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PEER REVIEW 
City of Leesburg 
Customer Service Department  
 
Conducted December 7-9, 2011 
 
 
Introduction 
The Peer Review Program was created through the Florida Municipal Power Agency (FMPA) to enable a municipal electric utility to request an independent peer review of a utility’s policies, procedures and day-to-day operations in specific functional areas. This particular peer review was performed for City of Leesburg (Leesburg) and focused on the Customer Service Department.  
 
The first step in the process was to assemble the Review Team by soliciting volunteers from other municipal electric systems. Candidates were senior staff members with significant experience in similar day-to-day operations of a utility. Instructions to the Review Team were to interview the Leesburg staff members, examine their work processes, and compare and contrast what the Review Team saw and heard at Leesburg with their own utility’s operations. 
 
Once the Review Team was established, the field review was scheduled and held December 7- 9, 2011. On the last day of the field review, the Steering Committee of the Peer Review Program debriefed the Review Team. The Steering Committee then discussed the issues raised by the field review and compiled this list of suggestions for Leesburg. The comments are organized into the following broad areas: 
 
1. Kudos 
2. Customer Service, Billing and Metering 
3. Collections and Cash Operations 
4. Technology and Smart Grid Deployment 
5. Management 

 
The recommendations are a compilation of suggestions from Leesburg staff, the Review Team and the Steering Committee. The recommendations should be viewed as possible solutions to problems but not necessarily the best solution. Certain recommendations may not be practical in light of other issues of which the Review Team and the Steering Committee are unaware. The recommendations are given in the spirit of constructive feedback and not from a position of knowing with certainty the correct solution. 
 
By asking for this review, Leesburg management has raised its staff expectations for change. We recommend that Leesburg implement as many recommendations from this Peer Review as makes sense to Leesburg. 
 
The ordering of the observations and recommendations under any given category is entirely random, so no priority should be inferred. 
 
 
Limitation of the Peer Review Process 
 The time spent interviewing staff members was necessarily short. While we believe the major issues were identified, detailed investigation and cross-checking was not possible. 
 A related issue is that during the short time spent in the review, the staff members may have been on their “best” or “worst” behavior, depending on the message they wanted to convey. 
 By the structure of this review, the Review Team only saw one side of the issues. This was recognized going in and is one reason why seasoned veterans from around the state were used for the review. These veterans are in a better position to contrast what they saw at Leesburg to their own operations and make a judgment about whether there was a significant problem. 

The Review Team consisted of volunteers from municipal electric utilities in Florida and the Florida Municipal Electric Association. The team members are: 
1. James Barnes City of Tallahassee 
2. Richard Vega Homestead Energy Services 
3. Cynthia M. Henry Orlando Utilities Commission  
4. Cheryl Anderson Florida Municipal Electric Association 

 
The Steering Committee members that participated in this review are: 
1. Byron Knibbs Orlando Utilities Commission 
2. Kevin McCarthy City of Clewiston 
3. Tom Richards Fort Pierce Utilities Authority 
4. Charles Revell City of Mount Dora 
5. Mark McCain Florida Municipal Power Agency 
6. Mike Siefert Florida Municipal Power Agency 
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Section 1 
Kudos 
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 KUDOS 
 
What the Review Team Liked 
1. The Leesburg staff was very cooperative with the review process. Staff is very knowledgeable and was willing to share their expertise.  

 
2. Management requesting a peer review is a positive indicator for their commitment to improve customer service processes and efforts to implement best practices.  

 
3. Supervisors are well liked and respected.  

 
4. Customer service staff has a strong desire for formal training and to learn and implement process improvements.  

 
5. The Customer Information System from HTE is a good quality system.  

 
6. There are several long-term employees, and they exhibit a strong commitment to the organization.  

 
7. Implementation of uniforms enhances the professional atmosphere and team approach.  

 
8. The recent deployment of an Interactive Voice Response (IVR) system demonstrates a desire to provide customers with payment options and customer convenience. 

