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Executive summary

Municipal service in the Netherlands should be more efficient, transparent, client oriented, with the focus on the future demanding client. For this reason, in 2005  the “Association Dutch Municipalities” (VNG) appointed the “Commission Municipal Service” (Commissie Gemeentelijke Dienstverlening) which created the report “Vision 2015”. 

This vision is an improved service policy for all Dutch municipalities that fits the demand of the current and future client. The service policy consists of several different aspects, such as creating a “Client Contact Center”, improving websites and digital service, making municipalities the portal to the government and offering more efficient and effective service towards all clients.

The municipality of Pijnacker-Nootdorp also wishes to execute the vision on a new service policy of the “Commission Municipal Service” and has started with the implementation of several aspects of this service policy. Pijnacker-Nootdorp aknowledges several models for this improved service policy and has determined that the advisers model fits their current organisation and the organisation’s culture best. 

Other neighbouring municipalities of Pijnacker-Nootdorp are also in the process of improving the quality of their service. This final research paper analyses, in order to create a comparison with Pijnacker-Nootdorp, the municipalities of Leidschendam-Voorburg, Zoetermeer and Delft.

Implementing a new service policy in order to professionalise municipal service has significant effects and far-reaching consequences, also for Pijnacker-Nootdorp. This municipality focusses on creating a clear division between a frontoffice and a backoffice. The frontoffice is the first contact the client has with the municipality regardless of which service channel s/he uses. This can be at the desk, by telephone or through the internet. The backoffice is the in-depth part of the organisation that provides service for complex requests. Also the professionalisation of the website and digital service is high on the political agenda in Pijnacker-Nootdorp. This offers the client more self-service products and more efficient service. On the other hand, personnel must be educated to work with new ICT applications and to handle the contact with clients at the frontoffice as best as possible. In addition, current departments and clusters but also workprocesses are affected by the new service policy. Clusters will be reorganised, according to the frontoffice and the backoffice and work processes need to be analysed. When standard work processes are used by all Dutch municipalities for standard products and services, municipal service will become more efficient and transparent for both the employees and their clients.
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1. Introduction

The municipality of Pijnacker-Nootdorp is one of the smaller municipalities in the region of “Randstad”. The municipality is merged from two municipalities in 2002: Pijnacker and Nootdorp. The municipality consists of three cores: Pijnacker, Nootdorp and Delfgauw. The municipality office is situated in Pijnacker. One other smaller service point is situated in Nootdorp and only offers a small number of desks.

Municipal service covers many products and services. Citizens come in contact with their municipality in many different ways and base their judgement on the service they receive mainly on these contacts. Also, the way the municipality promotes and offers its products to the customer is important. The municipality of Pijnacker-Nootdorp aims to offer good, recognisable products in a fast and correct manner. Improvement and adjustment in this area is always on the political agenda. The challenge is to streamline both processes: offer the correct products and services, in a way the customer feels their needs and expectations are met. To achieve a situation in which the customer is more satisfied and can be helped more efficiently, an improved municipal service policy is created. The aim of this service policy is to offer better service to all customers of municipalities, hereafter referred to as clients.
This research focuses on this new service policy towards citizens and businesses that is launched and must be implemented by all municipalities in the Netherlands on the 1st of January 2008. Before this date and when implementing this service policy, the municipalities will face difficulties and challenges. Many adaptations need to be made and thorough analysis of the organisation and its aims is necessary. In addition, there will be a focus on digital service through the internet in vision of the future. Preparations in this area are also required.

Several municipalities in the region already conducted a pilot project of this new policy in order to gain insight in the current situation and see which model fits the organisation best. Of course, this depends on the size and history of the municipality and the culture within the organisation. The aim is to find the right model and achieve a situation in which the client receives the best service possible. 

It speaks for itself that implementing this new policy has several consequences. For example, reorganising the current divisions, departments and tasks, adapting the organisational structure concerning a frontoffice and a backoffice, and remodelling the desks in the central hall of the municipality office.
The cental question is:

Which model best fits in the municipality of Pijnacker-Nootdorp and what are the consequences of implementing the new service policy?

Following from this are several subquestions:


What is the current situation of Pijnacker-Nootdorp?


What is the current situation of other, neighbouring municipalities?


What is the aim of the new service policy?


Which models are available?


How will the frontoffice and the backoffice be organised?


How does the customer benefit from this new service policy?

In the process of creating this final research paper, several methods have been used to collect the correct information. In the early stages, desk research was needed to gain an insight in the current situation of the municipality of Pijnacker-Nootdorp and to analyse the service policy that will be implemented. During this desk research multiple non-published documents were used as a basis for this final research paper. Later, extensive field research was carried out at several municipalities to analyse their situations and plans for the future concerning this new service policy. Also, the websites of the “Association Dutch Municipalities” (VNG) and the official website with information about the Social Support Law (WMO) were consulted.
In order to find answers to the central question and subquestions, the service policy and the management models are explained in chapter two. Then the current situation concerning service in the municipality of Pijnacker-Nootdorp and several other municipalities is covered in chapter three.

The right model for Pijnacker-Noodorp is discussed in chapter four, followed by chapter five in which the effects and consequences of implementing the new service policy for the municipalities, in particular Pijnacker-Nootdorp, are explained. Finally a conclusion is given.

2. Implementing a new service policy for municipalities

2.1. Service policy explained

In the Netherlands, governmental organisations, in particular municipalities, are confronted with the even stronger demand to optimise their service towards clients. All groups of clients of governmental services become more demanding and ask for a transparent, question oriented and integrated service in every field possible. This can be service when a client makes an appointment to discuss the status of his/her requested building-licence or when a client requests a new passport. The client always expects good and quick service. Because of this, the State pressed Dutch municipalities to offer excellent service as efficient and effective as possible.

This resulted in a new service policy that is initiated and launched by the “Association Dutch Municipalities” (VNG). In 2005, this association appointed the “Commission Municipal Service” (Commissie Gemeentelijke Dienstverlening, also known as the Commission Jorritsma named after the chairwoman Mrs. A. Jorritsma, mayor of Almere. Before this Commission was appointed, several municipalities in the Netherlands already took initiatives of all kinds to improve municipal service. All these different initiatives inspired the Commission to create a vision that needs to be achieved within the next ten years. This vision is an improved service policy for all Dutch municipalities that fits the demand of the current and future client better. In their report “Vision 2015” the Commission points out that the service policy consists of several different aspects, such as creating a “Client Contact Center”, improving websites and digital service, making municipalities the portal to the government and offering more efficient and effective service towards all clients. To achieve these goals, several smaller and local initiatives have been taken that were shared by all municipalities. The aim was to learn from each other and therefore optimise municipal service.

This service policy has the aim to let municipalities be the gateway to the authorities for its citizens and to create a more client oriented situation. The client must be the central focus of municipalities, and the organisation must be transparent and more efficient. The client should not have to contact several departments and/or persons for one request or problem; this is explained as the “one-desk-principle”.

