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I Introduction

» The Bureau of Customer Service (BCS) plays a vital role as the interface between DEP and the city’s
826,000 account holders, whose payments support the entire water and wastewater enterprise.
Historically, this relationship has been plagued by poor access to customer service assistance, an
inability to resolve disputes promptly, high numbers of estimated bills and lack of adequate
enforcement techniques. As a result, DEP’s collection rate has been below that of other large cities,
and a large accounts receivable balance has accumulated over the years.

»  Within the last 18 months, DEP launched a complete overhaul of BCS operations, beginning with
immediate customer service improvements, such as extending hours for the telephone call center
and dramatically reducing the average customer wait time. DEP also laid the planning and
procurement groundwork needed for longer-term projects, such as the City’s conversion to
automated meter reading (AMR) — a system that will provide more accurate and comprehensive
usage information to DEP customers and dramatically reduce the need for estimated bills.

» BCS transformation will continue with the analysis and recommendations contained in this report by
Booz Allen Hamilton, some of which are currently being implemented (e.g., Payment Incentive
Program, service termination and high-volume outbound calling pilots, and internal standard
operating procedures development, among others). DEP engaged Booz Allen in January 2007 to
conduct an extensive analysis of current BCS operations, systems and processes compared to the
best practices of other large water utilities. The most ambitious and intensive component of this work
was to analyze issues and barriers to timely resolution of billing disputes and revenue collection.
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Ilntroduction (cont.)

» This report is divided into four sections: Customer Service, Revenue Collection, Systems and
Technology, and Future Organization and Next Steps. Each section contains an overview of relevant
issues, analysis, key observations and specific recommendations. The report will serve as a tool for
DEP managers, shaping the transformation of every major operating and customer service system
used by the bureau.

» In conducting this study, Booz Allen observed many opportunities within BCS to build on a dedicated
staff and changes already underway. One example is DEP’s automatic meter reading (AMR) system.
DEP began piloting AMR this summer and will start installing the system this fall to continue
transforming the customer service experience. AMR will improve both the accuracy of data collected
and the ways in which that account information — from water consumption to utility charges — is
provided to the customer.

» Booz Allen also noted several areas that need to be completely redesigned. One such area is

collections strategies. BCS does not currently have available enforcement tools that are standard in
other parts of the country and correlate directly to a much higher collection rate.
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The Bureau of Customer Services (BCS) is one of 10 bureaus and
offices within the Department of Environmental Protection

The Department of Environmental Protection’s (DEP) mission is to promote public health,
by providing clean water, managing the effects of storm water and removing
wastewater safely. DEP also provides stewardship of other critical environmental issues,

such as air, noise and hazardous waste
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Sources: New York City Department of Environmental Protection Website (http://www.ci.nyc.ny.us/html/dep/home.html), Strategic BCS Workplan (2007)
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BCS is transforming its vision, strategy and day-to-day operations
using a Best Practices Customer Service Model

» BCS is transforming into a customer-focused organization that uses state of the art
technology and business practices to accurately and clearly bill and collect from
826,000 water and sewer account holders

> Objectives:
— World-class customer service
— Efficient collection of revenue
— Effective promotion of water conservation

» Reflected in this report is significant analysis that will allow DEP to:
— Correct outdated account information
— Settle outstanding account balances
— Begin supplying better information to customers

» This effort will include the introduction of a new billing system and culminate in the

installation of AMR within the next few years — both of which are critical to improving
BCS infrastructure and providing good customer service

Booz | Allen | Hamilton
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Already, BCS has achieved significant customer service milestones
and increased customer access

» The BCS Call Center, which handles 85 percent of customer inquiries, has been
significantly overhauled

— Already, there has been more than a 95 percent reduction in average call wait time
(currently at nine seconds)

— Call Center hours extended
— Staff reorganized and retrained

» There has also been a 41 percent reduction in response time for written correspondence
» BCS has launched successful collection program pilots

» BCS is coordinating across multiple city agencies to verify existing data and acquire
missing data

Booz | Allen | Hamilton
7



Project
Overview

Revenue
Collection

Customer
Service

Systems and
Technology

Organizational
Design and
Next Steps

As part of transformation, BCS is implementing several customer-
focused initiatives, such as a self-service Web site, AMR, a new
billing system and more
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Project Customer Revenue Systems and
Overview Service Collection Technology

In January 2007, DEP engaged Booz Allen to analyze BCS
I operations, make recommendations and implement key process
improvements over a six-month period

Area Description

» Customer Service Process » Evaluation of BCS customer service operations across
Assessment delivery channels, including the call center, correspondence
unit and walk-ins
» Organizational Design and » Design of BCS organizational model to support best-in-class
Reorganization customer service
» Collections Strategy » Analysis of DEP collections processes, customer data

segments and operating model

» Accounts Receivable (A/R) » Evaluation of A/R reporting, policies, processes and
Strategies systems
» Redesign of Water Bill » Analysis and redesign of DEP’s water bill to facilitate
payment and promote effective communication with
customers
» Analysis of Technology & » Evaluation of DEP’s technology capabilities to drive
System Capabilities recommendations in contact center technology and
infrastructure

Booz | Allen | Hamilton
9



Section 1: Customer Service

Booz | Allen | Hamilton
10



roject Customer Revenue Systems and
Collection Technology

91
(o]
22
@
H
)
2

ICustomer Service is the cornerstone of BCS transformation;
improving it will be key to creating a more effective organization

» By building on the work already underway as well as the recommendations in this report, BCS can be
more effective in deploying customer relationship management. BCS can improve customer
communication and all of the channels that support it. BCS customer communications channels
include the telephone (in-person assistance and recorded messages); borough-based, customer
assistance walk-in centers; the Web and annual/quarterly bills currently sent via mail. Customers rely
on these delivery channels to proactively receive information from DEP and resolve service and
billing issues.

» All of these channels have been or are currently being redesigned, as are the information systems
that will allow DEP to make customer communication more effective. The foundation of this effort is
AMR. AMR will help DEP obtain and provide more accurate information to customers. Since AMR is
already underway, all new systems will be made compatible with it. For example, within the next few
years, DEP will launch a new Customer Information System, which will provide more flexibility,
including proactive communications with customers who might have billing issues. Together, these
systems will allow DEP to introduce a new bill for customers and later, move from quarterly to
monthly billing. Monthly billing will be more convenient for customers (e.g., household or business
budgeting purposes) and help highlight discrepancies or issues before they become major problems.

» Improving the quality and scope of BCS information systems and customer data will enhance and
streamline service channels, maximize the efficiency of billing resolution, and encourage increased
customer payment and responsiveness. Improved customer channels will also create a stronger
understanding of the relationship between water/sewer bills and effective delivery of water/sewer
services.

Booz | Allen | Hamilton
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AMR is the foundation for timely, accurate billing and enhanced
customer service...

Key Benefits
»  Provides more accurate billing records, which help DEP build and maintain positive relationships with customers

»  Generates daily consumption information that helps identify leaks immediately (e.g., water spike notifications for
customers)

»  Speeds up resolution of customer inquiries/complaints by giving customer service representatives (CSRs) greater
confidence in billing and consumption accuracy

» Enhances customer service by minimizing the need to access properties for meter reading

» Allows DEP to switch to monthly billing cycles, reducing delinquent accounts and improving revenue flow

—~————

Key Milestones

» Install and implement AMR field test (July - August 2007)

» DOITT and AMI (vendors) begin installation of receivers (October 2007)

»  Complete majority of MIU Installation work (January 2011)

...which includes improved processes and delivery channels

Booz | Allen | Hamilton
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ISummary: Customer Service Process Assessment Improvement

» Challenges

— Formal mechanisms and integrated planning—to align strategic vision, resource allocation and system
development—do not exist

— Operational processes are not fully documented and accessible to BCS staff. Policies and procedures are
subject to interpretation and executed inconsistently by customer service representatives (CSR) and other staff,
depending on location or business unit

— BCS'’ current training program does not address CSRs’ professional development, which makes it difficult for
CSRs to meet customers’ changing needs

— BCS does not consistently track and measure key performance indicators

» Approach

— The Operation Process Assessment and Improvement task identified challenge areas for DEP to tackle to
improve customer service across all delivery channels

— Focus: What tactical and strategic measures can be implemented in the short- and long-term, to improve BCS
operational processes?

» Recommendations

— Develop a strategic vision that is aligned to BCS’ mission and direction, and builds the foundation for a
customer-focused organization

— Optimize internal processes for business unit support and prioritization in daily operations, including clearly
defined roles and responsibilities for all staffing levels, workforce management tools and methodology, IT,
operations and change management governance processes, and training

— Integrate quality assurance measures that are aligned to BCS customer service goals

Booz | Allen | Hamilton
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Project Customer Revenue
Overview Service Collection Technology

To align BCS operations with superior customer service models,
Booz Allen performed Operational Process Assessment and
Improvement (OPALI)

» Reviewed existing processes and operations, and identified systemic weaknesses

» Established a vision for BCS that is consistent with industry best practices and the DEP
mission

» Recommended specific changes or process adjustments to help BCS achieve its vision
in both the short and long term

Booz | Allen | Hamilton
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As part of OPAI, Booz Allen comprehensively analyzed existing
BCS operations and processes

» Reviewed BCS operations and current service delivery model

— Documentation to understand existing BCS operations for all service delivery channels; e.g., call
center, correspondence, Web site/email and walk-in borough offices

— Existing customer service programs—such as quality assurance, training, workforce management
and performance management—for each service delivery channel

— Current service delivery model across all channels, including the overall BCS strategic vision and
performance metrics

» Conducted process review and overall assessment of as-is BCS human resources and staffing
— Workforce management models such as call center staffing levels and staffing methodology
— Knowledge management system and process for training and information dissemination

— Training/career development program (e.g., initial new hire training/orientation, employee
development and ongoing training, quality assurance integration/modular approach)

» Documented DEP processes, methods and procedures for customer handling
— Skills-based routing and workflow within various customer-facing business units
— Operational process mapping across all service delivery channels
— Quality assurance and quality control programs
— Training integration and feedback mechanisms

Booz | Allen | Hamilton
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For example, Booz Allen assessed anticipated future needs and
drivers to identify opportunities and operational recommendations for
improving each delivery channel

Future
Scenario Changes in Rates Further Automation _
Drivers ew Programs Processes ommunity Needs

Delivery eb based/
Channels : espondence ail
Examined
Documented Greater Internal P Facilitation t
Areas of Timing of and Process Performance Re;::iesr\sto a(:clzlfli(al\c:: .
Opportunity Commitments Disseminated Improvements Metrics g .
B Increase Organizational
and Standard to Reduce Required for -
. ; Coordination & Excellence
Obligations Operating Workload Customer :
» Collaboration Goals
Procedures Handling
N N
Customer-Facing Impact Internal Optimization

Booz | Allen | Hamilton
16



OPAI followed a specific framework to focus on customer-centric
delivery channels and service

Strategy 1. Strategy . Human Capital H”Ta%%aal?]'itz"gtion
— Customer A clear vision, strategy and - Structure and
Profiling and . A .. Design
Seqmentation commitment to making _f Canital
9 excellent customer service, uman Lapita
— Industry and aligned with the Management
Market Analysis oraanization’s values = Workforce
— Benchmarking 9 Planning
and Best = Leadership
Practices = Training and
Development
= Reward
Systems
= Diversity
= Recruiting
Processes 3. Process, Technology
— Activities and Methods & — Data
Tasks Procedures 4. Technology — Applications
— Sequence Systems and IT tools that B ;I'?chr][ologt;y
~ Rules provide information access _ F? eﬁSr:;jgnLcj:ree
B -(I;?th%iiss and tailored to customer needs Management
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The goal of this task was to develop an integrated customer services
organization that could help DEP prepare for upcoming challenges

» A key element of this preparation is the vision that BCS will meet or exceed customer
expectations as measured by:

— A high degree of first contact resolution by a knowledgeable and well-trained,
front-line staff member

— An enhanced dispute resolution process that makes it “easier to do business with DEP”
and enables efficient collection of past-due revenue

— Standardized inquiry resolution process across all service delivery channels
— Efficient utilization of staff by appropriately applying skills-based workflows
— Service level- and key performance indicator-driven performance measurement

» This vision requires comprehensive changes to three key components! within the BCS
approach:
— Strategy
— Process
— Human capital

(1) Technology (component four) is covered in the Systems and Technology section of this report.

