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The Truth behind Front Office Business Cases
This workshop will explore what it takes to create realistic and sustainable front office 
business cases. It will explore the most critical areas to focus on, the pitfalls to avoid 

and how to bring all the stakeholders with you along the way.



Agenda

 What does a robust business case look like

 7 Critical factors in developing one

 5 Critical areas to focus on

 The balancing act

 Strong link between outcomes and enablers

 Focus on cashable benefits

 Data, data, data

 Don’t confine yourself: Be creative

 Q&A



What does a robust business case look like?

 Outcome focused

 Explains the: Why, What, How and When

 Data driven with clearly defined assumptions

 Highlights a believable payback

 Is achievable

 Unlocks the funding



7 Critical Success factors for achieving a 
robust business case

1. Clear outcomes aligned to: Corporate objectives, CS strategy and Member 

directives

2. Early establishment of the scope and process for benefit realisation 

3. Defined and communicated governance process

4. Early definition of the approach for data collection and validation

5. Building a shared understanding of the impacts across the organisation

6. Addressing the potential for increased volume as services and awareness 

improve

7. Review for double-counting across CS and Directorate Business Cases



Critical Areas: 
(1) The balancing act

Cost Reduction

Service 
Improvement



Channel Shift

Service 
Improvement

Reduction of 
Avoidable 
Contact

Customer 
Facing 

Efficiencies

 Cost of contact reduced through:
 economies of scale
 improved contact handling times
 increased utilisation
 improved capacity and capability

 Maintaining principle of customer choice
 Increasing convenience
 Underpinned with a proactive and targeted approach to 

campaigning

 Reducing chasing calls/ mis-routing 
 Managing customer events/products 
 Proactive ‘crisis’ management
 Root-cause analysis

 Efficiencies in Service Delivery through:
 improved SLA reporting and visibility of information
 streamlined processes and improved data quality
 reduced administration

 Improved Customer Satisfaction

Critical Areas:
(2) Strong link between outcomes and enablers

Cost 
Reduction

Service 
Improvement
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EfficienciesEfficiencies

Channel ShiftChannel Shift

Avoidable ContactAvoidable Contact

Service ImprovementService Improvement

Critical Areas:
(2) Strong link between outcomes and enablers
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Drivers

DeliveryDelivery

TimelinessTimeliness

InformationInformation

ProfessionalismProfessionalism

Staff AttitudeStaff Attitude

Kept promise
Handled problems
Completed request

Initial wait
Overall time

Times to contact

Accurate
Comprehensive
Kept informed

Competent
Fair

Polite & friendly
Sympathetic 

 Provide advisors with direct 
access to information: end to end 
view; pro-active approach

 Once and done, convenience, 
improved utilisation, root cause 
analysis

 Consistent, targeted info., 
knowledge base as single 
version of the truth

 Create a professional standard 
for customer services; ongoing 
development

 Staff equipped and empowered to 
resolve requests; proud to work 
for the Council

OutcomeEnablers

30%

24%

18%

16%

12%

MORI Improving Customer Satisfaction in the Public Sector

Critical Areas:
(2) Strong link between outcomes and enablers
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Drivers

Chasing / 
Follow-up
Chasing / 
Follow-up

Re-assuranceRe-assurance

MisroutedMisrouted

Failure led 
demand

Failure led 
demand

Multiple 
requests for the 

same info.

Multiple 
requests for the 

same info.

Critical Areas:
(2) Strong link between outcomes and enablers

Met expectations
Kept promise
Kept informed

Confidence
Meets expectations

Accurate
Comprehensive
Kept informed

Right first time
Quality delivery

Once and done

 Pro-active approach, SLA 
monitoring, root-cause analysis, 
CS empowered to share data

 Automated response, pro-active 
updates; readily available info.

 Improved sign-posting, customer 
centric product design

 Improved, accurate data, real 
time updates,  mobile working

 Data sharing, Single view of the 
customer, designed around 
customers not service

OutcomeEnablers



Cost Reduction 
Benefits

Service 
Improvement 

Benefits

Reduced headcount

Reduced partner
spend

Reduced Property
& Infrastructure

Retrain & Re-deploy
staff

Services focus more 
time on delivery

Critical Areas:
3) Focus on cashable benefits



Map measures to 
outcomes/enablers

Assess where data 
is already available

Prioritise

Different methods for
different datasets

Dedicated resource 
by service(s)

Agree underpinning
assumptions

Identifying the measures provides the required insight into data
Requirements e.g. Volumes x channel, Utilisation, FTE, Salaries/Oncosts

Internal: Performance Reporting, HR, Projects, CS, Contract terms
External: Local Government Services List, ESD Toolkit, Idea, CLG

Be flexible and varied in the methods/templates used: Surveys, Day In Life
Of (DILOs), Activity Analysis, Sampling, Switch/Web/Email servers, System
extracts, Interviews, In flight projects

Engagement is key, creates a greater likelihood of identifying gaps/double-
counting, generates credibility to assist sign-off

Financial model based on data AND assumptions, early agreement re: 
scope, governance, sign-off, timeline, approach, benchmarks, targets

Dependent on timescales, it’s unlikely you’ll get 100% data in first cut
High volume/low complexity, Drivers, Engagement, Confidence, Partners

Critical Areas:
(4) Data, data, data



Critical Areas:
(4) Data, data, data



 Customer Insight

 Automated Payments

 Performance Management

 Introducing /targeting chargeable services

 Debt Recovery

 Flexible Working

Critical Areas:
(5) Don’t confine yourself: be creative



Questions