 
9. Despite being understaffed, employees are very dedicated. 

 
10. Staff demonstrates strong multi-skill and multifunctional abilities.  

 
11. Return check policy is comparable to industry standards.  
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Section 2 
Customer Service, Billing and Metering 
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Customer Service, Billing and Metering 
 
Observations/Recommendations 
 
1. Customer service representatives handle walk-in customers and phone calls at the same time. 
a. The practice of handling walk-in customers and telephone customers with the same Customer Service Representatives is unusual for a city of this size and may not provide the best service. The city may want to consider separating the two functions. Leesburg may wish to consider the creation of a call center which would be in line with industry best practices.  
	
January 2014 Departmental Response: We had created a call center early 2012.  Two (2 dedicated staff are assigned to the call center.  We have one staff member that assists when call volume in high in addition to handling email and fax requests.  

April 2012 Departmental Response:    This would require approximately 3-4 additional staff to meet industry standards. i.e. City of Homestead (similar in size and services) has 5 dedicated call center staff. 


2. There are written Standard Operating Procedures (SOPs) governing customer service operations.  
a. Leesburg should consider updating the existing SOPs for customer service operations to clearly define job duties for the employees in today’s work environment.  

January 2014 Departmental Response:   This is an ongoing process and is continually being updated. 

April 2012 Departmental Response:    Existing SOP’s will be updated in the upcoming months during the Business Process Review for the implementation of SmartGrid.

3. When customers arrive at Customer Service, there is a lack of assistance to orient them toward the process. There is inadequate professional signage to minimize customer confusion.  
a. The city may wish to consider installing professional signage in the lobby. By doing so it will enhance the flow of customers through the lobby area. 
	

January 2014 Departmental Response:  A directional board and numbering system was included in the renovation of the Customer Service area to improve service and customer flow.  

April 2012 Departmental Response:    To be completed in the renovation of Customer Service area. Additional renovation layout options are being prepared for review by City Manager and then will be provided to Commission for additional consideration.
  
4. The customer service lobby creates major challenges for providing effective customer service. The facility is lacking in design, layout and functionality. It is cramped, confusing and there are security, privacy and safety concerns. The Customer Service Department is often the first impression new residents have of a city.  
a. The redesign and renovation of the customer service lobby would improve work efficiencies, improve customer service and boost morale. 

January 2014 Departmental Response:  A designated lobby was designed for customers and a separate area for 	servicing the customers to address concerns of security, privacy and safety.  

April 2012 Departmental Response:    To be completed in the renovation of Customer Service area.


5. Billing clerks answer customer service calls while performing critical billing functions.  
a. The billing clerk should not answer calls. The creation of a call center would increase the efficiencies of the billing clerk and provide better service for call-in customers. 

January 2014 Departmental Response:  A separate area for the call center had been implemented in 2011.  

April 2012 Departmental Response:    The billing clerk is no longer answering customer service calls.  

6. There is no automated way of providing customer pay arrangements. The process requires manual implementation and tracking. 
a. The department should utilize the delinquency module in the HTE system to create payment arrangements. Additionally, the IVR can be programmed to allow the customer to self-serve with extensions and PIN numbers.    
	
 January 2014 Departmental Response:  This will be an item of interest when reviewing the phone system and integration capabilities between the software systems. 

April 2012 Departmental Response:    Training will be set up with a representative from HTE to assist us with this process.  Customer service is working with vendor to set up extensions within the IVR system.  
 

7. There is a lapse in communication between customer service and other key departments.  
a. Communication channels should be established between departments prior to implementation of new programs. Each director needs to ensure a good line of communication is provided to the customer service staff.  The city may wish to consider developing an Internal Communications Plan. 

January 2014 Departmental Response:  This is ongoing with the SmartGrid rollout and implementation.

 April 2012 Departmental Response:    The peer review panel clarified that this item was in reference to the roll-out of SmartGrid.  An internal communications plan is being developed as part of the Business Process Improvement component of SmartGrid.  Additionally, Robert Sergeant is aware of the communication concerns and is keeping customer service staff informed as the project progresses.   
 

8. The present NEC phone switch is outdated and does not support best-in-class standards. 
a. Staff should conduct a telecommunication analysis to determine the best phone switch that will integrate with the IVR, Outage Management System (OMS), and meter data management system.     

