

• Initially, these technologies were not fully leveraged for a number of reasons including :  

• Lack of historical data to allow for meaningful analysis / forecasting; 

• Developing understanding of the possibilities associated with technology investments; 

• Evolving understanding of the type of data and information that is of strategic interest (both internal to 311, and more 
broadly across Divisions and the City); and 

• Limited availability of dedicated staff to focus on analytics. 

• Analytical capabilities are maturing. 311 is still in the process of fully exploiting existing analytics tools, however, reporting 
capabilities appear to be improving along with the level of awareness and capability to make use of the available data.  

• The division has recently completed an initial phase of a business intelligence project which integrates data from a number of 
311 systems (e.g., Lagan, Verint, Cisco, etc.), as well as the back end systems of integrated divisions (e.g., Hansen, TMMS, 
IBMS, etc.). 

• The objective of this project is to improve transparency and knowledge sharing and will include elements such as 
interactive mapping and dashboard summaries.  

• As it continues to mature in its business analytics capability, 311 recognizes the  opportunity to become  a “hub” for client 
transaction data – providing information to support  strategic decision-making, accountability and transparency with regards to 
citizen service delivery.  

Strategy – Qualitative Findings  
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311 is in the process of developing a formal channel strategy which is 
expected to focus on service improvement and channel migration 

Channel Strategy 

• Emerging channel strategy. 311 has added a number of channels since inception including telephone, email, mobile 
application, online self-service, Twitter, fax and SMS message. The telephone is 311’s dominant channel, and has been since the 
Division’s inception, accounting for over 90% of contacts with the centre. 

• 311 continues to mature through the development of a formal channel strategy which focuses on migrating citizens towards 
lower cost, self-service channels. For example, 311 has planned the development of a mobile application for select service 
requests and the launch of an advertising strategy to promote the online channel in fall 2012. 

• Poor adoption rates for self-service. Self-service channels such as mobile and online tend to be used for simple, non-urgent 
requests – i.e. 30% of mobile requests are related to reports about graffiti. However,   adoption of self-service channels and 
mobile applications have been slow as compared to other contact centers where uptake ranges between 20%-50%*. 

• Inconsistent use of social media. Twitter is generally used to push information proactively to the public (i.e. reminders about 
upcoming registrations or city events) as opposed to being used for service requests which can be difficult to manage and create 
privacy issues if personal information is included. There appears to be no formal strategy for Twitter and social media, however, 
the Division has been monitoring how other Cities use these tools  (e.g., use of Twitter by NYC 311), in order to understand 
opportunities for Toronto.  

• Email channel could benefit from standardized approach. Email requests tend to be more complex – and currently, there is 
no standardized “form” to help categorize inquiries or requests. Consequently, response times are longer as the specific requests 
have to be manually categorized and the appropriate service / response identified.  

• Additional channels perceived to drive volume. As the 311 service becomes better known, its uses continues to grow. There 
is a perception that the existence of additional channels  will lead to higher volumes. Based on 311 data, however, additional 
channels have not led to a higher volume of offered overall contacts.  
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*Range based on a diversity of past clients from both public and private sectors, as well as current consultations with a diversity of international contact centers 
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At present, 311 continues to explore opportunities to better understand 
its customers – both citizens and Divisions alike 

Customer Segmentation 

• Limited customer segmentation. Through the Ipsos Reid Client satisfaction survey, the city has been able to collect some 
information on the type of customers that contact 311. While customers span all demographics the majority are over 65 or 45-54. 
The city has not done any formal customer segmentation, because of privacy laws that prevent the collection of personal 
information and the broad range of services/inquiries offered to all populations.  

• Other than information collected when a service request is initiated, interviews indicated that no additional demographic or 
segment data has historically been of interest/required for 311 for general inquiry services provided. Privacy restrictions 
(MFIPPA) are a key constraint prevent the collection of many forms of demographic data.  

• No classification of general inquiries. General inquiries account for approximately 70% of total transactions and are currently 
not tagged or classified. Home or property owners are believed to be  the mostly likely segment to contact 311 for service 
requests, however no such segment has been associated with general inquiries. 

• Recent survey could be a starting point. The recent Ipsos Reid Client Satisfaction Survey (Fall 2012) may however provide 
some insights as could Speech Analytics. 

Value Focus / Voice of the Citizen 

• Incomplete divisional understanding of 311’s value. Other City Divisions don’t often see the full value of the service, viewing it 
as a cost centre. However, this is changing and 311’s role in implementing the City’s customer service strategy is being recognized 
along with its value in providing  a rich source of information and insight around citizen wants, needs, and behaviors. 
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Although it has the most end-to-end service request integration of any 
jurisdiction in North America, there are opportunities for further integration 

Integration 

• Service requests entered directly into division’s systems. Service requests appear to account for approximately 30% of 
311’s total contacts. Of this 30%, some requests require 311 intervention (i.e. triage, input over phone), while others are self-
serve and are automatically assigned to the responsible Division.  

• 311 is integrated with 5 other City Divisions. This enables direct entry of service requests into each of those Divisions’ 
individual systems for immediate processing. It also facilitates easy tracking of service requests (e.g., garbage pick up) by 
the appropriate Division, by 311 or directly by the citizen.  

• Established process and team to identify and implement integration opportunities. One of 311 Division’s key priorities is 
to evaluate opportunities to further integrate services with other divisions or partners. 311 has a dedicated team to support the 
identification of integration opportunities – this team is equipped with the tools and processes to support integration (i.e., 
documenting of processes, working with Division and 311 stakeholders, etc..), and enable a focus on enhanced service delivery. 

• Further integrations have been constrained by budget limitations. However, this should be revisited as further integrations 
increase the value of 311 to citizens and City Management.  

• Complete integration with backend systems remains a challenge that prevents automated report-back and tracking of 
service requests through to fulfillment for CSRs. This is consistent with past audit findings.  

• Integrations are still complex and there are constraints due to budget implications. While the value of 311 increases with 
each additional point of integration, the process “to get there”  is time-consuming and complex  and has an impact across 
Divisions in terms of change, effort, commitment and learning curve.  

• Relationships with integrated Divisions improving. There  is opportunity for further collaboration and integration. However 
budget constraints have limited new development.  
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• In 2010 and 2011, 31% of email inquiries were “other” 
non-government inquiries. About 95% of these “other” 
inquiries were “Thank You’s / Replies”.  

• In the past year, this seems to have shifted as 72% of 
inquiries were City related and only 27% were 
considered as  “Other” 

The contact centre handles a diverse range of inquiries 
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Email Inquiry Topics • CSRs field a diversity of inquiries from the public,   beyond 
Municipal, or even government inquiries.  

• These trends have remained fairly consistent since inception. 
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• Unrelated calls may continue to fall as citizens become better informed about 311.  

• The diversity of topics may continue to increase as more and more Divisions and services are integrated with 311. 

• The addition of “soft phone” capabilities which are currently under development will allow CSRs to link KB articles to calls, thus providing a more accurate 
indication of call topics for inquiries. This will be particularly important considering that 311 often handles multiple inquiries per call. Currently, the percentage 
of inquiries is estimated by subtracting the volume of service requests from the total call volume and does not provide an indication of inquiry topics. Based 
on this analysis, 311 estimates that about 70% of calls are inquiries.  

17,612 
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12,378 
27% 
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Email Inquiry Topics 2010 
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93% of contacts occur through the phone channel, with 311’s total 
contacts across all channels increasing year over year 
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Web Self Service 2010-12 

• In terms of channel mix, 
2012 is fairly representative 
of previous years,  with calls 
making up the vast majority 
of 311 contacts.  

• The use of web self-service 
has increased dramatically 
since launch; 2012 saw a 
57% increase over 2011. 

• Mobile Application and Fax 
account for less than 1% in 
all years, although mobile 
application may grow over 
time.  

2012 Channel Mix  Total Contacts Across All 
Channels 

(calls answered) 
Year 

1,036,595  2010 

1,092,643  2011 

1,219,958  2012 

Fax 2010-12 Mobile Application Apr 2012 

• While email inquiries (especially self service) follow a seasonal pattern similar  to calls, other channels seem to be influenced by factors beyond 
weather. This is evident in the growth in web self service, fax, and steep decline of mobile application since launch its in April 2012.  

• All fax communications with the City flow through  311 and are mainly comprised of  legal paperwork for land-transfers and other city business. 

• It is interesting to note that the addition of  new channels has not resulted in a drastic number of additional contacts or changes to channel mix.   

3 

Initial promotion of mobile led 
to a peak in usage, which has 
since declined 

Strategy – Quantitative Findings  
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Cost / Call Answered** 

Operations appears to account for most of 311’s FTE costs 
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311 Cost Structure 

Cost  / Call Offered**  

• This cost structure analysis highlights changes in 
311’s salary costs over time and does not include rent, 
utilities, or other costs. 

• Over the course of the past three years, total salary 
costs have decreased by 2%. The majority of this 
decrease is the result of decreasing PMO and 
operational costs – salary growth occurred in 
administrative and business/info categories.   

• Business and information costs have seen the highest 
percentage growth, while PMO costs have seen the 
highest percentage decrease 

• Decrease in PMO may be due to fewer integration 
projects, while growth in Business and Information 
costs could be due to a number of ongoing initiatives 
to improve reporting and analytics.  

• The cost per call offered provides a basis for 
comparison with other jurisdictions. 

• However, cost per call answered provides insights into 
CSR effort.   

• It is unclear whether other jurisdictions include only 
operational FTEs (CSRs & supervisors) or all FTEs, 
consequently we show both figures. However, the 
most accurate cost per call figure should include 
overhead and other expenses.  

• Cost per call has been decreasing steadily. Sharp 
decreases in cost per call answered are partly due to 
improved service level performance in 2012, and 
partly due to lower salary costs.  

Total Salary 
Cost 13.1M 

Total Salary 
Cost 13.8M Total Salary 

Cost 12.8 

Cost /Call (All FTEs) Cost /Call (Operations FTEs*) 
*Operational FTEs include: CSRs, their direct Supervisors and Manager of Operations.  
**Based on 2012 Actual Costs  

Strategy – Quantitative Findings  
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Note: Calls offered is not an indication of the of work that takes place at 311, which is exhibited by Calls Answered. Calls are dropped for a variety of reasons including citizens whose concerns are 
addressed by upfront messaging. However, considering calls offered also provides a view as to the demand for 311. As such both measures are considered throughout this document.  



© Deloitte & Touche LLP and affiliated entities 

Jurisdictional comparison suggests opportunities to further optimize 311’s 
performance on cost per call, and calls offered per FTE  
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Toronto 311 

• Toronto’s 311 CSRs appear to field fewer average calls per agent. However it is important to acknowledge that not all call types 
are equivalent; service requests are associated with different times compared to inquiries. 

• While labour market differences may affect the comparisons, there may be room for improvement in cost per call, and calls per 
FTE. However, the steady improvement in cost / call and service levels may suggest that 311 Toronto appears to be on the road to 
achieving similar benchmarks over time.  

311 Median 

Range of performance at select 
comparable Jurisdictions 

Comparison of Key Strategic Metrics 

*A range was used for cost / call since this depends on how cost is 
calculated. The low end = 2012 CSR salary cost / calls offered. The high 
end = 2012 total salary cost / calls answered. An accurate cost/call should 
include overhead as well, however, given that it is unlikely comparators 
included overhead, we have not shown it in the range.  

For details on why the above jurisdictions were selected for comparison, 
please see Appendix D  

Strategy – Quantitative Findings  

Cost / Call*  

Calls Offered / CSR 
FTE  

$5.27-
11.61* 

$4.30 
Miami 

$1.15 
Chicago 

14,961 

$3.39 

53,206 
Miami 

19,925 
Chicago 

19,925 
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Overall, 311 division continues to mature and can leverage leading 
practices and lessons from elsewhere 
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Leading Practices 
• Many jurisdictions including New York, Chicago and Baltimore 

actively use the data collected by their centres  to support 
improved City-wide decision making.  

• Many other 311 contact centres are being used to help raise 
civic engagement around specific city issues including 
possible health or safety threats, or public issues (e.g., Bed 
Bugs, Graffiti, etc.). 

• This has been accomplished by setting up and promoting 311 
as a centralized hub for information, and also an enabler for 
citizen empowerment.  

Implications for Toronto 311  
• Consistent measurement and analysis of 311 service request 

and inquiry data will continue help improve accountability, 
accessibility and service delivery. 

• Demands on 311 are likely to grow through a network effect 
as more and more Divisions and services are integrated and 
care will be needed to ensure that there is no negative impact 
on quality. 

• As the service integrator, 311 could become the one-stop 
shop for Divisions seeking insights about customers. 

Toronto 311 Contact Center Maturity Assessment  

Aware Developing Practicing Optimizing Leading 

Strategy 

Strategy – Summary 

Current State 
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Managing absenteeism, improving morale and re-structuring the 
organization are all potential ways to improve staff productivity 
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• At inception, 311 was largely staffed by transfers from other divisions (e.g., Access Toronto, Finance & Administration, etc.). 
Recruitment has since expanded to include both internal and external candidates, with a focus on those with previous contact 
centre experience.  

• Performance management, attendance, and adherence processes have continued to evolve in an effort to increase staff 
engagement and to support service delivery effectiveness. 

• Currently a blend of full and part-time staff are used to manage inquiries and requests across the various channels supported by 
311.  

Overview  

Strengths  Challenges  
• 311 has a well-defined performance management process 

where calls are randomly and transparently selected for 
assessment.  

• Quality assurance assessments appear to be conducted in 
a way that encourages open dialogue between 
management and staff – and enables coaching. This has 
improved trust and understanding of expectations. 

• With the recruitment of staff from other Divisions, 311 has 
been able to take advantage of considerable institutional 
knowledge. 

• The use of part-time staff provides scheduling flexibility to 
meet varying demand and for nights and weekends.  

• 311 management has good relations with its union, 
highlighted by collaboration and open communication. 

• Despite increased rigour, absenteeism continues to be a 
challenge. This results in scheduling / coverage 
difficulties, in addition to having a cost impact.  

• The organization’s structure has evolved to include a 
more robust information management section, however, 
the centre’s overall organizational design has not been 
formally re-evaluated to determine the optimal structure 
for the present environment 

• The current training program is classroom-based and is 
seen by some as less valuable than “hands on” training 
with increased focus on building comfort and confidence.  

• The collective bargaining agreement constrains the types 
of  incentives that can be offered to CSRs.  

1 

People – Overview 
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Call Volume Unplanned Abences

As of December 31 2012 Part Time CSRs Full Time CSRs Supervisors 

37 FTEs 56 FTEs 7 FTEs 

$30.00 – 31.88/hour $31.88 – 32.87 $43.79 – $51.56 

Management efforts to contain absenteeism in 2011 appear to have had 
some success, and 311’s overtime costs have significantly decreased 
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Span of Control  

1:20 employees 

Relationship Between Unplanned 
Absences and Call Volumes • Unplanned absences dropped notably starting in September 

of 2011. In 2011 21,694 hours of sick time were paid, 
compared to 14,977 hours in 2012; a 31% decrease which 
also translated to a 30% decrease in associated costs.  

• Absences have been on the rise throughout 2012 from an 
all-time low at the end of 2011 which is partly due several 
critical illnesses and several serious injuries that saw eight 
people on long term absences in 2012.  

 

Overtime Costs  

• These overtime figures are adjusted for statutory holidays 
and IT standby which have been included in the past. 

• Although there was a slight increase in overtime costs in 
2012, overall costs have decreased dramatically since 2010 
which, in addition to being the first full year of operations, 
was also host to G20 and the election.  
 

2009 2010 2011 2012 

3 

U
nplanned Absences Unplanned absences 

plummeted between August 
and November 2011 only to 
climb steadily throughout 
2012  

*May be supported by other scheduled 
supervisors as required 

People – Quantitative Findings 

$ 68,369  

 $ 20,205   $ 21,908  

2010 2011 2012

-70% 

+8% 
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We focused on the areas highlighted below: 

 

The People and Organization assessment focused on six specific areas, 
including organizational design, culture and performance management 
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The organization's structure and recruitment strategy may need to be 
revisited to address changes to operations and lessons learned 

Organizational Design 

• Current organizational structure was designed prior to 311 launch. The initial organization structure was designed using a 
variety of assumptions. The experience of the last three years has provided enough data to be able to revisit and validate those 
assumptions and to address issues related to staffing, scheduling and other areas. However, the overall structure has not 
recently been  reviewed . 

• Remote or virtual access models have been explored but not implemented. The organization currently includes a mix of 
both full and part time CSRs, with supervisors and management for oversight and support. All staff are onsite in a single facility.  

• Currently, no remote or virtual access model(s) are used to supplement the in-house resources. The technology to 
support remote access is available and has been tested by members of the Management team.  

• The concept of “virtual” agents has been identified as a key opportunity for cost saving and efficiency – particularly to 
support coverage, seasonality and response to unexpected events (e.g., storms, City events, etc.). To date, perceived 
collective agreement constraints have prevented further exploration of this model.  

Recruitment Strategy 

• Institutional knowledge has been effectively retained. 311’s staff  was initially drawn from other City Divisions. Therefore, 
many of the CSRs had existing knowledge and skills which allowed them to become productive quickly as they were able to 
leverage their knowledge to help them along the learning curve associated with the new position.  

• Recruitment strategies are now focusing on experience and talent. As 311 continues to evolve, internal and external 
candidates– and particularly those with previous contact centre experience– are being considered for full and part time positions. 
Flexibility and availability are key selection criteria for potential hires.  
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Alignment of training and performance expectations could increase staff 
engagement and productivity 

Training and Performance 

• 5 week  training mainly focused on City operations. 311 has developed a comprehensive 3 week orientation program for its 
new CSRs that incorporates both a 3 week in-class component as well as 2 weeks of “hands-on” shadowing that includes soft 
skills and on-the-job training. 

• CSRs reported that City operations are often changing and this training is not directly linked to their performance evaluations in 
the way that soft skills are. As such, a preference for soft skills training was expressed over training focused on City operations. 

