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2.

2.1

211

2.1.2

2.13

INTRODUCTION

This document describes how organisations using Confirm software within Public services for
Infrastructure Asset Maintenance can:

reduce avoidable contact
reduce the total number of software systems
Re-design services around the citizen

Overview

Confirm was designed to improve the operational efficiency of Street Scene service delivery across
a range departments. Inherently, its integrated modules have the seamless flow of data between
the various roles in the supply chain and Stakeholders with an interest in continuous improvement
of Public Street Scene Services and Infrastructure Management.

National indicator 14 — Reducing avoidable contact

Over the past 12 years, we have worked with many Councils, Contractors, Government Agencies
and Utility Organisations to improve the workflows within Confirm to match the improvements in
service delivery efficiency in over 200 organisations worldwide. Over 150 of these organisations
are in the UK and thus the focus of this particular document is the UK National Indicator 14 (NI14),
which is one of 198 National indicators used across all Government Organisations.

Reducing the number of systems within an organisation

Reducing the total number of Software system owned by an organisation is one of the methods
being explored in most Public Sector organisations today and this sentiment converges with Ni14
to help to produce efficiency improvements and increased value for money.

Re-designing services around the citizen

Operational Managers are re-designing services focused on citizen demand, as a natural evolution
of public sector service provision. This converges with NI14 to provide additional efficiency
improvements that are measurable by both internal and external auditors, whilst delighting citizens
by providing service through channels of their choice and a time that is convenient for their
lifestyles.

Public services are, in general, services that cannot access from other organisations. However
citizen satisfaction can be measured when voting in local, regional and national government thus
Politicians are becoming increasingly aware and demanding stakeholders.
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2.2 A summary guide to NI14 for Confirm users

Pitney Bowes Business Insight has a wide range of interconnected software that will help
organisations deal effectively with NI14. This document solely deals with Confirm.

This is a high level practical summary for Confirm users and their managers. A more detailed
explanation is laid out in sections 3-9 below.

NI 14 Definition

What Confirm does

The customer is seeking unnecessary
clarification: Any query received as a result of
a previous contact during which the council
was not able to provide the necessary
information or service, for example:

Confirm has a connector that seamlessly allows the
integration of a web portal with Confirm.

a phone call resulting from online
service being unavailable or
inadequate information on the website

Confirm allows users to set up subjects and services
within Confirm that will then be made available to the
CRM and the organisation’s web portal

an email asking for clarification
following a council letter or other
communications material which is
poorly worded or has presented
incomplete, inaccurate or out of date
information

Confirm allows standard letters that have been pre-
authorised with non-confusing text to be automatically
mail-merged and sent on receipt of enquiries for
designated subjects. Alternatively, automatic emails
can be sent in reply from standard (pre-authorised)
text.

The contact is caused by poor signposting or
poor call transfer to council services — for
example, the customer rings the wrong
number because contact points are not
clearly advertised, or the customer is passed
to planning services when their query relates
to parking.

Confirm utilises user-defined business rules (Enquiry
subject-site) to ensure that the enquiry is not only
passed on to the right department, but also passed on
to the right person AND, if they are mobile, passed
directly on to that person using wireless download
WITH the right deadline for action.

There is repeat contact with the customer,
who has to provide the same information a
number of times in order to carry out
transactions with the council and its partners
— for example, a customer being asked to
provide information about a change of
address to multiple parts of the council.

Confirm has an External/Customer Address Adaptor
that enables it to access Customer details stored in the
same citizen database that is used by the CRM.
Assuming that the CRM is built for consistency, the
address issue, along with minor issues such as
spelling, should disappear. Similarly, where the data is
captured first in Confirm, the details can be made
accurate on first contact by using mapping to plot the
location.  Finally, where additional data should be
collected, user definable attributes can be added and
configured so that full information is collected on first
contact, with the ability to put guidance on each
configurable field in the form of pick lists of number
ranges.