 January 2014 Departmental Response:  Finance and IT divisions are reviewing software systems to provide call metrics, monitoring and additional reporting solutions to enhance overall customer experience and assess training needs.  

April 2012 Departmental Response:    A telephone system has been recently purchased by IT and will be rolled-out over the next year on a department-by-department basis.  


9. The main customer phone numbers 728-9800 (original number) and 728-9810 (new IVR number) are providing similar functionality. 
a. The utilization of a single customer contact number for all utility services is considered standard operating protocol, and greater use of the IVR would free up staff time.  
	
 January 2014 Departmental Response:  IT department turned on the call menu options in November 2013.  The menu options were revised in December 2013 and will be reviewed periodically for continual improvement processes. 

April 2012 Departmental Response:    A telephone system has been recently purchased by IT which will allow for a single contact number.  Our current system was unable to provide a single number solution.    

  
10. There is no quality assurance for calls or input accuracy. 
a. Acquire a call center workforce management solution that will provide call recording and labor utilization information. 
	
	January 2014 Departmental Response:  IT found that the reporting on the current telephone system is not providing 	the necessary information for consistent reporting or establishing a matrix system.  

 April 2012 Departmental Response:    New telephone system will have the capabilities of recording calls and provide statistical information for labor utilization purposes.   This will give our Customer Service supervisors and managers tools similar to call centers in organizations where quality assurance is systemized.
	
    
11. Presently there are no established service levels (standards) for incoming and outgoing service calls. 
a. Establish services levels for the percentage of calls answered. In addition, begin measuring calls received, calls answered, calls abandoned and calls blocked. These are standard metrics that should be applied to call center.  
	
January 2014 Departmental Response:    Finance and IT divisions are reviewing software systems to provide call metrics, monitoring and additional reporting solutions to enhance overall customer experience and assess training needs.  

April 2012 Departmental Response:    New telephone system will have the capabilities of recording calls and provide statistical information to be analyzed for establishing guidelines.  Metrics will be developed to establish and monitor service levels.  

12. The current inbound call team of two staffers is notably understaffed.  
a. Conduct a call traffic analysis to determine the correct staffing needs. Similar utilities have several more customer service representatives dedicated to phone (call center) operations. Better use of IVR functions and or shifting employees during peak call times, based on traffic analysis could reduce the number of additional employees needed.  

January 2014 Departmental Response:   Finance and IT divisions are reviewing software systems to provide call metrics, monitoring and additional reporting solutions to enhance overall customer experience and assess training needs.  

April 2012 Departmental Response:    The current telephone system does not have the capability to analyze call traffic.  The new telephone system will have the capabilities of recording calls and provide statistical information to be analyzed for establishing guidelines to coincide with the standard industry metrics.  


13. The hours of customer service are from 8 a.m. to 4:30 p.m. Monday through Friday. 
a. These hours are restrictive and do not support best-in-class standards. With smart grid deployment, the need to expand the customer service hours will be paramount.  

January 2014 Departmental Response: This will be continued to be reviewed as the web portal and additional programs are roll out to our customers.   

 April 2012 Departmental Response:    Customer Service hours were shortened as a cost-cutting measure resulting from the economic recession.  We acknowledge that hours may need to be expanded and this will be evaluated as part of the Business Process Improvement component of SmartGrid.

14. Present collection contract fees are 33% of the outstanding balance. 
a. Review the collection contract with the objective of lowering the collection rate more in line with comparable utilities (15%-20%).  



 January 2014 Departmental Response:  Finance Department currently reviewing other alternatives to include RFP to reduce contractual fees.  

April 2012 Departmental Response:   Collections Supervisor will complete a comparison with other municipalities.  If comparison reveals contract fees are excessive, the City will either renegotiate with the current provider or issue an RFP.  

 
15. It appears that 15-20% of the workforce is absent due to illness, disability or vacation, compounding problems of already low staffing levels. Employee shortage is causing employee burnout, low morale and interrupting work flow.  
a. The department should consider alternative staffing to support absenteeism and long-term disability.   

January 2014 Departmental Response:  Staffing restructure proposed to Commission and awaiting final approvals to proceed.  