• Staff have suggested a preference for increased soft-skill training. Staff feel that the “on the job” aspect of training (e.g., 
using the Knowledge Base, answering calls, etc.) is much more valuable and effective in achieving confidence, comfort and 
success in responding to customer contact. There may also be a need to focus on CSR performance expectations, soft skills 
and hands-on practice.   

• On-going training supplements the initial orientation. On-going training is also provided to CSRs. 311 specific e-learning is 
offered,  as required, to support any changes to processes and to support knowledge development. Staff members are allocated 
time within their individual shifts to complete training modules.  

• As the complexity of service delivery increases (e.g., from the integration of additional Divisions), more robust training is being 
provided along with support from subject matter experts (i.e., assigned resource from the Division that is available on-site). 

• Cross training is limited to evening and overnight staff. Evening and over-night staff is currently cross-trained to answer 
both the phone, and to complete correspondence related tasks (e.g., responding to email). Not all full time staff are selected to 
be cross-trained, which was noted by management as a strategy to improve efficiency and quality of response as it allows for 
increased flexibility in scheduling and improved ability to handle fluctuations in volumes across all channels.  
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While collective agreements may limit pay and reward flexibility, efforts 
to improve culture are key to increased productivity and efficiency 

Organizational Culture 

• There is room to further engage CSRs to improve productivity. To some extent the collective agreement constrains flexible 
scheduling of full and part time staff members. This can also limit the type of reward and recognition activities that can be offered 
to staff.  

• Morale remains a challenge. Staff morale and engagement can be a challenge to sustain, despite efforts to build an inclusive 
and collaborative environment. However, as based on interviews with centre management, morale appears to have improved 
marginally since the centre’s opening in 2009.   

• Centre’s culture focuses on citizen service. 311’s culture is thought to be different, in some cases, to that of other City 
Divisions which have more of an operational focus.  This can impede collaboration due to perceived differences that exist 
between 311 and divisions in terms of their goals and purpose (for example, citizen service versus operational priorities). 

• For example, 311 sees itself as having a culture of “citizen service” when responding to quality inquiries, whereas, some 
Divisions may have a focus on operational demands creating tension between the need for accountability and operational 
constraints that can challenge working relationships and morale.  

Pay and Compensation 

• Wages are above average. 311 staff wages are higher than the industry average for a contact centre.  

• The overall compensation package for 311’s CSRs is also competitive and includes overtime, shift premiums and sick days. 
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Performance management processes continue to evolve, however 
absenteeism will need to be monitored continually  

Performance Management 

• Key metrics are tracked and communicated to all staff. In terms of broader performance management, the centre measures 
and communicates a number of different metrics and staff members can readily see how the centre is doing against established 
performance targets (e.g., adherence, talk time, resolution rate, etc.).  

• Performance is partly managed through coaching. Expectations for performance appear to be clear and supervisors address 
any discrepancies on their teams through a well-defined process that includes coaching and support.  

• Routine and scheduled quality management meetings with CSRs are used to help identify performance issues, and to 
encourage performance improvement.   

• There is a formal program to manage absenteeism, which has had mixed success. Absenteeism is a significant challenge. 
Although there is an ongoing effort to document, communicate and record instances of absenteeism, it continues to be an issue. 
An absenteeism management program (which monitors and measures trends in employee leave, etc.) has been implemented 
and although it seemed to address the problem for a while,  the trend is once again a challenge.    

• Despite communicating that attendance is a factor in CSR performance evaluations, career progression and / or special 
assignments, unplanned absenteeism continues to be a challenge.  

• In order to support staff that have noted attendance issues, 311 has rehabilitation and / or assistance programs to re-
integrating staff as required.  

• In addition to concerns regarding unplanned, short term absenteeism, there is also a cost associated with long-term or 
planned absences (e.g., long term disability leave, etc.) which appears to reflect the aging nature of the workforce. 
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Span of Control and Annual turnover appear to be similar to that of a 
Canadian Municipal Center’s operation 
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Toronto 311 

• For Toronto, salary as a percentage of total expenses  is within the range observed by jurisdictions chosen for comparison. 311 
call centers often do not account for all overhead costs such as rent, thereby resulting in a higher percentage than comparable 
private sector call centers.  

• Turnover for Toronto 311 is at the low end of the observed range. The Canadian Municipal Center and Deloitte Benchmarking 
information show 4-6 weeks of CSR training upon hire. 

• Training time appears to be at the low end when considering CSR training upon hire. Up to two weeks of shadowing is also 
available for CSRs, however this varies by CSR depending on their uptake of skills. Toronto offers follow up training after hire as 
required as well as ongoing training and formal coaching through the quality management process.   

Range of performance at select 
comparable Jurisdictions 

Comparison of Key People Metrics 

*For details on why the above noted jurisdictions were selected for comparison, please see Appendix D 
**Overhead expenses are not attributable to the Canadian Municipal Center 311 & therefore not included 
in the calculation 
***1:18 represents the span of control in winter months when no temporary workers are used; 1:24 
represents the span of control in the summer months. 
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Overall, the People dimension of 311’s operation appears to be at a 
lower level of maturity 
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Leading Practices 
• Contact centres often use temporary staff, rather than part-

time employees, to support seasonal demand. Virtual agent 
models are also being increasingly used for coverage and 
overflow.  

• These approaches have a variety of  benefits, including 
cost savings or increased flexibility. Challenges may 
include lack of cultural integration or institutional 
knowledge. 

• Some centres require mandatory shift rotations so that no staff 
are consistently on night or weekend shifts. This ensures 
knowledge sharing across shifts to broaden staff knowledge / 
experience and more consistent citizen experience. 

• To support the coaching process, some centres equip CSRs 
with support tools like “journal or notebooks” to reinforce 
expectations / from coaching as notes can be used to hold 
CSRs accountable for improvements. 

Implications for Toronto 311  
• The collective bargaining agreement may limit Toronto’s 

ability to implement some leading practices. 

• Practices used to boost morale and / or manage absenteeism 
must also consider collective agreement implications.  

• Virtual models or remote access to information would require 
technology investments and union support.  

• Coaching and support must be specifically aligned to known 
role expectations. 

Toronto 311 Contact Centre Maturity Assessment  

Aware Developing Practicing Optimizing Leading 

People 
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Current State 
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Overall, 311 has well-defined process and further integration with City 
operations could  enhance efficiency and customer experience 
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• 311 has a variety of well-defined processes in place to support workflows, ongoing improvement, workload management and 
quality monitoring. The project management and operational teams support continuous improvement, and have worked closely 
with Divisions to further integrate services and improve the focus on citizens.  

• As 311 continues to mature its processes are also evolving and need to be continually re-examined.  

• Historical data has been beneficial in helping to improve certain processes such as workload management, and to forecast / 
schedule more accurately.   

• Integrated reporting capabilities, which are under development, will facilitate the timely identification of process inefficiencies 
within 311 and other divisions and subsequent service improvements. 

Overview  

Strengths  Challenges  

• Generally, good data collection and performance tracking 
processes. 

• 311 makes an active effort to define, document and 
communicate workflows and processes to ensure that 
stakeholders are well-informed, and part of the definition 
process (e.g., Divisions are involved in the integration and 
future state design process). 

• Dedicated project management team available to facilitate 
effective integration and service improvements.  

• Integration with Divisions is still not entirely streamlined as 
CSRs do not have access to detailed division notes which 
clarify service request status. This can prevent effectively 
closing the loop on customer requests. 

• Alternative delivery models and process flexibility are 
challenging within the constraints of the existing collective 
bargaining agreement.  

• Although quality management is noted as a priority, there 
is limited capacity to support this need as no formal quality 
management team exists and supervisors have limited 
capacity due to their numerous roles.  
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Call Volume  

There is a seasonal pattern to call volumes, which are now being better 
managed as a result of better planning and “lessons learned” 
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Call Volume 
(Offered) 

• There is a great degree of 
seasonality in call volumes 
(shaded) with higher 
volumes occurring during 
summer months 

• Call volumes were better 
managed better in 2012, 
possibly as a result of better 
forecasting and scheduling 
– increased calls answered 
resulted in a higher service 
levels 
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• 2012 saw the most calls answered, along with the most consistently high service levels. This improved performance and consistency 
holds true for a variety of metrics including handle time, and hold time.  

• Similarly, across most of these metrics, 2011 appears to be the year with the weakest performance and weakest consistency in 
service.  
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The following pages provide details on each of the dimensions and focus areas of the current state assessment of 
Process and Operations, and incorporate information such as strengths, challenges and review of performance 
metrics. 

The process and operations management assessment focused on five key 
areas, including outsourcing, quality and continuous  improvement 
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There is a limited outsourcing of operations at present, and there are 
concerns about expanding it to other aspects of the business 

Outsourcing  

• Limited outsourcing currently in place. At present, there is limited significant outsourcing of operations except for interpretation 
services. There are hybrid delivery models in the marketplace, such as using external providers for overflow calls, overnight shifts, 
which has not yet been explored. 

• The strategic importance of 311 needs to be determined. There is some consideration of the strategic value of 311, as the 
“voice of the city” and whether or not that constrains any type of alternative delivery model. 

• Technology support is not provided by a shared services / outsourced organization. Of 311’s technology staff, 4 team 
members are part of the broader enterprise shared service organization. All other technology staff are dedicated to the contact 
center organization and are not part of the enterprise IT organization. 

 

 

 

 
 

 

 

 

2 

Processes & 
Operations 

Management Agent Support Tools 

Quality / Monitoring 

Continuous Improvement  

Workload Management Process Workflow Outsourcing 

311 Toronto Service Efficiency Study - Final Report 51 

Process – Qualitative Findings  



© Deloitte & Touche LLP and affiliated entities 

Case management can help to increase the effectiveness of integrations 

Process Workflows  

• Project Management and Operations team supports integration. A team of project management and operations staff is in 
place to support Divisions (and the City) in better understanding future opportunities for integration. This team is also involved in 
process workflow development and enhancement.  

• This team has an important role in leading process workflow integration, including the identification of technology and 
operational implications (e.g. need for additional training, etc.). 

• Case management capabilities continue to improve. Despite the integration of service requests across several divisions, it 
can be challenging for CSRs to access service request status information requested by citizens.  This can inhibit a seamless 
customer experience and increase time and effort required by CSR.  

• 311 CSRs do not have access to the actual back-end systems to see case notes or other service related information. 
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311 Management has been making greater use of existing tools to improve 
workforce management 

Workload Management 

• Increased use of existing technology for workload management. Existing telephony and workforce management systems 
enable management to closely monitor productivity, coverage and service levels in real-time, and to adjust operational tactics 
(scheduling, coverage, etc.) in response.  Management noted that staffing and workload management has improved since the 
center has opened.  

• Historical challenges have included a lack of data to understand trends, call volumes and seasonality, which are critical to 
predict workload and staffing requirements accurately.  

• City events unknown to 311 can create unpredicted increases in volume.  Regardless of data or processes, volume is not 
always predictable and certain events can lead to increased calls (i.e., storms or other weather-related events, public meeting 
with Councilors, registrations, etc.). However, advanced scanning of the environment, improved communication across City 
divisions and further integration with City operations, as well as contingency planning, can help to mitigate the impacts. 
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Relative to other jurisdictions, 311 is performing well across most process-
related metrics 
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Toronto 311 

• Call abandonment rates for 311 Toronto are low, this coincides with a high speed to answer compared to other jurisdictions. 

• 311 Toronto is also leading in terms of meeting its target service level. Toronto’s target is 75 seconds compared to 30 seconds for 
Chicago, and 90 seconds for Miami. 

• Handle time appears to be within the same range as comparable jurisdictions. Upcoming system improvements are expected to 
further improve this.  

• When looking at first call resolution, 311 Toronto falls in the middle range of the comparison benchmarks selected.  

Process Metrics Benchmarking 

311 Median 

Range of performance at select 
comparable Jurisdictions 

*For details on why the above jurisdictions were selected for comparison, please see Appendix D 
**Median figures represent the median of 15 311 jurisdictions, while the ranges are for Miami and Chicago which were determined to be most comparable 
due to population size and other characteristics. As such, other jurisdictions are far lower call abandonment rates than these high-population cities.  
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Toronto could adopt data sharing and reporting practices from other 
jurisdictions in order to influence performance and improve accountability 
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Leading Practices 
• Some 311 contact centers have fully matured in their 

ability to provide a set of robust performance and 
transaction data to other city departments (e.g. service 
request and general inquiry data).  

• This information can be used by other divisions to 
understand progress against established service 
standards and to identify emerging (or important) trends, 
as well as supporting strategic decision-making. 

• In some jurisdictions process and performance 
information is shared as far as the Mayor’s office, and 
members of Council (for example) can conduct routine 
reviews of the performance of not only the contact 
center, but department-specific data as well. This 
encourages transparency, accountability and continuous 
improvement of City service delivery. 

Implications for Toronto 311  
• In order to share information and intelligence across City Divisions 

311 Toronto must further develop its data analytics capabilities for 
general inquiries.  

• The ability to build and share meaningful tools and information 
across both service requests and general inquiries can enable 311 
to become the primary source for insights into citizen preferences 
and behaviour. 

• Quality information can support the drive for increased 
accountability, transparency and service levels. 

• Strong data can also identify opportunities for 311 and the 
City to proactively develop ways to support citizens  (e.g., 
awareness campaigns, policy-making, program 
development, etc.). 

• New Business Intelligence tools at 311 are beginning to 
create these benefits for the city at large 

Toronto 311 Contact Center Maturity Assessment  

Aware Developing Practicing Optimizing Leading 

Process 

Process – Summary 

Current State 
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311 has made significant investments in sophisticated technology tools 
and must seek to make the best use of the resulting capabilities 
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• In order to best service citizens, 311 Toronto uses a number of technologies. These include: 

• A Customer Relationship Management (CRM) System: Lagan  
• A Database: Cisco Unified ICM 
• A Workforce Management System: Verint  
• Email Management: GroupWise  
• Open 311 Mobile Application Software 

• Where possible, technologies have been integrated with other Divisions to ensure that they can “talk” to one another. 
Additionally, issues of compatibility and adaptability have also been considered. 

• Core applications, product integration, infrastructure and telephony support, and product management activities are supported 
by an “in house” technology team. The in-house support team was established when the original vendor declared bankruptcy.   

Overview  

Strengths  Challenges  
• 311 Toronto has invested in a sophisticated suite of 

technologies to support contact center operations. 

• The Knowledge Base is considered an invaluable asset for 
service delivery. 

• The public availability of the Knowledge Base allows for 
citizens to look up answer to their questions online (rather 
than calling or emailing). 

• The existing technology helps to track important data on 
each channel and service requests submitted to divisions. 
This helps to improve accountability, transparency and 
decision-making. 

• Some functions have been noted as slow and 
“cumbersome”, often requiring workarounds for staff, or 
delays in processing requests / inquiries. 

• Technologies, such as Lagan, require upgrades in order to 
continue managing operations effectively and efficiently. 
These upgrades are planned for the near future.  

• The existing technology capabilities have not been fully 
exploited, potentially because of the Division’s growing 
maturity (e.g. there are opportunities to further improve the 
use of Speech Analytics and the Knowledge Base). 

• While multi-channel capabilities exist, consolidated 
reporting will be useful for data analysis purposes.   

1 

Technology – Overview 



© Deloitte & Touche LLP and affiliated entities 

The technology assessment focused on five key areas including, multi-
channel capability, knowledge base and CRM 
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The following pages provide details on each of the dimensions and focus areas of the current state assessment of 
technology, and incorporate information such as strengths, challenges and review of performance metrics. 
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Channel optimization, including channel shifting and multi-channel 
integration are opportunities that should be further explored 

Multi-channel capability 

• Improving uptake of self-service channels has benefits for citizens and 311. 311 supports telephone, e-mail, online self-
service, mobile application, fax and twitter channels. However, data collection for each of these channels is carried out through 
different systems which makes it time consuming to create integrated reports that can explain 311 trends across all channels.  

• Adoption of existing self-service options remains low. 311 Toronto noted an interest in the cost saving opportunities 
available through innovative new channels (i.e., mobile applications, self service, etc.).  Thus far, customer adoption of existing 
self-service channels has been very low, as compared to contact centers other centers where uptake ranges between 20%-
50%*. 

• Exploration of additional / innovative channels / tools, including forms for self-service and instant messaging may need to 
be considered in order to support service evolution.  

Disaster Recovery and Business Continuity 

• As the primary source of information on unexpected city events, disaster recovery is core to 311. 311 sees itself as a key 
stakeholder in broader City-wide disaster recovery and business continuity efforts, especially since it may be the primary source 
of information for citizens in times of expected and unexpected City events.  

• Disaster recovery was originally designed to help manage  City related emergencies,  and 311 was identified as a key 
stakeholder for the provisioning of strategic communications (if and when required).  

• The ability for remote access to information is believed to be a key requirement for supporting disaster recovery needs 
and continues to be explored by 311.  
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The knowledge base is a critical element of 311’s success and 
continues to be improved  

Knowledge Base 

• The Knowledge Base is a critical tool enabling 311. 311’s Knowledge Base has been noted as a critical resource for Contact 
Centre staff. Over time, the Knowledge Base has grown significantly and stores more than 15,000 answers to over 13,800 
questions.  

• Information clustering is a key initiative improving Knowledge Base effectiveness. As CSRs identify a gap in information, 
the knowledge management team is notified in order to continually improve the database. In order to make information more 
easily accessible to CSRs, Knowledge Base content has been clustered into logical topics, as citizens will often have multiple 
questions around the same topic.  

• This saves time as CSRs don’t need to look up each answer separately, however this also hinders 311’s ability gather 
important reporting information (i.e., number of times an article is accessed, etc.).  

• This also provides CSRs with an opportunity to  volunteer additional information to customers, as appropriate, based on 
the nature of the inquiry.  

• The Knowledge Base is publically available. The Knowledge Base is publicly available via the City’s website and provides 
citizens with a wide-range of information, allowing them to “self-serve” information, rather than having to call 311. 