The customers are progress chasing, asking
for reassurance or making other unnecessary
service delivery follow-up. This category
includes any contact which results from a
council or partner’s inability to deliver a
service as expected or promised (for
example, a missed appointment to collect
sofa for disposal or faulty boiler in council
house not properly fixed); in other words if
the council had delivered the service as
promised right first time, the customer would
not have needed to contact the council.

Confirm has email alerts linked to enquiry, job and
other areas. With particular reference to customers’
progress chasing, the enquiry alerts can be configured
to automatically keep the customer in the loop at key
points in the life cycle of enquiry progression. The
ability to turn email into SMS texts outside of Confirm
and automatic letter generation (using either batch
letters or data miner scheduled reports) then allows
updates through the channel of choice. Finally, the
use of email alerts to operations staff both serves to
assure that the job will be picked up and that critical
deadlines are flagged up ahead of time.

There is repeat contact after premature
closure of a previous contact, for example,
customer returns to a one-stop shop.

Setting up one to many “Enquiry commitments” per
enquiry subject allows the full checklist of items to be
covered before the enquiry is closed.

Confirm software
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3.

3.1

3.2

3.2.1

3.2.2

3.2.3

3.2.4

FEWER CONTACTS, FEWER SYSTEMS, CITIZEN CENTRIC SERVICES

This section combines the three main themes into one more detailed exploration of Confirm in
relation to more efficient street scene services.

Alexis Cleveland says, in her forward to the IDeA publication “Reducing avoidable contact, a guide
to NI14” “We are learning to use Customer insight to redesign service delivery to meet our
customers’ expectations”. She goes on to say “...we can build on the initiatives of many local
authorities to redesign services from the customer’s perspective, resulting in end-to-end service
transformation that joins up local service delivery irrespective of the delivery organisation”. Finally,
she winds up her foreword with “...together with other sources of customer insight, will help to
focus efforts and resources in the right place to make effective changes.”

This document is, for Confirm users, designed to be another source of insight that will help you to
focus your efforts and resources with regards to Confirm in the right place to help you to make
effective changes to your Confirm system.

User Centred Design (UCD)

Over the last 12 months we have increased our development resource by a factor of 5 whilst at the
same introduced a new way of designing software, centred around the user of our software. This
initiative runs parallel to the concept of citizen centric services and is a positive force for change
that will ensure that our software makes real improvements to the efficiency of the day to day tasks
that Confirm users undertake.

A full explanation of UCD is set out in Appendix C below.

Six ideas for existing Confirm users

Looking at Confirm as a configurable maintenance management software system, there are many
modules and many “workflow processes”. Each point can be effectively configured and each can
be linked with other workflows.

Some ideas contribute a great deal to the efficiency initiatives and some will be seen as marginal.
An organisation will gain a different insight from each section, depending on its existing
implementation and approach to each efficiency initiative and the change required.

Six ideas that will be explored further are:

Confirm Alerts

There are many pro-active alerts that Confirm can send out automatically, in order to warn when
critical deadlines approaching or about to be breached.

Maps and Confirm

Most street scene service improvements are seen to come from efficiency improvements. This
section explores the use of maps for accuracy and asks whether or not increased efficiency can
come from map data, or whether it is simply a “compelling option”.

We also look at maps from the Citizen’s viewpoint and ask “how might they help, if at all?”

Confirm Mobile

Confirm has many different users who work away from the office for significant tasks.

Linking Confirm with Stakeholders and Systems.

All organisations have a need to link operational systems to other systems. Confirm can link with

Finance, Web, CRM and Contractors systems to provide a real-time connected system...but how is
that relevant to NI14 and what are the clues to help linked systems reduce avoidable contact?
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One Confirm system can be used by many different types of user, each linked to the others to
provide real-time and frictionless service delivery. Many parts of Confirm link with other systems
and other stakeholders, which helps the Organisation’s efficiency drives

3.25 Setting up Confirm to avoid avoidable contact before it happens.
The way in which data is set up within Confirm can either set limitations to effectiveness or provide
potential for improvement. This section will look at how the latter can become the case regardless
of whether it is the case at present.

