
Customer Service at the City of Greater Sudbury:  
Issues and Principles 

   

Purpose  

The purpose of this report is to share with Council the issues and principles identified as priority areas 
to enhance the organization’s customer service culture. The issues below have been identified as those 
that an enterprise-wide customer service strategy needs to address, while the principles are those that 
will be used to guide the development of such a strategy.  
 

Background  
In January 2018, staff presented a report to Council entitled “Evolving Service Strategy and 311”. This 
report, and the subsequent presentation made to Finance and Administration Committee on February 6, 
provided an overview of the strategy staff are developing to establish clear expectations about the service 
experience people have when doing business with the City. As part of that report, staff identified that 
focusing on transaction-oriented business processes, including a particular focus on 311 services, will 
allow staff to produce a series of plans to evolve the organization’s policy, process design, technology 
utilization and staff training, all of which will assist us to ensure that service promises are consistently 
delivered.  

 

Customer Service Issues at the City of Greater Sudbury  
This section describes issues associated with customer service practices at the City of Greater Sudbury 
and identifies approaches that could be considered to address them. The basis for determining the issues 
and approaches is a review of a number of sources, including:  

♦ Employee feedback  

♦ Citizen survey (2016) 

♦ Data from 311 and call centre statistics   

♦ Best practice review including contact with other municipalities and review of other 
municipalities’ customer service strategies 

♦  Review of findings from the 7th Citizens First report on drivers impacting customer satisfaction 
from the Institute for Citizen-Centred Service (ICCS). The ICCS is a Canadian institute 
established in the late 1990s to sustain and further develop efforts to improve citizen satisfaction 
with public sector service delivery in Canada. Their national study, the Citizens First report, has 



been published at regular intervals since1998 and analyzes what people think of customer service 
delivery in Canadian government agencies and what the priorities are for improvement.   

These sources help identify the organization’s “current state” as well as the issues to be considered when 
assessing the City’s fit with leading, contemporary customer service practices. The detailed research 
conducted to inform the analysis of the priority areas presented in this report can be found in Appendix A.   

Based on the information available, staff have identified five issues that the City should address in order 
to improve the customer service experience.   

 

1. Policies, Standards and Workflow  

Customer service has been identified as a priority by Council, the City’s Executive Leadership Team, and 
municipal employees. It was a key principle associated with the organizational restructuring that occurred 
in 2016. It was also identified as one of the organizational areas of focus in response to the 2016 
employee survey. It is a core mandate of the organization, reflected in the City’s Vision, Mission and 
Values. Finally, Council’s Strategic Plan Greater Together identifies “refocus on customer service” as a 
priority.  

However, the City does not currently have a common set of policies, standards or workflows that reflect 
an enterprise approach to customer service. Historically, departments and divisions had little standard 
guidance to follow when determining customer service approaches. This resulted in inconsistencies and 
gaps that did not support effective service delivery across the whole organization. In leading 
organizations and in the data provided by Citizens First, it is clear that some additional level of corporate 
guidance in the form of policies, standards and workflows should exist to ensure the customer experience 
reflects a “best practice” example.  

The City of Greater Sudbury could address this issue by: 

♦ Comparing existing policies, standards and workflows with best in class examples to identify 
gaps, modifications or other changes that ensures Greater Sudbury’s approach aligns with 
contemporary leading practice  

♦ Identifying data requirements for work processes that are considered important for the customer 
service experience to facilitate performance measurement and feedback with a view to ensuring 
sufficient, appropriate information is in the right staff’s hands, at the right time, to support a 
focus on service outcomes 

♦ Regularly seeking and acting on customer service feedback from citizens and employees  

 

2. Service Consistency 

This issue reflects not only the absence of corporate guidance described above, but it also reflects the 
perceived gap between frontline employee survey feedback and the overall corporate perception of the 
relative priority that “customer service experience” has among a list of corporate issues. Citizens First and 
best practice municipalities indicate that service design across channels needs to reflect a consistent 
experience. Similarly, the nature of staff interaction in the customer service experience should reflect a 



consistent level. For example, a relatively new employee should be just as prepared for common customer 
service interactions as a seasoned, longer-serving employee so that a customer has a consistent experience 
with either one. 