• Knowledge Base articles are not linked to calls which would support data collection on inquiries. Although the number of 
“hits” to a knowledge base article is tracked, currently, knowledge base articles are not linked to specific calls, nor is the 
Knowledge Base used to support each and every inquiry. This limits the ability to track  the types of inquiries citizens are making 
of 311. The installation of softphone technology is expected to address this gap.  

• Article expiry process improvement may be an opportunity. Knowledge Base articles have expiry or “bring forward” dates – 
this means that content must be flagged as incorrect before it is reviewed for accuracy. However, CSRs report encountering 
outdated articles indicating a need to review this process to ensure CSRs are able to provide accurate information to citizens.  
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IVR and speech recognition are promising tools that 311 has invested in,  
and should further exploit to generate value   

IVR & Speech Recognition  

• IVR is used selectively. IVR is currently used on a selective basis. It has been helpful in managing call volume when it has 
been used.  

• Parks and Recreation registration provides a prime example of when key information is provided to citizens via the IVR,  
so that calls can be redirected when appropriate rather than being handled by a live person.  

• However, not all staff appear to  be aware of when and how the IVR is being used– addressing this has been suggested 
as a way to make staff feel engaged  and aware of citizen expectations.  

• In the past Council has emphasized the need to provide access to a “voice” and thus IVR can be seen as going against 
this guidance though the issue does not appear to have been revisited with Councilors.  

• 311 is beginning to use speech analytics. As 311’s speech analytics capability becomes fully operationalized, there is an 
opportunity to develop a better understanding of  performance issues, citizen sentiment and call topics.  

• Already, there have been examples where this has lead to performance improvements (e.g., call back queues). 

• 311 is working closely with a vendor to build its internal capabilities in speech analytics, and the feedback so far has been 
positive (from both a functionality and a value perspective).  

2 

Technology 
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Technology – Qualitative Findings  

Application Architecture 

Customer Relationship 
Management (CRM) 

Disaster Recovery and 
Business Continuity  Call Routing & Load Balancing 

Computer Telephony 
Integration  

Multi-channel capability 

IVR & Speech Recognition Knowledge Base  
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The existing CRM system appears to have been instrumental in the 
centre's success to-date despite minor performance issues in the past 

Customer Relationship Management (CRM) 

• Recent refresh of Lagan has improved speed of access. Although Lagan, the CRM tool used by 311, has proved useful for 
logging service requests, though it has experienced performance challenges which have been resolved through a recent refresh 
that may have address recent issues such as:   

• Inefficiencies loading the map required to record addresses for service requests – which is particularly important for doing 
duplicate checks or to escalate requests of priority nature where multiple service requests are created for the same area. 

• Inefficiencies re-assigning a service request from one Division to another as the system lagged in pulling up each request.  

• The lack of an automatic duplicate checking capability – which means there is manual effort to ensure that a request has 
not already been submitted.  

• Upgrade could add more functionality and improve efficiency. An upgrade to the Lagan system is scheduled for 2013 and is 
expected to further improve performance.  

• Additional integration may be required to fully enable an end-to-end view of service delivery. Currently, it can be difficult 
to understand  a service request’s status as updates / notes from Divisions often do not provide sufficient detail.  

• As CSRs aren’t able to access required detail for customers, they spend a significant amount of time following up with the 
appropriate contacts within the Division (even if the request has already been processed/completed).  

• Although this challenge is not directly relevant to Lagan (CRM), it impacts how customer relationships within 311 are 
managed.  

 

2 

Technology 
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Technology – Qualitative Findings  

Application Architecture 

Customer Relationship 
Management (CRM) 

Disaster Recovery and 
Business Continuity  Call Routing & Load Balancing 

Computer Telephony 
Integration  

Multi-channel capability 

IVR & Speech Recognition Knowledge Base  



© Deloitte & Touche LLP and affiliated entities 

Overall, 311 has an impressive suite of technologies and is gradually 
taking more and more advantage of these tools 
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3 

Leading Practices 

• Contact centers have realized considerable cost savings from 
leveraging their IVR system more effectively. In one example, 
approximately 50% of callers are reported to have “dropped 
off” after the IVR messaging was introduced, presumably 
having received the information they required. 

• Enterprise CRM solutions that are accessible to and used by 
all service delivery partners (i.e., contact center, and 
Divisions) have allowed for open communication and less 
follow up on requests or inquiries.  

• Leading practice Knowledge Base management demonstrates 
the value of having an up-to-date and accurate information 
repository. This can reduce negative feedback on content, and 
can allow CSRs to always be prepared with the latest, “need 
to know” information. 

Implications for Toronto 311  

• While a heavily layered IVR may impact customer 
experience, 311 Toronto has already experienced the benefits 
of simple upfront messaging (i.e. as used around registration 
times) in diverting calls or simple informational requests. 

• As 311 continues to mature, this IVR approach could be 
further leveraged in combination with channels such as twitter 
or push SMS messaging to remind citizens of notable 
upcoming events  or relevant information – helping to divert 
even more calls. It is understood that political direction 
against the use of an IVR has guided the current strategy.  

• With the complexity and breadth of 311’s Knowledge Base, 
the ability to keep content refreshed, and up to date may 
require an investment in additional resources.   

Toronto 311 Contact Center Maturity Assessment  

Aware Developing Practicing Optimizing Leading 

Technology 

Technology – Summary  

Current State 
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In conclusion, 311 Toronto is still in an early stage of development and 
continues to evolve towards higher levels of performance 
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Key Conclusions 
• 311 is relatively young in Toronto. Established in 2009 with no 

existing “end state” vision for 311’s development, there are no 
goals against which to measure 311’s progress. 

• There has already been a rapid evolution of capabilities, 
especially with respect to technology; 311 is in line with its 311 
peer organizations in terms of technological sophistication, 
although opportunities for further refinement of Lagan and multi-
channel integration across the City exist. 

• The organization, processes and strategy need to catch-up with 
the technological sophistication present by creating capacity to 
better report on and analyze historical data to refine processes, 
further integrate with other divisions and leverage 311 data to 
improve City decisions making and accountability. Such efforts 
are already underway and should be of benefit to the City. 

• Although it is difficult to compare metrics with other jurisdictions 
on a like-for-like basis, there are still some useful insights from 
doing so. 

• There appears to be room for improvement in cost and call-
specific metrics though further validation is required. 

• Better metrics and use of existing tools present the greatest 
opportunities to facilitate improvements. 

• The Division has already set itself on a path to make many 
important changes. 

Risks 
• Without a clear end state vision for 

311 there is a risk that 
opportunities for improved 
efficiency will be lost and 
assessments of the organization 
will be premature. 

• Without consolidated reporting of 
311 data with a regular process to 
share information with divisions, 
the value of 311 may be 
overlooked.  

• Further integration will require 
careful knowledge management 
and assessment of opportunities 
such as skill based routing. 
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Jurisdiction Research 
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Jurisdiction Research 
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• Seven citizen / customer service operations to identify best practices with the aim of:  

• Providing a clear picture of the current state of a variety service operations and their relative strengths and 
challenges;  

• Identifying potential leading practices from mature service operations 

• Providing a point of comparison with centers that have certain similarities to Toronto in terms of population, 
maturity, channels, integration, or other variables.  
 

Jurisdiction Rationale Jurisdiction Rationale 
• Use of channels 
• Integration level 
• High maturity  
• Metrics available 

• Similar size and 
maturity 

• Similar channels 
• Cross-government   

• Use of data  
• Similar size 
• High maturity  
• Metrics available 

• Canadian jurisdiction 
with 311 call center 
 

• Use of data and 
leadership strategy 

• High maturity 
• Metrics available 

• Use of online 
channels 

• Level of integration 
• High maturity  
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6 
Canadian Municipal Center 

4 
DB 

311 calls in Toronto are delivered at a higher cost than other jurisdictions 
studied. However, service levels are higher 
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Toronto 311 

Cost / Call*  

Calls Offered / CSR 
FTE  

$3.30 
$5.27-
11.61* 

$4.39 
Miami 

$1.15 
Chicago 

14,609 
19,925 

53,206 
Miami 

19,925 
Chicago 

1:18.7-1:24 
Canadian Municipal Center 

1:13 
DB 

Annual Turnover %  

Span of Control 

Salary % of Total 
Expenses 

Training Program 
Duration  (weeks) 

87% 

1:20 

92% 
Canadian Municipal Center 

65% 
DB 

6% 5.3% 
Canadian Municipal Center 

23% 
DB 

5 

123 
268 

Miami 
70 

Chicago 

61s 
Chicago 

83s 
Miami 

% of calls answered 
w/in target # of seconds 

Speed to Answer 

Call Abandonment*** 

Handle Time (seconds)  

11.5%** 

77% 

32 

14% 

38s 

16.5% 
Miami 

19% 
Chicago 

81% 60% 
Miami 

48% 
Chicago 

211 

First Call Resolution 
81% 

93% 
Miami 

65% 
Chicago 72% 

*Please see page 37 for cost per call calculation details  
**Median figures represent the median of 15 311 jurisdictions, while the ranges are for Miami and Chicago which were determined to be most comparable due 
to population size and other characteristics. As such, other jurisdictions are far lower call abandonment rates than these high-population cities 
*** Abandonment rates may be captured earlier at 311 than other jurisdictions 
DB = Deloitte Benchmark as based on client data from private, public and non-profit sectors.  

311 Median 

Range of performance at select 
comparable Jurisdictions 

For details on  why specific jurisdictions were 
chosen for comparison please see Appendix D  
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Many 311s actively use the data collected by their centres to support improved City-wide 
decision making. Information collected is being used to help raise civic engagement 
around specific city issues including health and safety threats, or other public issues. 

Customer and channel strategies are developed and used by centres to ensure that 
citizens receive services through preferred channels and formats. 

Specific practices could be adopted from these jurisdictions to help 
accelerate the 311 Toronto’s maturity 

Contact centres can use temporary staff, rather than part-time employees, to meet 
seasonal demand. Agents working remotely from home (i.e., virtual agent model) and/or 
outsourcing are also increasingly being used for coverage and overflow as based on 
North America contact centre trends. 

Many centres have mandatory requirements for performance and transaction reporting. 
This information is used by specific departments, and across City operations in order to 
understand progress against established service standards and to help identify emerging 
citizen, inquiry and service request trends. 

Strategy 

People & 
Processes 

Process & 
Operational 

Management 

Technology 

 

Contact centres are moving to optimize IVR and build well-functioning back-end 
integration with Divisional partners. This allows for efficient process workflows, seamless 
service delivery to citizens, and transparency across transactions.  

 

2 

3 

4 

5 

1 
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Future State 
Recommendations  
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Future State Recommendations 

Future state recommendations for 311 are divided into two key areas, 
including tactical opportunities and strategic outsourcing 
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Outsourcing Assessment Efficiency Improvement 

Outlines opportunities to improve efficiency and 
reduce costs based on current state findings / 

maturity model gap assessment 

Provides analysis on the potential for 
outsourcing some or all 311 functions, as well 

as delivery models and implementation options 

Current State Analysis 

Qualitative Findings Quantitative Findings Maturity Model 
Assessment 



Efficiency 
Improvements 
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1 2 3 4 5 

Strategy 
Current: 2 

 
Target: 4 

Business Analytics  

Channel Strategy 

Customer Segmentation 

Value Focus/ Voice of the Citizen 

Integration  

People & 
Organization 

Current: 1 
 

Target: 3 

Organizational Design  

Recruitment Strategy 

Training and Performance 

Organizational Culture 

Pay / Compensation 

Process & 
Operations 

Current: 3 
 

Target: 4 

Outsourcing / Shared Services 

Process Workflow 

Workload Management 

Quality/Monitoring 

Continuous Improvement 

Technology 
Current: 3 

 
Target: 4 

Multi-Channel Capability 

Disaster Recovery and Business 
Continuity 

Knowledge Base 

IVR & Speech Recognition 

Customer Relationship Management  

While it continues to mature, the Division has a number of gaps that need 
to be addressed in order to optimize service delivery 
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Aware Practicing Dimensions 

Current Maturity 

Target Maturity 
GAP 

  Developing Optimizing Leading Maturity Focus Area 

The majority of the 
largest gaps occur in 

the Strategy and 
People elements of 
the maturity model.  

Note: Appendix F (page 122) contains Maturity  Model definitions; analysis of 311 
maturity can be found throughout pages 23-67 



© Deloitte & Touche LLP and affiliated entities 

Recommendations span each dimension of the contact centre maturity 
model, in order to support a comprehensive improvement approach 
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Dimension Improvement Themes  

Strategy 

1 Develop a clear end-state vision for 311 
• Define vision for full integration and maturity in terms of channels, reporting, processes and human resources 

2 Promote migration to lower-cost channels 
• Develop strategies to advertise lower cost channels to citizens and ensure these are intuitive and simple to use 

3 Establish 311 as the City “data hub” 
• Create processes for regular reporting of 311 data to city divisions and management and follow up on resulting decisions 

People & 
Processes 

4 Revisit Organization Structure 
• Assess need for Quality Management team and continued use of PMO and internal IT team 

5 Provide enhanced CSR training aligned with evaluation criteria  
• Ensure that training is aligned with CSR evaluations and incorporate more on-the-phone training time  

Process & 
Operational 

Management 

6 Improve proactive communications with citizens 
• Increase efforts to proactively communicate upcoming dates or changes through channels such as Twitter to avert calls 

7 
Better leverage existing service channels 

• Consider standardization through the use of tools like forms and consistent processes that define the specific purpose 
and process used to communicate with citizens through each channel 

Technology 

8 
Enhance knowledge base processes 

• Explore potential for setting article expiry dates and holding divisions accountable for articles pertinent to them to ensure 
accuracy   

9 
Use case management to improve service delivery integration 

• Create increased transparency between the information logged by divisions for a request and the information viewable by 
CSRs to improve customer service and communication with citizens on the status of their request online. 
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Each recommendation will be explored in more detail including key 
considerations in terms of impact to 311  

Service Efficiency Study - Current State Analysis  74 

Description  

Benefit 

Effort Required 

Risk 

Recommendations include opportunities for efficiency,  with key considerations explored  

A summary diagram prioritizes recommendation against important parameters 

5

Ef
fo

rt

Effort, Risk and Value* Diagram

QUICK WINS

High

Low

Medium

Risk

Medium High

1

Data hub

Channel 
Migration

Further Integration with 
Divisions

Organizational 
Design

Training

Proactive 
Planning

Optimize 
Channels

Optimize 
Knowledge 

Base

Multi Channel 
Integration

6

*Size of bubble represents value to citizen of implementing suggestion
**Colour of bubble indicates alignment to focus area of maturity model

2

3 4

7

8

8

Recommendations attempt to 
address opportunities to close the 
gap between current state maturity 
and desired future state. Current 

state maturity as assessed by 
comparison of maturity model 

elements (Appendix F) and current 
311 operations as described by staff 

and figures. The target state was 
based on discussions with with 311 

leadership.  

A summary diagram helps to prioritize opportunities for 
implementation based on 311’s desire to manage the 

considerations of risk, capacity for additional workload, 
and cost.  

Opportunity 

3 

Maturity Model 
Element 
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#1 Develop a clear end-state vision for 311 
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Strategy – Recommendations for Improvement 

Description • Develop an ‘end state’ vision  for 311 before proceeding with further integration efforts 

Benefit / Value 

High 

• A more focused approach with clear goals and milestones that can be communicated and funded 

• City cost savings from diverting calls from divisions to 311  

• Improved citizen service through integrated service delivery and “single window” access to city information 

Time to 
Implement / 

Effort Required 

High 

• Years required to effectively phase-in integration partners (e.g.,  develop and implement workflows, train 
CSRs,  etc.)  

Risks 

Low-Medium 

• When creating the ‘end state’ vision, lack of a clarity can lead to suboptimal investments and creation of new 
inefficiencies, which lead to increased costs and customer dissatisfaction 

• It may be difficult to get alignment and buy-in for a common vision, which may lead to continued 
fragmentation of service delivery 

• The necessary funding may be unavailable making it difficult for 311 to achieve its end state goals, including 
better customer experience and operational efficiencies 
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#2 Promote migration to lower cost channels 
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Strategy – Recommendations for Improvement 

Description 

• Consistently record the level of effort (and therefore cost) associated with channels such as email / Twitter  

• Seek opportunity to decrease the cost associated with traditionally lower cost channels (e.g., form-based 
email / Twitter) 

• Create a formal channel strategy to move citizens to lower cost channels 

• Use automated IVR messaging / marketing efforts to notify citizens of self-service options, especially 
during peak hours  

• Pursue greater integration across channels, including in-person, contact centre and web 

Benefit / Value 

High 

• Cost savings and potential to improve citizen satisfaction by reducing need to wait, and clarifying that 
services are available across other lower cost channels 

• Easy to access, intuitive self-service options allow for citizens access services via lower cost channels 

Time to 
Implement / 

Effort 
Required 

Low 

• 311 has already invested, and is using IVR technology 

• Little effort required to develop business rules and processes for using IVR 

• Self-service options already exist for citizens (i.e., service requests, etc.) 