Booz | Allen | Hamilton
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Through OPAI, Booz Allen identified several challenge areas that
significantly impact customer service across all delivery channels

Re-engineering or enhancing
key supporting processes
can yield improvements for
several components across

» Delivery Channels

» Strategic Vision

» Performance Metrics

Hu
, Capit BCS business units
» Staffing and \_’
Planning
» Knowledge
Management
The OPAI assessment of key BCS components
» Roles and Process
Responsibilities Methods &
» Training Procedure
» Operational Process

Mapping
» Quality Monitoring

» Skills-Based Routing
and Work Flow

» Customer Self-Help

» Reporting

*In depth technology assessment was provided in the Task 3 work stream. High level

i design is in the Task 1 work stream.

Booz | Allen | Hamilton
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BCS transformation can be enhanced by realighing operational
processes for strategy, human capital, and process, methods and

procedures
Strategy
Key actionable areas for growth include: )
» Standard operating procedures that are uniform, Process,&
: . Methods
clearly understood, documented, disseminated and Procediil
accessible

» Enhanced customer self-help that enables customer
self service and promotes call avoidance through
intelligent call routing and scripting (IVR), as well as
corresponding Web site enhancements

I

Performance Metrics Roles& Responsibilities
And Skillsbased Routing

e

& ﬂ Workforce
Standard Operating Procedures Management
Process Mappingand
Knowledge Management
I
Customer Q Internal

Facing Impact Optimization

» Quality monitoring program to ensure a closed
feedback loop

» Training program for new hires and ongoing staff
development

» Workforce management process that accurately
predicts staffing needs

Strategic
Vision

» Defined roles and responsibilities for staff,
supervisors and managers, including integrated quality
assurance procedures

» Performance metrics to benchmark success

Q

(1]

il
Call Monitoring O

» Management reporting dashboard to give supervisors ﬁ el

a “quick glance” overview of BCS activity

Booz | Allen | Hamilton
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Among business units, no clear consensus on DEP strategic vision,
utilization of service delivery channels and performance metrics
exists

Summary of Key » BCS’ organizational structure, operational processes
Findings and performance metrics are not aligned to ensure

/ \ optimal service delivery to the customer
Delivery Channels ﬁ> — Communication across delivery channels is limited; BCS
business units operate in silo structure

— Browser Applications (BAPPS) tool was developed by
OIT to provide single system for customer handling and
billing; however, inconsistencies in interpretation,
process and training result from lack of synchronization
across units

— Formal mechanism for integrated resource allocation
and system development planning does not exist

Strategic Vision ﬁ> » BCS does not have an established, strategic and
effectively communicated vision for delivery of

comprehensive customer service

» No clear consensus on which metrics are important to
Performance Metrics ﬁ> defining BCS’ customer service strategy
— Established metrics for successful review and

k J assessment of department performance are not
internally publicized and consistent

Booz | Allen | Hamilton
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Workforce and knowledge management processes and procedures
are ad hoc, lacking comprehensive definition or utilization

Summary of Key
Findings

Knowledge
Management

Staffing & Planning

<=

i

» Workforce management is manually performed by staff

— Management does not utilize forecasting and scheduling
technology

— CSR schedule adherence, compliance and occupancy is not
formally tracked

— Established, proactive plan for CSR recruitment, attrition and hiring
is not currently in place resulting in subsequent negative impact on
staffing pipeline

» Knowledge management practices to institutionalize staff best
practices and standardize knowledge are limited

— Customer handling procedures are not consistent across delivery
channels, or even within delivery channels

— Utilization of current documentation management program
(WebEX) for tracking customer correspondence varies

— Availability of templates and reference documentation through the
Document Management System (DMS) is very limited. There is a
current initiative to increase the number of available templates;
however, a formal process for identifying and addressing template
needs has not been established

— Standardized call scripts are not available for CSR use

Booz | Allen | Hamilton
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Productivity and efficacy of staff and managers are impacted by
limited definition of their roles and responsibilities

Sumef‘adr}/ of Key » Management and supervisors efforts are widely dispersed
indings among the diverse functions of customer responsibilities,

/ Management \ performance issues, administrative duties, and technical tasks
& Supervisor Roles : — Supervisors’ roles and responsibilities are not clearly defined

— Supervisors’ workload is focused on escalated customer issues;
staff coaching and performance assessment is limited as a result

— Practice of second tier triage through team leads has been
discontinued

Staff Feedback
Mechanisms

Responsibility metrics

» Need for formalized closed loop feedback mechanism for
|:> performance management, staff development and to enable
individual staff member growth and increase job satisfaction

» Supervisory accountability and ownership of team productivity
|:> and work quality goals are not tracked through formalized
metrics

— Management of metrics such as procedural accuracy, quality
control and minimum productivity are not specifically quantified
under supervisory duties

Booz | Allen | Hamilton
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Overview Service Collection Technology

Ongoing and new hire training does not address employee
development or provide an effective feedback loop across BCS

Summary of Key
Findings

/ New Hire \
Training

Ongoing Training
Metrics for Training/
Career Success
Integration of Training/
Quality Assurance

i

i
i
i;>

» New hire training consists of both classroom and
experiential modules

— Standard curriculum, training and timelines do not exist for
new hires

» Ongoing training opportunities for staff are limited

— Continuous training modules for staff, supervisors and new
managers have not been established

— Changes to processes and technology are not formally
disseminated to staff through training modules

» Pathway for career development is undefined

— Hierarchy for career progression, including staff and supervisors’
roles and responsibilities, is not established in or between
business units

Defined metrics for training success, such as formal
mechanisms to assess competency levels, are not established

» Issues identified in quality assurance (QA) review are not
formally integrated into the training process

— Issues identified by QA as systemic are addressed with staff on
an individual, rather than team, bureau and/or department level

Booz | Allen | Hamilton
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I Operational mapping and processes for customer handling

require full documentation and potential revision

Process,

Methods &
Procedures

Summary of Key
Findings

Skill-Based
Routing & Workflow

Operational Process
Mapping

i

i
i

» Operational processes are not fully documented and
accessible to staff, resulting in different customer experiences

— Documentation exists in many different forms; however, formal,
regularly updated documentation that enables all stakeholders to
understand current flows and determine appropriate changes

does not exist

— Inconsistencies in customer experiences exist due to
inconsistent implementation and adherence to standard
operating procedures across business units

» Customer handling for call center follows the first available

agent approach

— BCS does not formally use a tiered “best-practice” model, where
customer service operations are structured to handle inquiries

with the best available resource

» BCS can improve IVR scripting to help customers find key
information, decreasing calls and identifying appropriate

departments for issue resolution

— BCS does not regularly assess IVR scripts for user friendliness

— Options and call flow for IVR do not reflect current call volume
needs, and call routing does not allow customers to
immediately route to the appropriate BCS unit

Booz | Allen | Hamilton
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Integration of quality assurance measures and programs across
business units is limited

Summary of Key » Quality assurance (QA), training and performance metrics
Findings programs are not aligned to address BCS goals

Process, / \ — QA is performed on a department-to-department basis; a
Methods & w comprehensive program that incorporates QA, training and
Integration

Procedures performance measurement could improve customer
service at DEP

— Auditing manual transactions is limited to the QA team,
which has limited staff resources for comprehensive
review, impacting accuracy; supervisors are not integrated
into the QA/billing adjustment audit process

» Quality monitoring is not administered on a regular basis,
due largely to diverse management duties and under-
staffing

— Call monitoring must be conducted on a consistent basis,
which includes the same number of monitoring events for
each CSR

— Supervisor call monitoring has been discontinued

Customer Service
Quality Monitoring
— Customer satisfaction levels and answer accuracy are not

\ J currently tracked

— Customer operations and field operations have limited
quality control programs or measurements for answer
accuracy in place

Booz | Allen | Hamilton
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Booz Allen designed future state operational processes to address
these systemic weaknesses in existing BCS operations

I

o

@

~

» Strategic Vision is

comprehensive,
documented and clearly
communicated. Itis
aligned to the mission
and direction, and builds
the foundation for a
customer-focused
organization

» Customer-Facing

Impact encompasses
processes or delivery
channels that affect the
customer experience,
such as:

— Performance metrics

— Standard operating
procedures

— IVR scripts
— Call monitoring

» Internal Optimization

addresses processes for
business unit support
and prioritization of daily
operations, including:

— Clearly defined roles
and responsibilities

— Workforce
management

— IT governance
— Training

Booz | Allen | Hamilton
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ISummary of OPAI Observations and Recommendations

BCS does not have an established, strategic and effectively
communicated vision for delivering comprehensive
customer service

BCS’ organizational structure, operational processes and
performance metrics are not aligned to ensure optimal
service delivery to the customer. Communication across
delivery channels is limited; BCS business units operate in silo
structure. The Browser Applications (BAPPS) tool was developed
by OIT to provide a single system for customer handling and
billing. However, inconsistencies in interpretation, process and
training result from lack of synchronization across units. Formal
mechanism for integrated resource allocation and system
development planning does not exist

No clear consensus exists on which metrics are important to
defining BCS’ customer service strategy. Established metrics
for performance review and assessment are not internally
publicized and consistent. Reporting tools currently available are
not effectively employed, structured or utilized to sufficiently
enable management decision making. BCS managers employ a
labor-intensive process to create usable reports; systemic data
reconciliation issues have been cited across all business units.
BCS lacks a comprehensive management reporting dashboard
for senior management and appropriate drill-down capabilities
that provide actionable information

Develop a comprehensive, documented and clearly
communicated vision, mission and strategic direction that
builds the foundation for a customer-focused organization

Address strategic needs by optimally aligning, assessing
and integrating business units to support the
interdependencies between the customer service front-line
and analysis business units, thus enabling organizational
units to best serve the customer. Implement procedures and
policies to support the interdependencies between collections,
account maintenance, management analysis, QA and training,
and customer service front-line organizations (e.g., customer
operations, field operations), thus enabling the overall strategic
alignment of the organizational units to best serve the customer

Assess organizational needs, establish agreed upon
performance metrics and develop a management reporting
dashboard. Institute a high-frequency, comprehensive
management reporting dashboard for senior management.

Include drill-down capabilities that provide actionable information,

enabling effective supervision and real-time reaction by
managers.

- Observed at BCS Recommended Corrective Action

Booz | Allen | Hamilton
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ISummary of OPAI Observations and Recommendations (cont.)

Workforce management is manually performed by staff.
Management does not utilize forecasting and scheduling
technology. CSR schedule adherence, compliance and
occupancy is not formally tracked. An established, proactive plan
for CSR recruitment, attrition and hiring is not currently in place,
resulting in a negative impact on the staffing pipeline

Knowledge management practices to institutionalize staff
best practices and standardize knowledge are limited.
Customer handling procedures are not consistent across or within
delivery channels. Utilization of current documentation
management program (WebEXx) for tracking customer
correspondence varies. Availability of templates and reference
documentation through the Document Management System
(DMS) is very limited. There is a current initiative to increase the
number of available templates; however, a formal process for
identifying and addressing template needs has not been
established. Standardized call scripts are not available for CSR
use

Institute systematic and procedural improvements to current
workforce management methodology. Review, assess and
redesign workforce management procedures to provide a more
accurate staffing model. Develop integrated staffing models
across all service delivery channels to align with future-state
transformation and increases in issue volume, based on BCS
initiatives. Assess, identify and facilitate the implementation
process for formalized CSR schedule adherence, compliance and
occupancy. Establish a formal, proactive plan for CSR
recruitment, attrition and hiring within the parameters of NYC
hiring protocol, to streamline the staffing pipeline

Establish knowledge management practices and enhanced
protocol for developing institutional knowledge. Create a
separate business unit under the Future State Task 1
organizational design to handle the holistic assessment and
improvement of staff customer handling. Centralize M&P, QA and
training into one unit to ensure that QA issues and detailed, vetted
M&P processes are incorporated into training modules for BCS
staff

- Observed at BCS Recommended Corrective Action

Booz | Allen | Hamilton
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ISummary of OPAI Observations and Recommendations (cont.)