To implement this service policy and the one-desk-principle it means that there will be an important distinction between the tasks and duties of the frontoffice and the backoffice. The frontoffice has the first contact with the client and will be handling basic requests. The backoffice is the administrative and in-depth part of the organisation. The balance between the frontoffice and the backoffice in Pijnacker-Nootdorp will be further explained in section 3.1.

In addition, there will be a focus on the different channels of service; at the desk, by telephone and digitally. Especially digital service requires extra attention and improvement. The State stimulates the municipalities to offer 65% of their products and services digitally by the start of 2007 (EGEM, “Goed voornemen, 65% dienstverlening digitaal”, para. 1). This results in municipalities reorient themselves towards their service and customise it in a question based manner with the aim to improve quality towards the clients.

Several national initiatives are taken and developments in municipalities can be seen in order to take municipal service to the next level. The most important developments are explained in section 2.1.1. up to and including 2.1.3. 

2.1.1. Digital service

With the programme “Governmental Desks 2000” that was launched in 1996 and was in operation until 2002, the State aimed at giving an impulse to the improvement of quality and service; efficient and effective service towards clients, with the use of the Information and Communication Technology within the authorities (E-Overheid, “Overheidsloketten”, para. 1). Through this programme the municipalities strived for maximun use of the possibilities that electronic service offers. 

In general, Dutch citizens are positive towards digitalisation of governmental and municipal service. The programme OL2000 showed that clients feel that offering digital service in addition to traditional desk service, is an improvement. Clients find it ever more appealing to use the internet for services and requesting products; the accessibility is good, using the internet is easy to learn and the websites are often customer friendly. The demand for digital governmental and also municipal service will grow even more and most clients will only use digital service in the near future. In order to meet the demands of their clients, municipalities must invest in excellent digital service.

The reverse of this positive response is that digital service through the internet is much less accessible for elderly people, low educated clients and especially clients with limited computer experience. This group of clients seems to have problems with the use and accessibility of digital government services. On the other hand, younger or higher educated clients with more experience with computers and the internet are more positive towards the digital services.

2.1.2. “Vision 2015”

Over the last few years, many initiatives and programmes have been launched in order to improve municipal service. The most significant programme was that of the “Commission Municipal Service”. This programme is the main focus of this chapter in order to highlight its significance.

“At the start of 2004, the “Association Dutch Municipalities” appointed the “Commission Municipal Service” that presented its vision on Dutch municipal service in 2015. The municipalities should be the gateways to the authorities within 10 years” (Vereniging van Nederlandse Gemeenten, 2005, p. 4). As the portal to the Dutch government, municipalities assure that citizens, businesses and institutions can collect all the products they need. Also, the municipality can deliver products and services of other parts of the government on national, provincial and local level. This means that clients will no longer be shown ‘the wrong door’.

The following objectives are formulated:

· Within the next ten years municipalities work in a question-based manner on the basis of supply; the client is the central focus.

· Within the next ten years municipalities make use of multi-channeling to serve the client better. The main channel should be the internet which offers self-service. There will be one central telephone number to reach the municipality, but the desks at the municipal office will remain to exist.

· Within the next ten years municipalities have a clear distinction between a frontoffice and a backoffice, in which contact with clients are handled by the frontoffice as much as possible.

· Within the next ten years the ICT applications will be improved and used thoroughly and efficiently.

· Within the next ten years municipalities work together with public and private partners.

· Within the next ten years municipalities make use of shared services; standard processes and products that are used by all Dutch municipalities.

To achieve these goals, the Commission has formulated several starting-points. A selection of these starting-points can be summarised as follows:

· The client expects service from the government that meets the following citeria: fast, accessible, good, cheap and with friendly treatment.

· High quality and affordable service is essential to improve the image of local government. When a municipality lacks quality service, the image will be damaged dramatically.

· The “Consumers’ Association” (Consumentenbond) and the National Ombudsman have noticed that often municipalities do not achieve the required level of service.

2.1.3. Client Contact Center

One of the most important aspects of “Vision 2015” is the creation of a “Client Contact Center” (CCC). The aim is to create multichannel desks, which deal with 80% of the requests of clients (Vereniging van Nederlandse Gemeenten, 2005).  Part of this objective is creating easy and recognisable central telephone numbers for all municipal services. For all municipal telephone numbers the area code prefix 0014 will be used. There will be several conditions for using the 0014 area code prefix which guarantee a minimum level of quality and service. The Client Contact Center is the portal for all desks; face to face, electronic and postal. All requests will enter the municipality through this center and will then be dealt with by the frontoffice as much as possible, or the client will be referred to the correct department or officer.

In the future, this concept can be extended with the service of a portal through which clients also have access to the government on a national level.

It is clear that many adaptations are needed for the new service policy. Also coaching and educating personnel is an aspect that requires much attention. Personnel that will be put to work in the Client Contact Center need to be educated in order to assist the client correctly and efficiently. In addition, to create the possibility for municipalities to make use of shared services and processes and ICT applications, education and coaching of personnel are required. 

In order to implement the new service policy it is necessary to look closely at the current situation of the organisation. The effects and consequences of implementing a new service policy will be different for every municipality. When both the current situation and the desired situation are analysed, the right model and plan of action can be determined in order to achieve the goal of improved service and quality that is demanded by the client and the “Commission Municipal Service”.

2.2. Service policy in Pijnacker-Nootdorp

The municipality of Pijnacker-Nootdorp wishes to execute the vision of the “Commission Municipal Service” to work towards excellent and efficient service in which the focus will be on the demand of the client. As a result, the board has set the service towards the client high on the political agenda. This shows in the central vision of the municipality: “Pijnacker-Nootdorp strives for being a municipality with excellent question oriented service, which is prepared for the future and can adapt to social trends and needs” (Van Vliet, 2007, p. 3). 

The municipality of Pijnacker-Nootdorp is determined to professionalise its organisation and employees. In this process of change, many adaptations are required to the current organisation of the municipality. One of the main improvements that need to be made is creating a clear distinction between a frontoffice and a backoffice. The frontoffice focusses primarily on the service towards the client and is also the first contact the client has with the municipality through the Client Contact Center. All client requests for all departments will enter the frontoffice through this center. If the frontoffice cannot directly deal with the client’s requests, the backoffice will take over and handle the request. In general, the backoffice supports the frontoffice and performs complex and administrative tasks and duties that came in through the frontoffice. Specialists and administrative personnel are part of the backoffice. Because this clear distinction between a frontoffice and a backoffice is currently not part of all departments and clusters, the organisational structure will change a great deal. This also means educating staff in order to divide tasks and duties. It is very imaginable that new frontoffice employees need coaching in handling contact with clients or need to be educated to learn more about the products and services.

In designing work processes and determining which level of service is required, a certain distinction between work processes in the frontoffice and the backoffice is made. In dispatching products or services six sorts of products can be defined depending on the level of service (Van den Bosch & Wielinga, 2003):
Level 1

“Ready-while-you-wait”

The frontoffice deals with these products independently. These are simple products that can be issued relatively quickly. The complete process of service is handled by a desk employee of the frontoffice.