 April 2012 Departmental Response:   Current budget does not provide for temporary staffing.  If approved, temporary staff could be considered. Customer Service would like for the Business Process Improvement component to be completed during the SmartGrid implementation prior to making any recommendations as structure of current responsibilities and duties may change.  

16. Minimum employee recognition has been observed during this peer review.  
a. The development and initiation of a recognition program for employees that are performing at higher levels could help increase morale and provide incentives. 

	 January 2014 Departmental Response:  No changes since April 2012. 

	April 2012 Departmental Response:   Observation by the peer panel over a three day period may not be a good representation of the City’s efforts at recognition.  Employees who go above and beyond are regularly rewarded with movie tickets and praise during staff meetings.  Outperforming employees have the ability to enjoy merit bonuses or raises when funds are available.  When the new telephone system is implemented, the metrics that will be available may allow additional recognition of employee performance in the areas of quality control and efficiency.
 
17. Drop box signage does not clearly state when payments will be processed and posted to the customer account.  
a. It is recommended to define the time in which payments will be processed and posted by the customer service department, providing customers with a clear understanding of service. 

January 2014 Departmental Response: Signage was updated to reflect posting time of payments.   

 April 2012 Departmental Response:   Signage has been ordered. 

 
18. The television monitors in the lobby are underutilized, and information is not regularly updated.  
a. Work with communication group to update customers on relevant programs and offerings. (e.g., e-bill, energy audits, energy rebates, smart-grid updates) 

January 2014 Departmental Response:  Since remodel, new DVR has been ordered.  Presentations are being revised of programs, community events and energy conservations tips, etc.  

 April 2012 Departmental Response:   Robert Sargent is working on updates and a system to keep monitors up to date. 

 
19. Present customer operation workflow is not designed for maximum efficiency. Rotations of staff from front counter to phones, billing, meter reading and other duties lack accountability, structure and proficiency. Also, it does not conform to standard utility practices.  
a. The department should benchmark with comparable utilities to design an organizational structure that will support separation of duties and higher efficiency.  
 
January 2014 Departmental Response:  Staffing restructure proposed to Commission and awaiting final approvals to proceed.  Restructure will directly impact separation of duties and higher efficiencies.  

April 2012 Departmental Response:   The current operational workflow is a result of downsizing and the limitations of our current telephone system.  Larger organizations may allow for specialization of employees, but Leesburg’s staff shortages have required cross-training and cross-utilization of nearly all employees.  This may provide a level of efficiency not enjoyed by agencies represented in the peer review.  Nonetheless, the Business Process Improvement component of SmartGrid will allow us to review current procedures and staff utilization.                         
                     
20. Present processes and business rules are rendering inefficient customer processing.  
a. Create an information technology process map with the objective of minimizing the number of software applications being used by customer service representatives (e.g., SunGard, Online Utility, OMS, OptiView). 
 
January 2014 Departmental Response:  Still pending.  


April 2012 Departmental Response:    This issue is an important one to resolve, and the City of Homestead has offered to assist Leesburg.  This is largely an IT issue, and will require better integration of legacy software programs to expedite customer processing.	                    
 
b. Personal identification numbers (PINs) should be solicited on every customer contact to update customer social security number, email address and phone number. 

 April 2012 Departmental Response:   It is Leesburg’s belief that the use of PIN’s is customer-unfriendly (most customers do not like having to remember or find their PIN just to change some part of their account).  Verifying personally-identifiable account information (last four digits of SSN, phone number, DOB, etc.) is easier for most customers.

 
c. Call takers should be empowered with levels of authority that allow them to grant extensions on payment arrangements without transferring customers to the cashiers. 
	

April 2012 Departmental Response:    CSR’s are empowered to grant extensions.  The transfer of calls to cashiers is a function of call volume and not a function of the type of request being made by the customer.

 
21. The utility bill could be more and friendly. 
a. The department should benchmark with other utilities to establish a template for a more user-friendly, appealing design.  

 April 2012 Departmental Response:   Bills will be revised with the implementation of new rate structure for SmartGrid.  The City’s current attempt to promote rate transparency will yield to a more streamlined design.

 
22.  There is only one customer contact center for customer service. 
a. Explore remote payment locations through vendors, such as local bank, Western Union or other third-party services. Many of these service providers are open longer hours, which helps with restricted utility hours. 