3.2.6 Spreading one system into many departments

How would the theme of reducing the total number of systems help with efficiency and would it
have any impact on N114?
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4, CONFIRM ALERTS
Confirm has email alerts to help improve efficiency in the following workflows:

Enquiries

Jobs

Performance Indicators
Street Works
Contractor’s credentials

Each alert can be configured to user defined criteria and time-scales, A “mail-merge” type facility
will combine relevant data and text to send out a tailored message. In most cases, the message
can be directed to the “action officer” or a “responsible officer” and multiple alerts can be set for
each circumstance, so that avoidable contact is thus reduced.

The screenshot below shows a shared alert between all services where the rule-set clearly states
that the system should send a follow up alert to the “Responsible officer” one hour before a critical
deadline.

The can allow for staff who might be busy on urgent tasks, or off ill for a day and will help the
organisation focus on the service rather than its own efforts o provide that service. As a by-
product, efficiency is improved and a blame culture less likely.

M Enquiry Alert Type EH@EI

(W sz BT
LA T e Ciitical Deadline approaching |
Alert Entity | Enauiry Alert v|
Alert Event | Folow Up |
When |Ore Hour ~ | |Before W |
Copy [
e | =
Subject | || | &
Status | || | ﬂ
Commitment | W |
Motify |Respansible Officer v |User Name | w
Message Text Hi{Responzible Officert
E niguiry A ef —
A uncompleted Enguiry logged by {Logged by E:qz::}' EIEa:sriEES;:EiDn
zer's Forename) fLogging User's Sumame) on C Huiry c
{Logged Date} iz approching a critical deadline, urrent status
Job Humber
ction should be taken by dhssigned Officert Logged by User's Forename
befare {Follow Up Date} {Follow Up Time} and they | Logging User's Sumame v
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5.

MAPS AND CONFIRM
Confirm has always benefited from maps, since the very first day that it was launched.

Maps provide location information about “where”. Location can help to ensure that work is
performed to the right asset or incident and thus avoid frustration for citizens and businesses for

which the service is provided.

With the recent availability of maps throughout the supply chain, everyone has been able to share
location information from the Customers using web based mapping on Council portals to the mobile
worker who is asked to investigate the reported incident, to the operational team sent to remedy
the fault/incident, to the Manager asked to sign off the payment for the work and the Councillors
who are interested in hot spots of similar issues

Maps in the office (links to full desktop mapping or internal mapping)
Maps in the field (Confirm mobile)
Maps on the web (Converge)

Functionally, maps can be used to locate something that is being described (an incident logged by
an inspector in the field or by a Citizen on a web form), by a stakeholder progressing that initial
communication (a team doing the work, an inspector following up a citizen enquiry) or by any
stakeholder running a report where maps help (looking for hot spots or trends).
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In mid 2009, the evolution of maps within Confirm will reach the “next phase” (see above screen-
shot) with embedded maps on forms initially becoming part of the Street Works functionality within
Confirm. Clearly, the potential for reducing avoidable contact between the stakeholders and thus
citizens will be improved as polygons on maps are used to describe the part of the road being
“opened” and the shape of any trenches that need to be “re-instated”. Such maps will flow thought
to be able to be shared within the organisation and on the Council’'s website.

Maps are bringing unambiguous flow of communication and thus reducing avoidable contact, whilst
clearly increasing efficiency.

6. CONFIRM MOBILE

Initially, there was a focus on Asset Surveys, as many organisations had a partially complete or
non-existent inventory of their assets. In operational mode, regular inspections of assets and
enquiry follow ups are become prevalent in almost all public service organisations.

There are two big recent improvements to mobile working efficiency that
both help to reduce avoidable contact and these are Mobile Maps and
Wireless working.

Maps on a mobile device are not new. In fact, they were first used in
large scale surveys in 1995 and beforehand in proof of concept projects
for over a decade.

It is the recent usability of mobile maps on Mobile devices that has brought real improvements.
The integration with Confirm mobile software has brought the possibility of unambiguous recording
of problems such as potholes, graffiti and fly tipping, to name but a few.