Level 2

Dispatching at the desk with an extended wait

This also concerns relatively simple products. However, dispatching these products takes too much time for the client to wait for it. Also in the case of these products, the total process of the request in terms of service is dealt with by a desk employee of the frontoffice. The difference with level 1 is that the client needs to contact the municipality twice.

Level 3

Dispatching by the concerning department

This concerns products where all contact with clients takes place through the frontoffice desk. However, the judgement of a specialist of the backoffice is required, but this specialist will not have personal contact with the client. In this situation, the department that is responsible dispatches the product without having contact with the client. This way, the client only has to place his/her request once. The frontoffice is responsible for the client receiving the product when it is ready. During the period that the backoffice is dealing with the product, the client can address the frontoffice with questions. 

Level 4
Intake at the desk, dispatching and delivery by the department responsible

At the desk, the basic information of the client to place the request for a product can be collected. On the basis of this information the client’s request can be referred to the correct department. A specialist of this department will discuss the details of the request with the client. When multiple departments are concerned in one request, the coordination needs to be arranged between them. After the frontoffice handled the intake, the request is handed over to one of the departments responsible. This department will be responsible for the contact with the client and coordinate contact with other departments involved. The product or service is issued by a backoffice specialist of the department responsible.

Level 5

Referred directly to the department responsible

This concerns products that are so complex, that direct contact between the client and a specialist of the backoffice is required. The frontoffice will refer the client directly to the specialist and has no part in dispatching the product. 

The backoffice is responsible for the complete process and will also deliver the product to the client.

Level 6

External referral

This concerns products that cannot be delivered by the municipality, but need to be obtained elsewhere. The central desk or the Client Contact Center will refer the client to the concerning institution. In this case, the backoffice will also not perform any tasks.

In determining the level of dispatching the different products, the following criteria are concerned:

· Frequence of the product

· Complexity of the product

· Complexity of the request

· Legal demands for dispatching the product

· Responsibility and risks

· Dispatch time

· Efficiency of the procedures

Finally, as a result of the creation of the Client Contact Center and the frontoffice, the central hall of the municipality office in Pijnacker will be rebuilt. The current desks need to be relocated and more desks will be built. This is the physical result of the changes in the organisation which will be clearly visible for clients.
Already with the formation of the municipality of Pijnacker-Nootdorp in 2002, a merger of the two municipalities Pijnacker and Nootdorp, four core competencies were formulated as a vision on the role of the municipality:

· Reliable and professional

· Open and transparent

· Flexible and focussed on its environment

· Client oriented and service oriented

“These competencies are the norms and values for the functioning of the organisation and determine the attitude and behaviour of those who work for the municipality” (Van Vliet, 2007, p. 4). 

Partly on the basis of these core competencies a strategic vision is developed with regard to the future of the municipality. In this vision several goals were set about the individual and collective service. The individual service must be managed through the “one-desk-principle”. In the case of collective service the focus is on the different districts of Pijnacker-Nootdorp.

In this lies the opportunity to optimise the service and connect to the national developments with regard to service in municipalities (Van Vliet, 2007).
Several management models can give shape to the new service policy, that all focus on the one-desk-principle and are aknowledged by the municipality of Pijnacker-Nootdorp. This principle assumes that the client will be assisted at one desk and only have contact with one employee as much as possible. This prevents that the client will needlessly be directed to several departments within the municipality and explain their request more than once.

2.3. Management models
According to Van den Bosch and Wielinga, “with designing the right management model, the aim is to determine how the service needs to be structured and directed. Four management models can be distinguished. All models are based upon the one-desk-principle” (Van den Bosch & Wielinga, 2003, p. 2-7)

1. advisers model

2. specialists model

3. generalists model

4. clustered generalists model

Below a description is given of the different models with the advantages and the disadvantages:

1. Advisers model

In this advisers model relatively low educated generalists work alongside advisers in specific fields of expertise in an independent organisational unit. The advisers perform more complex tasks within their taskfield and are responsible for the communication between the frontoffice and the backoffice. The generalists perform more simple tasks in all taskfields.
The executive is the head of the frontoffice, but the guidance with respect to content is under the direction of the backoffice.

Below the graphically shaped advisers model:


[image: image1]
Advantages of the advisers model are:

· Uniformity in the contact with clients

· Complex matters are dealt with by advisers who operate in their own field of knowledge

· Highly educated employees are only put to work on complex tasks

Disadvantage of the advisers model is:

· The client can be confronted with more than one person; products and services are not integrated on the basis of patterns of demand.

2. Specialists model

In the specialists model the desks are concentrated together and are part of their respective departments; the division of the desks is aligned with the division of departments within the organisation. The staffing of the different parts of the frontoffice is supervised from and organised by the de concerning departments. The employees of the different desks are part of the departments concernend. The executives are the different heads of department.

Advantages of the specialists model are:

· Field of knowledge of the employee is limited to the concerning part of the frontoffice, but extensive. This prevents employees to have limited knowledge on many subjects, with the result that clients cannot be assisted sufficiently at one desk

· Exchange of knowledge and keeping the knowledge in the frontoffice up-to-date through the backoffice can go quickly

· Many questions can be dealt with directly at the frontoffice

Disadvantages of the specialists model are:

· Great number of different desks

· No uniformity and central approach in the contact with clients

· Decreased conditions for enhanced professionalisation of the service

· The client will be confronted with multiple desks; products and services are not integrated on the basis of patterns of demand

· Questions are dealt with on an integral level; risks of “building walls” between the different departments and their products / services

3. Generalists model

In the generalists model the frontoffice consists of generalists who together form an independent organisational unit. The generalists have knowledge of all taskfields, for both simple and specialist matters. A higher level of education is therefore necessary. 

The executive of the employees of the frontoffice, is the head of the frontoffice. The guidance with respect to content is under the co-direction of the backoffice.

Below the graphically shaped advisers model:
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Advantages of the generalists model are:

· Uniformity in the contact with clients

· The client has one contact point

· The management is much more effective than in for example the specialists model

Disadvantages of the generalists model are:

· The generalists must have knowledge of an extensive taskfield

· Exchange of knowledge with the backoffice requires extra attention

· Less products are “ready-while-you-wait” than in the advisers model and the specialists model

· Employees of the frontoffice need a high level of education, even though part of their tasks and activities are relatively simple

4. Clustered generalists model

In the clustered generalists model, the frontoffice consists of clustered generalists who together form an independent organisational unit. The clustered generalists only have knowledge of their own taskfield. The more simple matters can be handled by a so called “direct desk”. This will be a separate and general desk at which all of the most basic requests will be handled by frontoffice generalists. A high level of education is not directly necessary. Also in this model the executive is the head of the frontoffice, but the guidance with respect to content is under the co-direction of the backoffice.

