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Summary 
1. It is recommended that Birmingham City Council (BCC) adopt the proposed 

six step plan to achieve channel shift success. The six step plan design 
incorporates a strategic understanding of customer behaviour and demand, 
matches this to service requirements and capabilities to design and 
implement behaviour change strategies driving forward a better customer 
experience, channel shift and ultimately benefits for BCC. 

2. The six steps are as follows (See appendix 1) 

Step one: Decide customer interactions to be prioritised for Channel shift 

Step two: Map ideal customer journey and compare to existing options 

Step three: Develop channels if not already available and suitable 

Step four: Develop behaviour change strategies 

Step five: Test and implement behaviour change strategies 

Step six: Evaluate behaviour change strategies 

3. In order to be able to follow the six steps above there are a number of 
required inputs to the process. Summaries as follows 

Input1: Customer Insight - baseline strategic understanding 

Input 2: Root cause analysis of customer service demand 

Input 3: Customer Insight journey mapping 

Input 4: End to end process design and review 

Input 5: Agile design and delivery solutions 

Input 6: Research into behaviour change strategies 

4. Involved in delivery of this process above for any given service will be a 
number of stakeholders that will see a need for close working towards a 
common goal. It is imperative therefore that this is a collaborative effort 
between frontline services, corporate areas such as customer services and 
customer knowledge. There is also a key role for the ICT provider (both 
contact centre and IT) as there is an expectation that in designing new end to 
end process and developing channel options services such as 
telecommunications and e-services will be vital. It is a risk where existing 
arrangements with the ICT provider do not easily facilitate the flexible and 
agile developmental relationship that the six step process will require. 

5. It is also recommended that there be some overarching governance that 
ensures buy-in and shared responsibility for delivery of the six steps to 
achieve channel shift. The key stakeholders being Service Areas, Customer 
Services, Customer Knowledge, Customer First and ICT. However there must 
be flexibility for each service demand to be understood and have appropriate 
channels and behaviour change strategies developed. Channel shift will not 
be a one size fits all solution. 

Background 
6. BCC through its Customer First transformation programme identified Channel 

Shift as a potential area where the customer experience could be improved 
as well as where potential savings could be achieved. For example; 
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“I want to order my library books on-line rather than using my Saturday 
mornings to queue up; and the fact it saves the council money is great too!” 

7. This report is the result of a discussion with the Deputy Leader and key 
stakeholders within Customer First, Customer Services and Corporate 
Strategy. The aim being to determine a practical way forward to start to 
realise the potential of channel shift. 

8. It should be noted that the proposed approach draws not only on the 
experience and views of BCC stakeholders but also in researching channel 
shift and successful approaches taken by other local government including 
Westminster and Surrey. 

Six steps to success: the proposed approach 
9.  Appendix 1 shows the six step process mapped out in full. Each of the steps 

and associated inputs or additional optional actions is labelled and will be 
referred to sequentially. 

Step one: Decide customer interactions to be prioritised for Channel shift 

In order to decide the best options to prioritise for channel shift there are a 
couple of inputs that are required to make the best possible decision. 

Input One: Baseline customer insight: 

 A profile of the Birmingham public and service users to understand their 
communication habits, their access to alternative channels, their 
motivations and drivers. This should culminate in an understanding of who 
is best suited to a particular service channel, why and how to shift them. 

Input Two: Root cause analysis of customer demand: 

 The service need to as best as possible understand the nature of the 
customer demand. The motive of channel shift may ultimately be one of 
savings through utilising cheaper channels. However it is vital that any 
customer interaction allows the customer need to be met. The root cause 
analysis will help highlight for example, if as part of the process there is a 
cause of unnecessary contact perhaps based on a service issue that is 
not related to a customer and their channel preference. If an expected 
action fails to happen it is a likely outcome that the customer will want an 
explanation that may require phone or face to face. 

Decision 1: Is channel shift the appropriate tactic? 

 It is important to be as specific as possible in identifying the customer 
interactions that are to be targeted for channel shift. It is advisable that 
BCC target the ‘quick win’ options that are likely to be simpler 
transactional customer interactions. More complex processes that require 
multiple, time delayed feedback/interaction loops with customers are 
inherently more complicated. More root cause work will be required and 
alterative actions to channel shift may also be relevant. In shifting simple 
transactions more time will be available to concentrate on the more 
difficult processes. Appendix 2 provides a prioritisation model to assist 
with determining how complex customer interactions are likely to be 
relating to channel shift. The decision on whether channel shift is the 
appropriate tactic should ultimately be made in a business case that 
demonstrates the cost benefit and plan by which benefits will be realised. 

Step two: Map ideal customer journey and compare to existing options 
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This step in the process is to ensure that a process is designed to meet the 
needs of the customer and to ensure it is a fit for their channel capabilities. 
This will typically require applying the understanding of the service demand to 
design an appropriate end to end journey that the customer interaction can 
follow. This should include learning direct from customer feedback. The final 
ideal process map may therefore mean multiple journey streams for different 
customer types. 

