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Synopsis

In December 2004, the Information Technology Executive Council (ITEC) established a task team to be composed of County employees asked to provide input and recommendations regarding the County’s Geographic Information Services (GIS) and the County’s Information Services & Technology department’s Customer Relationship Management (CRM) services.  At the time of the task team’s creation, GIS was segregated because one portion was within the Land Use and Environmental Services and the other within the Information Services & Technology department.  
ITEC gave two specific charges to the task team: 

1. What organizational structure(s) and functionality are most appropriate to achieve Mecklenburg County’s desired results in customer relationship management regarding IT services?

2. What organizational structure(s) and functionality are most appropriate to achieve Mecklenburg County’s desired results in providing GIS applications services?

The task team utilized a variety of facilitated discussions and decision making techniques to overcome traditional barriers such as resistance to change, competing priorities, and business services silos.  The team successfully designed a business structure and governance model that will assist the County in achieving the following balanced scorecard desired results:

· Increase Service Value

· Increased Awareness of County Responsibilities

· Improved Communication and Information Management

· Improved Employee Efficiency  
The major accomplishment of the team was recognizing that the traditional organizational structure was not suitable for GIS services.  GIS is not a department unto itself; nor should it be part of any other department.  The team recognized that GIS services served the enterprise as well as a few specific department needs.  The bottom line was that the organization’s traditional structure of departments was the major barrier to good GIS services.  Therefore, a unique, independent work team was created to provide the best level of service and fuse the previously separated GIS staff.  

This accomplishment set a precedent for the organization in recognizing certain responsibilities do not meet traditional hierarchal or organizational classifications.  In addition, the task team established a creative decision-making processes that can be replicated throughout the organization to achieve innovative solutions.  

Innovation/Creativity
The task force took careful measures to properly identify the problem and then embrace creativity in the decision making process.  To encourage innovation and creative ideas, the following was done:

· The task force’s membership represented many areas of the organization, including personnel from information technology (data and design), public information, land records, customer service, and administration.  This included people from within and outside the affected service areas being considered.  

· The task force’s membership incorporated various levels of decision making authority including technicians, supervisors, department directors, and senior management.

· The task force established a regular meeting schedule and agreed that they would produce a recommendation within six months.

· The environment was open to new suggestions, respectful, and focused on the charges at hand.  

· Task force members agreed to be open to new ideas and to avoid being territorial or defensive.

· The task force champion made sure each member offered his/her comments before moving on to the next step, and that everyone was ready to move on.

· Task force members performed a collaborative SWOT analysis for GIS and CRM.  
· The SWOT analysis revealed most areas of interest were related to people, process/structure, or resources.

· The SWOT analysis was followed-up by an interactive exercise in which task force members gave feedback in the categories of people, process/structure, and resources.

The fundamental idea that emerged as a result of the task force was that given the unique technical basis and customer focus of these two areas, it would be most beneficial for the organization and its customers to break away from traditional department silos and create a separate, independent work team to be responsible for geospatial information services.  Previous attempts to fit GIS into one specific department failed because everyone with a stake in the services wanted to “own” it.  As a result, there were numerous turf battles over which department should “control” these resources.  As a result, GIS was moved several times in the last year from one department to another.  In essence, the question that continued to be address was, “In what department should GIS go?”  However, the question the task force finally realized was most pertinent was, “How can GIS best serve its customers?”  Once the task force took this creative approach to reframing the question, an innovative solution emerged.
The task force’s recommendation that a self-directed work team be created demonstrated that County’s commitment to managing for results rather than limiting the organization to the status quo.  

The team stretched the boundaries of ordinary government operations by reviewing the Customer Relationship Management (CRM) and GIS in terms of people/process/resources.  In Mecklenburg County, CRM is a process within the Information Systems & Technology Department (IST) to address customer concerns, complaints, and suggestions.  The IST Department had linked its CRM function with the GIS applications function under one manager, based on that manager’s special competencies.  Part of the task team’s focus was on whether organizing around one manager’s abilities was appropriate in the long-term.  The conclusions of the task team was that the GIS applications should not be directly linked with CRM, and that CRM played an important role in serving IST customers and should be maintained within IST.  The result was the separation of GIS from CRM and the creation of a self-directed work team for GIS.  This work team has the eGovernment/Customer Service Director serve as a liaison to align with the County Manager’s Office as well as keep focus on serving internal/external customers needs.  
Quality Management