Below a graph of this model:
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Advantages of the clustered generalists model are:

· Uniformity in the contact with clients

· The management is much more effective (in terms of overview, guidance and coaching) than in the specialists model

· Lesser broad knowledge field necessary than in the generalists model, which creates the possibility to offer more “ready-while-you-wait” products

· Simple matters can be handled by a separate “direct desk”

· Questions and problems of clients are clustered in coherent desks

· This model creates good conditions to cooperate with external partners

· The backoffice can perform its tasks and duties without interruptions, because all contact with clients is handled by the frontoffice

· This model creates good conditions for professionalising the service, because the desk differentiation results in a higher level of knowledge at all desks and the service fits the demand of the client better

Disadvantages of the clustered generalists model are:

· Exchange of knowledge and keeping the backoffice up-to-date requires extra attention
· Higher educational level of the personnel is necessary, but this can be solved by handling the more simple products at the “direct desk”
3. Current situation in municipalities

In order to implement the new service policy as it should and meet the objectives that are set in the last ten years, it is important to gain insight in the current situation of the organisation and structure of the municipalities. In this chapter the municipality of Pijnacker-Nootdorp is analysed, but also several other municipalities are highlighted in order to make a comparison with these organisations. 

3.1. Municipality of Pijnacker-Nootdorp

The first initiatives to improve and professionalise the service of the municipality of Pijnacker-Nootdorp date back to 2004. The one-desk-principle is extensively analysed and explored. The following reports can be regarded as the guide-line for the concept of the new service policy” (Van Vliet, 2007, p. 11):

· “Eindrapportage Oerknal”– February 2004

· “Rapportage Bouwteam Inwoners” – October 2004

· “Stap ‘0’ naar klantgerichtheid” – August 2005

On the basis of the latter report the first steps in the direction of a Public Affairs department or a Client Contact Center have been taken. At the moment, the following are the most significant activities that have been established:

· The employees of the clusters Building and Housing Supervision and Taxes have been moved from the first floor to the ground-floor. This made it possbile to position the desks of the departments Citizen Affairs and Taxes (Taxes cluster) and Building, Housing and Businesses (Building and Housing Supervision cluster) in the central hall of the municipality office and at the same time in the direct proximity of the employees’ offices concerned.

· The waiting area in the central hall has been modified and is now better suitable for all clients. The consulting-rooms of the department of Social Affairs are modified according to national security standards. Also, the sign-posting to the different desks has improved.

· A new client guidance system has been purchased. This system helps the client to find the correct department or product. An electronic pillar in the central hall guides the client through several steps in order to receive a number with which the client can wait his/her turn at the correct desk. This electronic pillar also has a button which the client can use when s/he has made an appointment in advance. The client is then directly referred to the correct desk without having to wait.

· One of the conference rooms is rebuilt and can now also be used as a wedding room.

· One smaller service point of the municipality in Delfgauw closed down in October 2005. As a result, the opening hours of the municipality office in Pijnacker have been changed.

· The physical safety of the employees during evening opening hours has improved by hiring safety guards.

· All employees of the three departments that have contact with clients and offer products to clients (1. Building, Housing and Businesses, 2. Citizen Affairs and Taxes, 3. Social Affairs) have been trained to work client oriented and how to handle contact with clients.

· The website of the municipality is renewed and extended with the possibility to place a request for ten different digital products and services including the opportunity to pay the product online.

· Clients can also make an appointment through the website for products offered by the department of Citizen Affairs.

· Clients can look into a digital catalogue with all products and services of the municipality.

Citizen Affairs

The Citizen Affairs cluster, as part of the department of Citizen Affairs and Taxes, is seperated between frontoffice and backoffice activities. The frontoffice is responsible for relatively simple products and services that can be dealt with relatively quickly. The employees of the frontoffice work at the Citizen Affairs desks in Pijnacker and at the service point in Nootdorp according to a schedule. For complex requests of clients, a specialist from the backoffice will take over or the frontoffice employee will schedule an appointment for the client with the backoffice specialist. These backoffice specialists’ offices are located in the proximity of the Citizen Affairs desks in Pijnacker. This way they can see the clients directly at the desk or in a nearby consulting-room. When a client at the Citizen Affairs desk at the service point in Nootdorp will need an appointment with a backoffice specialist, this appointment will take place at the main building in Pijnacker. So, the service point in Nootdorp can only offer limited service at the desks Citizen Affairs.

Opening hours of the Citizen Affairs cluster:

	Municipality office

Pijnacker
	Service point

Nootdorp

	Citizen Affairs desks
	Citizen Affairs desks

	Monday to Friday

08.30-12.30 h

14.00-16.30 h
	Monday to Friday

08.30-12.30 h

	Thursday also

18.00-19.30 h
	Friday also

18.30-20.00 h

	The Citizen Affaris cluster can be reached 

by telephone: daily 08.30-17.00 h


Reception / call center

The reception and the call center are part of the department of Citizen Affairs and Taxes and is staffed by a team that works in the Citizen Affairs cluster as well as the Taxes cluster. The reception is primarily responsible for welcoming and referring the clients. In 2006, integration of the desks Citizen Affairs and the reception have taken place in Pijnacker. This resulted in the possibility to issue passports, driving licences or travel documents at the reception when it is not too busy. The reception is open Mondays to Fridays 08.15-17.00 h. The call center can be reached Mondays to Fridays 08.30-17.00 h. Currently the call center still has a relatively simple function of giving information and refering the client to the correct department or officer. Clients who wish to report a problem or complaint about a request, product, service, their district or other, can also use the general telephone number. They will then be referred to the correct officer by the call center. Of course, these reports or complaints can also be lodged digitally, on the website.

Taxes

When a client requests a service or has a complex question with regard to municipal taxes, one of the employees of the Taxes cluster will handle this request and help the client directly if possible, or after they made an appointment. There is not yet a clear separation between a frontoffice and a backoffice in the Taxes cluster, but there will be in the near future. The organisation is working on a plan for a frontoffice and a backoffice for all clusters within the three departments that have the most contact with clients, mentioned on page 15.
The Taxes cluster can be reached at the desks Mondays to Fridays, 08.30-12.30 h. Also by telephone Mondays to Fridays, 08.30-17.00 h. Clients can also directly make an appointment with an employee of the Taxes cluster for complex matters, at the desk or by telephone. Because of the generally complex nature of these requests and because most requests are rather personal, the employees will often see their clients in consulting-rooms.

Social Affairs

On the 1st of January 2007 the new Social Support Law (Wet Maatschappelijke Ondersteuning - WMO) entered into force. This new law replaces several laws, one of which is the Provisions Disabled People Law (Wet Voorziening Gehandicapten – WVG). This law enables clients who require help to receive domestic help, adjustments to their homes or other support (Ministry of Health, Welfare and Sports, “Wat is de WMO?”, para. 1). Since the new Social Support Law has entered into force, these services are now the responsibility of municipalities. This law also obliges municipalities to offer their clients a WMO desk for information, advice and support on the 1st of January 2007. The municipality of Pijnacker-Nootdorp also opened this desk, as a part of the broad Social Affairs desk. At the department of Social Affairs the division between a frontoffice and a backoffice is not very evident yet but with the new WMO desk a clearer division of tasks can be seen. This new desk is staffed by employees who can handle the more simple questions and requests. More specialist requests are dealt with by highly educated specialists from the backoffice of the department of Social Affairs. Also during the telephone office-hours, clients will be adviced by backoffice specialists.

