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Choosing the most effective channel for each transaction 
 
Councils and social housing organisations provide a wide range of public services to those 
that are independent or ‘able’ or to those who are vulnerable and ‘not able’. There are multiple 
factors to consider before realigning services and implementing a multichannel or digital 
strategy. Any business case will need to review the case for change on both a business 
benefit and customer outcome basis. 
 
During PSCSF workshops in Halifax and Glasgow, delegates considered how to evaluate 
transactions and channels in order to find the most appropriate solution for their organisation.  
 
Useful tools 
The following tools are useful in analysing transactions and 
channels, their output supports the formulation of a decision 
framework and an inclusive business case where project outlay 
costs are considered alongside the customer experience and the 
total value expected from the proposed change. Thank you to 
Kent County Council and GovMetric for sharing their experience. 
 

 Customer journey - map each step and understand the implications from the 

customers point of view 

 Lean thinking - critically examine activities and you are likely to uncover ‘old habits’ 

or unneeded processes, these can be removed therefore eliminating waste and 

improving system efficiency 

 Quality and equality impact assessment (QEIA) - assess the impact of any change 

as it relates to safety, effectiveness, experience and the Equality Act 2010 

 Social return on investment (ROI) - consider how reengineering the process would 

benefit the organisation and establish if there is any benefit to the customer. 

 

Understanding complexity per transaction the need for staged processes 
Delegates agreed that there were three broad task categories; routine, those needing support 
and those of a complex nature. Routine tasks are those where actions are specific and 
repetitive, required answers and outcomes are clearly classified and staff typically believe 
they add little value and are primary targets for automation or self-service.  
 
The supported or complex tasks are likely to need a staged process or triage. The advisors 
will question and determine urgency and severity before they can provide customers with 
appropriate support. 
 
Cost versus a customer’s need for reassurance  
Transactions impact customers and their circumstances with different emotional importance. 
For example a benefit assessment or school place will have high importance to the person/s 
involved. Conversely reporting an address change or broken street lamp is likely to have a 
low emotional impact.  
 
Councils have learned that the importance and impact of any outcome of the transaction on 
the customer’s life circumstances will determine their need for reassurance from an agent or 
even the manager. Thank you to Kirklees Council for their insight into this method. 
 
 

http://www.mycustomer.com/feature/experience/how-create-customer-journey-map/168220
https://en.wikipedia.org/wiki/Lean_Thinking
https://en.wikipedia.org/wiki/Equality_impact_assessment
https://en.wikipedia.org/wiki/Social_return_on_investment
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Once tasks are 
categorised into routine, 
supported or complex, 
their ‘emotional’ or 
reassurance quotient can 
be assigned. It cannot 
automatically be 
assumed that all complex 
tasks require high 
reassurance. Supporting 
customers who require 
high reassurance 
becomes costly if the 
path to rapid contact 
resolution is not 
effectively mapped. 
 
Ensure ‘metrics that 
matter’ are taken into 
account  
When building the cost component it is tempting to reduce the calculation to a simple cost per 
transaction based on cost per agent hour and average handling time. Research showed that 
42% of contact centres asked their customers if the query was resolved. Repeat contact on 
failed transactions impacts productivity and poor process design leads to manual fixes that 
negate the channel shift efforts. 
 
Referencing ‘metrics that matter’ to your organisation will focus thinking and enable you to 
refine your channel shift whilst ensuring digital strategies are tailored to each channel and  
transaction, therefore increasing the likelihood of success. 
 
Success may even mean limiting or stopping a channel where costs and effort mean it is not 
fit-for-purpose within the organisation’s strategy. For example, withholding web chat other 
than for form filling pages, or deciding to replace email with web chat. 
 
The delegates concluded that using relevant aspects of several methods and tools would 
allow them to comprehensively explore alternatives and be better prepared to deliver a 
business case. 
 
Our appreciation 
Thank you to all the PSCSF delegates involved in these workshops. 
 
You may also find the feedback reports on ‘Factors within a business case’  
and ‘Multichannel and the move to digital research feedback’ useful.  
 
We plan to continue to add resources for you to reference and debate. Visit 
www.netcall.com/pscsf for more. 

0330 333 6100 
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http://www.netcall.com/files/2015-03-10/bpg-metrics-that-matter-final-r0xP.pdf

