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1 EXECUTIVE SUMMARY 
 
1.1 Introduction 
 
The City of Omaha has embarked on an initiative to begin planning for the 
implementation of a CRM (Constituent Relationship Management) solution that includes a 
centralized 311 call center.  The initiative was sparked by the city’s desire to improve and 
centralize their constituent services operations. 
 
In November 2011, the city awarded a contract to Stern Consulting to assist them with 
the planning of a 311/CRM solution.  The project consisted of building a business case to 
determine if a 311/CRM solution is feasible, as well as a road map and cost analysis 
should the city decide to move forward.  The consulting team conducted interviews with 
more than 80 employees (including interviews with 10 Douglas County staff), conducted 
two constituent focus groups, and analyzed 50 employee and 189 on-line constituent 
surveys.  Several goals for a CRM solution were identified as a result of this research 
including the following: 
 

 Continuous improvement of responsiveness to constituents through monitoring 
and measuring performance – develop closed-loop processes that cross 
departmental lines and provide the data to show how efficiently constituent 
requests are being addressed. 

 Centralization of city services – eliminate the hundreds of city phone numbers in 
the telephone book by providing a single point of contact for Omaha’s 
constituents. 

 Transparency - Support Omaha’s objective of enhanced responsiveness and 
accountability by collecting and sharing relevant constituent-centric data. 

 Anticipate growth of city population – implement new technology to support 
multiple channels of access for Omaha constituents via a 311 call center, website, 
e-mail, mobile, or social media, and provide a consistency of information and 
answers regardless of a constituent’s method of contact 

 
1.2 Key Findings 
 
During the data collection process the project team learned a lot about the city’s 
approach to customer service.  Our key findings revealed that while there is an emphasis 
and focus throughout the city on providing high levels of customer service, there are 
several opportunities for improvement.  These issues have resulted in limited 
departmental accountability to constituents and an inefficient approach to servicing 
constituent’s requests.  Some of the team’s key findings include: 
 

 Lack of multiple, uniform approaches to contact the city 
 Decentralized call centers 
 No integration of back-office systems and data across city departments 
 No enterprise-wide deployment of a service request or work order management 

system 
 No training of front-line call takers on customer service skills 
 Cold transfers, where the person who answers the calls transfers the caller 

without staying on the telephone line with them, are frequently utilized when 
transferring callers 

 Inconsistent and silo approach to providing customer service  
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 Lack of Service Level Agreements and performance measures to monitor levels of 
customer service. Service Level Agreements, commonly referred to as SLA, are 
used by municipalities to monitor how effectively they are completing their service 
requests. 

 Nearly 13% of all incoming constituent calls are transferred because they called 
the wrong number 

 Lack of accurate reporting on the city’s performance 
 Constituents are dissatisfied with the manner the requests are processed 
 Constituents did not find the Website user-friendly and therefore, may avoid using 

it 
 

The current state has resulted in confused, frustrated constituents and exasperated staff. 
To compound this issue, a percentage of the city staff interviewed are resistant to 
change. So while they realize the current system is not optimal for constituents, they are 
also hesitant to change it. 
 
1.3 Challenges & Risks 
 
As a result of the assessment, the consulting team identified a number of challenges and 
risks that the city might face as the result of implementing a 311/CRM solution. These 
include: 
 

Table 1.1 Challenges & Risks 
Category Challenge Considerations 
CRM 
Implementation 

Total cost of a 311/CRM 
solution 

 Is there sufficient capital and 
operating budget available to support 
the 311/CRM solution? 

 Can the city accurately scope the 
project to meet their budget? 

City project management 
(PM) experience 

 Does the city have technical 
expertise on an enterprise-wide basis 
to manage this complex 
implementation?  Will it require 
outside consultant assistance? 

 Does the city staff have sufficient 
availability to commit to this project? 

 Does adequate executive sponsorship 
exist in the following areas: mayor’s 
office, pilot departments, and city 
council? 

Accurate planning and 
project timeline 

 Vendor management; securing a 
detailed work plan by an 
implementation vendor 

 Ensuring that milestones throughout 
lifecycle of project are met and 
acknowledged 

 Developing a risk mitigation plan to 
address issues when the timetable 
appears to be in jeopardy 

Constituent education 
and outreach 

 Creating a strategic marketing plan 
 Determining communication channels 
 Identifying tactics 
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Introducing a new culture 
of accountability and 
transparency 

 Communication with departments 
and end users 

 Implementing a robust change 
management plan 

Constituent 
Interaction 

Ensuring constituent 
privacy / confidentiality 

 Leverage security features of a CRM 
system to provide constituents 
confidence that their data is 
protected 

 Clearly define business processes 
and functional requirements which 
ensures that the city does not collect 
unnecessary constituent data 

311 Call Center Recruiting and training 
staff 

 Determining which city personnel to 
transfer into the 311 call center 

 Creating job classifications and pay 
grades 

 Developing detailed job descriptions 
and experience criteria 

 Building a training plan 
 Determining compensation 
 Building an organizational structure 

which supports career pathing 
City Operations Staff accountability and 

operability 
 Define key metrics and service levels 

so staff understand how their 
performance will be evaluated 

 Develop comprehensive reporting 
mechanisms to monitor performance 
and to share with the public 