The opening hours of the WMO desk are as follows:

	Municipality office

Pijnacker
	Service point

Nootdorp

	WMO desk
	WMO desk

	Monday to Friday

08.30-12.30 h
	Monday, Wednesday, Thursday

09.00-12.00 h

	Monday afternoon and Thursday afternoon also 13.30-16.30 h
	

	Telephone office-hours:

daily 09.00-10.30 h


Building, Housing and Businesses

Individual clients and businesses can address all their - simple or complex - requests or questions with regard to Building and Housing and related products, to the Building and Housing desk, which is part of the department of Building, Housing and Businesses. This desk is also situated in the central hall of the municipality office in Pijnacker. In this department there is no clear division between a frontoffice and a backoffice, and the desk is staffed by backoffice specialists who also deal with the complex requests.

The opening hours of the Building and Housing desk are Mondays to Fridays, 08.30-12.30 h. 

It can also be reached by telephone, daily 08.30-17.00 h.

The municipality also offers a Businesses desk for businesses, institutions, associations or other organisations which they can address for all the needed information with regard to economic developments, founding and moving a business, requesting and dispatching permits and the availability of parcels on industrial ground or building-sites. This desk is also situated in Pijnacker, but on the first floor instead of the the central hall of the building. All requests of clients are dealt with by specialists in consulting-rooms because of the complexity of the requests. 

The opening hours of the Businesses desk are Mondays to Fridays, 08.30-12.30 h. 

It can also be reached by telephone, daily 08.30-17.00 h.

3.1.1. Channels of service

Face to face service

Currently, the channel of service at the desk is still the most commonly used channel in Pijnacker-Nootdorp. This service has been improved over the last five years and will be professionalised and extended even more when the idea of a clear division between a frontoffice and a backoffice is implemented completely. Face to face service will remain to exist in the future, but limited. In vision of the many different target groups it is important to maintain the face to face service and professionalise it. Some clients are limited in their access to other channels of service due to all kinds of factors. For example, elderly clients might not have access to the internet and working parents with children are tied to school-hours and working-hours. Most clients have a busy schedule and expect excellent service in the least amount of time. For this reason, the municipality office in Pijnacker and the service point in Nootdorp also offer evening opening hours on Thursdays and Fridays. In addition, clients can also make an appointment with the municipality by telephone or through the internet. This way clients do not have to wait for their turn at the municipality office or service point, but will know exactly when they will be assisted.

Telephone service

The current telephone service has the aim to answer all incoming calls as fast as possible and offer short informative conversations with an operator of the call center. All incoming calls are answered by the operator and then the client is connected with the correct officer. The municipality strives for a situation in which all employees can be reached by telephone as much as possible. This prevents unanswered calls and therefore unsatisfied clients.

The municipality wishes to improve telephone service as was also requested by the “Commission Municipal Service” in their report “Vision 2015”. This will be given shape by an enhanced call center, the Client Contact Center. Clients who contact the municipality by telephone, will have their call answered by an operator of the call center. Simple requests for information such as telephone numbers and opening hours, questions about the website or about external partners of the municipality will be handled by the operators of the call center. This prevents clients to be connected with more than one employee, with the result that the client will not have to wait very long.

Digital service

The current digital service, through the website www.pijnacker-nootdorp.nl, consists of requesting the following products:

· Document of the Municipal Citizen Administration (GBA)

· Certificate of birth

· Certificate of marriage / registration of partnership

· Removel

· Emigration

· Licence to cut down trees

· Reporting dog / dogs tax

· Reporting complaint Public Space

In the future, the number of products that can be requested online will grow. On the website, the client can already find a list of all municipal products and services with all the needed information about the product or service. Also, the procedure, payment of the product and the correct telephone number the client should use, can be found here. In the near future, more products and services will be offered digitally.

The current national development is that most municipalities offer many products and services digitally to their clients. The number of products and services that is offered digitally is growing in all municipalities. Today’s clients wish to arrange as much as possible from the comfort of their own home, and receive the same quality service as when they would go to the municipality office.

3.2. Municipality of Leidschendam-Voorburg

In order to understand the current situation and future plan of the municipality of Leidschendam-Voorburg and all its developments and improvements, one the municipality’s developers, Mr. Leon Munier, has agreed to cooperate with this research and answer a number of questions. 

Leidschendam-Voorburg is a larger municipality than Pijnacker-Nootdorp, with approximately 75,000 inhabitants evenly spread over the two cores Leidschendam and Voorburg. The municipality office consists of two service centers, one in Leidschendam and one in Voorburg. 

The opening hours of the two service centers are as follows:

	Service center

Leidschendam
	Service center

Voorburg

	With an appointment
	With an appointment

	Monday, Tuesday, Thursday

09.00-16.00 h
	Monday, Tuesday, Thursday

09.00-16.00 h

	Wednesday, Friday

09.00-12.00 h
	Wednesday

09.00-20.00 h

(Until the 1st of October 2007 the department of Building & Housing does not have evening opening hours)

	
	Friday

09.00-12.00 h

	Without an appointment
	Without an appointment

	Daily

09.00-12.00 h
	Daily

09.00-12.00 h

	
	Wednesday

09.00-20.00 h

	Closed
	Closed

	Wednesday afternoon and Friday afternoon
	Friday afternoon


The client can make an appointment with one of the two service centers both on the internet and by telephone. The number of clients that make use of the possibility to make an appointment increases significantly. Many clients find this possibility a customer friendly and easy service of the municipality, fitting their busy lives. On the other hand, elderly clients do not always find it necessary to make an appointment. Recently, the municipality of Leidschendam-Voorburg conducted an annual survey that showed that elderly clients are often not time-restricted and not disturbed by having to wait before they can be assisted. The possibility of making an appointment is not used as frequently by different target groups.  The municipality monitors which target groups make use of which services and through which channel.

Leidschendam-Voorburg mostly works in a question oriented manner and with appointments. This way the organisation can make a planning and staff the specialists where they are needed. In case there are no appointments scheduled, the specialists work in the backoffice. Leidschendam-Voorburg has the aim to use this efficient way of working even more in the near future.

In the central hall of the service centers in Voorburg and in Leidschendam are a number of different desks. When the client enters the central hall of the service center s/he has to draw a number from the pillar and wait until s/he is called to the correct desk, like in Pijnacker-Nootdorp. Behind the scenes the municipality works with different desks for e.g. dispatching a passport or requests for a parking licence. These services are part of different departments within the municipality, but this division is hardly recognisable and not confusing for the client. Also, there is a clear distinction between a frontoffice and a backoffice, but the client will not be bothered by this division.

The frontoffice is divided into three clusters, in which generalists are active. Over the last couple of years, many investsments have been made in educating and coaching the employees of the frontoffice. Eventually, these generalists of the frontoffice should be able to replace one another. The employees of the desks for Social Affairs and for Citizen Affairs will not be interchangable. This is not attainable and also not desired because the required knowledge is very specific. So even though the employees do have most of the knowledge and many investments have been made in education, they will not be completely interchangable. Several years ago, this was one of the municipality’s objectives but it proved not to be the ideal situation to serve the client best.