• More time may be required to revisit self service and ensure that it is intuitive and informative  

Risks 

Low 

• Too much layering of IVR may create frustration with citizens looking to “speak to a live operator” without 
listening to a message; thus hindering citizen experience  

• Self-service options, when difficult to navigate can result in citizen frustration and follow-up calls increasing 
costs overall 

• It may be difficult to get buy and acceptance City-wide  
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#3  Establish 311 as the City “data hub” 
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Description 

• Further improve data collection, analysis and reporting by integrating data from a variety of 311 sources  

• Provide regular reports to divisions to communicate the value of 311 to the city, and to improve decision 
making and accountability 

• Apply data analytics to better understand and report on the trends and characteristics associated with 
general inquiries (see Appendix A for recommendations on specific metrics) 

Benefit / Value 

High 

• Divisions and the city benefit from better access to important citizen transaction information 

• Increased support for integration opportunities across Divisions, and more cost savings from channel 
migration 

• Better city-wide understanding of the value 311 delivers 

Time to 
Implement / 

Effort 
Required 

Medium 

• 311 has already invested in reporting technologies (e.g., Speech Analytics and Business Intelligence) 

• Efforts are already underway to implement parts of this recommendation 

• Ongoing effort will be required to build, deliver and continuously improve reporting based on the city’s 
needs 

Risks 

Low 

• Inconsistent or inaccurate reporting may impact 311’s reputation as a reliable business partner 

• Even if data is available, it may not be used appropriately to support decision-making which may hinder 
appropriate recognition of 311’s value 

Strategy – Recommendations for Improvement 
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#4 Revisit Organization Structure 
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People – Recommendations for Improvement 

Description 

• Revisit 311’s organizational structure to determine if it is appropriate to meet operational and service 
demands 

• Assess the feasibility of increasing quality monitoring and management  to support improved performance 
management 

• Evaluate the design, structure and size of the Project Management Office and the Information and 
Business Development Unit to determine if they are appropriately sized to meet future integration and 
technology maintenance needs 

• Assess the need for tiered CSRs to improve citizen service efficiency; particularly as additional integration 
opportunities are pursued. Skill based routing should also be assessed as an option to improve service.  

Benefit / Value 

Medium 

• Original structure was designed without the benefit of historical data or knowledge and restructuring can 
help to achieve data-driven efficiencies 

• Dedicated capacity for quality monitoring can ease pressure on supervisors and lead to improvements in 
both citizen experience and productivity 

Time to 
Implement / 

Effort 
Required 

High 

• Time and due diligence will be required to identify options and to assess feasibility of organizational design 
opportunities and changes 

• Organizational design considerations may require input and support from broader city stakeholder groups 

Risks 
Medium  

• Collective bargaining agreement could constrain changes to roles and responsibilities or optimizing 
resource allocation, which could impact potential efficiencies 
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#5 Provide enhanced CSR training aligned with evaluation criteria  
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People – Recommendations for Improvement 

Description 

• Emphasize more practical “on-the-phone” and soft skills training for new CSRs 

• Better align training with expectations outlined in CSR evaluations 

• Continually improve programs by soliciting, evaluating and incorporating feedback from CSRs 

• Continue to explore opportunities to use lower cost training tools (e.g., eLearning vs. classroom) to support 
ongoing learning 

• Continue to explore opportunities to cross-train CSRs across  a variety of channels (potentially including 
in-person channel) 

Benefit / Value 

Low-Medium  

• Cost savings from less classroom learning 

• Improved performance & productivity  and better understanding of expectations if training is better aligned 
with assessment criteria 

• Improved morale associated with expanded, enriched roles 

Time to 
Implement / 

Effort 
Required 

Low 

• Time and resources required to redesign training and create e-learning material 

• Ongoing effort associated with updating materials and tools based on staff/participant feedback 

Risks 

Low 

• Need for additional supervisor and staff time to provide in-person soft-skill training could lead to lower 
productivity 

• Training requirements will be more difficult to enforce if left to staff discretion, which may impact quality of 
service  

• Not all staff may benefit from e-learning, reducing their actual learning and impacting service quality 
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#6  Improve proactive communications with citizens 
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Process – Recommendations for Improvement  

Description 

• Develop communication strategy to provide consistent and proactive communications to citizens (e.g., 
reminder Tweets about upcoming registration dates) to divert unnecessary calls  

• Consider form-based email, text message and IVR as well to divert calls and encourage self-service. 
Create processes to handle unexpected peak periods and enable support for remote agents (i.e., for 
agents working from home or other locations) 

Benefit / Value  

Low 

• Cost savings from proactive information delivery and improved citizen experience through “push” 
information sharing 

• Increased service efficiency and coverage through remote and flexible access to needed systems 

Time to 
Implement / 

Effort 
Required  

Low-Medium 

• Minimal effort  and resources required to develop processes for proactive communications 

• Need to invest in equipment to support remote access 

Risks 
Medium 

• Collective bargaining agreement, performance and workplace safety implications of working from home 
could mean additional costs 
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#7 Better leverage existing service channels 
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Process – Recommendations for Improvement  

Description 

• Improve untraditionally costly channels, such as email and social media, through standardization, clear 
business rules and defined processes – for example:  

• Email: standardized forms/templates to reduce need for clarification 

• Twitter: standardized processes for consistent use (i.e. information only) 

Benefit / Value 
Low 

• Most other organizations have lower costs associated with email and social media interactions 

• Decreased need for clarification from citizens, and improved consistency of experience 

Time to 
Implement / 

Effort 
Required  

Low-Medium 

• Relatively little effort required to implement processes and communicate to CSRs  

• Process and workflow changes are required to achieve benefits  

Risks 

Low 

• May impact customer experience if proposed forms / solutions are not tested with citizens, leading to a 
loss of credibility for 311 

• If business rules and processes are not clear, cost savings and efficiency will not be achieved which would 
negatively impact 311’s performance 
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#8 Enhance knowledge base processes 
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Technology – Recommendations for Improvement  

Description 

• Inform other divisions about the need to proactively submit content to 311– including information about all 
events / information where 311 is cited by a division (integrated or otherwise) 

• Make individual divisions responsible for updating content relevant to their respective mandates 

• Use expiry dates to proactively trigger updates to articles 

Benefit / Value  

Low-Medium 

• Improved efficiency due to decreased need for knowledge management team to follow up on information 
requests by citizens. 

• Citizens benefit from access to up to date information 

• Less effort and risk associated with incorrect information found in the knowledge base 

Time to 
Implement / 

Effort 
Required 

Medium 

• Will require continuous communication and engagement with city divisions, as well as processes to identify 
the specific person responsible for providing information for each division   

Risks 
Low 

• Without effective communication to city divisions and clearly defined responsibilities, information could 
quickly become outdated, leading to more customer complaints and dissatisfaction 
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#9 Use case management to improve service delivery integration 
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Technology – Recommendations for Improvement  

Description 
• Assess the feasibility of improving the visibility of and access  to knowledge base, service request and 

transaction related information (e.g., articles, case notes, service request updates, etc.) across 311, 
division and citizens 

Benefit / Value 

High 

• Improved end-to-end citizen  service and responsiveness (regardless of transaction origin) due to 
improved access to information across divisions 

• Improved citizen access to services , (regardless of transaction origin) –and consistency of serviced, 
regardless of contact point 

• Decrease in the effort or duplication associated with follow-up when notes/information cannot be seen or 
accessed by service delivery partners (e.g., 311, division, etc.) 

Time to 
Implement / 

Effort 
Required 

High 

• Significant time and effort required to assess feasibility of opportunities  

• Significant investment may be required to implement access across city citizen-service channels 

• Significant changes to workflows and operational processes within divisions 

Risks 

High 

• Divisions may resist changes to workflows, technology, or roles delaying the realization of expected 
efficiencies / cost savings 

• Without clear, consistently applied business rules, integration would yield  limited value and lower returns 
on investment  
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Opportunities can be prioritized for implementation based on a consideration 
of risk, effort and potential value 
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QUICK WINS 

High 

Low 

Medium 

Risk 

Medium High 

3 

Data hub 

Channel 
Migration 

Integrated  service 
delivery vision 

Organization 
Structure  
Re-design 

Training 
Proactive 

Communications 

Optimize 
Channels 

Enhance 
Knowledge Base 

Processes 

Case 
Management 

6 

*Size of bubble represents potential value  
**Colour of bubble indicates alignment to focus area of maturity model 

2 

1 4 

7 

8 

9 

Strategy People Process  Technology 
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Outsourcing analysis is split into three key components, supplemented by a 
final recommendation and performance metric considerations   

311 Toronto Service Efficiency Study - Current State Analysis  86 

• In order to determine what to 
outsource, the activities required 
to operate 311 are grouped into 
functions  

• Each function is then assessed for 
outsourcing suitability 
 

• Once candidate functions are 
identified, a qualitative analysis helps 
to determine the most appropriate 
outsourcing model, based on criteria 
such as risk and impact on citizen 
service 
 

• Based on the determination of 
outsourcing models, a further 
analysis can be used to understand 
the types of organizations that are 
best suited to take on the 
outsourced function(s) 
 

   How to outsource?       What to outsource? 

Outsourcing Recommendations for 311 

1 2 3 Whom to outsource 
 to? 
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Beyond identification of specific improvement opportunities, the potential for 
outsourcing  311 was also assessed through a structured analysis 
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What To 
Outsource? 

How to 
Outsource ? 

Whom to 
Outsource  

to? 

In Source 
(Retail all 

operations) 
Private Sector 

Public Sector  

Non-Profit / 
Charitable 

Organization 

Co-source 
(Partially 

outsource, e.g., 
interpretation 

services) 

Staff 
Augmentation 
(Use individual 

contractors) 

Operations 
Management 

Technology  

Service 
Delivery 

Operations 

Outsource 
(Transfer core 
operations of 
specific  or all 

functions) 

1 2 3 

Outsourcing Models# Service Providers Functions* 

*Functions represent key groups of activities  carried out at 311, 
please see following slide for a fulsome listing of functions identified 
as part of this project effort. Definitions can be found in Appendix B. 
 
# See Appendix B for definitions of outsourcing models 

Strategy  

Program 
Management  
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A functional model was created to define the potential scope of outsourcing  
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Service Delivery Operations 

Telephone Inquiries 
Support  

Telephone Service 
Request Support 

Email Inquiries 
Support   

Email Service 
Request Support  

Web Support  

Manage Twitter Feed 

Manage Mobile 
Application 

Manage Fax 

Operations Management 

Monitor Quality 

Record 311 
Performance Training 

Plan for Known 
Events 

Manage Knowledge 
Base 

Manage Workforce 
Forecasting and 

Scheduling 

Manage Overtime and 
Budget  

Manage Recruitment / 
Hiring 

Process Mapping and 
Integration  

Technology / Network Services  

 

Load Balancing Manage IVR 

Manage CRM 

Computer Telephony 
Integration System  

Manage Integration 
Points  

Intelligent Routing 

Strategy 

 

Strategy Design / 
Analysis  

Vendor Governance 
and Management 

Channel Strategy and 
Customer 

Segmentation 

Data Analysis and 
Communication 

Program Management 

 

Analysis / Monitoring; 
Assessment of 

Integration Requests   

Data Reporting 
(including speech) Disaster Recovery  Testing / Monitoring Security 

Please note definitions for functional 
areas are available in Appendix B 
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Based on suitability and value, each functional group can be plotted on a 
matrix that helps to determine the appropriate sourcing model 
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Suitability for External Sourcing  
(Weighted Average Score) 

 
 

Staff Augmentation 
 
 
 
 
 
 
 
 
 
 
 

 
 

Outsourcing 
 
 
 
 
 
 
 
 
 
 
 
 

Co-Sourcing 
 
 
 
 
 
 
 
 
 
 
 

 
In-sourcing 

 
 
 
 
 
 
 
 
 
 
 

           Strategy 

                                             Service Delivery Operations 

                 Technology 

                                    Program Management 

Note: Please refer to Appendix B for additional details on outsourcing candidate assessment; estimated value does not account for potential investments required  

                                        Operations Management 

 
 
Suitability was determined by 
considering factors such as: 
 
• Strategic Importance  
• Need for scalability 
• Need for operational control 
• Availability of skills in the 

marketplace 
• Degree of standardization of 

processes 
 

Value was determined by 
considering the potential for 
outsourcing to produce: 
 
• Savings 
• Efficiency improvements 
• Innovation 
• Quality 
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Although most 311 functions are suitable candidates for outsourcing, the 
City has a number of implementation options and related considerations 
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Legend: Fully outsourced Partially outsourced / co-sourced *supporting analysis in appendix B  

Option 1: Maintain Status Quo Option 2: Outsource Some Operations Option 3: Outsource majority of operations 

Description All functions in house Overflow, overnight and weekend shifts (part 
time) outsourced 

All CSRs, technology and program management 
outsourced (; operations management co-
sourced; strategy functions retained in-house  

Functional 
Scope 

Strategy Strategy Strategy 

Program Management Program Management Program Management 

Operations Management Operations Management Operations Management 

Service Delivery Operations (SDO) Service Delivery Operations (SDO) Service Delivery Operations (SDO) 

Technology / Network Services Technology / Network Services Technology / Network Services 

Pros 

• Least disruptive to current operations 
• Leverages institutional knowledge 
• Potential for greater collaboration 

between 311 and other City divisions 
• Unlikely to negatively impact staff 

morale and benefits 

• Some savings from lower cost of service 
delivery, especially for premium shifts 

• Greater scalability for peak periods 
• Potential to leverage some external 

expertise and skillsets 
• Lower average technology salaries exist in 

some other sectors  

• Greatest potential for savings 
• Ability to scale operations at a lower cost 

based on established service provider 
infrastructure 

• Opportunity to significantly leverage external  
expertise and skillsets 

Cons 
• Higher cost of service delivery 
• More difficult to leverage external 

expertise, experience and skills 

• Loss of some operational and technological 
control  

• Incremental overhead cost of managing 
external provider 

• Lower savings than full outsourcing 
• Volumes may not be  large enough to attract 

enough service provider bids 
• Some impact on staff 

• Potential for reduced collaboration with other 
City divisions 

• Political risk if outsourcing is perceived to 
impact service to citizens 

• Additional layer of governance / administrative 
overhead could create some inefficiencies 

• May have a significant impact on staff, 
especially if not transferred 

Est. Annual 
Savings  None $0.8 to $1.2 million $2.9 to $4 million 

Assumptions • FTE costs based on 311 salary data. 
• Average salaries were multiplied by the percentage of FTE time in each position spent on a function 
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Although most 311 functions are suitable candidates for outsourcing, the 
City has a number of implementation options and related considerations 
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Salary Comparison 
  311 Low-End High End Average 
Strategy   $ 116,355      
Program Management   $ 107,738   $76,670  $98,370.00   $ 854,266  
Operations Management  $   98,002   $39,000   $46,500.00   $ 767,945  
Service Delivery(part time CSR)  $   71,613   $28,000   $36,107.00   $1,546,758  
Service Delivery(full time CSR)  $   80,473   $28,000   $38,562.00   $2,511,788  
Technology  $ 104,384   $73,340   $90,987.00   $3,051,333  

• Estimated savings from moving to outsourcing are 
based on salary differentials for the relevant 
functions in each outsourcing option.  

• This does not include any costs associated with 
implementation nor does it include additional 
savings from increased efficiency  which may allow 
a potential vendor to operate with fewer FTEs.  

Options* 

Function FTEs Status Quo Option 1 Option 2 

All functions in house Overflow, overnight and weekend shifts 
(part time) outsourced 

All CSRs, technology and program 
management outsourced; strategy retained 

Governance & Oversight     $0.2  $0.3  

Strategy  2.65 $0.3  $0.3  $0.3  

Program Management  7.51 $0.8  $0.8  $0.9  

Operations Management 13.82 $1.4  $1.4  $0.8  

Service Delivery(part time CSR) 37.18 $2.7  $1.5  $1.5  

Service Delivery(full time CSR) 58.06 $4.7  $4.7  $2.5  

Technology 28.57 $3.0  $3.0  $3.1  

  147.78 $12.8  $11.8  $9.3  

Savings over status quo     $1.0  $3.4  

Savings (Low)     $0.8  $2.9  

Savings (High)     $1.2  $4.0  

Assumptions / Notes 
• Status Quo based on 311 salary data; average salaries were multiplied by the percentage of FTE time in each position spent on a function. 
• Outsourcing option FTE costs are based on private sector salaries grossed up for benefits, management overhead and profit (factor of 1.3). Does not include other corporate overhead costs 

since this is not factored into status quo costs, as per City convention 
• Additional City / 311 Division costs for governance / oversight have been included, additional 0.5 FTE for option 1 and 1.0 FTE for option 2 
• Details of calculations are provided on page 95 
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Evaluation 
Criteria  Non-profit Sector (NPS) Other Public Sector Private Sector 

Impact on 
client 
experience 

• Potential for integration with other 
services provided by NPS 

• Service levels may be the same or 
lower based on sophistication / 
access to technology and qualified 
staff 

 

• Much greater potential for 
integration, especially with provincial 
and / or federal services to create  
better access to services regardless 
of level of government 
 

 

• Relatively, the lowest potential for 
integration with other public services 

• Can be contractually held to higher 
service levels 

• Potentially better customer service 
based on contract and better staff 
training, skillsets 

Impact on 
311 staff  

• Will lose benefits of integration 
with other City employees  

• Access to opportunities with other 
types of calls (e.g., social services) 
but will not be suitable for all 
employees 

 

• Loss of benefits associated with City 
employment 

• Better career opportunities in a 
larger but still public sector 
organization if staff transferred 

 

• Loss of benefits associated with public 
sector environment 

• Access to relatively larger pool of 
opportunities and well-defined career 
path if staff transferred 

Potential 
Value 

• Smaller size could limit 
opportunities to leverage 
economies of scale 

• Similar or slightly lower cost per 
call than City ($5.38 -$7.04/call) 

 

• Better economies of scale but still 
constrained by collective bargaining 
agreement 

• Lower cost per call than City ($2.22-
$6.50/call) 

 
• Best economies of scale and value both 

in terms of cost savings and innovation 
• Lowest cost per call ($1.50-3.15/ call) 

Potential 
Risks 

• Inability to scale 
• Loss of institutional knowledge 

unless employees are transferred 
• Successor rights and unionized 

environment may present 
challenges with absenteeism and 
performance management, similar 
to current state 

 

• Loss of institutional knowledge 
unless employees are transferred 

• Successor rights and unionized 
environment may present challenges 
with absenteeism and performance 
management 

• Established customer service staff 
category could help to optimize 
resource allocation and costs  

 

• Loss of institutional knowledge unless 
employees are transferred 

• Successor rights could prevent 
realization of cost savings 

• Customer service may be impacted if 
service provider is not sensitive to 
public sector environment 

• Political risk of outsourcing City’s 
“voice” 

Unfavourable Favourable 

Functions that are candidates for external sourcing could be delivered by 
different types of partners 

Whom to Outsource to? 
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While there are significant benefits from outsourcing 311 operations, we 
recommend a progressive, pilot-based approach to implementation 
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3 
Define end state vision for 311, focused on multi-channel, integrated service 
delivery, considering recommendations for counters and ongoing web strategy 
review 

4 

5 

Implement partial outsourcing based on outcome of RFI/RFQ/RFP process 

2 
Explore opportunities to outsource selected shifts and overflow calls through an 
RFI and / or RFQ, including consideration of collective bargaining implications 

Based on experience with partial outsourcing once implemented, revaluate 
opportunity for expanding outsourcing scope 

• 311 needs to continue streamlining its operations, especially interactions with divisions and knowledgebase 
maintenance processes– this will enhance the value of any outsourcing scenario.  