The integration into the mobile software is good, but what is even better is the integration
throughout the supply chain so that the operational workforce can have the same job on their
mobile software with maps, avoiding “doing the wrong job” or failing to locate the problem with the
obvious avoidable contact thereafter.

7. LINKING CONFIRM WITH STAKEHOLDERS AND SYSTEMS.

Confirm exists in a world where other systems as well as multiple user roles need to be linked in
real time to the evolving data.

Confirm links its users based in the office with integrated modules, controlled by data level security.

Confirm links its mobile users with a choice of batch upload via docking stations or via wireless
upload/download so that field/mobile workers can “get out and stay out”.

Confirm links other systems to its data via a series of specific “connectors”. They are available in
legacy formats as well as Web Service formats and may comprise one or several modules.

An example might be the “CRM Connector”. It comprises one mandatory module, one optional but
strongly advised module and two entirely optional modules. The mandatory module makes fields
and data available (as a Web Service) from Confirm so that the CRM can either send data to it or
request data from it. The advisory module pushes data updates to the enquiries held within
Confirm up to the CRM via an “Adaptor”. One of the two optional modules link to the Citizen
Database that CRM uses for consistency and data quality purposes, whilst the other makes
emergency jobs actionable out of hours, and consequently visible to the Operational team or
Contractor.
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8.

8.11

8.1.2

8.1.3

SETTING UP CONFIRM TO AVOID AVOIDABLE CONTACT
Confirm is a flexible system, easy to set up and easy to use.

Its flexibility allows user organisations to approach its implementation from the business need and
then “reverse into” the data and workflows. Here is a quick overview of the five stage process.

Business aims.
Business airms
The business aims are set out in

relation to the services and assets that

are to be managed, in a way that is /

relevant to Confirm. Quite often, this is

done with initial interviews by a Pitney

Bowes Business Insight senior ‘

Consultant. Business processes

Business process

The processes, procedures and ,

working methods that the organisation

must comply with are documented.

Again, this may be completed by a Oldealised data model created
Pitney Bowes Business Insight

consultant.

Idealised data model

An idealised data model is created for the static data and for the workflows or business processes
within Confirm.

It is at this point that the underlying source data is examined. This will be completed in two parts.

Firstly, the static data (what assets are involved and what are their physical characteristics) is
compared to the idealised data model and a test performed on a representative sample. The test
data can be modelled within Confirm

Secondly, the workflows and business processes are modelled within the configurable libraries and
links between workflows connected, so that administration is reduced (e.g. when a works order is
printed or downloaded to a Confirm Mobile device, automatically change the status of the works
order to reflect that it has become work in progress...and also check to see if there was a
Customer Enquiry linked and update the status of that enquiry...and also update the CRM if it is
connected...and also send an e-mail to the Citizen who raised the enquiry in the first place to “keep
them in the loop”...and also send an email alert/SMS to the Contractor’s team leader if it is out of
hours and the team are “on call”...etc)
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Once the system has been set up and tested with representative data, the bulk of the data is the
imported “en-batch”, usually by Pitney Bowes Business Insight staff but sometimes by the
Customer’s own project implementation staff — especially where the system is being introduced into
a second, third, fourth department. Data cleansing and enhancement take part at this stage if
required.

Finally, data level security is applied specific to the role, asset type, department and organisation of

each user. Naturally, groups can be set up for ease of administration and integrated operating
system security can be switched on if preferred.

8.14 Using the Business
. Business aims ...l are meto processes...

Thus, using the organisation’s own
’ business processes, possibly from re-
designing services around the citizen...

8.15 ...the Business aims are met

Business processe

Organisations will be investing a great
deal of time and effort re-designing
\ services around the citizen and this
’ MUST be reflected in the systems they

choose to use in the operational service

delivery phase. Failure to do so will
Source

ldealized datamodel created  work against the efficiency
data improvement aims and create the
opposite effect desired by NI14.
9. SPREADING ONE SYSTEM INTO MANY DEPARTMENTS

Many IT leaders, in response to internal requests for new or updated IT systems, are first looking
within their organisation and asking the question “Do | already have a system that will perform this
task?”