January 2014 Departmental Response:  Amscot and Fidelity Express have been provided as payment providers to customers in 2013.  

 April 2012 Departmental Response:   The Smart Grid project will include additional payment options through our vendor “PayGo”.


23. Roles and responsibilities within the customer service department are confusing. 
a. Consider developing Best Operating Practices which include subject-matter experts with clear accountability in the following functioning areas: commercial accounts, collections, business analyst, and other functions.   

April 2012 Departmental Response:  The current customer service area is inadequate to provide a functional customer service area. The work environment can be enhanced through the renovation process with functionality and meeting customer needs as the top priority.  A warm friendly cohesive environment can be achieved once the area is clearly defined to allow the customer to know where to go when they enter our building.  


24. The customer accounts manager is involved in daily duties of subordinates. 
a. Additional staffing and or staff utilization will free the accounts manager to handle higher-level responsibilities, such as smart grid deployment, revenue protection, collections, and strategic planning.  

 January 2014 Departmental Response:  Staffing restructure proposed to Commission and awaiting final approvals to proceed.

April 2012 Departmental Response:    Current revenue constraints (and thus staffing levels) do not allow for a Customer Accounts Manager that is free from lower level responsibilities.

 
25. Present staff work load does not allow time for continuing education and networking with other utilities.  
a. The city may wish to consider opening the Customer Service office one hour later than normal on one day per week, such as Wednesdays, so there is time for staff training. This is a practice that has been implemented at another municipal utility. Once staffing levels are increased, or workloads reduced through better technology utilization, this will enable staff to participate in training and development programs, such as those offered through FMEA, FMPA, online training and more. These forums will help keep staff abreast of industry trends, benchmarking and new standards. 

 January 2014 Departmental Response:  Commission approved this in budget meeting 2013, department awaiting final approval of personnel restructure to fully implement.  

April 2012 Departmental Response:   Staff wholly concurs with the recommendation that the City needs to provide dedicated training time.  It is possible that the “open one hour later one day per week” could be confusing to some customers and could cause inconvenience.  Staff will analyze the potential of training after-hours, while mitigating overtime by flexing schedules.
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Collections and Cash Operations 
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Collection and Cash Operations 
Observations/Recommendations 
 
1. The collections supervisor is involved too much in the day-to-day operations and is unable to properly evaluate and manage the collections operations for the utility. In order to effectively manage collections, there needs to be a direct focus. 
a. Management should consider establishing a dedicated credit and collections specialist, which is comparable with industry standards. 

 	April 2012 Departmental Response:    This is the same situation as with the Customer Accounts Manager.  Current 	staffing levels do not allow for a Collections Supervisor that is free from day-to-day operations.
 
2. Cut-offs are not being performed with consistency to meet best practice standards. Current staffing levels are unable to handle the current volume of past due accounts. This is a contributing factor to the bad debt and collection issues. Collections are currently sending final accounts to a third-party collection agency without analyzing the accounts prior to submittal. 
a. The volume of disconnects should be increased. Management should increase the staffing of utility technicians to address this issue. Collections should consider disconnecting services for non-pay Monday through Thursday. Advanced Metering Infrastructure (AMI) remote disconnect capabilities will greatly reduce the staff requirements in the future. 

January 2014 Departmental Response:  Cut for non-pays are processed Monday – Thursday for all services.  Only electric customers who have remote connect/disconnect meters are cut on Fridays.   

April 2012 Departmental Response:    For many years the City did not cut services on Monday, but a good reason for this practice could not be found.  The City resumed cutting on Mondays in January.  We still refrain from conducting routine disconnects on Fridays so that customers are not surprised when the return home from work to find their utilities off and City Hall closed for the weekend (NSF and customers who break payment agreements ARE disconnected on Fridays).

At the time of the peer review visit, we were behind on disconnects, but have since caught up.  Future temporary periods of delay in disconnects can be anticipated due to staffing levels.

b. It is also recommended that Customer Service utilize the exception report in HTE to identify any possible revenue collection opportunities prior to sending accounts to a collection agency.  