One of the key issues identified as part of the research conducted in examining customer service issues 
relates to the lack of regular, routine measurement of our customer service performance. Without reliable, 
regular data, it is difficult to identify issues – and therefore difficult to devise solutions to resolve them. 
Measurement is the foundation of a customer service strategy. As noted in Appendix A, the City does not 
have an entire corporate view of our customer service performance due to missing data on several levels 
and for different reasons (e.g., different tracking systems, etc.).  

The City of Greater Sudbury could address this issue by: 

♦ Establishing standards for customer service that focus on timeliness, accuracy, and 
responsiveness; 

♦ Agreeing on a set of key performance indicators and a regular reporting framework on those 
KPIs for customer service  

♦ Defining “first call resolution” and measuring accordingly 

♦ Developing a process that effectively addresses issue resolution including cross-departmental 
collaboration, training, process flow charts, and timeline standards  

♦ Establishing and measuring against customer service response standards 

 

3. Training and Development 

While some areas of the organization have localized customer service training and have been very 
successful in making changes to meet the needs of their specific stakeholders, there remains a need to 
identify an approach for an enterprise-wide customer service program. Similarly, in the 311 area, training 
has historically been done on a peer-to-peer basis following an in-house manual. There is an opportunity 
to review what the training covers, how it covers it, and how it is delivered. Recently, job responsibilities 
in 311 have been rearranged to ensure that responsibility for the development and implementation of 
training and quality assurance programs for 311 staff is a specific accountability, to ensure that we can 
conduct consistent training that allows us to improve on performance over time.  

The research also shows that although the leadership competency of “citizen/customer focus” is included 
in the City’s talent management competency dictionary, we lack systems to identify, foster, and grow that 
competency in our employees (current, future and potential).   

Finally, interdepartmental collaboration is improving; however, there are process enhancements that can 
still be made. For example, there can be improvements in the flow of information to and from 311 and 
operations, to reduce the potential for information and process gaps.   

Key actions that could address this issue include:  

♦ Include customer service competencies in all recruitment processes  

♦ Recognize and celebrate customer service best practices across the organization  



♦ Source and implement an enterprise-wide customer service program along with a leadership 
support toolkit   

• Establish a customer service commitment statement for leaders and employees to create a sense 
of accountability and a guiding principle for service expectations  

• Review 311 and operating department business processes related to customer service  

• Ensure a rigorous and effective issue resolution process 

• Empower employees to provide excellent customer service and provide them with the tools to do 
so effectively 

• Establish clear service expectations with the community through a combination of education, 
communication, and standards.   

 

4. Technology Support 

The City currently uses Active Citizen Requests (ACR) as its Customer Relationship Management 
(CRM) software. This system is used by many, but not all areas, which means that in some cases informal 
methods of communication are used to receive, handle, and close citizen inquiries. A number of areas are 
working to establish processes to use ACR (at all, or more effectively). Ultimately, this will result in 
improved customer service and will also allow for improved tracking of information such as number of 
calls, escalation of calls, and the rate of inquiries closed (on time and late).  

311 service request calls are tracked using ACR, while public works cases are tracked internally through 
different software, CityWorks. The two systems are integrated at a number of levels but there remain 
opportunities for stronger integration.  

Technological integration will be a significant factor in the discussions associated with the change in 
CRM over 2018-2019. As Council is aware, the company that developed ACR is no longer supporting the 
system and a new customer relationship management system must be sourced. As an initial step in that 
process, an RFP was issued to retain a consultant to develop a CRM business plan and that work will 
begin shortly. This process will provide an opportunity to look at how CityWorks can be integrated within 
a new system to streamline the customer service experience.  

The drive to change our customer service processes, compounded with the need for a new CRM platform, 
presents a number of opportunities and challenges. The market has evolved significantly since 2007, and 
CRM software now offers improved functionalities. The City’s ACR currently has limited capacity to 
integrate with other CGS software. The opportunity exists given the changing market to identify a CRM 
solution that would assist the City in achieving its customer service, engagement, and operational goals 
and requirement, while streamlining our CRM processes further. 