The division between the frontoffice and the backoffice is made with the emphasis on the frontoffice. The goal is to offer more self-service products and many “ready-while-you-wait” products. Currently, the work processes are analysed in order to offer as much self-service products as possible in the near future.

The frontoffice receives all requests of clients, irrelevant of which way the request is placed, through the internet, by telephone or at the desk. After this, deliberation with the backoffice, if necessary, takes place. While the product is dispatched, the frontoffice will handle all contact with the client. Only in rare cases there will be limited contact between the backoffice and the client, depending on the complexity of the product.

The municipality of Leidschendam-Voorburg endorses the objectives of the “Commission Municipal Service” and wishes to be the portal to the government for its clients. The aim is to have set up a Client Contact Center in 2010 through which all contact with clients will enter the organisation. This CCC will function as the frontoffice for all three channels of service. Currently, research is being done of all work processes, organisational structures and responsibilities in order to set up this CCC leading up to 2010.
One of the priorities of the municipality of Leidschendam-Voorburg is digital service, although it is recognised that some groups of clients will hardly ever use this channel. Still, in view of the future the focus must be on the use of internet. Currently, this municipality can offer about 120 different products in total, of which around 50 products are also available digitally. Usage of the digital channel was and is intensively promoted by the municipality. Leidschendam-Voorburg states that looking forward is very important because the younger citizens of today are the demanding clients of the future. They will expect excellent digital service.

The priorities concerning the different channels are:

1. internet / email

2. telephone

3. desk

4. mail

5. fax

It must be noted that nowadays the fax is hardly ever used and usage of the postal services is decreasing rapidly. However, some requests cannot yet be done through the internet such as architectural requests. In 2005 there has been a national initiative, “Digital Architectural Desk” (Digitaal Bouwloket) in which Leidschendam-Voorburg participated (EGEM, “Digitaal Bouwloket”, para.1). The goal was to test whether architectural requests could be done digitally in addition to the service that is offered at the desk. Technically this proved to be very difficult because the ICT provisions where not adequate. This objective will be tested again in the near future in order to realise a Digital Architectural Desk for all municipalities.

Within two years the two service centers will be replaced by one central municipality office in Leidschendam. In order to be able to also offer municipal service in Voorburg, based on the legal obligation for municipalities to offer easy accessible service in all cities of the municipality, a service point in Voorburg will remain to exist in the future. This will be a new and smaller service point. It is yet uncertain where this service point will be located. Possibly it will be a mobile service point. Another option is to offer municipal service in existing institutions of facilities, such as the postal office, community centers or homes for the elderly. The challenge in this area and also one of the reasons that these plans are still uncertain has to do with safety. These service points will handle confidential information when distributing passports for example, by using the required equipment and machinery. The municipality is busy developing plans to establish one or more safe service points very soon.

In addition, when ICT provisions and digital management are concerned, many investments have been made over the last three years. In 2006 the plans for creating a midoffice have started, by contract. Currently, the municipality is working on implementing a midoffice and hopes to finish these plans soon. The intake of questions and requests for products and services is mainly done digitally and dispatching the products also needs to be digitalised where possible. The midoffice will then be responsible for dispatching the product. However, the midoffice is still in the developing stage and the implementation is not tangible yet.

3.3. Municipality of Zoetermeer

In order to gain better insight in the current situation and future plans of the municipality of Zoetermeer,  the manager of the department of Public Affairs, Mr. Anne Mulder, also agreed to cooperate with this research and answer a number of questions by email. 
Zoetermeer is a large municipality in the region of Randstad, with more than 118,000 inhabitants, close to Pijnacker-Nootdorp. Zoetermeer has one large municipality office in the city center. One of the departments, Public Affairs, is responsible for the desks at the municipality office.

The opening hours of the municipality office of Zoetermeer are as follows:

	General opening hours:

	Monday to Thursday

09.00-17.00 h
	

	Friday

09.00-19.30 h
	From 17.00 h the following products and services are not offered:

Products of the registrar’s office and the department of Taxes, letting out of (sports) accomodations

	With appointment – in the afternoon
	Without appointment – all day

	General matters such as requests for identity papers or building-licences
	Collecting travel documents, residence permits or driving licences, letting out of (sports) accomodations, exemption of parking licences and emergency requests

	Clients can make an appointment on the website or by telephone
	


In the municipality of Zoetermeer, the department of Public Affairs is divided into a frontoffice and a backoffice. The frontoffice consists of the following tasks and activities: registrar’s office, Building and Housing and general services. The latter consists of the following: general products for Citizen Affairs such as passports and driving licences, letting out of (sports) accomodations, general products and services for the department of Taxes, giving general advice and information, taking questions and complaints from clients.

The backoffice mainly consists of the call center - all incoming calls to the municipality -, the secretariat, ICT management, specialists of the registrar’s office and their backoffice tasks such as address research and providing information, naturalisation and change of name.

The former independent department of Information and Advice is merged into the backoffice. 

For all other duties and tasks the division between the frontoffice and the backoffice is also very important. Some departments, such as the department of Taxes, still exist as an independent department but has no integrated seperate desk because all desks are part of the frontoffice. This means that the municipality has a broad frontoffice where all departments, services and products are represented. Specialists from the backoffice support the frontoffice when complex tasks arise and also give advice when needed. If this organisation should be explained in one of the models aknowledged by the municipality of Pijnacker-Nootdorp, we could say that Zoetermeer makes use of the clustered generalists model, although this model is not suitable for all duties and tasks.

Some municipalities have a seperate desk for businesses and institutions, for all matters between the municipality and businesses. Other municipalities aim to have such a desk in the near future, like Pijnacker-Nootdorp. Because this objective is still very much in the developing stage, most municipalities have not yet implemented a so called Businesses Desk. Also the municipality of Zoetermeer is still investigating how such a desk should be implemented in the organisational structure.

3.4. Municipality of Delft

In order to learn more about the current situation and future plans of the municipality of Delft, the head of the frontoffice, Ms. Berry van de Ven, also agreed to cooperate with this research and answer a number of questions.

Delft is a medium sized municipality that is centrally situated in the region of Randstad, between Rotterdam and Den Haag with just over 95,000 inhabitants. Its organisation is fundamentally different from Pijnacker-Nootdorp, Leidschendam-Voorburg and Zoetermeer.