Confirm was designed to be used as one shared system in any combination of the above ten “work
areas”. Its internal data level security ensures that a department that needs to manage data but
share “read only” access to their data with multiple other work groups can confidently manage their
data within a shared system.

Property Maintenance
Grounds
Trees
Cleansing
Refuse

There are many advantages to having one system aside from cost savings and annual software
support savings; the licence structure of Confirm does, indeed, ensure such savings are there.
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9.11

9.1.2

9.1.3

9.14

Having an internal team of experts can bring to an organisation the chance to more easily
implement re-designed services at a lower cost, as their internal team becomes more competent
and learns to push the system to (and beyond) it's design limits.

By effectively implementing systems, the service is more often provided “right first time” and this
often hidden business benefit will need to be accounted for by organisations that have to make
NI14 returns.

Here are some of the more obvious benefits of a shared system for all Street Scene services.
Shared source data

All of the publicly owned assets that are maintained and managed exist on a street. The Streets of
the United Kingdom are held to a National standard so that data can be easily shared between
agencies.

The ten service areas that Confirm was designed for can share one Street register. The Confirm
Street register can be linked with the Corporate Gazetteer with automatic alerts when new
properties (for Refuse) or new Streets (for highways) are adopted.

For efficiency, there is one link module (reduced cost), one implementation (reduced cost) and, of
course, one version of the street (less avoidable contact)

Shared workflows

Many organisations that have more than one Street Scene service to manage or operate
standardise workflows across departments.

This is partly in response to the desire to re-design services around the citizen and partly for
internal efficiency improvements.

Confirm’s workflows can be shared where appropriate and not shared where this is not the case.
Examples would include the progression of a “responsive works order” in the Street Cleansing
Department and the Highways/Roads Maintenance departments. It may be initiated by an enquiry
or an inspection, someone may have to authorise the spend or work, it will have to be “sent” to the
operations department or contractor, who will allocate it to a team becoming “Work in Progress”
and so on... Along the way, deadlines will be set and may be in danger of being breached, then
the system will need to notify the right person by email, sending a configurable message and,
perhaps, avoiding “avoidable contact”.

There are many such shareable workflows within the system brining more hidden savings in cost
and efficiency.

Shared alerts

An alert is an email message that can be configured by the system to be automatically triggered
according to criteria and time parameters. Each email alert will be produced in a “mail-merge
fashion and will appear to the recipient as a bespoke and specific email.

Alerts have been explored in more detail in section 4, above.

Shared mobile

The investment in mobile working has paid off for many organisations that manage the
maintenance of public assets. This has been explored in more detail in section 6, above.
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9.15

9.1.6

9.1.7

10.

10.1.1

Shared reporting

Confirm has a suite of internal reports with each and every module. Many organisations require
specific reports that are relevant to their own design of service and thus use an ad-hoc report
writer. Whether using the Confirm Data Miner or an external report writer such as Crystal, sharing
the expertise will allow the organisation to use the resource to best effect.

In recent years, many UK local Councils have used their own expert to both write effective and
meaningful internal reports and to create data extractions that go from Confirm to other systems.

A great example that directly reduces avoidable contact is the link between Confirm and Web
Based portals (with or without maps). This facilitates self service, allowing citizens and customer to
check the progress of their enquiry — just like following a Fed-Ex parcel on-line!

Another great example has been the link with the UK Fly Capture database. Councils have to
report the number of fly-tips with 20-odd fields of data each month. This has to go in XML to the
National database and has been automated by many Confirm users.

Shared expertise

Many organisations have internal expert teams. These can deal with implementation, roll out of
new modules or new areas or just provide great first line support. Such an “internal centre of
excellence” can often support the setup in relation to re-designed services (around the citizen) and
their daily operation thus enhancing the efficiency and reducing avoidable contact.

Shared implementation

Many organisations have adopted the practice of “Learning the principles” and taking the system
into new areas.