• 311 may reach a level of maturity where savings from outsourcing do not outweigh the risks 
associated (i.e. impact on brand, collective agreements, strategic control etc.) 

• A more comprehensive service delivery vision is also required before full outsourcing is considered, 
especially in order to structure contracts and optimize the service provider relationship to yield the greatest 
value  

• We recommend a series of steps– defined below– in order to pursue outsourcing related opportunities 

 
Next Steps  

1 Begin implementing efficiency improvement opportunities identified in this report 
in order to increase the organization’s level of maturity  
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Appendices 
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Appendix A:  
RFx Evaluation 
Criteria and 
Performance Metrics 
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Potential Evaluation Criteria for selecting a Service Provider 
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Evaluation Criteria  Considerations 

Size / Reputation 

• Can the vendor handle 311 call volumes? 

• What is the vendor’s reputation with respect to meeting service level agreements? 

• How much experience does the vendor have? Do they understand the sensitivities involved in delivering 
municipal, citizen-facing services? 

Financial Stability 
• What is the Vendor’s current  financial situation and access to additional resources? 

• Is the vendor likely to encounter financial difficulties or discontinue serving the Canadian market? 

Technical Capability 

• Does the vendor have the technology required to handle 311’s expectations? (CRM, workforce 
management system, IVR etc.)? 

• Does the vendor have the ability to integrate with 311’s existing systems?  

• How will the vendor’s technologies affect citizen experience, integrated divisions and the City overall? 

Cost  
• What are the costs of service delivery (cost per call, and other services desired)? 

• What are the collective bargaining implications for the City and the vendor? 

Control / Risks 

• What are the political risks/implications involved with selecting this vendor? 

• What are the intellectual property implications of using this vendor (i.e. does 311 own new KB articles 
created? Data collected? Reporting format and frequency etc.) 

• What level of influence does 311 have over citizen service and what are the implications of changing 
service levels? 

Other Services / 
Innovation 

• What other services does the vendor offer and at what cost? 

• Are there potential savings associated with procuring multiple services? 

• What is the vendor’s track record of innovation? 
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Potential improvements to existing 311 performance metrics 
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• Based on the metrics typically reported by other contact centers, 311 is collecting and reporting similar 
performance information.  

• However, there are a number of opportunities to improve performance reporting, as described below  

Broaden the metrics that are reported 

• 311 has the technical capabilities to report on a wide range of metrics, however consistency in 
reporting is important to track trends and support decision-making 

• Add metrics to round out 311’s performance report for improved comparability with both public and 
private sector contact centres based on list of metrics showcased on the following pages 

Revisit current targets and make adjustments where necessary based on historical data 

• With three years of historical data, 311 is in a good position to set targets based on a better 
understanding of its capabilities and external benchmarks 

• These targets should be reviewed regularly and continue to reflect any future political / budgetary 
changes   

Leverage strategic community partners to inform targets and compare progress 

• There are opportunities to work more collaboratively with community partners such as 211 and 
Service Ontario in terms of sharing performance information and best practices 

1.  

2.  

3.  
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Potential performance framework for internally or externally delivered 
services 
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The table below provides a comprehensive list of common contact center metrics based on leading practices  

Metrics  Public Internal Strategic Partners 

General 

Call volume    

Service request topics / volumes   

Inquiries topics / volumes / location   

Calls handled in language other than En (%)    

Quality / Service Standard 

Average handle time    

Service level / target    

Average wait time    

Call Abandonment Rate    

First call resolution    

Customer Satisfaction and demographic 
data      

Agent Metrics  

Annual Agent Turnover   

Absenteeism   

Agent Occupancy    

Agent Schedule  Adherence   

Agent Utilization   

Span of Control    

Cost 

Cost / contact   

Agents as a % of total headcount    

Overtime   

This table highlights which 
performance  metrics 
should be shared across 
specified audiences.  
 
While it is important for 311 
to publicly report some 
metrics to uphold 
transparency, other key 
measures are more useful 
for internal management.  
 
Additionally, some 
measures can be shared 
with strategic partners 
(e.g., Service Ontario, 211, 
etc.) for broader of 
collaboration and 
information sharing 
purposes . 
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Potential performance framework for internally or externally delivered 
services 
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• The table below provides Leading Practice targets for consideration as compiled by a variety of sources*. However, like 
benchmarks, targets are not one-size-fits all and should be made with the center’s specific  outcomes in mind.  

 

 

Average metrics*, provide a 
sense as to the difference 
between average contact 
center performance, 
(across a variety of 
sectors) and that of leading 
practice organizations.  
 
These metrics along with 
the 311 benchmarks 
throughout this document 
can be used to help set 
reasonable targets for 311 
given current capabilities 
and desired direction for 
the center.  

Description Average Metric Leading Practice 

After Call Work Time  114 seconds  60 seconds  

Average Speed of Answer  44 seconds  21. 2 seconds  

Average Talk Time  5 minutes  3:12 minutes  

Call Abandonment Rate  7.7% < 5%  

Cost Per Call  $5  $2.35  

Inquiry first call 
resolution  70% 86.8%  

Occupancy Rates  71 %  80 % 

Reps per Supervisor  13 16 

Turnover Rate (annual)* 21.6 % 17.1 % 

Service Level 80% within 36.7 seconds  80% within 18.3 seconds  

*Source: Deloitte & Touche Consulting Group Call Center  
Best Practice, Trends and Benchmarking Database,  
ProSci Call Center Benchmarking Study 2004, 
BenchmarkPortal.com Study 2004, ICSA 2000 
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Outsourcing Models 

101 311 Toronto Service Efficiency Study - Final Report 

Vendor staff Client staff Client organization 

Maintain control internally 
(usually for reasons of 
intellectual property, 
privacy, or strategic 
responsiveness) 
i.e. no outsourcing 

Not applicable 

Retain knowledge in-house 
and enhance strategic 
responsiveness 

Retain operational control 
while gaining access to 
specialized skills 
i.e. outsource specific 
role(s) 

Provide labor on-shore, 
near-shore or offshore – 
become an extension of 
function 

Leverage outsourcing benefits 
and expertise while maintaining 
an appropriate level of control 
i.e. outsource specific 
project(s) / tasks 

Infuse resources for projects or 
to manage discrete systems (e.g. 
legacy applications) 

Offload  selected functions to an external 
organization for which it is a core 
competency. Delivery can be provided 
locally or via a remote site controlled by 
the vendor or  by local vendors i.e. 
outsource specific functions / 
outcomes 
Manage and run entire function capability.  
Company and partner jointly define key 
roles and targeted benefits.  Partner may 
manage strategic programs 

Retain knowledge in-
house, increase scalability, 
address skill shortage and 
enhance strategic 
responsiveness 

Retain control, increase 
scalability transfer skill risk, 
provide cost efficiency gains 
through process improvements, 
tools, and methodologies 

Increase scalability, transfer skill risk and 
provide efficiency gains through process 
improvements, tools, and methodologies 
Can provide significant cost savings 

In-source 

O
bj
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e 
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Sourcing Model Options 
Co-source Outsource Staff Augmentation 
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Functional model definitions  
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• This function is mainly composed of the activities carried out by the CSRs, but may also include 
some supervisor time as required to respond to citizens.  

• Refers to all the activities required to manage CSRs and the effective ongoing operations / 
workings of the center. For example, recruitment, training, managing pay and overtime, 
updating the articles in the knowledge base, scheduling.  

• This is separate from program management in that these activities are required to support 
day-to-day operations on a regular basis whereas program management activities are required 
less frequently to support strategy.  

• For example, the analysis required to determine if you should integrate with a new division or if 
you need to make adjustments to operations due to some insight gained from speech analytics 
is required to effectively manage the program overall from a more strategic perspective than 
operations management.  

Service Delivery Operations 

Operations Management 

Technology / Network Services  

• This refers to the IT costs required to maintain / manage the various technologies in place 
including the IVR, CRM, Technological integration with other divisions, IT security, testing 
applications etc.  

Strategy 
• Refers to activities involved in setting / 

managing the overall direction and 
performance of the center. (e.g. analyzing 
data and communicating progress to other 
divisions / City management, managing 
expectations with vendors etc.).  

• Providing leadership around adding new 
channels, how to use current channels and 
which channels to focus on 

Program Management 
• These activities are required to support 

strategic direction rather than day-to-day 
operations. 

• For example, analysis to determine whether 
a new integration should occur would be 
considered as part of program management 
as opposed to operations management.  
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Suitability for outsourcing can be determined on a function group-by-
function group basis using a set of weighted criteria 
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Strategic 
Importance  

Need for 
Scalability 

Need for 
Operational 

Control 

Availability of 
Skills 

Maturity of 
Operations 

Description 

How important is this 
function to give 

competitive 
advantage to the 

business? 

How much elasticity 
in demand is 

required? 

How much control 
over day-to-day 

operations is required 
to manage quality 
and evolution of 

services? 

What is the general 
availability of 

necessary skills in the 
marketplace? 

How mature is the 
function in terms of 

processes and 
technology? 

Rating Guide 

1:  Vital 
2:  Critical 
3:  Significant 
4:  Important 
5:  Not as important 

1:  No scalability 
2 : Little scalability 
3:  Some scalability 
4:  Significant 
scalability 
5:  Extensive 
scalability 
 

1:  Maximum control 
required 

2:  Significant control 
required 

3:  Some control 
required 

4:  Little control 
required 

5:  Minimal/No control 
required 

1:Unique skill set, 
only available in-
house 

2:Extensive special 
training required 

3:Standard skill set, 
some special 
training required 

4:Standard skill set 
5:Skill set readily 

available in the 
market 

1: Very immature 
2: Somewhat 

immature 
3: Somewhat mature 
4: Mature 
5: Very mature 
 

Weighting 25% 20% 20% 10% 25% 

Note: Weighting determined based on Deloitte Outsourcing Assessment Framework  
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Outsourcing Assessment – Suitability for Outsourcing 
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Function 

Rating 

Strategic 
Importance Scalability Operational 

Control  
Skill 

Availability Maturity  

Weighted 
Average 

How important is 
this function to 

give competitive 
advantage to the 

business? 

How much elasticity 
in demand is 

required? 

How much 
control over day-
to-day operations 

is required to 
manage quality 
and evolution of 

services? 

What is the 
general 

availability of 
necessary skills 

in the 
marketplace? 

How much 
work will be 

required 
before 

considering 
outsourcing?  

25% 20% 20% 10% 25% 

(1= Vital 5 = Not 
important) 

 

(1= No scalability5= 
Extensive scalability) 

(1= Max 
control5= Min. 

control) 

(1= Unique 
skillset5=Not 

unique) 

(1=Extensive5
=Minimal) 

Strategy 1 1 1 3 2 1.45 

Service Delivery Operations  2 4 3 5 2 2.9 

Technology / Network 
Services 3 3 3 4 4 3.35 

Program Management 3 3 3 4 3 3.1 

Operations Management 3 2 3 4 2 2.65 
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The Public Sector Contact Center   

106 

• Public Sector contact centers, much like their private sector counterparts, are widely used as a means for 
citizens to access services without having to go to a specific location  
 

• Citizens use public sector contact centers for one of three reasons:  
• General inquiries or request for information (45%) 
• Complete a transaction or service request (43%) 
• Finding support or accessing emergency services (12%) 

 
• Public sector contact centers are required to work along side other forms of government contact (such as 

websites and front counters) 
• Where governments have invested in awareness campaigns and enabled accessibility and integration 

with service delivery partners, demand and use of these centres skyrocket (i.e., 300% increase in 
contact volume) 
 

• When fully mature, public sector contact centers have an ability to provide significant enhancements to the 
client experience - creating a more “streamlined and efficient” overall organization, especially if back office 
and system activities are well coordinated. 
 

• With the large number of  government supports and services provided to citizens often noted as  “complex or 
confusing to navigate”, public sector organizations have started to move towards a model that leverages a 
common number 

• The intent of a common number is that it is easy to recall, and can improve access to government 
services more simply and quickly 

311 Toronto Service Efficiency Study - Final Report 

Sources:  
 Holman, D., Batt, R., & Holtgrewe, U. (2007). The Global Contact Centre Report: International Perspectives on Management and Employment. 
 Herrell E., Daley E., Atwood C. E. Off shoring Contact Centers: Identifying Locations. How To Compare And Select A Site That Best Suits Your Customer Base. Forrester Research. 
 Contact Centre Canada.(2009). Current Human Resources Trends in the Contact Centre Sector. 
 Contact Centre Canada.(2010). National Benchmarking Project – Gap Analysis and Research Findings. 
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The 311 Contact Center 
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Legend 

Municipal 

County  

Planning Implementation  

Canada 

101 UK 

• 311 is a telephone number used mainly in Canadian and American communities to provide quick, easy to remember 
access to a non-emergency municipal/citizen service center. 
 

• Originally intended to divert questions from 911 in the states, 311 is often used to provide integrated information and 
government services to citizens through a diversity of channels including phone, web, mobile, and more.  
 

• 311 is available in over 45 American and 16 Canadian communities with several similar numbers in Europe.  
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Strategy – Contact Center Metrics  

Metric  Chicago  Miami- 
Dade 

311 
Median 

Toronto 
311  

Considerations / Limitations 

Population  2.9M 2.4M N/A  2.5M Population size drives call volumes and is a key consideration; 
however populations are not for the same year.  

Budget  $4.97M $10.97M $3.7M $13.0M The value of the American dollar, inflation and the items included 
in the cost calculation all affect this figure.  

Cost per call $1.15 
(call) 

$4.39 
(call) 

$3.39 
(median) $9.95 

Economic job market conditions and inflation (2009 data) impact 
wages and thus cost per call. The calculation of “costs” can vary 
greatly from including some to no overhead, thus also skewing 
costs. 

Operators 81 FTE 133 FTE 81 FTE 117 FTEs 
While not often reported in order to protect proprietary information, 
certain 311 centers outsource parts of their contact centers 
skewing the number of FTEs (as well as costs, calls / FTE). 

Call Volume (annual 
calls offered) 4.31M 2.65M 1.29M 1.3M Marketing  / promotion may have an impact on these figures as 

well as demographic factors.   

Calls / FTE 53,206 19,925 19,925 11,262 Any outsourcing can skew figures as well as varying definitions of 
FTE 

• Chicago and Miami are both of similar population sizes and therefore make sound comparators for strategy 
benchmarks. Additionally, launched in 1999 and 2004 respectively, the maturity of these centers may be 
indicative of leading practices.  
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People & Organization – Contact Center Metrics 

Metric  
Canadian 
Municipal 

Center  

Deloitte 
Metrics  Toronto 311  Considerations / Limitations 

Salary % of Total 
Expense 84% 65% 58% Different economic and job market conditions will impact this 

figure as well as the priority of 311 for City officials  

Span of Control  1:13 1:13 1:20 
Toronto 311 is based on a supervisor to agent ratio, however, 
other centers may look to incorporate broader levels of 
management into their measure 

Turnover %  6% 23%  6% 
Deloitte metrics incorporate private sector perspective and may 
not be reflective of the unionized environment or the wage scale 
of Toronto 311 (or a public sector environment) 

Length of Training 6 weeks  3 weeks 5 weeks 

Depend on how individualized an approach is taken for training, 
these allocated number of days may be slightly skewed. In person 
training vs. eLearning options may also need to be taken into 
account. Job shadowing or coaching may also required additional 
time not included in these measures. 

Full : Part Time Staff  1:0 4:1 1:1 Temporary or outsourced staff may not be included in these 
measures.  

• While the Canadian Municipal Center referred to below is smaller in terms of population and thus call volumes, 
this comparator provides a Canadian perspective, which is important particularly around the people-side of 
operations. This center  is relatively mature in operations and is also located in a major Canadian city.  

• Miami is of similar size and also unionized and therefore serves as our second benchmark 
• To provide a benchmark for diversity of private sector comparators we turned to Deloitte benchmarking, mainly 

driven by Perdue University; since a range of factors influence people metrics an average of multiple contact 
centers from a variety of sectors can provide an insightful metric for reference 
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Processes & Operations  – Contact Center Metrics 

Metric  Miami 
- Dade Chicago 311 

Median 
Toronto 

311  Considerations / Limitations 

Call abandonment 16.5% 19% 11.5% 22% Use of IVR with upfront message can skew results if not adjusted 

Speed to answer (sec) 83 61 32 38s Use of IVR or tiers can affect calculation  

Service level % 60% 48%  77% 81% Differing service level targets can skew results, as well as 
definitions around when calls are answered 

Handle time (sec) 268 70 123 211 Inclusion of after call work can skew results 

1st call resolution  93.3% 65% 81% 72% Differing standards and procedures around when to transfer calls 
can skew results 

Miami and Chicago were used again since the populations are of similar size; while a Canadian Municipal Center’s 
operation provides the Canadian perspective, it is significantly smaller. 
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New York 
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Strategy 
• 311's mission is to provide the 

public with quick, easy access to 
all New York City government 
services and information while 
maintaining the highest possible 
level of customer service. 

• 311 helps agencies improve 
service delivery by facilitating 
focus on their core mission and 
manage their workload efficiently.  