At the municipality of Delft, the Public Affairs cluster is divided as follows:
	Public Affairs cluster

                                                               ↓

	Sector Supervision Public Space
	

	Sector Work/Income/Care (WMO)
	

	Sector Resident Affairs                                       →
	Specialist team Taxes (backoffice)

	
	Specialist team Citizen Affairs (backoffice)

	
	Specialist team Public Desk (frontoffice)


	Specialist team Public Desk (frontoffice, all desks) with generalists

                                     ↓                                                                       ↓

	Product
	Service employee

	Distributing products and services to the client
	All employees (basic knowledge)

	Citizen Affairs
	All employees (basic knowledge)

	Parking products
	All employees (basic knowledge)

	Registrar’s office products
	Majority of employees (profile 1)

	Taxes (only two simple products)
	Majority

	Building and Housing
	Selective group (profile 2)

	Businesses
	Selective group


All employees within the specialist team Public Desk frontoffice are broadly educated, but divided into two profiles. These profiles are: 1. Registrar’s office and 2. Building and Housing. The majority of the employees is part of the profile Registrar’s office and only a small group is part of the profile Building and Housing.

The Public Desk frontoffice mainly provides information to the client and distributes the requested product or service to the client. This department takes requests and refers the client directly to the responsible backoffice employee or the client’s request is noted and s/he will receive a call to make an appointment with the responsible backoffice employee.

This means that all requests enter the frontoffice, dispatching the product or service takes place in the backoffice and the product is issued by the frontoffice, at the desk.

Within the specialist team Public Desk several products and services are clearly divided between the frontoffice and the backoffice on the basis of a certain level of service, because of the complexity and special nature of these products.

· Fast products / services, also the procedure for resettlement of Dutch people, are part of the frontoffice

· Naturalisation procedures are always part of the backoffice, including the contact with the concerning client(s)

· Complex products / services, also the procedure for resettlement of non-Dutch people, are part of the backoffice

The Public Desk can be reached by telephone Mondays to Fridays, 08.00-17.00 h for questions or for making an appointment. Of course, the client can also make an appointment for a certain product or service with the department concerned on the website.

All desks for the different groups of products have different opening hours, depending on the type of product. The best way for the client to find the needed product and the department concerned, is to place a request for the product or service through the website. This way, the client cannot be confused by the different desks and departments but will directly be shown the correct procedure or department. 

The departments of the municipality are divided among three municipality offices in Delft, of which two have actual contact with clients. The main building houses almost all services with the exception of the sector Work/Income/Care (WMO). The main building contains 18 desks, used interchangable by all sectors. 

The reason for the fact that the municipality office uses three different locations is due to lack of space in the main building. In the near future, the municipality office will be rebuilt and all services will then be available in one central building.

Most products and services are available on the website of the municipality of Delft. All the necessary information about the product, the procedure of the request and payment can be found there. The municipality of Delft also offers a “Delftcard” to its citizens. With this card citizens receive many discounts at cultural institutions in the municipality. Many inhabitants of Delft use this card and recently it can also be requested digitally. The card is a well-known concept in Delft and the municipality is very proud that it is also available digitally.

Digital service in the municipality of Delft is already quite extensive but is still being improved and extended.

Recently the plans for creating a midoffice have started, by contract. Currently, the municipality is working on implementing a midoffice and hopes to finish these plans soon. Many progressive municipalities recently made plans to implement a midoffice just like Leidschendam-Voorburg and Delft. One of the purposes of implementing a midoffice in Delft is to gain better insight in ICT provisions. At this moment 17 different applications are being used at the different desks in Delft. By implementing a midoffice this can be transformed into a situation in which only one overall application is used. This way all municipal information will be broadly available and easy accessible for all employees.

Similar to the situation in Leidschendam-Voorburg, the midoffice in Delft is still in the developing stage and the implementation is not tangible yet.

To conclude, the municipalities of Leidschendam-Voorburg, Zoetermeer and Delft have made great progress and are working towards a optimised client oriented service policy. These municipalities differ in size and the demands of their clients are varied. Also the organisational structure of these municipalities and also other municipalities are different. The process of modernisation and digitalisation towards improved municipal service requires multiple actions of municipalities. All municipalities will have to create a service policy that fits their current situation, needs and expectations. 

The next chapter explains which model best fits the municipality of Pijnacker-Nootdorp.

4. The right model for Pijnacker-Nootdorp

The municipality of Pijnacker-Nootdorp has decided that the advisers model best fits this municipal organisation. This model is compatible with the organisational structure, the culture of the municipality and the current division of departments, clusters, tasks and duties.

Again the features of the advisers model below:

In the advisers model relatively low educated generalists work alongside advisers in specific fields of expertise in an independent organisational unit. The advisers perform more complex tasks within their taskfield and are responsible for the communication between the frontoffice and the backoffice. The generalists perform more simple tasks in all taskfields.
The executive is the head of the frontoffice, but the guidance with respect to content is under the direction of the backoffice.

The graphically shaped advisers model:


[image: image4]
Advantages of the advisers model are:

· Uniformity in the contact with clients

· Complex matters are dealt with by advisers who operate in their own field of knowledge

· Highly educated employees are only put to work on complex tasks

Disadvantage of the advisers model is:

· The client can be confronted with more than one person; products and services are not integrated on the basis of patterns of demand.

The advantages mentioned above are highly important to this municipality. Uniformity in the contact with clients results in more satisfied clients because they know what to expect from their municipality. Pijnacker-Nootdorp wishes to meet the needs and expectations of all clients. Also, the different groups of clients must be aknowledged in order to offer the best service; excellent service at the desk, telephone and certainly also through the internet. The website and digital service remain two of the top priorities of Pijnacker-Nootdorp in vision of the future and the changing society with demanding clients. In addition, this municipality strives for a more efficient organisation where highly educated advisers of the backoffice are put to work on complex tasks, and preferably also by appointment. These advisers should work within their own field of knowledge which keeps the organisational structure transparent for both the employees and the clients.

It must be noted that the municipality of Pijnacker-Nootdorp is still developing the new service policy according to the report “Vision 2015” and many aspects are not fully operational yet. Also, the implementation of the management model as such is still under construction. Furthermore, many other municipalities have not chosen one of the four models ackowledged by Pijnacker-Nootdorp, mentioned in section 2.3, for their organisation. Of course, these municipalities will make use of a model but it might be the case that a combination of models is used, or a model that has slightly other features than the models that Pijnacker-Nootdorp aknowledges.

5. Effects and consequences 

5.1. General effects and consequences

Already at the start of several national and local initiatives to improve Dutch municipal service, it became very clear that the changes that needed to be made had many consequences for the municipal organisations. It is necessary for municipalities to change in order to keep up with the demand of their clients. Today, many improvements have been made or are currently in the developing stage. Since the report “Vision 2015” of the “Commission Municipal Service” the municipalities have been working hard and have succeeded in making a start with implementing a new service policy for a more customer friendly organisation. The consequences of implementing the objectives from the report “Vision 2015” are different for all municipalities. It must be noted that not all municialities offered the same level of service before the start of implementing a new service policy. Also, municipalities in the Netherlands have many different sizes, different numbers of citizens and different groups of citizens. For example, in some municipalities live predominantly elderly people or higly educated young people in certain districts. These factors determine the level of service the citizens expect from their municipality. Still, the common factor remains that clients expect service that fits modern society. Fast, excellent, efficient and effective service is what most clients expect. In addition, because of the growing demand for good service due to the modern, fast and growing society, municipalities are bound to work efficiently in order to meet the clients’ expectations. 