- Observed at BCS Recommended Corrective Action

Management and supervisors’ efforts are widely dispersed Clearly define lines of accountability and authority. Staff
among the diverse functions of customer responsibilities, members are better able to fulfill their roles and responsibilities
performance issues, administrative duties and technical

tasks. Supervisors’ roles and responsibilities are not clearly

defined. Supervisors’ workload is focused on escalated customer

issues; staff coaching and performance assessment is limited as

aresult. In addition, the practice of second-tier triage through

team leads has been discontinued

7. BCS needs a formalized, closed-loop feedback mechanism Develop closed-loop feedback mechanism and regular
for performance management and staff development, to review cycle for staff development
enable individual staff member growth and increase job
satisfaction

8. Supervisory accountability and ownership of team Increase accountability and ownership for management and
productivity and work quality goals are not tracked through supervisors. Assess current reporting tools to ensure they are
formalized metrics. Management of metrics such as procedural effectively employed, structured and utilized by supervisors and
accuracy, quality control and minimum productivity are not managers, which better enables decision making. Facilitate and
specifically quantified under supervisory duties. QA director launch system reports and tool availability to ensure consistent
reviews QA staff work, resulting in increased staff accuracy measurement and management of customer service staff
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ISummary of OPAI Observations and Recommendations (cont.)

- Observed at BCS Recommended Corrective Action

10.

11.

Standard curriculum, training and timelines have not been
developed for new hires or continuing staff development.
Ongoing training opportunities for staff are limited. Continuous
training modules for staff, supervisors and new managers have
not been established. Changes to processes and technology are
not formally disseminated to staff through training modules

The pathway for career development is undefined. Hierarchy
for career progression, including staff and supervisors’ roles and
responsibilities, is not established in or between business units.
Defined metrics for training success, such as formal mechanisms
to assess competency levels, are not established

Issues identified in quality assurance review are not formally
integrated into the training process. Issues identified by QA as
systemic are addressed with staff on an individual, rather than
team, bureau and/or department level

Provide comprehensive training for BCS staff to develop
appropriately trained, skilled, empowered and motivated
front-line, customer-facing employees. Create curriculum and
timelines for critical day-one training, such as customer service
soft skills, systems training and business logic training. Develop
training curriculum to assist in ongoing employee development,
enhance supervisory skills, address identified development needs
and provide job enrichment

Identify employee developmental needs and provide training
and coaching to ensure supervisors are adequately
developing and supporting staff. Establish metrics for
successful graduation in training and staff competencies

Integrate formal process to ensure global errors and
challenges identified by quality assurance and operations
teams are included in the training process
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ISummary of OPAI Observations and Recommendations (cont.)

- Observed at BCS Recommended Corrective Action

13.

14.

Operational processes are not fully documented and
accessible to BCS staff, resulting in significant variances in
the customer experience. Documentation exists in many
different forms. Formal documentation that is updated on a
regular basis allows all stakeholders to understand the current
flows and form the basis for determining appropriate changes.
The customer experience varies due to inconsistent
implementation and adherence to standard operating procedures
across business units

Call center customer handling follows a first available agent
approach

IVR scripting could be improved to help customers find
relevant information, decreasing calls and identifying
appropriate departments for issue resolution. BCS does not
regularly assess the IVR script for user-friendliness. Options and
call flow for IVR do not reflect current call volume needs, and call
routing does not enable customers to immediately route to
appropriate BCS units

Assess gaps and inconsistencies in business units’ policies
and procedures, and provide a framework for consistent
policies and procedures, for business units from the central
office. Compare current practices to industry best practices, and
recommend standards that are applicable nationwide

Establish a tiered model to handle each inquiry with the best
available resource. Implement a tiered customer service
approach that effectively utilizes the skills and knowledge of
senior CSRs and technology to transfer customers to tier 2 in
real-time, minimizing the number of RTS referrals

Assess and redesign the IVR script to enable customer self-
service. Improve IVR scripting to help customers find relevant
information, decreasing calls and identifying appropriate
departments for issue resolution. Institute regular BCS
assessment of IVR scripting to proactively design the IVR to
respond to customer inquiries. Realign options and call flow for
IVR to reflect current call volume needs. Enable customer to
utilize IVR call routing to immediately route to appropriate BCS
units
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ISummary of OPAI Observations and Recommendations (cont.)

- Observed at BCS Recommended Corrective Action

16.

Quality assurance, training and performance metrics
programs are not aligned to address BCS goals. QA is
performed on a department-by-department basis. Audit of all
manual transactions is limited to the QA team. QA has limited
staff resources for comprehensive review, impacting accuracy.
Supervisors are not integrated into quality assurance/the billing
adjustment audit process

Quality monitoring is not administered on a regular basis,
due largely to diverse management duties and under-
staffing. Call monitoring needs to be conducted on a regular
basis, which includes the same number of monitoring events for
each CSR. Supervisor call monitoring has been discontinued.
Customer satisfaction levels and answer accuracy are not
currently tracked. Customer operations and field operations have
limited quality control programs or measurements for answer
accuracy in place

Establish a comprehensive process that incorporates QA,
training and performance measurement. Include team
performance and accuracy in staff metrics

Develop enhanced control mechanisms and a quality
management (i.e., quality monitoring) program based on
focused measurement, analysis and benchmarking as part of
the QA process. Develop a critical, day-one customer service
quality monitoring program within BCS. Use quality monitoring
principles, best practices, processes, scorecard development,
and calibration best practices and principles. Establish a quality
monitoring effort that includes assisting in the selection and
implementation management of quality monitoring vendor
hardware and software, and provide appropriate technology
training
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ISummary: Water Bill Redesign

» Challenge

— DEP’s water bill has not been updated in more than 10 years, potentially making it difficult for

customers to understand the relationship between water/sewer bills and effective delivery of
water/sewer services

— The current bill is also difficult for some customers to understand due to small text size,
complexity of information presented and lack of definition within key areas of the bill

» Approach

— The water bill redesign focused on two key questions:

. How can DEP’s water bill be redesigned to better communicate key information to the widest range of
customers?

. What other opportunities can be leveraged to support BCS’ goal of water conservation and communicate
programs and policies to customers?

» Recommendation
— Water bill redesign recommendations covered:
- Changes to bill design and content
- Options for bill generation and production
- Opportunities for integrating bill messaging with other DEP communications
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E)_(isting water bill effectiveness was evaluated using discussions
with customers and key stakeholders, as well as best practices

research
General Metered Bill
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Approximately 76 percent of all call center inquiries handled in 2006
were related to billing and meter reads

Billing and Meter Read Questions

2006 Call Center Statistics 6 4% 2%
Total Number of Calls: ~ 266,000 o
1%
250 -
3 46%
£ 200 197.7
3
£
= 150
2
S 100 A
S
S 50 .
E B Payment Questions
= o O High Meter Bills
Other Billing and Meter Reads l Other Meter Questions
B Estimated Bills
O Refund/Credit

EIncorrect Frontage

Examples of common customer questions about metering and billing:

» Is my bill actual or estimated? » Whatis HCF?

» Why did | receive an estimated bill? » How does DEP charge for sewer services and why?
»  Why is my bill so high? » How does DEP calculate consumption?

» What is the date for my next read? » When will | receive the next bill?

» How do | read my meter?

Sources: Call Center Statistics for Year 2006 (January 9, 2007); Interviews with Call Center and Queens Walk-in Staff
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To decrease call volume, Booz Allen recommends developing a
new bill using industry best practices
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The header is the first point of focus for the customer and an
I opportunity to summarize key information

» Placing the pay stub at the bottom of the bill allows DEP to create a header for the
water/sewer bill

» The header includes two key components: account information, and balance due
— The service address is now easily located at the top of the page
— DEP’s Web site address is more prominently displayed on the bill

. Page 1of 2
3 1Y VR g,
cﬂ-{u.- - .'1.‘;_\ .
éDrls\*l New York City Department of www.nyc.gov/dep :
i ) | . . . Total Amount Now Dua: 5294 26
B - &/ Environmental Protection Customer Service: (718) 585-7000
B
Proparty Managamant Company, Inc. Sorvica Address: 25 Smith Strest [Customar Nama]
300 Main Avenue Queons, NY 11104 Account Numbar: 000000000
Mew York, NY 10011 Borough: Queans Bill Data: 11/04/06

Block: 12345 Lot: 1234
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I The historical water consumption graph could play an

important role in water conservation

» The graphical display for quarterly bills groups data by quarter, which is easier to
comprehend

» Color-coding distinguishes between estimated and actual consumption

» In addition to average daily usage and cost, the narrative describes average daily
usage for the same period last year

» This graph does not currently appear on an adjusted bill, and adjusted consumption
values are not reflected in later bills; BCS should revisit business rules associated with
the consumption graph and investigate options for improving data accuracy

HCF ACCOUNT HISTORICAL USAGE ‘ How Much Water Did You Use? ‘
TR v~ oo e 6000 = o Historical Water Usage [ | Estimated
gg o s L B = 5000 |- N I Actal
%E —1—1 S “3 1000 |-

55 |8 §_ . I R =

gg = " 2 aw -

o2 _ & & I 2 1000 |

" .- |- s 0 . . . .

0 _ o T T i i I T Sep 05-Nov 05 Dec 05-Feb 06 Mar06-May 06 Jun 06-Aug 06 Sep 06-Nov 06

DJFRANJJIASOND :3”‘“ Your average daily usage this quarter is 1.5 HCF (1122 gallons)
BILLED i For the same period last year it was 1.4 HCF (1047 gallons)
1 HCF = 100 CUBIC FEET = 748 GALLONS Your average daily cost for this quarter is $7.03.

1 HCF = 1 Hundred Cubic Feet = 748 Gallons
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I The billing summary provides a user-friendly overview of a

customer’s charges

» The billing summary provides a roll-up of all charges, including water and sewer,
fees, and adjustments

» Fees are represented as individual line items; BCS should revisit the labels
currently assigned to fees in CIS to make them user-friendly for customers

» Detailed information on adjustments is rolled over to a second page

Billing Summary for 11/04/06
BILLING INFORMATION
PRI Dok ool Previous Balance ................ ... ... oo $300.00
Speetut, Fob 2 SR ot el 56 6. il 525!‘:::;: Payment Received 07/25/06 — Thank You! . .................... $220.00 -
Payrent Received - Sep 29, 2006 Thank you i Previous Balance Due ....... ... ... ... $80.00
Paynent Received + Sep 29, ]
TR AR St T T DR 28,484.14- Current Water and Sewer Charges (See below)................. $210.96
- . 00 Fees - Late PaymentCharge . .. ........... ... iiat, $8.30
Nater charge 153.85 Adjustments (See Page 2 fordetails) ... ............ ... ... .. ... $5.00 -
Sewer charge 244.62 Total Current Charges ........... ..ot $214.26
Total amount due $398.,47
PLEASE PAY THIS AMOUNT $398.47
Total Amount Due by 11/15/06 ...................... $294.26
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Bill adjustments are presented in summary format on the front page;
I customers are referred to a second page for adjustment detail

Billing Summary for 11/04/06

Previous BalanCe...........oioiiuiiiiiiiiie i iiiiiaiiiaaeas $2026.33
Previous Balance Due $2026.33
Current Water and Sewer Charges (See below).................... $0.00
BB . i $0.00
Adjustments (see Page 2 for additional information)......... $1816.93-

ol curentenarges $1810.90-

Total Amount Due by 11/15/06 $209.40

Billing Adjustment Summary
Cancelled Charges
Transaction Trpe Tremisaction Datefs) Adjusted Amoumt
Cancelled Late Payment Charges 09721706 2355 -
Transacfion Type Eill Dafefs) Addiisted Amount
Cancellation of Charges 09 14/06 96435 -
Cancellation of Charges 0615006 149 57 -
Cancellation of Chatges D6F 15706 105555 -
Hew Charges
Transaction Type Eilling Period(s) Covered Adjuisted Amovt
Rehilled Charges 12408705 - 092106 $376.07

Billing Adjustment Total $1816 93 -
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Important messages are given a distinct section on the bill
to draw attention to key information

» Water conservation tips could be varied from quarter to quarter and targeted by customer
segment

» Messages from various locations on the current bill could be pulled into this section to
make the bill more readable

» Details on payment agreements could be included in this section where applicable

» Daily average usage statistics have been moved to the metering section

IMPORTANT MESSAGES

This billing period: Important Messages
e L SR 0.7 HF (651 CLLONS) Did You Know? Clothes washers are the second largest

Your daily average cost = § 4

consumer of water in the home, responsible for about 20% of

T0 ENSURE YOUR PAYMENT 1S APPLIED TO THE CORRECT ACCOUNT NUMBER, tuta| CDnsumptIOI'I.