• It also provides insight into ways 
to improve City government 
through consistent measurement/ 
analysis of service delivery.  

• This has included identifying 
agencies performing the same 
services and neighborhoods with 
the highest levels of complaints 
to help concentrate resources.  

• 311’s mission is linked closely 
with administration’s principles of 
open government: accessibility, 
accountability, and transparency.  

People 
• Pre-recession, 311 had 5 day 

courses and extra breaks to 
reward CSRs for compliments. 

• Instead of canceling off-phone/ 
“fun” time in light of budget cuts, 
the aim was to keep constant 
communication and morale high 
as 311: 

• Used Impact 360, to find the best 
time for team meetings, based on 
least impact to service.  

• Used Sharepoint for teams to 
have their own space to post 
questions, stories or information.  

• Gave CSRs journals to document 
coaching with supervisors; 
helping them feel active in the 
process and providing reference 
for expectations/next steps. 

• Substituted 5 day training with a 
combination of in person, online, 
and job shadowing which focused 
on soft skills and cross training. 

Process 

 
• About 17 call centers previously 

operated by City agencies have 
been consolidated at the 311 
center.  

Technology 

• Post-recession, a more 
aggressively layered IVR was put 
in place supported by Nortel. 

• Oracle Siebel is the CRM used. It 
contains over 3,600 distinct 
pieces of information including 
answers to questions, and 
support for CSR such as next 
best action. 

• Verint’s 360 is used for workforce 
management and forecasting call 
volumes/demand.  

• All calls are monitored through 
NICE systems call monitoring 
solutions.  

• 311 also uses a variety of open-
source “Open 311” solutions 
including:  

• City Integrated 311, 311 Pix 
iPhone App, Peoples311 and 
more. 

Relevance 
to Toronto 

311  

• Use of innovative approaches to maintain a positive 311 culture and reinforce messaging around performance goals / next steps could 
increase employee morale and thus better both absenteeism and performance at large.  

• Toronto might consider the use of notebooks for CSRs, extra breaks to reward compliments, Sharepoint collaboration, and Verint’s 360 
as potential options to generate improved consistency in performance and absenteeism.  

Overview  

• Since 2003, New York’s 311 has been receiving an average of 40,000+ calls per day which have resulted in an average of 179,468 
service requests per month between September 2011-2012. Calls are answered by some 200 full time representatives, 50 part time 
representatives (through a partnership with a University), and an over-flow call center on long island.  

• Services are available through phone (in over 170 languages), Skype, mobile app, twitter, text, and online (in over 50 languages). 
• Prior to the recession, 311 NY had exemplary service levels of 26 seconds, a very thin IVR, and a five day in person training program for 

customer service representatives. However, 2007 brought talks of budget cuts at a time when 311 saw a 200 % increase in “health and 
human service” calls which require a far longer than average handle time; generally over 20 minutes compared to 7 minutes previously.  

• Critical decisions around people and technology allowed 311 to navigate this trying time as highlighted below.  
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Chicago 
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Overview  

• While Baltimore was the first to use 311 as police non-emergent number in 1996, Chicago was the first to implement a comprehensive 
311 system in 1999 to provide information and track city services from intake to resolution in addition to non-emergent police calls.  

• Catering to over 2.7M residents/visitors, Chicago offers services in over 100 languages 24/7 and has 100+ CSRs for 3.9M+ calls/year.  
• Recognizing that the success of 311 is contingent on public education Chicago undertook a cleaver outdoor marketing campaign 

highlighting the difference between 311 and 911. Lack of education, as in San Diego and San Jose, leaves 311’s value inconclusive.  
• Successes have included effectively engaging the public through 311 in efforts against crime, graffiti, West Nile, and bankruptcy. 
• Through Chicago Alternative Policing Strategy (CAPS) the City has enlisted 100,000+ Chicagoans determined to take back their streets, 

schools and parks through the use of 311. This is a key example of 311 use for targeted issues through citizen engagement. 

Strategy 

• Chicago 311’s mission is to  
• Serve as the entry point for 

residents, business owners and 
visitors needing access to City 
information, programs, services 
and events. 

• Record/document all requests for 
non-emergency City services 
within the system and forward 
them to the proper agencies.  

• Assist City departments, and 
agencies to deliver improved 
customer service and manage 
resources more efficiently.  

• Monitor and provide performance 
management reports and 
analysis of City services delivery.  

• Direct requests for non-emergent 
police reports to the Alternate 
Response Section (ARS). 

• Serve as the back-up for 911. 

People 

• Customer Service 
Representatives are trained in 
key phrases in over 25 languages 
– enough to access a language 
bank and request the services of 
a qualified translators. 

Process 

• Average wait time target is 45 
seconds. Agent efficiency and 
abandonment rates are also 
measured against the 45 second 
target.  

• The system is connected to 300+ 
locations across the city, allowing 
all departments to identify issues 
and enter service requests to 
alert colleagues of problems. 

• The system allows Chicago to 
track the effectiveness of 
responding to nonemergency 
requests. To get the project 
started, each city department 
needed to map the process for 
every service it delivers.  

• The City collects and uses data 
on these incidents to produce 
performance reports for each 
department and manager. 

Technology 
• Chicago 311 runs on Motorola’s 

system which stores data and 
has a double check feature to 
prevent multiple crews from 
responding to an issue.  

• SunTRACK is used to enable 
requests over the internet. 

• AT&T Vesta Phone System helps 
manage increased volume and 
provide additional channels for 
information-only calls with an 
expanded auto-attendant.  

• The method to enter service 
requests was also expanded in 
2010 to include mobile for City 
agencies so workers can input 
service requests while in the field. 

• 2011 saw the launch of ChiTEXT 
allowing Chicagoans to receive 
frequently requested information 
to their mobile phones.  

• Open311 is used for apps such 
as Chicago Works.  

Relevance 
to Toronto 

311  

• With increased awareness and public education around 311, the City might reap additional benefits from 311 by engaging the public in 
targeted city improvement efforts such as crime, graffiti, West Nile etc. This use of 311 can have positive social – and cost – implications 
as citizens provide information that employees might otherwise be required to gather.   

• City departments could benefit from the use of performance management data to produce reports – increasing management 
effectiveness (with a clear view to problem areas) and accountability.  
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Baltimore 
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Overview  

• Baltimore is famed for its first use of the 311 number, for non-emergent police services. This initial service has since expanded to offer 
Baltimore’s 600,000 residents a plethora of other city services. 

• As Baltimore’s 311 evolved, it became known for its use of Citistat technology to collect data and apply it to broader management of City 
operations. This approach is a widely recognized leadership strategy described in further detail under “Process”. 

• In recent efforts to cut costs, Baltimore was able to save in the range of $500,000 by cutting down 311 calls to urgent requests only, 
between 10 p.m. and 6 a.m. This decision was taken after analysis revealed that while there are about 1.1M calls, only around 52,000 – 
less than 5 % – came overnight (and of those, nearly 2,000 were urgent requests). As a result, each call costs about $10 – far higher 
than industry average.  

Strategy 

• The original purpose for 311 in 
Baltimore was to reduce burden 
on 911 and improve the quality of 
policing through a non-emergent 
police services number.  

• This objective had success, 
reducing calls to 911 by 
approximately 5,000/week (34%) 
– an outcome that is reported by 
several other 311 jurisdictions as 
well, depending on marketing.  

• As 311 was adopted for broader 
city services it became an 
integral part of City performance 
management with the Citistat 
system acting as a catalyst for a 
valuable management process.  

• Recently, attempts have been 
made to leverage 311 to mobilze 
residents in targeting specific city 
issues such as bed bugs.  

People 
 
• Baltimore's Citistat is a leadership 

strategy to mobilize city agencies 
to produce specific results.  

• In addition to accountability for 
fiscal decisions, Citistat’s 
influence on leadership 
interaction should not be 
overlooked.  

• It creates and maintains continual 
interaction between agency 
leadership and cabinet officials 
with cross-city responsibilities for 
personnel, budget and financial 
operations, labor-management 
issues, legal matters, and 
technology. 

• This interaction is boasted to 
result in better coordination and 
cost effectiveness in municipal 
government, not to mention 
sustained and increased progress 
toward the city’s and mayor’s 
goals.  
 

Process 
• The Citistat process works by: 
• Every two weeks, city agencies 

covered by the system must 
submit reports on an extensive 
range of performance/HR data.  

• Reports include progress toward 
agency goals and decisions such 
as overtime and employee leave. 

• Twice monthly, the mayor, his 
deputy, and cabinet question 
agency heads and management 
teams on what they have 
reported.  

• Meetings take place in a specially 
designed room, and agencies 
account for performance.  

• Problems are identified, and 
when necessary, agencies get 
help to tackle them.  

• Each two weeks’ worth of data 
frames short- and long-term 
adjustments of resources 
throughout the organization.  

Technology 
• Baltimore uses the Motorola 

SunTrack Enterprise Solution.  
• Cititrack (CRM) provides both 

centralized and distributed call-
intake and work order 
management throughout the City. 

• A variety of channels exist to take 
requests including online, and 
mobile apps like Spot Reports, 
which is integrated with 
Baltimore’s CRM. 

• Baltimore runs OpenBaltimore on 
the Socrata platform and has 
seen wide interest in civic 
hacking since its introduction. 

• A particular successful event – 
Education Hack day – focused on 
the needs of teachers/schools. 

• Inspired by New York, Baltimore 
used Compstat to map and track 
requests. This eventually led to 
Citistat which now embraces 
nearly 2 dozen city agencies. 

Relevance 
to Toronto 

311  
• Use of a metric-based leadership strategy to mobilize city agencies could help the city to achieve goals and maintain accountability for 

decisions through leadership collaboration, effective resourcing, and data-driven decision making.  
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Miami-Dade  
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Overview  

• Launched in late 2004, Miami-Dade‘s 311 Answer Center became the first in the nation to implement a software that would handle calls 
for the Miami-Dade County (county) and the City of Miami (city government) by combining their services for citizens.  

• CSRs can initiate requests for services provided by the city of Miami or the county of Dade in English, Spanish or Creole. Services are 
also available through service centers, mobile apps, or online. Users can personalize their experience with user preferences upon login. 

• The Community Information and Outreach (CIAO) integrates telephone and internet access to government. It manages eNet, the 
employee web portal on behalf of County departments, which enables employee communications and productivity applications to be 
used across the organization for all 30,000+ County employees. These can be accessed outside of the County's network as well. 

• Similar to other 311’s, recessionary budget-cuts occurred in Miami. Staffing cuts and use of the cloud allowed for the savings required. 

Strategy 
 
• The goals of the 311 service 

center include offering citizens/ 
visitors with:  

• Timely and accurate answers via 
a single call to the 3-1-1 center, 
24/7; 

• Live operator or internet based 
services; 

• E-mail, fax and web channels in 
various languages for a 
multicultural city; 

• Follow-ups and tracking of 
service requests; and 

• Assistance for 911 in reducing 
non-emergency calls and 
handling high call volume during 
natural disasters/emergencies. 

• 311 is successfully used during 
emergency situations, particularly 
during hurricane season. 
Numerous case studies exist on 
this use during hurricane Wilma 
in 2005.  
 

People 

• In 2009, an audit revealed an 
average wait time of 4.3 minutes, 
compared to the target of 90 
seconds, and that callers were 
being misinformed due to 
personnel who weren’t adhering 
to policies and procedures. 

• To improve, a team of trainers 
and supervisors met with CSRs 
to discuss existing problems, 
clarify procedures and review 
how to handle calls. Additional 
personnel were also added.  

• CIAO establishes departmental 
and workgroup tabs/pages which 
serve as a work community's 
central announcement, document 
sharing, and networking point.  

• Field officers are equipped with 
mobile devices allowing tracking 
and real-time response to 
services requests.  

Process 
• Servicestat is Miami’s web-

enabled reporting system which 
combines performance data, GIS 
mapping and 311 call information 
into a tool for decision-makers. 

• The system creates historical 
records in order to establish 
accountability, while performance 
metrics can be tracked over time 
to help managers determine 
where to deploy resources and 
improve low performing areas. 

• Call audits are also conducted. 
Some of these calls are made in-
house and others by the Florida 
International University's secret 
shopper program, which the 
county hires to conduct calls for 
quality assurance and training.  

• The university places about 100 
county-related calls and 25 city 
calls monthly to 311 in English, 
Spanish and Creole. 

Technology 
• Miami uses Microsoft Azure, 

which was built by 2 people in 8 
days with no up-front costs 
creating a 75% reduction in 
development cost.  

• Using the cloud, they sped up 
development and eliminated the 
need for costly infrastructure. 

• This system integrates with the 
larger Miami-Dade Motorola CSR 
system and will take service 
request input from citizens.  

• Additionally, the Web Content 
Management system is available 
for use by departments/other 
governments. Users can create 
web pages using templates and 
publish their content on demand 
or on a predetermined schedule.  

• Based on personal preferences, 
Miami e-notification services 
send e-mail, SMS, or IM alerts 
with links to relevant information. 

Relevance 
to Toronto 

311  

• Use of one team to provide telephone and internet access to government employees could enable collaboration, efficiency and 
consistency as well as minimize costs through the use of one team as opposed to multiple.  

• Integration of services from different levels of government could be considered to improve satisfaction, agency collaboration and costs.  
• Use of the cloud to cut development and infrastructure costs associated with 311 might be a consideration for any future development.  
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Overview  

• Launched in 1999, eCitizen provides cross-agency, information/services, helping citizens complete transactions with ONE government.  
• eCitizen is driven by the Ministry of Finance and managed by the Infocomm Development Authority of Singapore (IDA). It has 3 areas: 

Topics are guides to help perform tasks, they show where to find more details about areas of interest such as, “Recreation”, “Transport” 
and “Health”; eServices is a directory of all eServices offered by the Government and; Highlights provides the latest news and events. 

• In addition, the OneInbox feature allows access to government statements, advisory notes, reminders and pay notices in one place.  
• The eCitizen Portal aims to create a platform on which integrated information and services from different government agencies can be 

delivered to citizens – eliminating the need to interact with multiple agencies to complete one transaction with the Government.  
• There are also 86 eCitizen Helper outlet locations around Singapore to help bridge the “digital divide” and provide assistance if required. 

Strategy 
• In line with the e-Government 

Action Plan, the short-term 
objective was make as many 
public services available online 
as possible. The end goal is a 
leading e-government delivering 
convenience/benefits to all. 

• The portal brings agencies 
together to achieve common 
goals and the vision: ‘Many 
Agencies, One Government’. 

• The 2003 e-Government Action 
Plan II had three distinct 
outcomes: Delighted Customers, 
Connected Citizens and a 
Networked Government.  

• The focus is accessible, 
integrated & value-add services 
that bring citizens closer together. 

• Guidelines for development are 
Rapidity, Reliability, Efficiency, 
Cost-effectiveness, Customer-
orientation and Accessibility. 

People 

• Citizen-service in Singapore is 
focused on the use of online 
channels. While eCitizen helper 
locations exist to aid with the use 
of online channels, Singapore 
does not use a contact center.  

• Two main governance structures 
are in place for eCitizen/eTown: 

1) iGov Committees, which drive 
the direction of overall efforts. 

2) eCitizen/eTown Committees, 
which drive agency integration. 

• The iGov Committees, are 
formed by Permanent Secretaries 
and Deputy Secretaries of 
ministries – highlighting the 
importance placed on the vision 
of an “Integrated Government”. 

• The eCitizen/eTown Committees 
are led by permanent secretaries 
of key ministries – fostering 
collaboration across jurisdictions.  

Process 
• The portal receives about 

350,000 page views a month. 
• 1,600 eServices are available via 

eCitizen Portal. Representing 
98% of feasible eServices.  

• Some 66 integrated eServices 
have also been identified and 
many of them are implemented. 

• One example of an integrated 
service is the intelligent FAQ 
which integrates the FAQ 
systems of 86 government 
agencies allowing the public to 
ask their question to any FAQ 
system.  

• A similar initiative is the business 
licensing service, which is a one-
stop website for new businesses 
to register and apply for licenses. 
It requires applicants to fill out 
only one integrated form and 
make one payment for more than 
80 licenses across 17 agencies. 

Technology 

• The initial e-Citizen portal had 
information organized by major 
life milestones, including “Birth”, 
or “Getting Married”. 

• As part of phase II, the Citizen 
eService Centre was revamped 
addressing feedback that 
accessing content intuitively and 
quickly was a key concern. 

• The current structure includes 8 
eTowns which cluster information 
and e-services across 
organizational boundaries into 
logical groupings for clients e.g. 
“Business”, “Education” “Culture 
/Recreation”. 

• Mobile applications exist to 
access information and allow for 
the creation of a personalized 
page on eCitizen which can save 
favourite topics and eServices for 
easy access.  

Relevance 
to Toronto 

311  

• While Singapore’s citizen services are not set up as a 311 contact center, the use of online channels to provide information and services 
to citizens could have significant implications in terms of cost savings, efficiency and  convenience.  

• Integration of government services to achieve citizen-centric service provision could also result in decreased overlap and cost savings 
for government, and increased convenience for citizens.  
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Calgary  
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Overview  

• The first of its kind in Canada, Calgary implemented 311 in 2005 and now tracks citizen requests across 30+ work order business units. 
• Serving 1M+ people, an average of 46,669 requests/month were received between September 2011-2012 online and by phone.  
• Calgary recently invested in an upgrade of their Calgary.ca website, which is now search-based in an effort to divert many informational 

calls from 311. Since this investment, 311 continues to receive more complex calls which have caused the average length of call to 
increase by 4%. Similarly, cost per call has increased 12.6% from $3.97 to $4.47.  

• Due to a motion passed July 2012, 311 Calgary will also undergo a review of its processes with particular attention to improving the 
communication difficulties caused by the fact that city departments operate on a different system then 311. 

Strategy 

• Support for 311 stemmed from  
customer satisfaction surveys 
which revealed that citizens were 
pleased with quality of city 
services, however  accessibility 
and accountability were issues.  