The effects are already visible for municipalities as well as their clients. Investments have been made in the Clients Contact Center through which clients make contact with the municipalities. This resulted in a more efficient way of handling the first contact with clients. When clients enter the municipality office and report to the reception, they will be assisted by a general employee who will give directions where to go. Or the client uses the telephone and will be assisted by an operator of the call center. After explaining the purpose of the call, the client will be connected directly to the correct department or officer. These first contacts are very important because the client will base their judgement of the service mainly on these contacts. Especially when clients use the website, the service and the products offered must be as good as possible. Nowadays, the internet is frequently used and will be used even more in the future. Most municipalities have made significant progress with the quality of their websites. Many products are offered digitally, with the result that in most cases the client does not have to go to the municipality office. The client can request and pay a product / service online and in some cases the product will be send to their homes or otherwise is issued at the desk. In addition, the client can make an appointment online which works much more efficiently and quicker for both the client and the municipality. 

On the long term, the effect will be that municipal organisations can offer better service which is expected by their clients. Furthermore, clients will experience a much less bureaucratic and more transparent organisation which offers them what they need in the shortest possible time.

5.2. Pijnacker-Nootdorp: Internal effects

Implementing a new service policy with the aim to professionalise the municipal organisation, so far has had a positive effect on how the municipality is structured. It must be noted, that many aspects of the whole service policy are still in the developing stage and not completely implemented yet. Furthermore, some consequences cannot yet be foreseen at this stage.

The internal effects of the adjustments and improvements that have been made so far, are mainly visible in making use of shared services; standard processes and products that are used by all Dutch municipalities. This means that all work processes need to be analysed in order to divide tasks and duties for the employees. When the employees know which work processes are part of which product or service, the different departments or clusters involved can deliberate an cooperate better. When standard products and processes are used by all Dutch municipalities, the procedures will be much more transparent within municipal organsiations for employees as well as for the clients. This objective is also linked to another: improving ICT applications and the website. In the case of improving ICT applications, Dutch municipalities will use more universal applications, also to improve municipal transparency.

Furthermore, the focus on digital service and the website also has internal effects. When most groups of clients use the internet for self-service products, other specific groups of clients can be assisted quicker and better at the desk. An example of the latter group would be elderly people or clients with limited or no access to the internet.  Improving ICT applications for the employees and improving the website, requires planning of the process but also financial planning. The costs need to be estimated so that the required budget can be determined. Also, employees must be trained in order to work with the new or changed ICT applications, especially at the frontoffice.

Another positive internal effect is the division between a frontoffice and a backoffice. Employees have clear tasks and duties within their taskfield and know where to turn to when a complex product or service is requested. The different frontoffice and backoffice teams have defined tasks and this results in better quality of work and cooperation. Also, as mentioned above, the frontoffice employees need adequate training in order to work with ICT applications and to handle the contact with clients best in the new situation.

Lastly, all employees, frontoffice and backoffice, of the three departments that have contact with clients and offer products to clients (1. Building, Housing and Businesses, 2. Citizen Affairs and Taxes, 3. Social Affairs) have received special training how to work client oriented and how to handle the contact with clients, and how employees of the frontoffice and backoffice should cooperate better.

5.3. Pijnacker-Nootdorp: Effects for the clients

When focussing on the objectives set by the “Commission Municipal Service” in their report “Vision 2015”, many improvements are visible. Most objectives are for the greater part achieved. First, municipal service in Pijnacker-Nootdorp is more focussed on the different groups of clients, in a question based manner. The clients receive efficient service, when they request this. The newly purchased client guidance system helps offering the client exactly what s/he asks for. The client does not needlessly have to wait at the reception desk because the electronic pillar assists the client with directions. The result is that the client receives a number with which s/he can wait his/her turn at the correct desk. The electronic pillar also has a button which the client can use when s/he has made an appointment in advance. The client is then directly referred to the correct desk without having to wait.

This is efficient and much quicker for the client as well as the employees at the desks.

Secondly, the option of multi-channeling is used more intensively. Regardless of which channel (desk, telephone or internet) the clients chooses, s/he always receives the same level of service by the employees of the frontoffice. The client will be assisted directly at the desk or referred to the correct department or officer. When the client addresses the municipality by telephone, the call will be answered by an operator of the call center. The client then receives the requested information immediately or is connected with the correct department or officer. In the case of using the internet, the municipality mainly offers its clients self-service. The client can find the product s/he needs on the website and either make an appointment or place a request immediately.

The website of the municipality is renewed and extended with the possibility to place a request for ten different  digital services including the opportunity to pay the product online.

Clients can also make an appointment through the website for products offered by the department of Citizen Affairs. Clients can look into a digital catalogue with all products and services of the municipality. These improvements make it much more easier for clients to request a product on the internet and fetch it at the municipality office by appointment. In other cases, when the product is not available online, the client needs to make an appointment to request the product at the desk, but this concerns only more complex products. This procedure saves time and the client can request municipal service from the comfort of their own home. Nowadays, citizens use the internet so frequently and most groups of clients have access to the internet. This means that municipal service should also be offered digitally and be of good quality in order to meet the demands of clients.

6. Conclusion

Throughout this final research paper the new service policy for municipalities is analysed, as well as the situation in Pijnacker-Nootdorp. Also the current situations in other municipalities were highlighted. The past chapters form an answer to the central research question and the subquestions. The central question was:

Which model best fits in the municipality of Pijnacker-Nootdorp and what are the consequences of implementing the new service policy?

In order to answer this question the service policy was studied extensively, as well as the management models aknowledged by the municipality of Pijnacker-Nootdorp.

From this final research paper can be derived that the municipality of Pijnacker-Nootdorp wishes to implement the advisers model because it best fits the organisation. This model is compatible with the organisation’s culture and all what this municipality stands for. It can offer the client exactly what this municipality finds so important: excellent service through all three channels, a transparent and efficient organisation which is prepared for the future.

The implementation of the new service policy has several significant effects and consequences, both internal and for the client. The main consequence is the creation of a clear distinction between a frontoffice and a backoffice. This results in changes in work processes and the division of tasks. Also, the client will be affected by these changes. Clients will be assisted mainly by general frontoffice employees and only when they request complex products or services, a backoffice employee of the department concerned will take over. The aim is to prevent a situation in which clients need to explain their request to more than one employee. Another significant effect of the professionalisation of municipal service, certainly also in Pijnacker-Nootdorp, is the emphasis on digital service. Websites must offer most products that can also be requested at the municipality office. Furthermore, the demanding client should receive the same level of service through all three channels, today and in the future.

The central question is answered through several subquestions, which were:


What is the current situation of Pijnacker-Nootdorp?


What is the current situation of other, neighbouring municipalities?


What is the aim of the new service policy?


Which models are available?


How will the frontoffice and the backoffice be organised?


How does the customer benefit from this new service policy?

All in all, the municipality of Pijnacker-Nootdorp is in the process of implementing this new service policy in order to meet the demands of the future client even better. Municipalities should and will be the portal to the government for all citizens and offer excellent service, today and in the future.
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