During the review and discussion, the team enlisted the County Manager’s Office of Strategic Organizational Improvement (SOI).  Members of the SOI staff researched how the public and private sectors provide GIS and CRM functions.  The research and analysis provided by SOI ensured that decisions were made based on quality information and best practices data.
The proposal was to create a new team named the “GIS Enterprise Team.”  In creating the new team, quality management principles were part of the final recommendations.  Specifically, measures were taken to protect the quality of the people/processes/resources involved in these functions:
· The team will be expected to meet or exceed the County’s customer service standards.

· Customer satisfaction with services will be among the performance measures used to evaluate the Team’s performance.

· To ensure consistency in standards and practices, and to facilitate communication and innovation, the GIS Enterprise Team will have several strong formal affiliations with other internal systems teams, tax assessors, and web content managers.

Value Proposition

There were many customers in this situation including, but not limited to, external customers such as property owners and real estate professionals.  There also are internal customers such as public health/safety officials, social workers, and tax assessors.  These customers have a multitude of needs; most generally all need accurate and accessible information.  By creating a self-directed work team, GIS service needs will be met without requiring customers to move through bureaucratic approval steps and without having to know which department “houses” GIS. By appointing the eGovernment/Customer Service Director as the overseer of this work team, the team will have guidance and assistance in understanding the strategic and operational business needs of the County as needed.  The involvement of the eGovernment/Customer Service Director will also provide the team more access to collaboration with the City of Charlotte and in taking a regional approach to providing GIS services.  
Building Organizational Capacity

The task force members represented a wide variety of work areas, expertise, perspectives, and positions within the organization.  To foster a collaborative setting, each task force meeting had a set agenda, information distributed in a timely manner so that task force members had ample time to review the data, meeting agendas were open and members were able to make suggestions as to what topics should be discussed.  Task force members were encouraged to speak freely and be respectful of others perspectives.  As a result of these parameters, meetings were filled with insightful dialogue and challenging ideas.  A special meeting was held for the task force to conduct a SWOT analysis of County services and the subsequent meeting reviewed the results.  
Management Philosophy & Culture

Mecklenburg County’s customer service philosophy is “We treat customers as we would like to be treated.”  This philosophy is supported by the County’s five customer service standards:
· Ethics

· Courtesy & Respect

· Communication

· Service Quality

· Timeliness

The County’s philosophy and standards were the drivers of this process.  This is evident in how the task force was formed and managed, how the draft recommendation was shared with stakeholders, and how the final recommendation was communicated to the organization.  

The philosophy and standards were likewise used to conclude the weaknesses that existed in the previous arrangement and how there was insufficient communication and partnering between GIS applications, GIS mapping, and CRM staff.  Additionally, the task force recognized the previous arrangement was not consistently producing quality products.  Traditional hierarchy and turf issues were also contributing to less than optimal customer service delivery and service quality.  
Results
The overall recommendations of the team were:

· GIS applications and mapping should operate as a seamless service group, providing services to support the enterprise.  CRM efforts should continue in IST, with strong consideration given to adopting this service model for all internal services.

Specific recommendations of the team were:

· GIS applications and mapping staff and resources should consolidate as one service team, providing an array of services that support the enterprise by providing direct service to the County’s business units.

· The consolidated group will be called the GIS Enterprise Team and will be independent of any County department while serving all departments.
· GRM efforts should continue in IST, with sufficient staffing and resources to meet customer demand.

· The Effective & Efficient Government Focus Area Leadership Team should consider adopting the CRM approach as an integrated service tactic for all internal services.

· Mecklenburg County should identify a champion to lead the County’s efforts in the regional collaborative use of GIS, and to define the respective roles of the City of Charlotte and Mecklenburg County in the use of GIS.
By moving the responsibility for managing across department lines to the eGovernment/Customer Service Director rather than forcing GIS staff to operate in separate departments and overcome bureaucratic obstacles the task team created a seamless operation and improved service delivery.  The creation of the GIS Enterprise Team to manage and settle any department or turf differences regarding the allocation of resources is an efficient and effect solution and the County looks forward to its results.
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