Ebﬁ?%EUﬂR[TE YOUR ACCOUNT NUMBER ON THE FACE OF YOUR CHECK OR
THE BUREAU OF CUSTOMER SERVICES kS DXTENDED CALL CENTER HOURS
IN ORDER TO MEET THE NEEDS OF NEW YORK CLTY RESIDENTS AND
PROPERTY ONNERS, REPRESENTATIVES WILL BE AVAILABLE TO ASSIST
YOU WONDAY, WEDNESDAY, FRIDAY AND SATURDAY SAM T0 5 PH AND
TUESDAY AND THURSDAY, "9 T0 8 PH.

THIS BILL [S AN ESTIMATE OF THE WATER YOU HAVE USED.
ESTIMATED BILL BASED ON PREVIOUS CDNSUKPTIOH IS A \‘ALIB BILL
AND NILL ACCRUE INTEREST IF NOT PAID WHEM DUE. THIS BILL WAY BE

Visit www.nyc.gov/dep and click on “Ways to Save Water”
for more information.

A copy of your hill has been sent to:

HIGHER OR LOWER THAN YOUR ACTUAL CUNSUHPTIUN AND WHEN YOUR
Sl A Al MRS e gy e
e T [ R, el cago, lino
A A P
T16-595-7000 10 SCHEDULE AN INSPECTION." oo CACC Chicago, llinois 60636
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The calculation of water and sewer charges section clearly
breaks down the formula used to calculate current charges

» Water charges are calculated by showing consumption and the cost per
unit of water consumed

» Sewer charges are calculated by showing water charges and the
percentage of water charges used in determining sewer charges

» Multiple rates could be shown using several subsections

» Calculations could be broken out into two lines when rate changes have
been applied or when there are multiple meters for a given rate

Calculation of Current Water and Sewer Charges
RATE: BASIC WATER AND SEWER

Water Charges: 45 HCF @ $1.81 perHCF . ..................... $81.45
Sewer Charges: $81.45 (Current Water Charges) * 159% ......... $129.51
Total Current Water and Sewer Charges:. . ................. $210.96
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The meter readings section pulls all metering information into

I a separate area of the bill

» Meter information is presented in a
structured, tabular format to help
customers see consumption
calculations more easily

» An indicator of whether the
previous consumption was actual or
estimated should be added

» A message directly adjacent to the
meter information notifies
customers of an estimated current
read

Project evenue
Overview Service Collection

Systems and
Technology

Organizational
Design and
Next Steps

RATE:  BASIC WATER AND SEWER
Meter Wumber W32371238

Read type ESTIMATED

8500 Cug

From  9/15/06 To 12/22/08 Days
: Prior Read 754300 Current R -
ic Feet = 85 Hundred Cubic Feet (HCF). Ahel . 2N R

Total Usage

98
8500 Cubic Feet
. BS HCF

- =

Meter Readings
Meter Number: V123456

Date Read (CF) Read Type
Prior Read 08/01/06 74000 Actual
Current Read 10/30/06 78500 Estimated
Total 90 Days 4500

Total Consumption in HCF: 45

Your current meter read has been estimated.

Next scheduled meter reading the week of 12/12/06.
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The pay stub is located on the bottom of the bill to facilitate
scanning by the bank

» Locating the pay stub on the bottom could make the scanning process run more smoothly;
currently, the location of the perforated edge can cause stubs to move out of alignment
during the scanning process

» The pay stub should include the billing address as well as the service address for the
customers’ convenience

» Adding a reference to the online payment option would help communicate the availability
of this service to customers

» Reducing the pay stub to 3” tall provides an additional opportunity to present key
information on the main part of the bill

Printed on Hecycled Paper A Pleaze detach and return thiz coupon with your payment s

NYC D
EF‘ARTMENT OF ENVIRONMENTAL PHOTECT!ON /;-E'w\ Total amount now due: $294 .26
: I--(D=- »?  New York City Department of .
8 14/ Environmental Protection Late payment charges will be
D ik fyr mamiatiresy SRR assessed if not received by 11/15/08

0411000781L7000112272006000000398Y 71 Fischeck pabls, tos MIG bater soard. 0411000781L7000L122720060000003948471 Payment amount: g

enclosed envelops to:

Make checks or money orders payable to:
NYC WATER BOARD

A <04 120 1000761670000 D NEW YO N Tooomaure | E‘g %H;ALEUH EEIGEEH STREET STATION
ARG T1sseores Ll bbbl A CO U .20 1000781L70007 D NEW YORK, MY 10008-0410
PROPERTY MANAGEMENT COMPANY, INC.
e T A et Y L e e e e Y
THIS PORTION WITH YOUR WAILED PAYNENT. PLEASE WRITE YOUR ACCOUNT NUMBER ON YOUR CHECK. =

D Check this box for change of mailing address or account information

. : . 1 . Pay enline at www.nyc.gov/de
Please provide updated information on the reverse side of this coupon ¥ ye.g P
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The reverse side of the bill gives BCS an opportunity to provide
further details on payment options, metering, etc.

o
% N ek it saremat o Fayreas fare e e
D-..P ranmuareal Pratecton FOIC WA BT

» The payment remittance address has been added to Nt s
inform customers about where to send payments e T [t R v o ittt

4151 pae Handoued Ckic r..=| N P'Dpﬂr wn gz for u mar inspackon and
R 3 NTEWE AEY u:thn;\::rth oo barrmr e ading

even if pay stubs have been removed T Wt i | e S LS e it

3 Al - £ FM or Tume. Thure 5 2M - PR Cal Cor 2dean reuds D0F x mwtare OOF wnd

Priviaed 22 Flncye el Pz

T Fn-lrr:m LY PERFEEET o [ — Cor 24 can amplaymsz waw infzra
mharrewkan about wer ling reims el peficien | 8 |y Fyerart Chuge will e zsseeed Fyour  wd ooy Eanifzrion ceede For

TOO aurica dor haaring impairsd aveiabie st wprartinfdlizectracesd by dw sl ces  pour mroimction. plese sk iz sea the
[T19) §35.7045. 2w Liis Pasroars: e wow compeurced cartforim b s bawarscan iz

werekhy D75 el tha cutsterciog balanza wr par Sara, F pou e doattn ool da

» All customer service information is consolidated in e 2] I = st

Ooferyminnsin iumssen (TSI | oo e sowty 2 wdich ansvice wes DEP-311

one location, including alternate languages e | TSRS e

Swbwrst. MY 113735055 Mirimzr Chargez

) & mirirram chuege ot $0.24 par day (pha
F'_j'”"h wd Wntar Wzt by Galliing 311 naz cazin e cvargee| & 0 be azearzed R

» Payment information from the regular insert, “Paying :‘“; mmm::mhgdw-;:,t, e

your Water and Sewer Bill,” has been incorporated e L g

Oy Mu: Wul w eprarkezcpes stdwarmme ol cowetorshet o abthe corractan i dwwater -
thiz ol with w chact crrrenmy crdnris the evEEY e by ishar OEF =v n enesa] slamiser.

into the reverse of the bill s vt e e ez

Fan u=nal mesw read rg canect be arined st o v, & s '“W

(R S by AP
=5 L Leowtane balee :urutrrr.\lrh;ru:;lbtnndlll
. o B el e | T 1 e
» Information on how to read a water meter has been e Tl
Lo 3505 Harmcn Flarding Doy, Tat Mlogr 5803779 tha parcd 22 .
. y . S [t 1 Bay Sorva. i1 Poer wn wrtmatnelbil = ot i i fam. Lt
incorporated from DEP’s Web site ol T
W, RpC g dep Fyeur umage baz biar mbmesd dr fom o0
=
DEP should work with the Department | DEB;".IT: 15 YOUR MAME AND MAILING ADDRESS CORRECT?
o T

of Finance on integrating processes for
updating customer information. In the
future, this section could be replaced
with an explanation of how to update
account information (e.g., on the DOF
Web site)

Too cvarape S swma a0 B wzooutt ar b maling nddonn. pleace check e bax oo the st of the payre couzan eed camokes e Emusan
Ewiow, Tara ramry Wiza mgmier ading aSeriorres fieg cnker Mo ovwlable 20 cor vk sk, wowwnrps gow'dep o by calfng the Burea of Cugtzmar
Swvioes az 71535 T000L

Flarss (zlenze pried: Arzoum Hambar
Prwora Sumbar: Hara | ] Worki |

Grwak

Gy Bt Tz Cade:

Sgratre Cuix
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ISummary of Bill Redesign Observations and Recommendations

. Observed at BCS Recommended Corrective Action

Bill layout and aesthetics are not user-friendly and do Use lines, colors and headers to differentiate major

not effectively communicate key information. The bill is sections of the bill. Separate the billing summary from
difficult to read due to the narrow typeface, small font and detailed calculation of current charges, and from detailed
cluttered appearance. The bill does not include headers metering information. Provide a more prominent placement
and section breaks, and there is no clear hierarchy of for historical consumption graph and message fields

information to emphasize the most important data elements

2. Billing information is not clearly communicated to Clearly represent the calculation of water charges by
customers. For example, total current charges are not showing consumption and the cost per unit of water
calculated separately from carryover charges from previous  consumed. Include a billing summary that provides a roll-
bills. In addition, fees and charges often appear without up of all charges, including water and sewer, fees, and
clear labels. For example, a denial of access fee will adjustments. Reuvisit the labels currently assigned to the
appear as “Fee.” A final read charge will appear on the bill fees in CIS to make them user-friendly for customers.
as “g-off.” Finally, bill adjustment information is a direct Detailed information on adjustments should be rolled over
reflection of the account adjustments made in CIS, which to a second page

can be confusing to customers

3. DEP’s water bill provides opportunities to share Use bill messages to target specific customer groups or
important information, such as water conservation communicate broader information on programs and
strategies. For example, the water bill is not currently services.
integrated into a comprehensive communications strategy. Standardize communications materials and any other
Bill messages do not promote opportunities for water written and verbal correspondence with respect to
conservation / savings by customers. In addition, there is message and tone. Formulate messages to reflect BCS’
no one function within BCS that has ownership over billing priorities.

inserts, bill messages, and billing information on DEP’s
Web site, which limits its branding program (for example,
the bill design does not include design elements found in
other DEP products)

Identify one primary communications liaison who is
responsible for reviewing and coordinating all
communications materials
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Section 2: Revenue Collection
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evenue Systems and
ervice Collection Technology

BCS Revenue Collection encompasses two focus areas: recovering
Ipast-due revenue and preventing more accounts from becoming past
due

o]

2T

ER-S
2

2

w

» BCS revenue collection issues can be divided into two related, but distinct categories: collecting
past-due revenue that in February 2007 totaled approximately $590 million; and creating new
accounts receivable systems and reporting mechanisms to improve overall revenue collection and
prevent additional accounts from becoming past due.

» Forthese two areas, Booz Allen developed new customer segmentations to enable creation of
policies and procedures that better reflect customer needs, rather than conforming to standard
government categories, such as tax class. Booz Allen also built an analytical model to gauge DEP’s
ability to recover debt of varying ages and identify effective debt collections strategies.