Input Three: Customer journey insight: 

 It should be considered a normal part of business to take the time to learn 
direct from customers how they experience their interactions with BCC 
and how they would like to see this improved. For example, this does not 
mean that if a customer ‘wants’ a face to face service it has to be provided 
but what motivates them to be in this frame of mind and how can their 
needs be met whilst still providing the reassurance that face to face 
provides? 

Input Four: End to end process design and review 

 In designing a channel shift approach the customer interaction from start 
to finish needs to be mapped out. This should include an understanding of 
what must be included and what processes are perhaps nice to have from 
a perspective of either the customer or BCC. The process needs to be as 
simple as possible, consider appropriate feedback and levels of 
identification authentication. This should be compared to the process that 
exists, which is more often than not likely to require changes or flexibility. 

Decision 2: Does customer ideal journey exist and is it fit for purpose? 

 If the required level of customer insight exists to create an ideal journey, 
this service channel already exists and is up to scratch then it is possible 
to move directly to step four. If not then step three is required. 

Step three: Design and create channel options for ideal customer journey 

Where a channel option within an ideal end to end journey does not exist or is 
not fit for purpose it will require development.  

Input Five: Agile design and delivery solutions 

 It is highly recommended that the design process is agile. This means that 
its design can be constantly updated and flexed to meet the response that 
is apparent in testing solutions with the customer. For example if wishing 
to move customers to an on-line transaction that requires capture of 
certain customer data. In agile design it would be possible to test two 
ways of capturing the data perhaps a form as one option and a step by 
step wizard as another. The design process would allow each option to be 
evaluated for performance such as accuracy of completion or time to 
process. This agile process of design is going to make channel shift 
easier as technology and means of access to channels adjusts and 
changes frequently. For example a web page designed and not improved 
from 3-5 years ago would now leave many customers dissatisfied as they 
might expect mobile applications or greater integration. 

Step four: Develop behaviour change strategies 

At this step in the process the end to end service to which you hope to shift 
customers is in place. In order to get customers using the channel you have 
provided, that you are happy is appropriate and fit for purpose, a strategy to 
change the customer behaviour is required.  
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Input Six: Research behaviour change options 

 There are typically three approaches to change a customers behaviour; 
positive, passive or negative. These are useful parameters when 
considering what ideas for shifting behaviour might work. 

Positive: 

Some way of positively promoting the change of behaviour. This may simply 
be by communicating the advantages of the new channel or through use of an 
incentive to make the change. An example might be that you offer a price 
discount on a regular transaction if the customer signs up to direct debit. 

Passive: 

A form of passive action that can however be powerful is to adopt a default. It 
may be considered the default option that customers pay over the internet 
and other options are only offered if the customer requests them. Or only the 
web link is advertised and it is more difficult to find the telephone number. 
Generally a passive option is where there is no direct action taken to alter 
customer behaviour. Where a new channel is available, is well known to 
customers and simple to move to this may well be the best option. 

Negative: 

A negative strategy is one where the customer is some form of force or 
penalty may be used should the customer not change their behaviour. An 
example could be that an administrative fee paid if choosing to pay by 
cheque. The ultimate force is to completely stop the alternative channel 
option force people to transact in the new channel. The customer interaction 
in question must be carefully considered, it would not be appropriate for a 
Local Authority to block many customer channels entirely, although some this 
may be relevant to. 

Step five: Test and implement planned strategies 

Now the channels and the behaviour change strategy are in place the plan 
should be implemented. In doing so it is important that there is no assumption 
that it will work. Therefore in implementation, appropriate means to test and 
monitor progress should be established. Are the expected levels of customers 
shifting or changing their behaviour? Does the end to end process that has 
been design perform well? What can be improved? What is the customer 
experience? Are they satisfied? What works well? What doesn’t work well or 
as planned? 

It is vital that this inquisitiveness and desire to understand customer 
behaviour and its relationship to the channels and services being provided in 
second nature for the business. This will mean the process is agile and 
constantly trying to achieve a best fit for customers and the business. 

Step six: Evaluate planned behaviour change strategies and service design 

The evaluation should use the information being gathered as part of the 
process implementation. This create evidence of what has worked/not worked 
and why. This should feed back into the decision making processes 
throughout the preceding five steps toward channel shift success. For 
example if hiding the telephone number and making the web link more overt 
on communications with the public in one service area, this may well prove to 
be a simple passive behaviour change strategy for another similar complexity 
customer interaction elsewhere in the business. Overall it should be 
considered an iterative, test and learn process that is constantly adjusting to 
meet the needs of both the customer and BCC. 
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Risks/Barriers 
10. It should be recognised that there are potential risks or barriers that will create 

obstacles or ultimately prevent the six step approach from succeeding. The 
following table briefly explains the risk and what potential actions might be 
taken if required. 

Risk Action 

Lack of shared 
or corporate 
responsibility 
for channel 
shift.  