 January 2014 Departmental Response:  Collections continue to reduce over the past 5 years.  The Collections Supervisor reviews the accounts prior to sending to the collection agency for possible collection opportunities.  

April 2012 Departmental Response:    Customer Collections Supervisor is reviewing reports to assist in reducing accounts being sent to the collection agencies.  This is a labor intensive process and additional training is required.  This will be one of the processes under review during the Business Process Review with SmartGrid to determine the effectiveness since collections should be reduced once we offer a pre-pay program.  

 
3. Collections Supervisor does monitor and review aged receivable reports. However, other standard collection reports that are commonly utilized by utilities industry will assist management with more detailed reporting and benchmarking metrics.  
a. The Information Technology (IT) department should give management access to receivable reports. These reports should be run and analyzed on a monthly basis by management. This will enable collections to determine appropriate strategies for reducing bad debt.  

 April 2012 Departmental Response:    Staff concurs and customer Collections Supervisor is reviewing reports to assist in reducing accounts being sent to the collection agencies.  Additional training is required.  

 
4. The return check policy states customers with two return checks become cash only for life.  
a. The department should consider revising the policy to one year or two years as cash only to be more in line with industry standards.  

	
 April 2012 Departmental Response:   Current policy is 2 NSF”s in one year, the account is considered cash only.  After a one year period, the customer may be removed from cash only status.  If the customer should then have another NSF, the account would be considered a “cash only for life” account.  Staff believes that three NSF checks are the maximum the City should accept from a customer during the duration of the account.

5. Present business practice maintains the full customer social security number displayed in the customer information system (CIS).  
a. This practice is a violation of the Fair and Accurate Credit Transactions Act (FACT Act). It is recommended that Leesburg work with its software provider so that only the last 4 digits of the social security number are displayed. 


April 2012 Departmental Response:    Staff will working with IT to truncate the SSN on the main CIS screen.  SSN’s will still be available in the system, but not shown in their entirety on the main CIS screen.


6. Customers in the customer service area can overhear cashiers discussing private information with customers (social security number, address, etc.). This is violation of the FACT Act.  
a. Redesign the customer service area to provide privacy accommodations in compliance with the FACT Act. 

	January 2014 Departmental Response:  The renovation provides a more private area for discussion and customers 		 are asked to write down this information instead of verbalizing for their privacy.  

 April 2012 Departmental Response:    The renovation process should assist in resolving this concern.  In addition, FACTA information is now written down by the customer instead of given verbally.   

 
7. Due to current staffing levels, Collections is unable to perform routine deposit reviews. Best utility business practices include routinely reviewing deposits to ensure that accounts are adequately secured.  
a. Collections should start performing deposit reviews on a routine basis. In addition, Leesburg should review its “Deposit Policy” and compare with  industry standards.   
	
 April 2012 Departmental Response:    A comprehensive industry comparison was done when the current deposit policy was adopted two years ago.

Current staffing levels have necessitated a gradual (as time permits) evaluation of customer deposits.  Even this soft approach has generated complaints to management and City Commissioners when customers are notified that their deposits are insufficient to cover their consumption.  If SmartGrid improves staff efficiency or increases staffing levels, more frequent deposit evaluation may be possible.

Larger utilities utilize software solutions to generate form letters for deposit adjustments.  It is our belief that this approach would increase the volume of calls to City Commissioners and management, requiring a strong resolve to adhere to adopted policy.
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Technology and Smart Grid Deployment 
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Technology and Smart Grid Deployment 
 
Observations/Recommendations 
 
1. Customer service representatives lack training and knowledge of the HTE system functionality. 
a. Bring HTE training in-house on a frequent basis in order to develop a formal, ongoing training process. 
b. Visit other utilities to get a better understanding of system capabilities. 
c. Investigate available upgrades for the HTE system. A newer version may mask social security numbers, for example.  
d. Insure the new AMI system will integrate into the HTE system. 

	 April 2012 Departmental Response:    SmartGrid (AMI) will necessitate integration between the new systems and 		HTE.  This is included in the GE contract.  Staff concur that more frequent HTE training is needed, and should 	commence with the roll-out of Smart Grid.  Better coordination with IT staff on the capabilities of the HTE is 	needed.