Key actions that could address this issue include:  

♦ Continue the process to source a new CRM system 

♦ Ensure buy-in and commitment to a standard tool for the handling and resolution of requests and 
complaints by all departments  



♦ Review and assess technological integration with other City systems that perform or are related to 
customer service for alignment and consistency 

 
5. Role of the 311 Call Centre  

Municipalities with an enterprise-wide customer service strategy use their call centres differently than the 
City of Greater Sudbury does. Needs, trends, and operational and community requirements have evolved 
over the last several years, and there is an opportunity to adapt the 311 call centre operations to match 
those changes. Data shows that 311 operators have the required capacity to implement those changes, and 
there is an opportunity to review the team’s structure to more clearly emphasize customer service 
excellence and process improvement. This is currently underway, with the successful recruitment of a 
new Manager of 311 and Customer Service and by focusing the role of an existing staff member on 
training and quality assurance.  

There are, equally, opportunities to create consistency in 311’s processes, and in how departments deal 
with and involve 311 and opportunities to more consistently track and use 311 data, both as it relates to 
call centre performance and customer trends and satisfaction.  

After-hours calls to 311 are handled by a third-party contractor. This can lead to differences in customer 
service standards, and ultimately decreased customer satisfaction. A review of data from after-hours calls 
is currently being conducted, and service recommendations will emanate from that review later within the 
next few months.  

Key actions that could address this issue include:  

♦ Continue to review the structure, roles and job descriptions in 311 to maximize resources 
available and align roles with organizational need and community expectations  

♦ Establish a training and quality assurance program for 311 staff 

♦ Establish processes to integrate 311 operations with operators to ensure accuracy and timeliness 
associated with responses  

♦ Review operating hours for the 311 call centre with a focus on customer satisfaction and cost 
effectiveness   

 

Customer Service Principles  

This section describes a set of customer service principles informed by from the issues described above. 
These principles are those that staff believe should apply to the development of a customer service 
strategy for the City of Greater Sudbury, and should be reasonably expected to address the issues 
identified above.  



 

Recommended Principles  
1. We have agreed upon standards for customer service. 
2. We recruit, train and empower employees to provide great customer service and recognize those 

who go the extra mile. 
3. We resolve issues on a first contact basis where possible. 
4. Our staff are knowledgeable and consistently have the information they need to provide the right 

answer. 
5. We are committed to measuring and improving our customer service performance. 
6. We use technology to effectively leverage customer service opportunities and address customer 

service issues. 
7. A positive customer service culture is part of the City of Greater Sudbury brand. 

None of the above principles can stand alone: they are all interconnected. For example, resolving an issue 
on the first call (principle 3) cannot reasonably be achieved without measuring our success (principle 5), 
ensuring that staff have the knowledge to resolve the issue (principle 4), the support of the senior leaders 
in the organization to go the extra mile (principle 2), and the training and the technology to support their 
work (principles 2 and 6).   

Each of the principles is outlined in more detail below. 

Principle 1: We have agreed upon standards for customer service.  
The City of Greater Sudbury has committed to customer service excellence in a number of foundational 
documents. However, there remains a need to clearly identify through policies, standards, and processes 
what that commitment means. The lack of such tools has historically led to inconsistent customer service 
practices across the organization, which in turn leads to citizens not knowing what to expect when they 
engage with the municipality.  

As shown in Appendix A, the Institute for Citizen-Centred Services (ICCS) identifies “delivery 
timeliness” as one of the top two drivers for customer satisfaction. The report also identifies that customer 
expectations are increasing as it relates to the amount of time they expect to wait to receive a service or 
have an issue resolved.  

This first principle also addresses issues associated with access and consistency of service. As has been 
shared previously with Council, customer service is provided across the City of Greater Sudbury 
thousands of times each day in several ways using a variety of media: indirectly (users of municipal 
infrastructure), directly (in person, in the field, by phone, email, social media or website). The level of 
service is changeable based on how citizens access the service.   

By establishing standards for customer service, which are supported by policies, workflow processes, 
training, and appropriate technology, the City of Greater Sudbury can address a number of issues outlined 
earlier in this report. Customer service standards will ensure that employees and citizens alike will know 



what customer service expectation they should have when engaging with the municipality – no matter 
which area of the organization they are engaging with.  