To achieve channel shift there will be multiple stakeholder responsibility 
including frontline services as well as corporate functions like customer 
services. This should not be a blame game but a shared responsibility 
with clearly defined actions and ownership for each of the six steps and 
their various inputs. 

In-flexible 
channel 
design, 
development 
and resource 

It will be difficult to achieve channel shift without continual development of 
appropriate channel solutions in an agile way. This must be considered 
either as an extension to the role of the web capability or a change in 
policy on how these services are utilised. It is critical that flexibility to test 
and learn can be part of the design and delivery process and that this is 
at a reasonable/realistic cost. 

Perverse 
incentives 

The ICT and telecoms support, as part of their contract, expects to 
maintain their margin associated with the call centre customer contact. 
There is the possibility that there are perverse incentives where the 
contractual design with the provider runs contrary or at least does not 
explicitly incentivise enablement of channel shift. For example call centre 
cost relates to length of call. This is far less relevant in a channel shift 
scenario. In shifting calls to web, face to face could be shifted to the call 
centre. Also if spare capacity is achieved through volume reduction this 
capacity could be re-invested in agile web and process design. Currently 
the IT and contact centre elements of the contract appear to operate 
independently so the ICT provider would need to start treating it as one 
contract which could be an overall benefit. 

Staff 
disincentive to 
achieve 
channel shift 
as will lose 
jobs 

It is true to say that much of the savings that can be realised through 
channel shift are associated with moving customer interactions from more 
expensive to cheaper means. Typically face to face (£14) and telephone 
(£4) interactions are significantly higher than for example web self service 
(20p). Whilst there will be savings through improved service design and 
meeting customer needs better it could also be associated with the loss of 
existing roles and so may cause concern to staff in those roles. 

Re-structure of 
Customer 
Services 

A planned reduction in resource of potentially 50% by the end of 2013/14 
will mean reduced capacity to fulfil channel shift activities. Need to 
consider critical roles and collaborative customer service actions with all 
stakeholder parts of the business. 

Technical 
defects 

If the level of technical defects in development is high then this likely to 
divert Customer Services/ICT from concentrating on proactive channel 
shift and instead will have to deal with reactive defect fixing. 
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Recommendations 
11. At this point it is then recommended that the following actions take place. 

R1: Customer Knowledge Team to complete a citywide profile to provide 
insight into the channel preferences and opportunities for channel shift for the 
City Council. This should be done by mid March. 

R2: Customer Services produce a business plan proposal to incorporate agile 
web design into the customer services portfolio. This will need to be in 
conjunction with ICT provider. 

R3: Procurement in conjunction with customer services investigate the nature 
of the ICT contract and determine if there are any perverse incentives and 
investigate how if a margin needs to be maintained it can be money re-
invested into an agile and flexible design process. 

R4: Services with customer interactions have local workshops facilitated by 
Customer Service professionals to determine which customer interactions to 
prioritise for channel shift. Feeding into these sessions should be root cause 
analysis by customer interaction type and mapped against the prioritisation 
framework (appendix 2), customer profiling insight and direct customer input. 
It is suggested that services that have rolled out Customer First are first to go 
through this process. 

R5: Clear governance is established that ensures buy in and a collective 
responsibility for delivery of the six steps to achieve channel shift. This should 
establish a suitable governance for delivery.  
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Appendix 2: Step One Service Prioritisation Framework 
 

 

 
Channel Shift: DIFFICULT 

More complex services 
typically requiring multi-
staged input from both sides. 
e.g. Handling anti-social 
behaviour reports 

Key Action: Get the most from 
the customer interaction 

Channel Shift: MEDIUM 

Services where the 
customer adds complexity. 
e.g. handling of a customer 
complaint or issue 

Key Action: Design 
feedback into channel 
process. 

Channel Shift: SIMPLE 

Simple transactional services 
where both the customer and 
BCC want to conclude 
business ASAP e.g. Paying 
for a parking permit 

Key Action: Ensure channel 
exists and promote it. 

Channel Shift: MEDIUM 

Interactions where BCC 
adds complexity. Requiring 
more customer input than a 
customer typically wants to 
provide e.g. Benefits claim 

Key Action: simplify end to 
end process requirements 

Guidance Note: 

Using their root cause analysis and 
customer insight into channel habits and 
preferences a service should be able to 
determine where a form of customer 
interaction around a service fits within 
the model to the left. 

Having done so this will allow then to 
progress beyond step one in the six 
steps to channel shift success. 

Note that all areas within this framework 
may benefit from channel shift but with 
differing levels of effort required to 
achieve the change. 

Services may also consider the 
cost/benefit. The ‘difficult channel shift’ 
services are likely to have higher unit 
costs. There is a trade off between ease 
of channel shift and potential benefit. 

 

 

 
Amount of 
BCC instigated 
customer 
interaction 
required 
(e.g. eligibility) 

 

 

 

 

 

 

 

 

 

 

 

 Amount of customer instigated interaction 
(e.g. feedback/confirmation)  
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