Transition of business 
processes to a 311 call 
center  

 Confirm executive sponsorship from 
pilot team’s department heads 

 Commit to the change management 
plan 

 Leverage the functionality of a CRM 
system 

 Clearly define business processes 
and workflow requirements through 
Business Process Re-engineering 
(BPR) sessions 

Tools and 
Technology 

Integration with the 
following applications: 
 GIS 
 Cityworks 
 Call Center CRM 

 Leverage functionality and data 
provided through a CRM system 

 Ensure bi-directional integration 
capabilities exist to enhance data 
quality and reduce call taker input 
time. 

 Streamline business processes and 
data requirements 

 
1.4 311/CRM Benefits 
 
The benefits of a 311/CRM implementation include: 
 

 Development of call tracking metrics 
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 Reduction/elimination of call transfers 
 Improved call handling and responsiveness 
 Call scripting/uniform approach to call handling 
 Reduced call waiting time 
 Reduced abandonment rate 
 Ability to integrate with Cityworks and GIS 
 Integrated, on-line and mobile FAQ and service request generation availability for 

constituents 
 Fewer misdirected calls 
 Call off-loading from departmental personnel 
 Ability to provide SLA metrics such as how long it takes Omaha to fill a pothole or 

remediate graffiti. Or what percentage of the time does the city complete a 
service request within a prescribed time frame. 

 Provide a closed-loop process for processing incoming service requests 
 Provide real-time status of service requests 
 Provide web self-service for on-line status tracking 
 Immediate notification in emergency situations 
 Ability to capture performance reporting on teams and individuals 
 Implement Business Process Re-engineering (BPR) to adjust sub-optimized 

processes and improve efficiency 
 Eliminate duplicate service requests 
 Enhanced reporting due to the integration/sharing of data across city departments 

and the use of advanced business analytical tools 
 
1.5 Recommendation 
 
As the need for a 311/CRM solution clearly exists, there are three viable options for the 
city to consider: 
 

1. Status Quo: This option will not require the city to expend any additional human 
or financial resources; however, the current issues and lack of a comprehensive 
constituent relationship management operation will persist. 

2. Sole Source Procurement: Leverage existing Cityworks contract to procure CRM 
software license from Motorola via the existing contract and build out a dedicated 
311 call center. The Motorola CRM software will be integrated with the city's 
existing Cityworks work order management application to provide the city with a 
comprehensive CRM system.  Also update the city’s website to align with the best 
practices listed in this report. 

3. Competitive Bid Procurement: Develop a competitive RFP to procure a new 
CRM solution and build out a dedicated 311 call center.  Similar to Option 2 above, 
this option will also leverage the Cityworks application and update the city’s 
website to align with the best practices listed in this report.  

 
Stern Consulting recommends Option 3 - Competitive Bid Procurement.  Based on the 
current state findings the city’s constituent service levels do not appear to be meeting 
internal or external expectations. Therefore, maintaining the status quo would not appear 
to be a feasible option.  Additionally, the city's purchasing rules do not allow for a sole 
source procurement of the Motorola CRM software (Option 2 - Motorola Sole Source 
Procurement) as it exceeds dollar thresholds.   
 
The 3 year total cost of ownership (TCO) to pursue the Option 3 is presented in the table 
below.  The cost assessment includes the initial start-up costs (i.e., building out the 311 
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call center, CRM software licenses, external professional services) and the expected on-
going operational costs for the years 1-2.  
 

Table 1.2 Option 3: 3-Year TCO 
  Cost Estimate 
Start-up Costs $891,880 
Year 1 $188,620 
Year 2 $196,100 
    
Total Cost  $1,276,600  

 
Option 3 allows the city to leverage the existing Cityworks work order management 
system that will be integrated with a prospective CRM solution to provide the city with a 
comprehensive CRM system.  Procuring a new CRM solution and building a dedicated 311 
call center would replace the current Mayor’s Hotline and deliver the following benefits: 
 

 Seamless bi-directional integration with the city's existing Cityworks work order 
management system 

 Integration with the City Sourced mobile application 
 Enhanced reporting capabilities 
 Greater transparency of city operations 
 Increased service delivery efficiencies 
 Enhanced levels of customer service and intimacy 
 Act as a cornerstone for the city performance management system 

 
In addition, the CRM application will take advantage of the city’s website re-design 
initiative to drive web self-service for constituents, opening up a low cost channel to 
communicate with constituents.  We believe this is the most viable and cost effective 
option that will allow the city to meet its goals and objectives while also satisfying the 
expectations of constituents.   
 