In recent years, these include the following areas that are over and above the “design scope”:

Headstone inspections (the “rock test”)

LEAMS and LAMS (how clean are Scotland’s streets and greed spaces)
Building Cleaning

IT Support desk

Playground and play equipment safety

NEXT STEPS

Should you be interested in some of the ideas set out in this document and wish to find out more,
please contact your Account Manager in the first place and discuss the right approach for your
organisation.

Are we providing appropriate services to Confirm users?

Should PBBI be introducing new ways to work with our Confirm users, such as "On-Site Staff"
(0SS)? OSS is widely used in many software solution providers and takes the pain out of
configuration or re-configuration of Commercial-Off-The-Shelf (COTS) solutions that need to be
configured in order to reflect each User Organisation's unique business needs.

If you have any thoughts on how our services can help your organisation contribute more towards
any of the prevailing efficiency initiatives, either contact your account manager or email the author
Dominic.mcneillis@pb.com.
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APPENDIX A - DEFINITION OF AVOIDABLE CONTACT

A contact should be deemed avoidable if one or more of the following occurs:

A.

The customer is seeking unnecessary clarification: Any query received as a result of a previous
contact during which the council was not able to provide the necessary information or service,
for example:

a phone call resulting from online service being unavailable or inadequate information on the
website

an email asking for clarification following a council letter or other communications material
which is poorly worded or has presented incomplete, inaccurate or out of date information

The contact is caused by poor signposting or poor call transfer to council services — for example,
the customer rings the wrong number because contact points are not clearly advertised, or the
customer is passed to planning services when their query relates to parking.

There is repeat contact with the customer, who has to provide the same information a number of
times in order to carry out transactions with the council and its partners — for example, a
customer being asked to provide information about a change of address to multiple parts of the
council.

The customers are progress chasing, asking for reassurance or making other unnecessary
service delivery follow-up. This category includes any contact which results from a council or
partner’s inability to deliver a service as expected or promised (for example, a missed
appointment to collect sofa for disposal or faulty boiler in council house not properly fixed); in
other words if the council had delivered the service as promised right first time, the customer
would not have needed to contact the council.

There is repeat contact after premature closure of a previous contact, for example, customer
returns to a one-stop shop.

In considering these definitions, you should bear in mind the following practical points:

ideally the assessor should be the individual handling the contact at the point at which the
contact first reaches the council

the assessment of whether a contact is avoidable relates only to what caused the customer
to make contact (as opposed to evaluating the customer satisfaction with the contact or
whether follow-up contacts will subsequently be needed or whether the outcome of the
avoidable contact finally resolved the original issue).
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APPENDIX B - CROSS POLLINATION: OPERATIONAL EFFICIE NCY PROGRAMNME

B.1.1

B.1.2

B.1.3

Good progress has been made in recent years on efficiency, with the Government having over-
delivered against Sir Peter Gershon’s 2004 Spending Review targets by 20 per cent, saving £26.5
billion. In the 2007 Comprehensive Spending Review (CSR) period the Government took this
further by agreeing targets that will deliver £30 billion of value for money savings by the end of
2010-11, and a further £5 billion of savings in 2010-11 based on the interim conclusions of the
Operational Efficiency Programme announced at the 2008 Pre-Budget Report.

The five sections of the Operational Efficiency Programme

Dr Martin Read’'s examination of back office operations and IT has focused on the need to
improve the collection and integration of management information into departmental processes,
and to introduce benchmarking and performance reviews. His work on IT has aimed particularly at
better governance of IT-enabled projects, and greater standardisation and simplification of IT
across the public sector.

Martin Jay has drawn attention to the need to increase the amount of areas where government
uses its collective buying power, by channelling more spending through collaborative strategies
and continuing to improve the coherence and coordination of Professional Buying Organisations.

Gerry Grimstone has recommended a stronger mechanism of challenge across government to
ensure that assets held by the public sector are managed in a way that maximises efficiency, and
that commercial potential is being fully considered and harnessed. The Shareholder Executive will
lead a six-monthly review exercise, challenging Departments on the assets they hold through a
rolling programme of collaborative studies.