» Additionally, Booz Allen analyzed other large cities’ water utility collections strategies and

enforcement tools and identified the best options for New York City, including stand alone lien sales,
service termination and high-volume outbound calling.
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roject Customer Revenue Systems and
ervice Collection Technology

91
(o]
22
H
o

ISummary: Collections Strategy

» Challenge

— Since the introduction of metered service, DEP’s past-due balances have exceeded industry
standard levels in amount and age, for a number of reasons (e.g., chronic estimated meter
reads, lack of effective enforcement, systems tools, difficulty in resolving customer disputes)

— DEP has limited collections strategies to be effective in its revenue recovery activities

» Approach

— Collections strategy was framed using two key questions:

- How should DEP address the current $589.6 million’ in outstanding debt, and what actions should DEP take to
reduce that debt?

- What long-term policies and procedures should DEP adjust to prevent future delinquencies?

» Recommendation
— Collections strategy recommendations covered:
- Customer segmentation
- Analysis of age distribution of A/R
- Treatment options
- Implementation roadmaps and timelines
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Using a three-step approach, Booz Allen developed an overall
collections strategy

@ @ ®

Segment
Customers

Develop
Collections Model

Analyze Financial
Impact

Identify Customer Build and Apply Perform Financial Impact
Segmentation, Collection Model to Analysis for Each
Treatment Options Determine Ability-to- Treatment Stream and
and A/R Distribution Collect for Each Rate of Recovery
Customer Segment Perspectives
Segment 1
Segment 2 . . .

9 Potential Financial Impact of
Segment 3 New Collections Strategy
Segment 4
Segment 5 e T S

Eﬁechvenssi RR:::: ‘Sc?vn 9 %0 @
Segment 6 — Baseline Model
Segment 7 S [ 1|
|| | Seepend| | e $
Segment 8 o o || PSS, || L
Number of Successes [XIi] 3 $ "’5““52] 71,273 | nla
Segment 9 s o z—__lm”“““ o
. “eligible" accounts, These
Segment 10 -
Segment 11 12 3 45
Segment 12
Segment 13
Segment 14
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Deconstructing DEP’s current tax classes served as a key first step
to understanding potential collections strategies

Tax Class Existing Tax Class Eligibility and Enforcement Definition Impact to DEP Ability to
Enforcement’ Collect
Tax Class 1 » No Sgrvipe » Eligibility for lien sale for Tax Class 1 properties requires >3 » Alternative treatment streams are
Residential Termination or years of delinquency in property taxes at DOF and includes required to collect on customers
Stand Alone Liens a loop hole whereby customers can stop the lien sale
process by paying property taxes
Tax Class 2 » No Service » Eligibility for lien sale for (most) Tax Class 2 properties » Alternative treatment streams are
Residential Termination or requires >1 year of delinquency in property taxes at DOF, required to collect on customers
Stand Alone Liens with no loop hole? given to the customer to stop the process
Tax Class 3 » No S_ervipe » Lien sale eligibility requirement matches that for Tax Class 2 » Focus on maintaining customer
Utilities Termination or (>1 yr delinquency in property taxes), but is not a realistic relationship to drive revenue
Stand Alone Liens treatment for utility properties collection
Tax Class 4 > Servi_ce _ » DEP has full authority to sell liens on Tax Class 4 properties » Tools readily exist to enforce
Commercial Termination without DOF property tax requirements customer payment
» Stand Alone Liens
Tax Class 4 » No Sgarvi_ce » DEP has full authority to sell liens on Tax Class 4 properties » Liens readily exist to enforce
Residential Termination without DOF property tax requirements customer payment, but service
(Lofts/Apt- » Stand Alone Liens termination may not be feasible
Overs)
Tax Class 4 » No Sgrvipe » DEP has full authority to sell liens on Tax Class 4 properties, » Focus on maintaining customer
Special/Gov’t Termination or but is not a realistic treatment for government and other relationship to drive revenue
Liens special or nonprofit properties collection

(1) DEP is authorized to perform Service Terminations across all segments. In this column, comments on Service Terminations reflect current DEP practices (operational vs. authorized)
(2) Verified during discussion with Helen Rhodes on 4/5/2007
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Booz Allen then developed new, simpler customer segmentations for
a more targeted collections approach

Current BCS Customer Segmentations
[Residential
1 Family (A*) (A0-A9)
2 Family (B*) (B1, B2, B3, B9)

3 Family (CO)
4 Multi Family (C1-C9) Methodology
5 Elevator Apts (D*) (D0-D9)
F Residential Multi Use (S*) (S0-S5, S9) Used
7| Loft Building (L*) Except L8 (L1-L3, L9) i
8 Condos (R*) (R1-R9) 4 R?a_“grl‘?dtthf Recommended BCS Customer
original list o .
9| Store, Apartments Above (K4) LS
10 Office Buildings with Residential Apts (O8) 207 building Segmentatlons
|Commercial class codes —
11 Warehouses (E*) (E1, E3, E4, E6, E9) into 15 new )
Factory & Industrial (F*) (F1, F2, F4, F5, F8, F9) BCS Future BCS Customer Segmentation Class
13 Garages & Gas Stations (G*) (G0-G9) .Res!de”t!a'f 1 Family 1
rotels (H7) (H1-H9) e 3 Ees!gen?a:' i/l-slt":?:mllyl Walk-U ;
15 Th * 1- esidential: IViulti-Family alk-up
S Theaters (J%) (J1-J9) segments 4|Residential: Multi-Family Elevator 2
Store Building (K*) Except K4 (K1-K3, K5-K9) - ——
- P . Residential: Mixed Use (Tax Class 1) 1
17 Office Building (O*) Except 08 (01-07, O9) .R idential Mixad Use (Tax Class 2 >
18| Loft with Retail Stores (L8) esidential: Mixed Use (Tax Class 2)
- T 7|Residential: Mixed Use (Tax Class 4) 4
|H|gh.Prof|Ie. Health* 8|Residential: Condos 1
;g :g;zlrtj;s&&Hl-(i)enal\letz ((II\IZ)(I(:\I-Z’I\IJ? 55 Factors .gommerc!a:: rﬂigthSnsumer j
il s . ommercial: IVIIXe: onsumer
|High Profile: Religious Considered 11{Commercial: Low Consumer 4
21 Churches & Synagogues (M*) (M1-M4, M9) 12[Special: Hospitals/Health 4
|High Profile: Government » Tax Class 13[Special: Government/Religious/Education/Others 4
22 Government Installations (Y*) (Y1-Y9) 14| Special: Utilities 3
|High Profile: Other 4 Cusftomer 15|Housing Development Fund Corporation (HDFC) 2
23 Outdoor Recreation (Q*) (Q1-Q9) Attributes
24 Transportation (T*) (T1, T2, T9)
25 Utilities (U*) (U1-U9) » Past Payment
26 Vacant Land (V*) (V0-V9) Patterns

27 Educational Structures (W*) (W1-W9)
28 Exempt Properties (X*) (X0-X9)

29 Miscellaneous (Z*) (Z0-Z9)

30 Public Assembly (P*) (P1-P9)

Booz | Allen | Hamilton
53




gomm, | Cworer | mmewe | spem | i
Using the revised segmentation, Booz Allen examined A/R balances'

Iacross tax classes?to generate detailed insight for the collections
strategy

o Tax Class Group
Building Class Category 1 2 3 4 Residential | 4 Commercial | _ 4 Special
Residential: 1 Family $ 81,716,764 )
Residential: 2-3 Family $ 135,198,186
Residential: Multi-Family Walk-up $ 100,417,657
Residential: Multi-Family Elevator $ 56,283,734 Total
Residential: Mixed-Use (Tax Class 1) $ 30,036,639 ?fé‘&d?'n‘,f.'v‘i"
Residential: Mixed-Use (Tax Class 2) $ 27,001,495 )
Residential: Mixed Use (Tax Class 4)2 $ 4,533,061
Residential: Condos § 25,551 I472I /
Commercial: High Consumers 2,993,167 }Total
Commercial: Mixed Consumers $ 31,211,448 Commercial
[ Commercial: Low Consumers $ 16945522 $51.1 MM
Special: Hospitals/Health $ 18,191,528
Special: Govt/Relig/Educ/Other $ 26,038,277
Special: Utilities $ 3145342
Housing Development Fund Corporation | $ 174,249( § 29694 721 $ 138 | $ 507,773 | Tg(t)ai |l-\|lll|3V|ch
Sub Totals $ 272,677,309 [$ 213,397,606 | $ 31145342 [$ 4,533,061 [ $§ 51,150,275 | $ 44,737,578 $30.
[Total AIR: |$ 589,641,172 |

(1) 2/20/2007 CIS data extract was used in this analysis

(2) Building category “4 Residential” includes lofts and apartment-overs Data extract as of February 20, 2007
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For a more comprehensive view, Booz Allen divided DEP’s
delinquent debt into two segments: accounts delinquent less than

and greater than five years

Factors Considered

» Results from previous DEP collections campaigns indicate there are customers with aged arrears 3+ years who are willing and able to make
payment; thus, the industry 3 year demarcation point was determined to be too early

» The average balance for the 5+ years segment is $17,168 vs. $1,720 for the <5 years segment (a difference of almost 900%), therefore, highly

unlikely to be collectible

Collections Model || 5+ Arrears Analysis
(Forward going Processes and Procedures) || (One-time Clean-up)
Total Current A/R
Building Class Category Tax Class Category 0-1 Year Combined 1-5 Years Combined 5+ Years Combined

Balance Accounts Balance Accounts Balance Accounts
Residential: 1 Family 1 $ 16,789,274 68,806 31,379,260 19,6581 $ 33,548,230 3,494
Residential: 2-3 Family 1 32,432,446 71,780 $ 59,389,780 21,394} $ 43,375,960 3,226
Residential: Multi-Family Walk-up 2 b 24,169,259 12,254 $ 52,290,116 46291 $ 23,958,281 637
Residential: Multi-Family Elevator 2 $ 23,396,812 1,798 $ 26,663,306 5241 $ 6,223,616 75
Residential: Mixed-Use (Tax Class 1) 1 $ 4,009,589 4,766 $ 11,628,795 2,101 $ 14,398,255 705
Residential: Mixed-Use (Tax Class 2) 2 $ 4,906,428 3,052] $ 12,714,985 1,451 $ 9,380,082 366
Residential: Mixed Use (Tax Class 4) 4 Residential $ 2,626,341 1,195| $ 1,611,833 263] $ 294,888 12
Residential: Condos 1 $ 5,585,514 1,463] $ 10,545,314 5900l $ 9,420,644 277
Commercial: High Consumers 4 Commercial $ 2,323,916 169| $ 504,892 241 164,359 4
Commercial: Mixed Consumers 4 Commercial $ 15,064,903 5,729 $ 12,879,917 1,754} $ 3,266,628 82
Commercial: Low Consumers 4 Commercial $ 9,473,736 4,265 $ 5,390,380 1,304 $ 2,081,407 91
Special: Hospitals/Health 4 Special $ 7,016,002 345| $ 6,981,316 2 | B 4,194,209 13
Special: Govt/Relig/Educ/Other 4 Special $ 7,004,886 2,139 $ 10,733,224 84711 $ 8,300,167 267
Special: Utilities 3 $ 1,421,542 111] $ 1,028,929 291 $ 694,872 30
Housing Development Fund Corporation |Various $ 3,558,489 461] $ 11,965,204 3148 $ 14,853,189 115
Subtotal (excluding HDFCs) $ 156,220,646.59 177,872 | $ 243,742,047.04 54,658 |I$ 159,301,596.88 9,279
Total (including HDFCs) $ 159,779,135.48 178,333 [ $ 255,707,250.66 54,970 |I$ 174,154,785.79 9,394

(1) The age of delinquency reflects the oldest date up to which the last payment was applied - and might not represent the official start of delinquency. This is a close approximation for the

original point of delinquency. Total delinquent balance equals $589.6MM, as of Feb 20, 2007 OIT data extract (includes both metered and frontage accounts)
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Aged Receivables were then further refined into three segments, with
customized collections strategies recommended to increase revenue
recovery against these delinquent accounts

Total A/R

Aged Receivables® vs. Collectibility Curve?