1.6 Alternative Option 
 
The city does not currently have a contract with Cityworks, but has utilized a software 
licensing agreement to procure the Cityworks software.  A potential option that should be 
further investigated is to try leveraging the existing licensing agreement to determine if 
the city can upgrade its current Cityworks software to include Motorola’s CRM software 
application as part of this upgrade; Motorola is a long standing certified partner of 
Cityworks.  To determine if this is feasible the city should convene a small team 
consisting of the following personnel to investigate this opportunity: 
 

 Barb Velinsky – CRM Project Manager 
 Mike Schonlau – GIS Coordinator 
 Michele Williams - Legal 
 Pat Burke – Purchasing 

 
In addition the team should engage a Cityworks staff member, preferably their sales 
person/account manager to support this analysis.  If the city could upgrade their 
incumbent Cityworks application with a Motorola CRM application, leveraging their 
existing software agreement, the city should strongly consider this option because it has 
the following advantages as compared to Option 3: 
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 Can be deployed 4-6 months quicker 
 Requires less time commitment from Omaha staff, approximately 1,250 hours less 
 Motorola CRM provides a similar amount of functionality when compared to other 

leading CRM software solutions 
 Proven bi-directional integration with Cityworks (e.g., Baltimore, Chicago, and 

Chattanooga) 
 
1.7 Potential Cost Savings 
 
Based on the data collected, a detailed Return on Investment (ROI) analysis cannot be 
performed.  However, transitioning constituent’s interactions to lower cost 
communication methods, such as web and mobile self-service away, from phone, walk-in, 
and US mail will lead to significant costs savings.  Let’s assume that Omaha currently 
processes 5,000 service requests. Currently, municipalities with a 311 call center and 
offering Web Self-Service are experiencing about 30% of their constituent transactions 
being conducted on-line. If this metric is applied to Omaha that indicates that 1,500 
service requests will now be processed on-line instead over the phone resulting in the 
following costs savings: 

 
Table 1.3 Potential Cost Savings 

Channel Cost Per 
Transaction 

Number of SR 1,500 
Cost differential of transitioning from phone to WSS $4.00 
Annual costs savings $60,000 

 
Additionally, there are currently 17.5 FTE personnel spending time on the phone for the 
identified pilot departments. In a 311 environment this same volume of calls can 
be handled by 8 call takers.  This will allow the city to reassign or reallocate personnel, 
or avoid hiring new personnel because the existing departmental personnel will have 
available time to complete department-centric tasks.   
 
1.8 Pilot Departments 
 
The greatest likelihood to ensure a successful 311 deployment is to phase in 
departments. Typically, when municipalities try to bring too many departments into 311 
simultaneously it does not meet expectations. Based on the employee interviews and 
constituent focus group meetings, the consulting team believes that a phased approach 
involving the following pilot departments and divisions would lead to the greatest 
likelihood of success: 
 

Table 1.4 Pilot Departments 
Department/Division 
Public Works 
Solid Waste 
Air Quality 
Construction 
Traffic Engineering/Maintenance 
Street Maintenance 
Sewer Maintenance 
Wastewater Treatment 
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Parks 
Maintenance 
Code Enforcement 
Recreation 
Planning 
Permits & Inspections 
Urban/Long-Range Planning 

 
According to the constituent focus group meetings, the three primary reasons 
constituents contact the city is for code enforcement, street maintenance, and permits, 
which are handled primarily within these three departments.   
 
1.9 High-Level Timeline 
 
The recommended option will require two phases for preparation and procurement of the 
CRM software and subsequent implementation of the software.  We anticipate the 
implementation preparation will take approximately 11 months and an 
additional 5 months for the actual implementation.  The table below is an 
illustration of the duration that has been estimated for the implementation preparation; a 
more detailed timeline will be developed by the CRM implementation team.  The 
implementation timeline will be developed by the selected CRM vendor. 
 

Table 1.5 Implementation Preparation Timeline 
Task Timing 
Create the CRM Implementation Team Weeks 1-3 
Request initial start-up and operational funding for years 1-2 Weeks 3-5 
Initiate CRM education effort by attending webinars, 
conferences, and making site visits to existing implementations 

Ongoing 

Finalize 311 call center location and specifications Weeks 5-6 
Develop CRM draft requirements document for Pilot teams Weeks 5-7 
Determine the call center recruiting approach Weeks 7-8 
Conduct site visit to gather and confirm initial requirements Weeks 9 
Develop requirements definition document  Weeks 10-12 
Initiate call center build-out including IT specifications Week 13 
Conduct requirements validation sessions  Week 15 
Finalize requirements  Week 16 
Develop RFP Weeks 17-21 
Finalize RFP  Week 22 
Issue RFP Week 22 
Conduct bidder’s conference Week 24 
Develop responses to bidder’s conference Weeks 25-26 
Conduct RFP Review Week 29 
Elevate no more than three vendors for on-site demos Week 30 
Conduct on-site vendor demos Week 34 
Elevate top 2 vendors and begin Best and Final Offer (BAFO) 
process 

Weeks 36 

Conduct site visits of existing implementations of top 2 vendors Weeks 37-38 
Select vendor and initiate contract negotiations Weeks 39 
Finalize SOW and contract Weeks 40-46 
Present implementation plan to City Council and seek approval TBD 
Begin software implementation TBD 