 

Principle 2: We recruit, train and empower employees to provide great 
customer service and recognize those who go the extra mile.  
Organizations that excel at customer service have developed or sourced a formal, enterprise-wide 
customer service training program that is delivered to all frontline employees and that emphasizes the 
organization’s customer service philosophies. Recruitment tools and processes in these organizations 
routinely address the need for customer service skills, either through interview tools, assessment tools, or 
reference checks. 

The City of Greater Sudbury’s talent management framework includes a “customer/citizen focus.” It is 
defined as, “The desire to work closely with internal and external customers (e.g., citizens of CGS, 
residents, patients, colleagues, other divisions/departments, community partners, key stakeholders, etc.) to 
meet and exceed their expectations. It is the ability and willingness to understand and address their needs 
and continually provide high levels of service by keeping customer needs at the forefront of activities. 
Individuals with high levels of this competency demonstrate a strong commitment to delivering excellent 
service and achieving customer service outcomes to a high standard of quality.” This competency 
includes the following key behaviours:  

1.  Takes personal responsibility for delivering quality service. 
2. Addresses underlying customer/stakeholder needs. 
3. Monitors and improves quality of customer service. 
4. Uses a long-term perspective; acts as a trusted advisor.  

Recruitment and retention that establish a baseline of customer/citizen focus, supported by formal and 
ongoing training, is by the senior levels of the organization. The training should include at a minimum 
decision-making, communication, conflict resolution, positive body language and other important 
customer service skills. These components are vital to ensuring that City of Greater Sudbury employees 
are capable of, and supported in, providing great customer service. 

In addition, in organizations where customer service is prioritized, employees who provide exceptional 
customer service are recognized in a public setting and celebrated for their efforts. The City of Greater 
Sudbury WISE recognition program speaks to customer service excellence; however, this principle 
decentralizes the responsibility for recognizing – both identifying and celebrating – customer service to 
all staff, and to citizens as well. Celebrating customer service excellence should reasonably be expected to 
positively impact on the organization’s reputation. 

This principle also incorporates one of the City’s underlying customer service philosophies, which 
equates respect with service. This means that just as staff are empowered to make customer service 
decisions, they are equally empowered to cease the delivery of service when dealing with violence, 
harassment, or otherwise unacceptable behaviour in the workplace. 



 

Principle 3: We resolve issues on a first contact basis wherever possible.  
In their 2014 report, the ICCS identified “issue resolution” as the second of the top two drivers that 
impact customer satisfaction. This driver is a composite of factors that include: 

1. I have confidence that any future issues will be addressed to my satisfaction. 
2. Any issues I encountered in the service process were easily resolved. 
3. Any complaints I made about my service experience were addressed to my satisfaction. 

They note that the strong impact that issue resolution has on satisfaction is a major new finding for the 
2014 study, and the ICCS recommends that all jurisdictions should take action to address issue resolution, 
and citizens’ perceptions of it.  

The supporting data in the ICCS report indicates that issue resolution has much to do with resolving 
barriers to getting service (such as finding the information they need, knowing where to go and what the 
process is), and issues with staff, as it does with timeliness (ie, having to wait too long to have the issue 
resolved).  

Additionally, first call resolution is a criterion associated with customer service excellence in high 
performing organization, and clear definition of the term, along with clear targets, are key elements of a 
service strategy driven by citizen needs and expectations.  

By addressing issue resolution, the City will be addressing one of the primary drivers associated with 
customer satisfaction with government services. It is worth noting that the ability of staff to resolve issues 
on a first contact basis speaks to a variety of underlying support structures and needs, including: 
appropriate issue identification, appropriate knowledge base, appropriate training, appropriate leadership 
support and buy-in, and appropriate tools to measure and track success.  

 

Principle 4: Our staff are knowledgeable and consistently have the 
information they need to provide the right answer.  
The ICCS 2016 report identifies “staff knowledge” as one of several factors that should be improved 
across government services to positively impact on customer satisfaction, specifically as it relates to 
citizens’ perception of their interaction with staff.  

Customers expect staff who are providing service to them to have the information they need to provide 
the service. They expect the information they receive to be accurate. They expect that staff are both 
knowledgeable and competent, and they expect to be able to trust the information they receive. 