Outbound Calling
Campaign

AL

o)

0%

56%

Collectibility Curve

52.2
saa8 O

~

~

Analysis of
Seriously Flawed
Accounts

57722

- 120

- 100

- 80

- 60

L 40

- 20

0 3 6 9
Months Past Due

12 24 60+

(1) The age of delinquency reflects the total A/R currently due for each account according to the oldest date up to which the last payment was applied - and might not represent the official start of delinquency. This is a
close approximation for the original point of delinquency. Total delinquent balance equals $589.6MM, as of Feb 20, 2007 Data Extraction (includes both metered and frontage accounts)

(2) Source: IRS Collectibility Curve, August 5, 2002, as well as Industry Receivables and Collections Best Practices
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To determine potential new collections strategies for BCS, Booz Allen
analyzed enforcement methods employed by water utilities in other

large cities

Metropolitan Water and Service Providers Contacted

. Phila- LIPA
NYC (DEP) Wash. DC. Chicago Boston delphia Key/Span

- Percentage of Rental Units 70% 57% 56% 68% 41% N/A
% - Property-based Accounts ~ N ~ ~ ~
_g - Monthly Billing N 1 N N N
prer)
[} R 2
3 [ -awr N v v \
§ - Easy-valve shut-off ~ ~ ~ ~
g - Avg. Cost per Service Termination? $1,500 - $50 $35 $80 $100 N/A
(/7] $3,000
g | CollectionsEnforcomentMethoss | | | [ [ | |
c
0
® - Service Termination ~ ~ ~ ~ N
[}]
% - Stand Alone Liens for all accounts N ~
(&)
- AutoDialer ~ ~
- Payment agreement programs < N v v
- Third-party collection agencies N v
- Multi-lingual collections notices N ~ ~

(1) Chicago bills monthly, bi-monthly, quarterly, semi-annually, and annually depending on the account type
(2) NYC DEP is in the early stages of AMR implementation planning. Chicago is in the early stages of implementation in the field
(3) Costs are for water shut-off only. Additional costs are assumed for restoring service. DEP shut-off cost is estimate only.
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Booz Allen then further narrowed the collections strategies, and
based on New York City’s unique environment, recommended several
for further research and potential implementation in the near term

Recommended
Collections
Methods

Collections
Enforcement Status Timeline Description
Methods
. Introduce legislation to grant DEP authority to pursue stand alone lien sales
gtalnd Alone Lien E’é‘:‘ﬂ;‘:]s:d > 6 months | across all Tax Classes (i.e., lien authority independent of Department of Finance
ale requirement of delinquent property taxes)
Service . . . o . .
Terminations" Enhance < 6 months | Begin strategic service terminations as a collections strategy, where feasible
Payment Incentive A one-time Payment Incentive Program (PIP) would allow DEP to collect
Program1 delinquent receivables from a large number of residential property owners that are
Structured New < 6 months | willing to pay past utility charges, with removal of Late Payment Charges (LPC).
(Struc ure_ This treatment option would be offered to customers before more stringent
Compromise) enforcement options would be deployed (service termination, lien sales)
Customize notices to address different customer segments and attributes, and to
Dunning Notice' Enhance < 6 months | describe the specific penalties and timelines for non-payment that apply to that
segment
High Volume Implement a tool that automatically calls customers in delinquency and leaves a
Outbound Calling Enhance < 6 months | soft reminder message that a balance is due, while also providing an option to
(Auto Dialer)? connect to DEP staff when customer answers?
Low Volume Implement a "tiered customer service model" in which outbound calling is
Outbound Calling Enhance < 6 months | reserved exclusively for high risk delinquent accounts and managed

(Person-to-Person)

systematically by collections reps that are specialists in those customer segments

(1) Implementation underway
(2) Currently this treatment option is being implemented through DOITT’s 311 outsourced services to leverage cost and speed factors
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Using BCS’ current collections capabilities (for accounts delinquent
less than 5 years) as a baseline for comparison, Booz Allen quantified

the effectiveness of each recommended collections strategy
COMPONENTS DESCRIPTION

] =T » This activity will baseline the
@ Baseline Model: bound ervice Lien effectiveness of current treatment
Debt Handling Calling Term Sale streams available to DEP

» Past performance effectiveness is converted to a scaled
score from 1 to 10, per each customer segment

» All scores are summed to provide a holistic capability rating

: Auto- : Lien » This activity will provide a
@ Advanced Model: NORC‘* Dialer F?‘;ﬁe Sale Rec:i:::shi comparison to a portfolio of new
Debt Handling Calling (all TC) P and enhanced treatment options

weighed against the baseline
\ / model

» Appropriate treatment options are added to each customer segment

» Performance effectiveness is converted to a scaled score from 1 to 10,
based on best practices, DEP input and industry analysis

» Scores are added to provide a future state capability rating

» Baseline and Advanced Model scores are compared to predict revenue
recovery potential’

* The ability to recover revenue represents the dollar amount delinquent, and not the amount of arrears; see later slide for detailed explanation.
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Collections strategies such as stand alone lien sales, a Payment

Incentive Program, service termination and high-volume outbound
calling could help DEP recover 25 - 35 percent in past-due A/R

Based on the experience of other water utilities and reengineered processes, this version of the model depicts a 33%

recovery rate.
| Near Term | Future Consideration |
Estimated $ Value of Increased Collections Attributed to Each Enhanced or New Treatment Option’
% of Current | Estimated % Increase Estimated $ Stand Alone Lien Service Payment Incentive| Dunning Notice Low Volume High Volume Collection
. AR Balance Collected from Model Increase from Termination Program (PIP) Outbound Calling | Outbound Calling Agencies
Customer Categories
FY06 Impact of Model? (311
mplementation)

1 |Residential: Single Family (TC 1) 12% 14,343,519 292% 41,838,428 14,732,213| § 13,381,618 6,238,358 471,681 4,856,232 2,158,325
2 |Residential: 2 to 3 Family (TC 1) 23% 27,342,618 198% 54,246,361 28,083,575 11,891,994 899,152 9,257,289 4,114,351
3 |Residential: Multi-Family Walk-up (TC 2) 19% 22,767,902 185% 42,085,759 24,512,921 8,582,439 502,139 5,876,489 2,611,773
4 [Residential: Multi-Family Elevator 13% 14,906,790 114% 16,950,492 14,666,399 182,588 538,847| $ - 1,562,658
5 |Residential: Mixed-Use (TC 1) 4% 4,656,763 224% 10,450,997 4,932,595 $ 2,916,983 139,913 112,913 1,625,949 722,644
6 |Residential: Mixed-Use (TC 2) 4% 5,247,265 204% 10,728,214 5,975,925 $ 2,466,081 68,808 148,073 1,432,610 636,716
7 |Residential: Mixed-Use (TC 4) 1% 1,262,034 196% 2,473,212 704,425] $ 1,347,693 14,298 27,165 262,822 116,810
8 |Residential: Condos (TC 1) 4% 4,803,402 82% 3,949,863 $ o $ 2,219,000 75,271 146,698 1,508,893
9 |Commercial: High Consumers (TC 4) 1% 842,356 252% 2,119,110 683,072 1,306,841 - 15,928 113,269
10]Commercial: Mixed Consumers (TC 4) 7% 8,321,346 194% 16,106,109 5,185,692 9,921,174 - 139,337 859,907
11]Commercial: Low Consumers (TC 4) 4% 4,426,203 206% 9,111,616 2,952,548 5,630,404 - 39,064 489,600
12| Special: Hospitals/Health (TC 4) 3% 4,168,090 3% 144,120 = = 144,120
13|Special: Govt/Relig/lEduc/Other (TC 4) 4% 5,282,015 4% 186,724 - - 186,724
14 |Special: Utilities (TC 4) 1% 729,696 4% 31,339 - - 31,339
15 |Housing Development Fund Corporation n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a n/a

(HDFC's not included in model) 119,100,000 $ 210,422,343 § 102,429,363| $ 31,587,729( $ 34,314,854| $ 2,353,851| $ 1,530,209| $ 24,820,285| $ 13,386,052

49% 15% 16% 1% 1% 12% 6%
$ 133,273,368
(Estimated Range)

Analysis indicates that the
effectiveness of Stand Alone Lien
authority extended across all Tax
Classes will represent
approximately 49 percent of the
total projected increases in
collections

Assumptions for Collections Model Summary (Debt < 5 Years)

1) The collections model applies to all delinquent A/R aged under 5 years based on the 2/20/2007 OIT A/R data extraction file, not including HDFC's

2) The Estimated $ Increase from Impact of the Model ($210.4MM) is not meant to be an annual figure, but one that may be realized over the next few years,
depending on the implementation timelines of enhancements and new treatment options.

3) We estimate that stand alone lien policy implementation for Tax Class 1 & 2 properties could yield increases in collections that range from $102.4MM to $133.3MM,
with the highest estimated amount based on the increase in the number of Tax Class 4 liens sold one year after the 2001 stand alone lien policy change (333%
increase in the number of BBL's sold). For additional details, see the Advanced Model assumptions for Tax Class 1 and 2 customer categories

4) $210.4MM represents the debt from the Collections Model analysis, i.e., debt that is less than 5 years old
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5+ Years Delinquent

We conducted a detailed analysis of approximately 8,000 accounts
that have been delinquent more than 5 years

Key Questions

Topic of Description » How old are the outstanding charges on the accounts
Analysis that have open charges 5 or more years of age?

A/R Distribution The age and size of A/IR on the » How is the delinquent A/R distributed among building
accounts, for each building class class categories?
category

» What is the magnitude of the A/R balances among this
population, and how much of the A/R is comprised of LPC?

Account Information | Indicators as to whether there may be
issues with the owner name, address,

etc. that could be preventing the owner » How much of the A/R on the books is more than 5 years
from receiving the bill old how much is more recent?

Payment History Customer’s payment history — » What portion of these charges have already been subject

indicators of a current relationship with to Collections actions?

the customer » Are the delinquent customers in this study population

Billing History Indicators as to whether there may be making payments against their outstanding balance?
issues with the billing history

» What are the characteristics of the customers who are
not paying?

» How do DEP payment rates compare with DOF payment
rates?
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Although these accounts have been delinquent for at least five
years, almost 70% of the charges were posted from 2003-2007

Project Customer
Overview Service

Systems and
Technology

Organizational
Design and
Next Steps

Charges posted Charges posted

before 2003 2003 - 2007
Building Class Category Accounts Total AR AR > 5 Years Old AR <5 Years Old
Residential: 1 Family 2980| $ 27145422 $ 9,064,211 $ 18,081,212 140-
Residential: 2-3 Family 3107 $ 43,882,073 $ 14,142,641' $ 29,739,432
Residential: Multi-Family Walk-up 432[ $ 16,677,874| $ 4,939,680 $ 11,738,194 120
Residential: Multi-Family Elevator 371 $ 3,389,465 $ 1,208,715 § 2,180,749
Residential: Condos 240| $ 7,740,536] $ 2,517,626] $ 5,222,909 1001
Residential: Mixed-Use (Tax Class 1) 671 $ 14,426,436| $ 5,013,271 $ 9,413,165 80-
Residential: Mixed-Use (Tax Class 2) 570| $ 19,044,137| $ 5,809,569 $ 13,234,567
Residential: Mixed Use (Tax Class 4) 1 $ 309,338 $ 160,9378 $ 148,401 60+
Commercial: High Consumers 4 $ 181,497| $ 32,333 $ 149,164 40-
Commercial: Mixed Consumers 81 $ 2,645,934] $ 740,553 § 1,905,380
Commercial: Low Consumers 80[ $ 1,347,559 $ 531,6200 $ 815,939 20+
Total 8213 § 136,790,268 | $ 44,161,156 | $ 92,629,113 0
A/R (Millions)
OCharges Posted Before 2003
$93 M =68% O Charges Posted 2003-2007
$136 M

* This analysis focused on the 8,200 accounts in the Residential and Commercial building class categories. This excludes the “Special” building
classes, such as government and religious properties, and HDFCs, because BCS has a process in place for dealing with these accounts on an
individual basis. In addition, a few categories of accounts that are known to be mis-categorized are excluded. Finally, these data are from
September 13, 2007. For all of these reasons, the total amount shown here differs from the $175 million on Slide 55.
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An analysis of payment history over the last 10+ years indicates that
customers who are not paying DEP are paying property taxes and
other city charges

Date of Last DOF Payment

Date of Last DEP No Payment on
Payment Record 1979 - 1995 | 1996 - 2002 | 2003 - 2006 Total
No Payment on Record 31 59 107 1040 1237
1995 - 2002 56 28 208 3791 4083
2003 - 2007 11 31 86 2765 2893
Total 98 118 401 7596 8213
Date of Last DOF Payment
Date of Last DEP No Payment on
Payment Record 1979 - 1995 | 1996 - 2002 | 2003 - 2006 Total
No Payment on Record $478,939 | $1,942,713| $4,059,277| $23,921,821| $30,402,750
1995 - 2002 $462,356 $458,409 | $3,889,665| $54,083,887 | $58,894,317
— |
2003 - 2007 $96,625 $951,737| $3,621,530| $42,823,310| $47,493,201
Total $1,037,920 | $3,352,859 | $11,570,472| $120,829,017 | $136,790,268

84% (1040 out of 1237) of the customers with no DEP
payment on record have paid DOF between 2003 —
2006. The A/R associated with these accounts is
nearly $24 m.