• To help resolve these issues, the 
city made a decision to centralize 
their call centers in order to better 
serve citizens.  

• As such, Calgary’s 311 is build 
on four principles: accessibility, 
consistency, accountability, and 
improved decisions making 
through data.  

• While Calgary’s 311 handles calls 
for a diversity of divisions, one 
exception is  Calgary Transit, due 
to the high volume of calls which 
cost the city around $4 dollars in 
comparison to a $2 bus ticket.  

People 

• Similar to Toronto’s 311, 
Calgary’s 311 inherited many 
staff from other divisions.  

• Staffing levels go from about 72 
FTEs in the summer to around 56 
FTEs in the winter months.  

• While all staff are full time (with 
one exception) Calgary uses 
temporary staff who are on the 
phone during busy summer 
months. 

• All full time staff rotate through 
shifts to ensure that citizens 
receive consistent service 
regardless of time of day and 
there is fairness amongst staff .  

• However, new staff only do day 
shifts at first until their 
competencies are developed.  

Process 

• Calgary’s calls are about 50% 
inquiries and 50% service 
requests - typical of many 311 
centers  

• No IVR or speech analytics are 
used. However, voice messages 
are used occasionally, for snow 
bans and crisis updates.  

• 311 data is actively used to 
improve city decision making and 
the accountability of divisions to 
citizens and customer service. 

• Twitter is not pursued as it cannot 
be fully integrated with the CRM 
and is seen to create extra costs 
as information provided  is often 
unclear or incomplete and 
requires additional follow up.  

Technology 

• Self-service became available in 
March 2012 due to a 311 system 
upgrade, including the use of 
online mapping and mobile tools 
to easily submit requests.  

• Once submitted, Calgarians can 
see the status of their request 
without having to call. The 
system sends an e-mail 
notification to confirm a request 
has been received as well as a 
link to check status updates as 
the request is being addressed by 
staff. 

• Calgary uses the Motorola 
Enterprise Solution.  

• Calgary’s 311 will soon be 
launching a mobile application by 
Connected Bits that can create 
service requests and send the 
right to the appropriate divisions. 

Relevance 
to Toronto 

311  

• Examination of transportation call volumes and complexity might be worthwhile. 
• Opportunities to leverage temporary staffing model might exist to even-out seasonality; similarly mandatory rotation of staff through 

shifts might be effective if quality issues arise in evening hours.  
• Use of Twitter for service requests might be costly, however Toronto’s 311 might benefit from using Twitter to push information and 

reminders to citizens, likely averting simple inquiries.  
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Aware Developing Practicing Optimizing Leading Edge 

Channel 
Strategy 

• Customers are offered 
minimal channels 
(mainly phone and mail) 
by which to interact with 
the city, or multiple 
channels are offered 
with little understanding 
of channel strategy or 
customer need. 

• Multiple channels are 
offered, yet alternate 
channels are not dealt with 
as effectively as the phone.  
Misplaced communications 
are common.  Large backlog 
due to undefined contact 
handling process. 

• All customer 
communication channels 
are efficiently dealt with in 
a timely manner.  Some 
channels continue to be 
dealt with in isolation.  
There is some duplication 
of work and missed 
requests. 

• All communications are 
linked to one customer 
tracking number.  There is 
little or no duplication of 
work.  All communication 
threads are accessible to all 
staff.  Defined responsibilities 
exist to manage each 
channel. 

• Channel strategy is highly-tailored to 
customer segmentation and individual 
factors within the segments to deliver a 
robust, cost-effective suite of customer 
communication capabilities.  Channel 
strategy is continually re-assessed to 
ensure that the appropriate channel 
mix is being provided to customers and 
that the value propositions of new 
alternative channels are understood 
before implementation. 

Customer 
Segmentation 

• No formal customer 
segmentation model is 
applied to the customer 
base.  There are no 
formal differences in 
customer services, 
channel offerings or 
communications.  

• Basic customer 
segmentation is performed 
on the customer base using 
a small set of criteria (usually 
demographic) and is used to 
understand customer 
expectations, channel 
preferences and typical uses 
of call center 

• Customer segmentation 
classes are expanded to 
address a greater array of 
potential market 
segments.  Segmentation 
information is used to 
understand where 
potential opportunities for 
channel migration, 
targeted promotion, or 
tailored communications 
exist. 

• Customer segmentation is 
beginning to quantify other 
aspects such as preferences, 
loyalty, frequency of use etc.  
Information is being 
leveraged to offer premium 
customer service including 
service request follow up, 
tailored communications 
and/or push messaging 
relevant for segments.  

• Customer segmentation is further 
leveraged to cross-promote other 
relevant city services that are offer 
revenue generating potential. The call 
center uses segmentation to help 
understand city customers as a whole 
and cater to their needs in way that 
supports both the customer and 
services offered by the city.  

Business 
Analytics 

• Limited accuracy of 
reports (e.g., error 
prone data collection 
methods).  Limited 
availability and 
frequency of data (e.g., 
relevant data is not 
collected).  No defined 
key performance 
indicators.  

• Manual and automated data 
capture that is less prone to 
errors.  Custom data stores 
with defined reports.  
Reporting available at 
increased frequency 
intervals.  Defined 
performance indicators but 
not benchmarked against 
objectives.  

• Comprehensive, 
automated and accurate 
data capture.  Access to 
data stores and 
customization facility.  
Increased frequency 
(e.g., daily).  Defined key 
performance indicators 
benchmarked against 
objectives. 

• Real-time updates with a 
dashboard view to data 
(BAM – Business Activity 
Monitoring).  Real-time 
accessibility to data for 
reporting. Incorporated 
monitoring and tracking of all 
work. 

• Data consolidated from various sources 
to provide meaningful decision support 
capabilities and trend analyses for the 
whole organization. 

Integration 

• Contact center 
processes are not 
aligned with the rest of 
the organization. 

• Contact center to 
organization hand-offs are 
understood and documented 
in key areas. 

• Certain key processes 
are beginning to integrate 
with organization's 
process standardization 
and documentation 
efforts. 

• All contact center processes, 
both routine and abnormal, 
are integrated with clear 
definitions of roles, 
responsibilities, process 
hand-offs and escalation 
paths with partner 
organizations, both internal 
and external.  Some 
attention is places on content 
management. 

• Content management is a priority for 
the contact center as well as other 
divisions. Seasonal content is updated 
regularly and divisions proactively 
submit content and notify the call 
center if 3-1-1 is used on public 
materials.  Similarly, customer service 
standards apply across the entire 
organization, and integration extends to 
customer service expectations.  
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Aware Developing Practicing Optimizing Leading Edge 

Value Focus 

• The contact center's 
operations are generally 
viewed by the organization as 
a cost center that provides 
little to no insight or value to 
the organization. 

• Contact centers are 
struggling to find their niche 
in the organization and 
sometimes try to engage in 
programs that they are not 
structured to handle in an 
attempt to show their value to 
the organization. 

• Contact centers understand 
their business focus (cost 
control, revenue growth, or 
customer satisfaction) and 
align their operations and 
strategies around that focus. 

• Contact centers "major" in 
their business focus area and 
"minor" in adding value to the 
organization by providing 
some value-added insight 
and reporting, although they 
generally do not market 
themselves as a vital 
corporate information source.  
Management team 
understands contact center's 
ability to contribute to bottom-
line enterprise value. 

• The contact centers are 
recognized as the 
organization's critical link to 
the customer, providing a rich 
base of information and 
insight into customer wants, 
needs, and behaviors.  
Contact center management 
is looped into overall City 
management, customer 
service, and improvement 
efforts.  Contact centers 
provide a balanced, value-
based scorecard to the 
organization that documents 
their contribution in driving 
citizen-service and 
confidence in government 
while operating in a cost-
effective manner. 
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Training and 
Mentoring 

• Limited or no 
availability of training.  
Existing training is 
inefficient and requires 
significant on-floor 
support.  Mentoring 
environment does not 
exist.  Feedback is 
often delivered as 
criticism, and is 
prompted by errors or 
complaints.  Agents 
are unclear as to their 
performance. 

• Training only available to new 
hires or to all agents upon 
implementation of a new tool.  
New agents require floor 
support.  No continued training 
is available.  Mentoring 
sessions are scheduled 
intermittently or missed.  
Agents view mentoring as a 
negative interaction.  Focus of 
mentoring is on phone channel 
statistics only. 

• Training is available to 
new agents and existing 
agents under a defined 
continuous learning 
program.  No e-learning 
capability is provided.  
Mentoring sessions 
scheduled regularly 
(daily, weekly, monthly – 
center specific).  Agents 
view mentoring as a 
positive interaction.  
Mentoring focuses on 
productivity and quality.  
Agents incorporate 
feedback and 
performance improves. 

• Training is part of agent 
performance objectives in 
the continuous learning 
program.  Gaps in training 
from floor experience creates 
training requirements that 
are efficiently conducted.  E-
learning training provides a 
cost-effective training option 
for continued training.  
Mentoring focuses on 
positive behavior 
reinforcement.  Agents 
receive balanced feedback 
through multiple channels.  
Agents feel empowered to 
put forth their best efforts. 

• Frequent performance feedback drives 
training requirements.  Just-in-time e-
learning delivery tied to closed-loop 
performance management.  Agents 
can provide feedback to management 
via 360-degree feedback mechanism.  
Organization provides multi-function 
training to agents to help develop 
career paths. Training provides a good 
understanding of the organization as 
well as alignment with performance 
assessment criteria.  

Culture 

• No clear department 
mission,  goals,  and 
value statement.  No 
team building events. 

• Definition of department 
mission, goals and values are 
documented and 
communicated.  Team building 
activities mainly occur at 
events and meetings. 

• Shared values and goals 
are communicated and 
re-enforced during 
meetings and are posted.  
Organizational 
commitment to team 
building. 

• Department is conscious of 
culture and works to maintain 
it through strong team 
leadership and shared 
values. 

• During hiring process candidate 
screened for fit with culture. 

Pay and 
Compensation 

• No or limited 
compensation policy 
documentation.  
Agents not aware or 
knowledgeable with 
compensation 
structure. 

• Compensation policy is 
defined but not communicated 
or enforced. 

• Defined compensation 
policy is communicated, 
transparent and 
understood.  
Compensation is not 
aligned with skills and 
market. 

• Compensation is aligned with 
skills and market, some level 
of variable pay included to 
pay based on performance. 

• Compensation policy updated on 
regular basis by researching trends and 
benchmarking.  Compensation is 
competitive and based on 
performance; balance of fixed and 
variable compensation rigorously 
defined and continuously re-evaluated. 

Organizational 
Design 

• There are no thoughts 
given to proactively 
designing the 
organization structure.  

• Boundaries between 
departments are identified to 
set guidelines and controls. 
Rigid use of resources and 
little flexibility inherent in 
structure. 
Focus on activities and 
improving the efficiency of 
operations, rather than the 
customer. 
Spans of control are not 
understood or taken into 
consideration.  

• Boundaries between jobs 
and careers are 
identified. 
Productivity is internally 
monitored before new 
employees are recruited. 
Spans of control are 
understood but not 
always used.  

• Core business processes are 
used to design the most 
suitable structure. 
The  organization design 
reflects jobs that ensure the 
smoothest flow of products 
and services to customers. 
Management layers are 
periodically evaluated to 
measure the value add to the 
organization. 

• The organization structure design 
reflects jobs that ensure the smoothest 
flow of services to customers. 
Core business processes are used to 
design the most suitable structure. 
The structures are redesigned when 
strategies are changed.  
The organizational structure, 
processes, systems, culture and 
competencies are aligned to drive new 
behaviour in support of the vision. 
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Recruiting  

• Organization has no defined 
recruitment strategy, 
candidates are identified on 
an as-needed basis. 
There are no formal 
recruitment processes or 
tools 
No job descriptions or 
technical/behavioral skill 
models exist for open 
positions.  Unable to attract 
the best candidates. 

• Potential candidates are 
found through reactive 
recruiting means such as 
advertising. 
Limited recruiting guidelines 
or tools exist, or there is a 
lack of consistency 
Technical skills model 
defined for open positions. 

• Organization is developing 
relationships with educational 
institutions, job fairs, 
appropriate peer 
organizations, and/or external 
recruiters to source 
candidates 
Standardized recruiting tools 
are available 
 Technical and behavioral 
models are defined for all 
positions.  Job descriptions 
are available for many 
positions.  Able to attract 
good candidates. 

• Organization has long-term 
relationships with sources of 
candidates 
Recruitment is a multi-stage 
interview process assessing 
knowledge, skills, abilities, 
success traits, performance 
and potential for 
development 
Standardized job descriptions 
are available for all positions. 

• Organization applies a 
strategic sourcing strategy to 
target, network, and 
communicate with potential 
candidates 
Recruitment includes tools 
such as competency 
assessment, multi-stage 
interviews, case interviews, 
culture fit, and/or predictive 
modeling 
Technical ability and ‘fit’ are 
weighted equally.  Able to 
attract the best candidates. 



© Deloitte & Touche LLP and affiliated entities 

Processes & Operations Management – Maturity Assessment Definitions 

311 Toronto Service Efficiency Study - Current State Analysis  124 

Aware Developing Practicing Optimizing Leading Edge 

Process 
Workflow 

• Non-standard, unstructured, 
and/or undocumented 
processes.  Agents aware of 
processes through tenure in 
contact center.  Official on-
boarding is short and 
ineffective while actual 
learning curve is lengthy and 
difficult. 

• High-level processes 
documented.  Agent 
procedures are inconsistently 
documented and process 
knowledge is mainly learned 
"in the trenches" without an 
understanding of the overall 
business process.  
Responsibility/ownership is 
not identified. 

• Processes are documented 
and are available to agents 
via binders in the contact 
center.  Processes are 
inconsistently reviewed and 
updated.  Some process 
controls are enabled via 
automated tools, such as 
CRM and workflow 
applications.  Agent on-
boarding is streamlined by 
integrating training with 
operating processes. 

• Documented processes are 
available on-line by agents, 
including desk procedures/ 
operating procedures.  
Processes are reviewed and 
updated on a regular basis 
by management and 
corporate governing body to 
ensure consistency across 
organization.  Process 
performance is tied to 
rewards and performance 
evaluations.  Processes are 
followed sufficiently to pass 
certification audits. 

• Process rigor is ingrained in 
the organizational culture.  
Processes are defined and 
maintained by employee-
management teams and 
guided by a corporate 
"Center of Excellence" that 
assists in identifying 
opportunities for 
improvements in 
effectiveness and 
automation.  Interfaces 
between processes are 
clearly documented, including 
change of ownership and 
transition requirements (e.g., 
internal SLAs).   

Workforce 
Management 

• Limited Planning and 
forecasting that is mainly 
tactical in nature. No 
scheduling process.  No 
dedicated resource for 
workload management. 
Limited measurement of 
phone channel and limited 
measurement of other work 
channels (mail, fax, Email, 
chat, etc.). 

• Basic manual forecasting 
methods in place using 
collected channel data. 
Understanding of customer 
call patterns and required 
staff, but unsophisticated 
models in place to build 
supporting schedules. Time 
required to work on other 
channels is estimated. 

• Manual proactive scheduling, 
forecasting and workload 
management process (e.g., 
annual outlook). Dedicated 
resource to fulfill function.  
Contact center plans channel 
workload allocation based on 
demand of other channels 
(i.e. scheduling Email 
channel follow-up during 
periods of low phone channel 
volumes). Accurate time 
estimates based on tracked 
results for all work channels. 

• Long term planning with 
known loading factors (e.g., 
annual or longer).  Strategic 
forecasting implemented to 
meet upcoming business 
demands where no previous 
data is available. Automated 
tool for multi-channel 
workload management.  
Contact centers utilize part-
time and/or flex-time labor to 
cover anticipated spikes in 
demand.  Adherence trends 
are measured and feed 
scheduling process; data 
used to determine training 
schedules and other off-call 
activity. 

• Workforce management tool 
integrates information from 
various providers for 
aggregation into scheduling 
process.  Forecasting for 
future skills needs are 
incorporated into agent 
development, recruiting and 
hiring plans.  Forecasts are 
made 12-18 months in 
advance and include 
marketing trends and 
business strategy direction. 
Adherence is tracked real-
time to enable faster 
responses to demand 
changes; additional flexibility 
for staffing in place based on 
virtual workforce, outsourced 
resource capacity, etc.  
Scheduling and call routing 
are managed on a near real-
time basis in order to 
optimize parameters beyond 
service levels and average 
speed of answer, such as 
cost, quality, etc. 
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Quality/ 
Monitoring 

• Limited or no facilities for 
monitoring quality of output.  
No dedicated resources 
accountable for quality 
monitoring.  No defined 
process to evaluate quality. 
Lack of a defined scorecard 
to evaluate agent 
performance.  Agents cannot 
access their own 
performance data (e.g., 
adherence, productivity, and 
quality).  Inaccuracies cause 
frequent conflicts. 

• Some quality assurance 
through whisper monitoring 
and side by side shadowing.  
No defined evaluation 
process.  No case/ 
transaction or multi-channel 
monitoring processes are 
defined. Agent performance 
scorecard defined.  Agents 
can access the results 
through paper printouts or 
board postings.  Manual data 
collection still causes some 
inaccuracies. 

• Random call recording 
capability.  Defined resources 
to monitor quality.  Defined 
evaluation process with links 
to training and agent 
performance objectives.  
Case/ transaction monitoring 
performed to assess quality 
of data entered into call 
tracking system. Scorecard 
defined and performance is 
tracked automatically.  
Results are online but not 
real-time.  Accurate reporting 
which is validated by the 
agents. 

• Automated tool to record all 
calls.  Quality monitoring 
conducted on all 
communication channels and 
is integrated with agent 
screen capture.  Automated 
evaluation tool with 
automated training 
recommendation.  
Correspondence monitoring 
in place to check outbound 
customer correspondence. 
Scorecard aligned with 
business objectives.  
Relevant and accurate 
information is available to the 
agent real time.  Agent goals 
for performance are set by 
management and 
performance against goals is 
assessed via the actual 
information collected. 