The City should increasingly focus on creating pathways for the effective transfer of knowledge to those 
who provide frontline customer service. At the City of Greater Sudbury, there are a number of elements 
that would seem to indicate that our interdepartmental collaboration processes do not easily allow for 
knowledge to be transferred to those involved in customer service.  



Increasing the knowledge of staff to be able to address issues – or, equally, to be effective navigators to 
direct people to the right person immediately – will build the City’s capacity to enhance customer 
satisfaction.  

This principle addresses issues associated with resolution rates (that is, case closures) as well as some of 
the issues associated with the role of the 311 call centre who may be, at times, unable to provide 
information – or up-to-date information – to residents.   

 

Principle 5: We are committed to measuring and improving our customer 
service performance.  
One of the key issues identified in the customer service issues is the lack of formal, routine measurement 
of customer service performance at the City of Greater Sudbury. As noted previously, organizations that 
excel at customer service measure and evaluate the customer experience within their organization. This 
includes regular surveys using a variety of tools such as mystery shoppers and quantitative data such as 
first call resolution ratios.  

Identifying key performance indicators that speak to our performance as an organization is a foundational 
element of a customer service strategy. Regular reporting on performance allows us to be responsive to 
needs and trends, and informs our decision-making. 

Measurement is not only on a quantitative level: there are also improvements to be made by measuring 
and analyzing qualitative efforts. For example, the ICCS recommends that issues faced by clients be 
tracked and analyzed to identify potential improvement strategies. 

Organizations with high customer service performance measure themselves against standards that they 
have defined for themselves as well as standards accepted as “best practice” in the industry. Measuring 
our performance means that we can recognize where we are doing well and improve where there are gaps. 
It also means that we can participate in processes such as the Service Quality Measurement (SQM) Group 
and other recognizes quantitative analyses. 

This principle underlies and informs all other proposed principles.   

 

Principle 6: We use technology to effectively leverage customer service 
opportunities and address customer service needs.   
The ICCS 2014 report identifies a growth in customer preference for accessing government services 
online. This is in line with the increase that has been seen in the use of mobile technology to access the 
City’s digital platforms (website, etc.) over the last two years. Currently, more than 53% of users access 
our services through a mobile platform and that number will continue to grow.  

Social media inquiries and complaints account for a small but growing number of ACR cases created. 
More than 300 emails are sent to the @311 email address each month. As well, e-government services are 



becoming a must-have rather than a nice-to-have for all levels of government. Finally, as outlined 
previously, the City’s Customer Relationship Management (CRM) is at the end of its useful life.  

This principle speaks to the potential that the City of Greater Sudbury has to leverage technology 
differently than it has in the past. Specifically, there is alignment between the development of a new IT 
Strategy and the opportunity to leverage technology and technological through the sourcing of a new 
CRM system that should allow the City to more effectively identify, track, and resolve issues – all in the 
service of meeting customer needs and expectations.  

The effective use and deployment of appropriate technological solutions is also an underlying principle 
that will allow for other principles – like rigorous measurement – to be fully established and successful.   

  

Principle 7: A positive customer service culture is part of the City of Greater 
Sudbury brand.   
This principle differs from the previous six in that it is both a principle and an outcome of adopting a 
strategy that encompasses the recommended principles. By developing – and marketing – a City of 
Greater Sudbury brand that includes a positive customer experience, we state that the customer 
experience is part of the planning process for all departments of the City of Greater Sudbury. Whether it 
be a communication program, a recreation program, a new sign-up process, a Council report, or a direct 
customer service interaction, this principle states that the customer experience is at the heart of what we 
do.  

 

Next Steps 

The principles described above will be used as the basis for the development of an enterprise-wide 
customer service strategy. This work is currently underway. A steering committee has been established to 
lead that process, in parallel with the work being conducted on the replacement of the City’s Customer 
Relationship Management system. While these projects require separate workflows and processes, they 
are intrinsically connected and must evolve in parallel: a new CRM will support the City’s customer 
service vision, approach, principles, and strategy. Equally, the City’s customer service strategy will rely 
on technology to deliver appropriate, timely, and relevant data to support our work.   
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