The remaining 197 accounts, comprising $6.5 m in
A/R, likely have major issues with the account data
or are no longer valid properties.

93% (3791 out of 4098) of customers whose last
payments were between 1995 — 2002 have paid DOF
between 2003 - 2006.

The remaining 292 accounts, comprising $4.8m in
A/R, may have problems with account data that
could be repaired through a cross-check with DOF.

» DOF payment rates may be higher because

many tax bills are paid by mortgage service
companies; however, the discrepancies
(particularly among DEP customers with little to
no payments on record) may in some cases be
due to inconsistencies in account data.

Notes:

(1) Based on data extract on 09/13/07

(2) Excludes HDFCs, A4s, block 99999, lot 9999, “Special” Building
Classes

(3) DEP payment records available through 1995
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The re-engineered lien sale process incorporates multiple account
Ireview batches to efficiently process larger volumes of accounts for
collections and the annual lien sale

Current Lien Sale Process

Q1 Q2 Q3 Q4 May 15t
July October January February April Lien Sale July

Account Review and
Pre-Lien Sale Process

Re-Engineered Future Lien Sale Process — Ideal Year (pending legislation)

Q1 Q2 Q3 Q4 May 15t
July October January April Lien Sale July
New list of | New list of Candidate list | | |
raccounts for laccounts for \ for lien sale
\ review ' review ;
\4 v v
Account Review (Batc{> Account Review (Batcr[1> Pre-Lien Sale Process >
S )
Reviewed accounts dropped  Qther Collections treatment options may occur simultaneously

into Collections queue until lien
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A service termination pilot will help DEP collect past-due revenue and
discourage additional customers from becoming delinquent

» Deliberate and justified pilot program service terminations can enable DEP to clearly demonstrate its
determination toward actively enforcing payment policy for residential properties

— Pilot will focus on Tax Class 1 — Single Family Residential (Building Class A)
— Defaulted payment agreement (no substantial payment for six months)

» Selective service terminations using accounts with defaulted payment agreements will send the
message that DEP can and will start implementing more stringent enforcement methods

2007 Service Termination Pilot Program

Start Service Pilot End: Heat]
Day 70 Day 30 Day 15 Day 3 Terminations Season Starts
L ‘ 1 1 ‘ 1
Plan Pilot Timeline and Processes Document Procedures Terminations
» Develop detailed timeline » Review regulations Ongoing Payment and Customer Processing
» Coordinate Internal and and support
external communications development of new Outbound
planning notices and postings Calls
» Coordinate processes with  » Document detailed
other BCS business units procedures
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Leveraging Department of Information Technology an
Telecommunications’ 311 call center will allow DEP to implement a
cost-effective, high-volume outbound calling campaign

» Enables DEP to directly contact customers and provide an immediate mechanism for
customers to speak with a trained Collections Department agent

— 311 Call Center capacity up to 48,000 calls per day
— Option to transfer to a collections CSR during the recording

» Permits less costly, widespread, early-stage delinquency treatment against customer
segments with generally lower accounts receivable balances

— Outbound calls for past-due accounts less than one year old (8,600 accounts)

— Also includes potential PIP candidates that have not responded to DEP notices
about the program

» Prevents the need for employing vendor staff, conducting vendor training, or sharing
sensitive DEP account data with a third party
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The consolidated multi-year plan shows how all treatment options
should be rolled out to support a comprehensive collections strategy

Key Questions Initiatives FY 2007 (7/06 — 6/07) FY 2008 (7/07 — 6/08) FY 2009 (7/08 — 6/09) FY 2010 (7/09 - 6/10)
1 4 — 6 Months
E%%’r?t?v”é R ag
rogram A
How should DEP
address the current 2( senice BES Rl
outstanding debt, Termination Procssass §Eifn‘iﬁﬁ>
and what actions
should DEP take to 3( stang A ) ZaMonins
4o arHenone ; -
reduce it? s 1%
4 4 — 6 Months
e BEBR
5 4 — 6 Months
Low Vol n2 e
What should DEP do Ofipund”
. — - J e n
long-term to adjust
policies/procedures, 6 grTET— 9 - 18 Months'
to prevent fUtu re 8%“%]131 ° Reszamh App Test & Refine> Degloy
delinquencies?  — [ poage 2 \—>Mai"tai"
7 Collecti 11— 16 Months
gg%(li())/n Research Deploy Refine >
~—

(1) The proposed Road Map for the High Volume Outbound Calling treatment option (Auto Dialer) represents the timeline for implementation by
DEP. By leveraging DOITT’s 311 infrastructure, timeline for outsourcing this treatment option is shortened to two months for a pilot program
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ISummary of Collections Strategy Observations and Recommendations

. Observed at BCS Recommended Corrective Action

DEP currently lacks the infrastructure to support
visibility of A/R from the point of delinquency.
Delinquent balances are reported as a snapshot in time;
e.g., outstanding balances as of 30 days ago, 60 days ago,
90 days ago, up to five or more years ago. The current
collections aging approach impedes DEP’s ability to
understand customer behavior from time of delinquency and
begin proactive, early delinquency detection programs

2. Industry research supports the concept that the probability
of collecting on delinquent accounts decreases as age of
delinquency increases. Currently, DEP does not have a
process in place to manage this program. Opportunities
exist to work with OIT to begin identifying and
managing accounts from first day of delinquency

3. Detailed customer segmentation and profiling is not
currently being done at DEP (either within the collections
department or within other business units such as account
maintenance or call center). Opportunities exist to better
understand DEP customers and their behavior and/or
trending

Use detailed, customer-level aging reports to track
customers by aging categories from time of
delinquency. DEP will then be able to more effectively
implement collections strategies. DEP will also be able to
perform trending analysis and predict customer behavior by
having management data on amount of time into delinquent
status (see A/R strategies recommendations for aging
report requirements), versus having customer account
information from five years ago, four years ago, etc.

Work with the A/R strategies recommended, including a
new A/R individual to launch an Early Detection
Program. Automating management reporting of new
delinquencies from the first day of delinquency will allow
DEP to strategically recover delinquent debt as early as
possible through the use of an AutoDialer, reminder notices,
etc. For additional details, see specific, customized (early
stage delinquency) collections strategy recommendations
by customer segment

Use detailed, customer-level aging reports to perform
more granular customer segmentation analysis and
profiling. The recommended, new A/R individual and the
collections department must work in partnership to better
understand DEP’s customer profiles and related behavior
patterns and/or trending. This information could help BCS
promote better customer service delivery, earlier recovery
of delinquent debt and more effectively organized business
unit staffing
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A comprehensive, centralized reporting
tool/mechanism for tracking metrics on all applied
collections strategies is not currently available. The
success rates of collections activities are currently tracked
manually by campaign. In some cases, reporting on
strategy success rates is manually and independently
tracked by separate borough offices

Discussions with various DEP stakeholders illustrate a
disconnect between mail services and other BCS business
units regarding monitoring and corrective action for
incorrect/obsolete customer contact information. Returned
outgoing mail or unsuccessful phone calls to
customers have little visibility, and the impact is neither
measured nor controlled

Billing errors, account maintenance challenges (e.g.,
chronically estimated meter charges) and test account
data negatively impact collections activity and
reporting. Currently, collections staff must contend with
poor account billing history. Delinquency reporting is also
potentially skewed by test accounts in the CIS production
environment

Work with OIT to implement detailed, centralized and
comprehensive management reporting on the success
rates of each collections strategy (e.g., payment received
within x days of AutoDialer voicemail message). Industry
practices indicate that success-rate reporting will help DEP
periodically modify its collections strategies to maximize
effectiveness and lower overall collection costs

Assess relationship and policies between BCS customer-
facing business units and DEP mail services regarding
outgoing bills, notices and phone calls with delivery failures
due to incorrect address or phone information. Assess
opportunities to improve customer relationships by
proactively correcting customer contact information via
a centralized, ongoing effort within BCS

Conduct a thorough exercise in data cleanup on the
CIS billing system. Data cleansing efforts will increase
accuracy of bills sent to customers, improving DEP's ability
to quickly and accurately address complaints directed by
customers, other city agencies, the media, etc. This effort
includes the purging all test accounts from the production
environment, ensuring accurate billing history on remaining
accounts and maintaining billing accuracy going forward
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Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Billing adjustments in CIS lead to a loss of historical age of Work with OIT to preserve historical data on age of
delinquency data for an account. For example, if an account delinquency after billing adjustments. In conjunction with
undergoes a billing adjustment where charges are verified the new aging reports recommended above, this modification
(e.g., in preparation for a lien sale), CIS no longer shows will increase DEP's ability to accurately monitor and track
how long the account has been delinquent, eliminating customer payment patterns and trends over time

DEP’s ability to track behaviors, payment patterns and

trends across customer accounts

8. Currently, customers can receive bills for very small, Work with OIT to determine a minimum threshold level
residual balances. For example, without a minimal for bills to be sent (e.g., no bills sent for balances under
threshold level set for mailing bills from CIS, customers can $5 or $10). This threshold will help DEP redirect the costs of
receive bills for charges that are less than the cost of one collection toward larger balances

stamp. From a collections standpoint, the value of
extremely small unpaid balances might be offset by the
costs of the collections effort

9. Standardized operating procedures (SOPs) or Develop, implement and train collections staff in
checklists are not followed consistently by collections standardized operating procedures. Adherence to policies
staff and procedures can result in consistent service and

increased confidence in the accuracy of DEP's information
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Summary of Collections Strategy Observations and
Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Very few penalties are effectively employed against Redesign parameters for payment agreements that align
accounts that default on payment agreements. more closely with industry standards. For example, DEP
Customers that default receive a notice of default, but no could allow only two payment agreements for the life of the
consistent penalty actions are currently enforced. Accounts account. Proactive tracking and follow-up mechanisms

are encouraged to re-enter a new payment agreement should be in place. Penalties for default should be strictly

enforced through collections strategies appropriate for that
customer segment (e.g., lien sale, service termination or
third-party collections)
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ISummary: Accounts Receivable (A/R) Strategies

» Challenge

— BCS has a limited view of its total A/R balance, which results in potentially ineffective collection
efforts and business processes

— Difficulty in accessing A/R reporting, analysis and aging results in lack of reconciliation of end-
of-month activities

» Approach

— Observations relevant to the core A/R business processes, as well as performance metrics,
were noted during interviews with key BCS stakeholders:

- How is A/R accuracy and completeness impacted by billing?
- How is A/R timeliness impacted by remittance?
- What is the impact on effectively and efficiently monitoring and reporting A/R by management and reporting

analysis?
» Recommendation
— A/R accountability and ownership
— Tools that support effective A/R management
— A/R governance model
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In addition to pursuing collections strategies and programmatic
changes, BCS must improve its underlying ability to effectively manage

A/R...