• Recorded calls linked to 
interaction records in the 
CRM application.  Evaluation 
reporting trends analyzed to 
provide training curriculum 
adjustment and define 
requirements for adding or 
changing customer 
interaction scripts.  
Monitoring of multi-channel 
interactions are enabled.  
Managers have the ability to 
monitor e-mail transactions 
and monitor on-line chats.  
Results for monitoring of all 
channels feed agent 
development. Agent 
performance information is 
analyzed by management 
and linked to quality and 
training processes.  Analytics 
feed scheduling process to 
give best performing agents 
preference choices for 
preferred shifts. 

Continuous 
Process 
Improvement 

• Process improvements within 
the contact center are not 
solicited and there is no clear 
process by which 
suggestions are assessed 
and implemented. 

• Process improvements are 
solicited within the contact 
centers via a "suggestion 
box". 

• Process improvements are 
encouraged by the 
organization.  The evaluation 
process for suggestions is 
documented and followed 
through. 

• Suggestions are evaluated 
by steering teams made up of 
agents and management to 
assess the suggestions and 
give appropriate perspective 
on the relative merits of the 
suggestion. 

• Organization's culture values 
and rewards employee input 
with performance 
improvement incentive 
programs that reward 
employees based on actual 
results and 360-degree 
feedback framework. 

Agent Support 
Tools 

• No strategies have been 
defined around tool 
deployment, maintenance, 
and enhancement.  As a 
result, multiple, disparate 
tools track customer 
information in the contact 
center.  Many tools do not 
share information across the 
contact center, let alone the 
enterprise.  Proliferation of 
spreadsheets and databases 
are key tracking and 
reporting vehicles.   

• Contact centers utilize a 
shared client server or 
terminal application within a 
contact center for tracking 
customer interactions.  
However, the proliferation of 
other tools, such as 
spreadsheets or proprietary 
applications, usually exist for 
issue resolution, reporting, 
and specialized activities.  
Basic maintenance strategies 
are deployed to maintain 
applications.  Enhancement 
and release deployments are 
done in an ad-hoc manner. 

• Contact centers moving 
towards a shared, common 
set of applications across 
enterprise that integrate key 
data between them.  Manual, 
ad-hoc tools still exist but are 
becoming rarer as business/ 
technology teams identify 
additional functionality to roll 
into common applications on 
scheduled roll-outs. 

• Organization implementing 
best of breed agent tools 
using a common agent 
desktop, such as a portal that 
help to drive agent efficiency. 

• Agent applications are 
integrated with the enterprise, 
enabling the automation of 
closed-loop enterprise 
processes.  Application 
strategy is comprehensive 
yet flexible to properly 
address business needs.  
Agents and managers alike 
have access to real-time 
information that empowers 
decision-making. 

Processes & Operations Management – Maturity Assessment Definitions 
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Outsourcing 
Strategy  

• Limited strategy; outsourcing 
occurs based on reactions to 
business environment.  Little 
or no strategy in outsourcer 
selection process, planning, 
or managing the outsource 
relationship. 

• Strategic decisions target 
areas where significant cost 
reductions can be achieved. 

• Common corporate 
outsourcing strategy and 
direction guides the types of 
outsourcing relationships and 
contract terms. 

• Outsourcing strategy 
integrated with overall 
business objectives.  Clear 
vision, goals and direction 
are set and continually 
assessed.  Outsourcing 
decisions are made after  
strategic assessments are 
performed.  Relationships of 
outsourcers are strategically 
analyzed and maintained on 
a continuing basis to 
maximize the value to the 
organization. 

• Outsourcing strategy focuses 
on leveraging expertise of 
outsource providers in 
creative ways to create a 
competitive advantage for the 
business. 

Processes & Operations Management – Maturity Assessment Definitions 
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Disaster 
Recovery 

• No contingency 
plans are in place.  
Customer calls are 
not answered during 
an unplanned 
outage and no data 
recovery planning 
exists. 

• Critical key business 
areas identified and 
covered under one 
contingency plan.  
Calls and emails are 
routed to another area 
for support, which is 
not fully functional 
with customer data.  
Data backup are 
done, but stored 
onsite. 

• Each critical area has 
a defined plan which 
is well communicated.  
Customer contact 
strategy in event of 
emergency is defined 
with critical services 
activation plan only.  
Data backups are 
stored off site. 

• All areas of the business are 
covered by a plan.  Fully 
functional alternative site is 
available with plans on 
emergency transportation of 
staff.  Data is frequently 
synchronized on a mirror 
database that is operational 
offsite and is frequently tested. 

• Single business continuity plan in-place for the 
entire enterprise coordinated by a centralized 
group of individuals with localized backups.  
Disaster drills are conducted on a regular basis 
and learnings from the drills are fed back into the 
plan.  Leverage existing infrastructure (VOIP, 
Virtual agents, etc.) to accommodate call volumes 
until affected sites can be brought back on-line or 
alternative sites can be brought on-line.  Plans also 
accommodate for situations where staff cannot 
reach a contact center site. 

Knowledge 
Management 

• Limited / manual 
knowledge 
management 
process (e.g., 
manual binders for 
product information).  
Tools consist of 
disparate, 
unmanageable 
spreadsheets and 
desktop databases. 

• Key-word searchable 
intranet.  Extensive list 
of returned word 'hits' 
with low resolution 
rate.  Overwhelming 
amount of 
"knowledge" is 
created by marketing / 
product management 
and managed by web 
master. 

• Contextual search 
engine capable of 
advanced search 
criteria that returns 
fairly relevant solution 
set.  Ability for 
employees to submit 
comments and 
requests regarding 
returned results to 
semi-dedicated 
knowledge manager. 

• Comprehensive, context-
sensitive, knowledge 
management system 
integrated within standard 
CRM application. Parameter 
based searches (most 
returned, most accessed, most 
successful, etc.).  Tiered 
solution access based on 
users level / position / skill set.  
Targeted solution sets 
proactively sent to users. 
Ability for users at all levels to 
create searchable problem 
statements that can be 
accessed and solved by 
experts across the enterprise. 
Dedicated Knowledge 
Engineers to facilitate 
solutions. 

• Natural Language Based Knowledge Management 
System capable of complex linguistic analytics 
across voice, email and web channels. Ability to 
support a closed loop knowledge cycle throughout 
the organization.  Integration with CRM system 
includes ad-hoc script generation based on real-
time interaction data.  KM system has ability to 
track and score user knowledge contributions 
based on enterprise parameters (most used, 
highest revenue generator, greatest customer 
satisfaction, etc.) to help reward knowledge 
contributors.   Problem Statement / Resolution 
creation is extended to customer community to 
allow the business to immediately address 
customer problems / needs.  Knowledge is 
proactively sent to employees and customers using 
advanced situational scripting to educate and 
reduce the duration or number of calls to the 
contact center and to ensure that proper messages 
are communicated in a timely manner.  Moreover, 
the organization creates a "knowledge 
management" culture that creates processes and 
best practices around getting the most out of the 
technology. 
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CRM 
Applications 

• CRM application 
functionality is 
spread across 
multiple, 
overlapping 
systems.  
Customer data is 
stored in disparate, 
non-integrated 
systems. 

• CRM applications are 
the master 
applications for 
tracking customer 
interactions.  
Customer master 
system of record is 
identified and basic, 
shared information is 
integrated across 
systems. 

• Single CRM application that 
delivers sales, marketing, 
and service process 
enablement features.  CRM 
application is integrated with 
basic web channel 
capabilities.  CRM 
application is used to enable 
and enforce contact center 
operating parameters and 
SLAs.  Customer master 
system becomes enterprise 
repository for all customer 
information, single customer 
number deployed, and is 
integrated at agent desktop 
with CRM application. 

• CRM application is integrated 
with advanced web channel 
capabilities.  CRM application 
integrated with computer 
telephony integration application 
to provide basic screen pops.  
CRM application integrated with 
chat, email and fax channel 
routing, along with 
organization's business 
intelligence applications suite.  
Customer master system tightly 
integrated with organizations 
business intelligence 
applications suite. 

• CRM provides universal queuing capabilities 
to route inbound contacts to appropriate 
queues regardless of channel.  CRM 
application integrated with workflow and 
workforce management tools.  Attributes in 
the customer master are fed automatically 
from business intelligence analysis 
applications.  Customer master system 
updated with customer feedback 
information.  Application-business logic 
available to feed related processes, such as 
a service interaction triggering inclusion on a 
marketing campaign list. 

IVR 

• Either do not have 
the technology or 
only use it for call 
routing. 

• Offer limited, low-
value self-service 
options (such as fax 
back); completion 
rates are very low and 
customer experience 
is negatively 
impacted. 

• Use industry standard self 
service applications to 
product industry standard 
closure rates. 

• Utilize robust self service 
applications to accomplish 
above industry average closure 
rates.  CRM system logs self-
service transactions and 
leverages same host 
transactions a CSR would use 
to ensure consistency across 
channels.  Voice self-service 
features are analogous to web 
self-service features.  IVR 
messages recommend more 
robust or appropriate web self-
service features (i.e. changing 
an address). 

• Customer authentication is seamless and 
unified across contact channels and 
business units.  Applications and hardware 
are constructed using open standards 
(VXML), are highly scalable, and invisible to 
the customer.  Customer contact information 
is used to increase the degree of relevant 
customer interactions based on past 
interactions and/or preferences.  Data is 
shared seamlessly between applications.  
Have low total cost of ownership relative to 
industry based on robust centralization or 
application service provider strategy. 

Speech 
Analytics 

• No technology for 
speech recognition 
deployed or 
exploring the 
potential for 
speech 
recognition. 

• Assessed feasibility of 
speech recognition for 
their business. 

• Have deployed limited 
speech recognition 
capabilities to recognize 
basic selections from a menu 
(prompted response). 

• More extensive prompted 
response deployment.  
Beginning to deploy natural 
language capabilities to reduce 
menu levels and perform multi-
step processes. 

• Extensive use of natural language patterns 
to enable new, innovative types of 
interactions, such as on-phone account 
applications and payments.  Authentication 
can be enabled through biometric voice 
pattern recognition.  Speech applications 
can also be blended with Intelligent call 
routing and data integration to agents who 
provide the results to the customer's inquiry 
without speaking to the customer.  This 
"blended" approach can greatly reduce 
implementation cost and increase accuracy 
and customer experience. 



CONFIDENTIAL 


	SES Report Disclaimer Division - landscape 2014
	311 Study
	City of Toronto�Service Efficiency Study of the 311 Toronto Division�Final Report �
	Slide Number 2
	Table of Contents
	Executive Summary
	Project Overview 
	Project Background & Objectives 
	Toronto 311’s Operational History
	Service Channel Overview
	Cost and Service Considerations
	Slide Number 10
	Improvement Themes and Recommendations
	Outsourcing Assessment Approach
	Overview of Outsourcing Options & Estimated Savings 
	Detailed Estimate of Outsourcing Savings (FTE)
	The Pathway to Outsourcing for Toronto 311
	Recommendations for Moving Forward
	Outsourcing Implementation Roadmap 
	Project Background & Approach
	Project Approach
	Deloitte’s Contact Centre  Maturity Model served as the basis for a holistic analysis of 311 operations and performance
	Current State Findings
	Within each focus area, both quantitative and qualitative elements were assessed in order to determine maturity and understand potential issues
	The detailed assessment incorporates a number of key elements, including findings and comparison of performance against other jurisdictions 
	A number of focus areas were selected from each dimension of the maturity model
	Overall, the 311 Contact Centre appears to be in a “developing” stage of maturity
	Strategy
	311 has a customer-centric strategy, which will need to be balanced with operational efficiency and costs
	The assessment of 311’s strategy  focused on four specific areas
	311 Division has only existed for 3 years and is therefore still evolving its business analytics capabilities
	311 is in the process of developing a formal channel strategy which is expected to focus on service improvement and channel migration
	At present, 311 continues to explore opportunities to better understand its customers – both citizens and Divisions alike
	Although it has the most end-to-end service request integration of any jurisdiction in North America, there are opportunities for further integration
	The contact centre handles a diverse range of inquiries
	93% of contacts occur through the phone channel, with 311’s total contacts across all channels increasing year over year
	Operations appears to account for most of 311’s FTE costs
	Jurisdictional comparison suggests opportunities to further optimize 311’s performance on cost per call, and calls offered per FTE 
	Overall, 311 division continues to mature and can leverage leading practices and lessons from elsewhere
	People
	Managing absenteeism, improving morale and re-structuring the organization are all potential ways to improve staff productivity
	Management efforts to contain absenteeism in 2011 appear to have had some success, and 311’s overtime costs have significantly decreased
	The People and Organization assessment focused on six specific areas, including organizational design, culture and performance management
	The organization's structure and recruitment strategy may need to be revisited to address changes to operations and lessons learned
	Alignment of training and performance expectations could increase staff engagement and productivity
	While collective agreements may limit pay and reward flexibility, efforts to improve culture are key to increased productivity and efficiency
	Performance management processes continue to evolve, however absenteeism will need to be monitored continually 
	Span of Control and Annual turnover appear to be similar to that of a Canadian Municipal Center’s operation
	Overall, the People dimension of 311’s operation appears to be at a lower level of maturity
	Processes & operations management
	Overall, 311 has well-defined process and further integration with City operations could  enhance efficiency and customer experience
	There is a seasonal pattern to call volumes, which are now being better managed as a result of better planning and “lessons learned”
	The process and operations management assessment focused on five key areas, including outsourcing, quality and continuous  improvement
	There is a limited outsourcing of operations at present, and there are concerns about expanding it to other aspects of the business
	Case management can help to increase the effectiveness of integrations
	311 Management has been making greater use of existing tools to improve workforce management
	Relative to other jurisdictions, 311 is performing well across most process-related metrics
	Toronto could adopt data sharing and reporting practices from other jurisdictions in order to influence performance and improve accountability
	Technology
	311 has made significant investments in sophisticated technology tools and must seek to make the best use of the resulting capabilities
	The technology assessment focused on five key areas including, multi-channel capability, knowledge base and CRM
	Channel optimization, including channel shifting and multi-channel integration are opportunities that should be further explored
	The knowledge base is a critical element of 311’s success and continues to be improved 
	IVR and speech recognition are promising tools that 311 has invested in,  and should further exploit to generate value  
	The existing CRM system appears to have been instrumental in the centre's success to-date despite minor performance issues in the past
	Overall, 311 has an impressive suite of technologies and is gradually taking more and more advantage of these tools
	In conclusion, 311 Toronto is still in an early stage of development and continues to evolve towards higher levels of performance
	Jurisdiction Research
	Jurisdiction Research
	311 calls in Toronto are delivered at a higher cost than other jurisdictions studied. However, service levels are higher
	Specific practices could be adopted from these jurisdictions to help accelerate the 311 Toronto’s maturity
	Future State Recommendations 
	Future state recommendations for 311 are divided into two key areas, including tactical opportunities and strategic outsourcing
	Efficiency Improvements
	While it continues to mature, the Division has a number of gaps that need to be addressed in order to optimize service delivery
	Recommendations span each dimension of the contact centre maturity model, in order to support a comprehensive improvement approach
	Each recommendation will be explored in more detail including key considerations in terms of impact to 311 
	#1 Develop a clear end-state vision for 311
	#2 Promote migration to lower cost channels
	#3  Establish 311 as the City “data hub”
	#4 Revisit Organization Structure
	#5 Provide enhanced CSR training aligned with evaluation criteria 
	#6  Improve proactive communications with citizens
	�#7 Better leverage existing service channels
	#8 Enhance knowledge base processes
	#9 Use case management to improve service delivery integration
	Opportunities can be prioritized for implementation based on a consideration of risk, effort and potential value
	Outsourcing Assessment
	Outsourcing analysis is split into three key components, supplemented by a final recommendation and performance metric considerations  
	Beyond identification of specific improvement opportunities, the potential for outsourcing  311 was also assessed through a structured analysis
	A functional model was created to define the potential scope of outsourcing 
	Based on suitability and value, each functional group can be plotted on a matrix that helps to determine the appropriate sourcing model
	Although most 311 functions are suitable candidates for outsourcing, the City has a number of implementation options and related considerations
	Although most 311 functions are suitable candidates for outsourcing, the City has a number of implementation options and related considerations
	Functions that are candidates for external sourcing could be delivered by different types of partners
	While there are significant benefits from outsourcing 311 operations, we recommend a progressive, pilot-based approach to implementation
	Appendices
	�Appendix A: �RFx Evaluation Criteria and Performance Metrics
	Potential Evaluation Criteria for selecting a Service Provider
	Potential improvements to existing 311 performance metrics
	Potential performance framework for internally or externally delivered services
	Potential performance framework for internally or externally delivered services
	Appendix B: Outsourcing Assessment– Details
	Outsourcing Models
	Functional model definitions 
	Suitability for outsourcing can be determined on a function group-by-function group basis using a set of weighted criteria
	Outsourcing Assessment – Suitability for Outsourcing
	Appendix C:�Contact Centers / 311 Overview
	The Public Sector Contact Center  
	The 311 Contact Center
	Appendix D: Comparative Metrics
	Strategy – Contact Center Metrics 
	People & Organization – Contact Center Metrics
	Processes & Operations  – Contact Center Metrics
	Appendix E: Jurisdiction Research / Leading Practices - Details
	New York
	Chicago
	Baltimore
	Miami-Dade 
	Singapore
	Calgary 
	Appendix F:�Maturity Model Definitions 
	Strategy – Maturity Assessment Definitions
	Strategy – Maturity Assessment Definitions
	People and Organization – Maturity Assessment Definitions
	People and Organization – Maturity Assessment Definitions
	Processes & Operations Management – Maturity Assessment Definitions
	Processes & Operations Management – Maturity Assessment Definitions
	Processes & Operations Management – Maturity Assessment Definitions
	Technology – Maturity Assessment Definitions
	Technology – Maturity Assessment Definitions
	Slide Number 130