Lord Carter has recommended the creation of a central function to drive efficient use of property
across the whole of the public sector, and has shown the need to create incentives that deliver a
rationalised and more efficient estate.

Sir Michael Bichard’'s work has highlighted the opportunities that exist beyond traditional
understandings of operational efficiency. Local authorities, their partners and frontline professionals
can help deliver savings by collaborating and innovating right across the public sector, especially if
protected from the burdens of unnecessary or excessive bureaucracy.

Back Office operations and IT

The 13 recommendations of the back office and IT functions play to Confirm’s strengths,
particularly the capability to introduce

standardisation of asset records

standardisation of asset inspection software
standardisation of enquiry management processes
standardisation of Contract management
standardisation of reporting tools and capabilities

one set of system interfaces, bringing huge cost savings at both the system procurement
stage and in operational administration costs

see the Aberdeenshire case study, which has recently been extended even further (Waste)

Collaborative procurement

The 4 recommendations of the collaborative procurement group partly play to Confirm’s
architecture, particularly with respect to:
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providing a software system that can be shared between departments and/or organisations
(Aberdeenshire and Kent are good examples of each) utilising the data level security and
common modules

ensuing Corporate system interface savings

ensuing reporting savings (from common and shared knowledge about both standard
reporting and external report writing systems)
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APPENDIX C - USER CENTRED DESIGN (UCD)

Traditionally, when starting software projects, Business Analysts or other people carrying out a similar role
will talk to the managers and other leaders in their organisation to find out what they want from the new
software system. The Business Analyst will then take this information and describe a set of Functions that
the system will need to perform in order to meet these objectives. This list of Functions is passed to the
developer who will attempt to produce software that meets these requirements.

The approach is flawed for a number of reasons:

1. The Business Analyst will often only speak to very senior users who probably aren't the people who will be
using the software that is ultimately produced on a day-to-day basis

2. The Business Analyst, in creating a list of Functions for the system has immediately constrained the
developer from adopting other approaches that might meet the need better or at a reduced cost.

3. The developer measures success by the fact that the software can perform the Functions described.
However, the finished software may still fall far short of meeting the actual business need.

4. When things run over in time or budget or requirements change (as they invariably do) it is very difficult to
prioritise what is really important and what should be left out of the first release.

User Centred Design, in combination with Agile development methodologies, attempt to resolve these issues
by keeping the real world tasks that users are trying to achieve highly visible throughout the process. No
attempt is made to translate the users' needs into a design until the developer is ready to write code and the
success of the software is measured by the users’ ability to do their job once the software is in place.

A typical User Centred Design based project will have the following steps:

1. Stakeholder interview. This is a meeting between the developer and business leaders (both of the
customer and developer's organisation) to discuss what is to be achieved by the project. It helps to identify
the key users in the business processes that the software will support and where their current "pain points”
are or will be if a new business need is introduced.

2. User interviews. The above meeting will have identified the user roles that are to be addressed by the
project. The developer and customer will then select one or more "representative” users who carry out each
role for detailed interviews. These interviews consist of about 45 minutes with the user away from their desk,
discussing what they do, and then about 45 minutes at their desk observing how they actually do it.

3. Synthesize Personas and Scenarios. The developer will take the information from the interviews to create
two things, a "persona”, which is a fictitious user that represents the characteristics that are most
representative of the users interviewed and a list of "scenarios", which are the things that the users do on a
day to day basis. Particular attention is paid to how often a scenario is carried out and how long it takes.
This is useful when prioritising work as it is obviously best to look at improving tasks that are carried out
frequently and take a long time, whereas tasks that happen infrequently or can already be done with little
effort should perhaps be left for a future release.

4. Development and usability testing. User involvement doesn't stop at this point. As soon as the developer
has produced something workable then users are brought in to see if they can perform a set of pre-defined
real-world tasks with the software, with minimal training or supervision. This process highlights where the
software is possibly not as intuitive as it could be and gives the developer the opportunity to fine-tune the
user interface before the software is released.

For particularly large projects the above process would focus on only one particular group of users at a time
and then be repeated for the next group of users once initial success has been demonstrated.
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