2. Systems reports are not readily available or in house expertise available for data interpretation and analysis. 
a. The IT Department should provide access to system reports for all Customer Information System (CIS) applications.  
b. Identify a department data analyst that will perform CIS data interpretation and have a clear understanding of business-specific reports. 

	 April 2012 Departmental Response:    The Business Process Improvement component of the SmartGrid project 	should identify opportunities to improve data analysis.

3. Customer Service Department does not seem actively involved in smart grid planning and deployment. 
a. Customer service needs to be included in the planning, design and implementation phases of smart grid. 
	 April 2012 Departmental Response:    Planning, Design, and Implementation phases had not commenced at the time 	the peer review was conducted.  Customer Service is now very involved in the project. 
b. Present customer service staffing will not allow for participation, based on daily work requirements. 

	January 2014 Departmental Response:  As of September 2014, these 4 positions will be eliminated.  

	 April 2012 Departmental Response:   Four new customer service positions have been added in anticipation of 	SmartGrid.  
  
4. After smart grid deployment, the customer service department will be significantly impacted and will need to maintain and support all smart grid functionality.  
a. Customer Service will be impacted by smart grid implementation (e.g., remote disconnects/reconnects, time-of-use rate plans, pre-paid utility options, interval data analysis, hi-low reads, smart thermostats, web customer presentation and more). During the various implementation phases, it is necessary to ensure that staffing levels and education are commensurate with the requirements. 

  
	 April 2012 Departmental Response:   We agree.  Four new positions have been added and management will be 	constantly evaluating workload versus staffing levels.







5. During smart grid design, deployment and implementation. 
a. Establish a cross-functional team consisting of customer service, IT, communications, and the electric utility to conduct site visits of other utilities that have deployed smart meter technology. This will allow for first-hand observations on lessons learned throughout the deployment. 
b. Do not under-estimate the deployment impact on business processes and customer service. 
 April 2012 Departmental Response:   With the assistance of GE subcontractor WiPro, the City is addressing Business Process Improvement.
c. If not already on board, consider hiring a consultant for assistance in managing the transition for customer service requirements. 

 April 2012 Departmental Response:    With the assistance of GE subcontractor WiPro, the City is addressing Business Process Improvement.

6. Smart grid deployment should include considerations for the following: 
a. A dramatic shift in the customer experience and engagement levels. 
b. Customer contacts will likely be the first level of escalation associated with the technology and deployment. 
c. New customer service skill sets and behaviors will require additional training and expertise. 
d. Skills set/knowledge base core competencies will need to be increased. 

 April 2012 Departmental Response:    With the assistance of GE subcontractor WiPro, the City is addressing Business Process Improvement.
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Management 
 
Observations/Recommendations 
 
1. Current staffing levels are insufficient for daily operations as they exist today, causing low morale, poor proficiency and burn out.  
a. Transitional staff should be allocated and implemented as soon as possible to support additional work flow due to AMI project integration timelines. 
 April 2012 Departmental Response:   Four new customer service positions have been added in anticipation of 	SmartGrid.  
b. Benchmarking standards can be provided for similar utilities. The deployment of smart grid will place additional strain on existing customer service employees. 
c. Engage the human resource department to conduct a salary review for customer service department. 

  April 2012 Departmental Response:   This is a decision for management and the City Commission.  

2. Customer service pay scale observations:  
a. The salaries associated with the majority of customer service positions seem to be on the low side and are contributing to employee turnover and morale issues.  

 	 April 2012 Departmental Response:   This is a decision for management and the City Commission.

3. Customer service department has several employees with long tenure. 
a. The Customer Service Department should consider developing succession planning for the senior-most employees.  

 April 2012 Departmental Response:    We concur.
 
4. Accounting Specialist I is a lower pay grade than a Customer Service Specialist; however, the accounting duties require enhanced skill sets. 
a. Management should review the existing organizational structure in comparison with customer service standards.  

	 April 2012 Departmental Response:   We believe that the Accounting Specialists should be on-par with the CSR 	paygrade.  Revenue constraints have prevented us from suggesting some of the compensation changes that are likely 	needed.
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