Capability

v

Level

Capability

Description

Capability >

Attributes

Initial

AD HOC
Relatively unstable
business process
environment

Best Undefined, manual
processes and activities

Activities may be
completed by unskilled
staff not appropriate for the
function

Significant error correction

Multiple financial and
accounting systems with
no integration with other
related financial functions
(e.g., Procurement,
Accounts Receivable,
Accounts Payable)

Lack of internal control
structure

BCS Current State

Intuitive

INSTINCTIVE /| VAGUE
Process established and
repeating; Needs improved

documentation of

processes and roles and

responsibilities

Established processes,
although some may be
disparate

Use of automated and
manual accounting systems
with reliance on moderate
manual intervention

Activities are performed by
skilled staff appropriate for
the function

Redundant checks made to
detect errors

Multiple financial and
accounting systems with
limited integration with other
related financial functions

Limited internal control

structure with some policies
and procedures documented

-

Managed

DEFINED /| MANAGED
Polices, processes and
standards defined and
institutionalized;
Process and roles and
responsibilities
documented and accountability
established

» Best Standardized, defined
and communicated
processes exist

» Internal control structure is
documented and polices and
procedures are followed

» Documented and
communicated roles and
responsibilities with trained
staff

» Automated financial and
accounting systems are
used to process payments
and record transactions to
the General Ledger, although
there is still manual data
entry

» Errors are detected, not
prevented

Booz | Allen | Hamilton
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Optimizing

CONTINUOUS
IMPROVEMENT
Continuously improving
business processes and
controls enterprise-wide;
“Chain of accountability”
sustained

» Best practices are widely
implemented (e.g., electronic
invoice receipt, invoice and
document imaging, electronic
billing/invoicing)

» Robust financial reporting

» Consistent and regular
process monitoring and
correction

» A fully integrated financial and
accounting system is used,
driven by business needs and
processes (e.g., Enterprise
Resource Planning (ERP))

» Internal control structure
enables errors to be prevented
and corrective action taken to
resolve problems

» Performance measurement
activities are embedded

3



...and transition through recommended organizational changes to a
desired future state, where A/R is effectively managed

» Customer understands » Fewer estimated bills » Ongoing, detailed » Monthly A/IR
the bill » Fewer erroneous billing analysis of customer A/R reconciliations are
» Customer has confidence adjustments :oalances by ctusto(;ner performed at':’tlzlet o
i i e, segment, and age summary and detaile
in the accuracy of the bill » Reduction in late yp g . 9 custome):' el
» Aggressive action taken payment charges » Automated production of
against delinquency monthly aging schedules » Aging reports reconcile
| reports to general ledger activity
reports
Reduced customer Orderly A/R Robust A/R Recurring and
dissatisfaction and customer balances reporting and timely A/R
fewer over-aged analysis reconciliation

accounts

Manageable Accounts Receivable Portfolio

» Efficient business processes
» Informed decision making and planning
» Targeted and prioritized collection efforts
» Reduced opportunities for fraud, waste and abuse
» Reliable A/R balance
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ISummary of A/R Observations and Recommendations

. Observed at BCS Recommended Corrective Action

1.

Accountability for and ownership of A/R

» There is no central management of A/R within BCS.
As a result, responsibility for improving processes and

remediating issues that affect A/R is dispersed
throughout the organization

» BCS efforts are primarily focused on collections
efforts to reduce the high A/R balance without
including key, day-to-day, A/R management activities
that assist in the development of guided collections
strategies and ensure the reliability and accuracy of
the A/R balance

Establish an authoritative, accountable A/R position
within BCS

» BCS should designate one individual with an
accounting background (CPA preferred) who would be
responsible for managing A/R on a daily basis.
Suggested responsibilities for this individual include:

—Perform monthly A/R reconciliations (also consider
performing revenue reconciliations)

—Work in conjunction with OIT to develop, produce
and analyze A/R aging schedules / reports on a
monthly basis

—Develop monthly A/R management reports, and
distribute and communicate results to key BCS
stakeholders (also consider developing revenue
reports and shifting the A/R reporting currently
performed by the New York City Water Board to this
individual’s area of responsibility)

—Work in conjunction with the billing, remittance,
refunds, correspondence and collections
departments to develop and implement
performance measures, update and implement key
internal controls, report results, and address issues
within these business units that impact A/R
(consider aligning the collections department within
this individual's area of responsibility)
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ISummary of A/R Observations and Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Accountability for and ownership of A/R (cont.) Establish an authoritative, accountable A/R position
within BCS (cont.)

—Lead stakeholder planning and decision making
for A/R management strategies, and work in
partnership with the collections department to
develop strategic plans and performance targets for
continued efforts to reduce the A/R balance

—Work with the New York City Water Board and the
Water Finance Authority on an annual basis to
develop the annual revenue plan, set revenue
performance targets, and determine annual
financial statement presentation figures applicable
to A/R such as allowance for doubtful accounts and
bad debt reserve

—Act as the primary BCS point of contact during
annual external audits for A/R and work with the
external auditors throughout the year to address
recommendations
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ISummary of A/R Observations and Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Customer Information System (CIS) capability to Replace CIS with an Enterprise Resource Planning

effectively manage A/R (ERP) application

» CIS does not have the full suite of capabilities to » BCS should strongly consider converting to an ERP

effectively and efficiently manage A/R application. This ERP application would include an
accounts receivable module and be fully integrated and

» CIS’ current functionality limits BCS’ ability to compatible with other modules such as billing and the

employ many update-to-date, automated mechanisms  general ledger

for payment processing, billing and collections
» With an ERP application, BCS could realize all of the
benefits an ERP system offers and be able to more
effectively and efficiently manage A/R. With an ERP
system, BCS could:

—Easily generate a suite of standard reports such as
aging, days sales outstanding and cash collected
versus target

—Automatically generate aging reports and
categorize receivables individually by age

—Enable users to easily gather information from a
few number of screens to perform required
operations and make adjustments
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ISummary of A/R Observations and Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Customer Information System (CIS) capability to Replace CIS with an Enterprise Resource Planning
effectively manage A/R (cont.) (ERP) application (cont.)
—Process direct debits to a customer’s bank
account

—Flag accounts based on a delinquency condition
or bounced check

—Independently support the collections process
through automated prioritization of accounts for
collection action or automated generation of
collection letters

—Categorize complaints with a reason code, and
type or prioritize complaints based on pre-
established criteria

—Automatically adjust small balance discrepancies
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Systems and Technology provide supporting tools and infrastructure,
enabling DEP to serve its customers more efficiently

» Systems and Technology are essential not only to BCS’ back-office functions, but also to its ability to
transform into a more customer-focused organization. In addition to the key systems already
referenced in the customer service section (CIS and AMR), Booz Allen recommends redesigning the
telephone interactive voice response (IVR) system and using new and different technology-based
systems to improve management, metrics and quality assurance.

» This section approaches BCS customer service delivery channels as an integrated system. Effective
use of these channels will enable BCS to provide extensive, accurate and frequent information to the
customer to reduce confusion and the need for additional phone calls or written correspondence.
New and redesigned systems will increase BCS’ organizational efficiency and significantly enhance
the implementation, oversight and management of the other recommendations contained in this
report.
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ISummary: Systems and Technologies Assessment

» Challenge

— Limited service delivery channel tools do not allow BCS to deliver world-class customer service
— Systems and technology tools for customer service representatives do not allow for efficient and effective
customer handling

» Approach

— Observations relevant to the core BCS systems and technologies were noted during interviews with key BCS
stakeholders:

- How does BCS effectively leverage its service delivery channels?

- How has BCS aligned its technology and system applications to deliver on its mission and goals, and how
does technology fit into the needs of meeting current and future BCS customers’ expectations?

- What are the tools and processes that BCS uses to communicate needs and requirements to OIT?

» Recommendation
— Systems and technologies recommendations covered:
- Service delivery channels supported by technology infrastructure

- Telephony technology and customer management systems
- IT governance structure
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As part of this analysis, Booz Allen completed a detailed
technology assessment, which revealed existing, effective
processes as well as areas for improvement

» Performed a high-level review of BCS operations

— Reviewed supporting documentation to understand existing NYC DEP Customer Care operations
for all customer service delivery channels, including Call Center, Correspondence, Website and
Walk-in channels

— Reviewed existing customer service programs, including Quality Assurance, Training, Workforce
Management and Performance Management in use for each customer service delivery channel

» Conducted technology assessment

— Reviewed, identified and documented issues concerning BCS Customer Care tools and
technologies, including:

= CSR Desktop Application, Knowledge Management Systems and other tools used by CSRs
= Telephony Systems: IVR (Interactive Voice Response) and ACD (Automatic Call Distributor)
= Performance Optimization Systems: Quality Monitoring, Training, and Workforce Management

— Initiated development of short-, medium- and long-term technology optimization recommendations
for BCS across all customer care service delivery channels based on the current state assessment,
BCS requirements and industry best practices

» Initiated development of technology alternatives, recommendations for improvement and high-
level implementation roadmap
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BCS exhibited industry practices in several areas, including staff
and supervisor/management tools...

» Observed BCS Industry Practices
Staff Tools

— The BCS IT team has provided users with a convenient way to access BCS applications from a central location
utilizing single sign on via BAPPS. BAPPS is an intranet system that contains a number of browser based
applications and serves as a single point of access to BCS systems, external applications, links to external websites,
and other useful information

— BCS created an intranet document management library (DMS) for internal use, which contains general information,
procedures, policies and templates for staff. Updates to content, including the addition of supplemental documents,
is currently required. Upon completion of these updates, staff will be able to centrally access BCS documents

Supervisor/Management Tools

— Call center statistics are reported on a regular basis and management works towards (and is achieving) an average
speed of answer (ASA) of under 40 seconds'

— Options to Pay from the Interactive Voice Response Unit (IVR) and the DEP Web site are currently in development
to provide customers with convenient bill payment alternatives; this will enhance revenue collection and increase
customer satisfaction

— The Office of Information Technology (OIT) developed the System Enhancement (SE) application, to enable the
Business Units and OIT to communicate the needs and business requirements of IT-related projects, prioritize
requests, share information and track progress of existing IT programs. Process to utilize the SE application has yet
to be established

— Call center hours of operations have been extended on Tuesday and Thursday evenings, and the BCS Call Center
is open on Saturday, providing customers with an option to contact BCS outside of normal business hours

(1) ASA of 40 seconds statistic is being achieved during Q1, 2007. Annual ASA for 2006 is documented at 4 minutes 26 seconds.
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I but problems also exist; for example, 90 percent of all customer

inquiries coming into the call center require live CSR interaction’

Least Expensive Most Expensive

Customer NYC DEP
Inquiries Voice/Web
Self-Service

My bill is wrong or
| am disputing my
bill

VRIS

16% 9%

Asked Questions

I don’t understand | - Published 1 - Respond to ! . Collections
my bill Information 1+ Customer ! . Account
- Knowledge base ' Inquiries ! Maintenance
. Self Service ' . Perform :
I want to pay/ | Transactions ' Transactions : S upport
received a late . Links to 3 party : . Perform
notice vendors ;  Adjustments Support
- Frequently ;
i
!

Level 1
Support

Level 0
Support

(1) 90% represents all calls taken after subtracting calls coming through the IVR. (Source: NYC DEP Memorandum - Call Center Statistics for Year 2006, January 9, 2007).
(2) RTS — Referral Tracking System
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Highlights of the current state analysis were framed around several
key questions

@ How does BCS effectively leverage its service delivery channels?

@ How has BCS aligned its technology and system applications to deliver on its mission
and goals, and how does technology fit into the needs of meeting current and future
DEP customers’ expectations?

@ What are the IT governance-related tools and processes that BCS uses to
communicate needs and requirements to OIT?

Booz | Allen | Hamilton
85



gomm, | Cworer | mmewe | smeman | Gt
I BCS service delivery channels are comprised of specific technology
elements and processes

@ » How does BCS leverage its service delivery model/channels?

Features Elements Description
) ) . BCS Call Center * Types of service offered » Call Center and borough offices handle
Service Dellvery « Mail/Correspondence unit ac.r.oss.dellvery channels routine and comp|e)(. inquiries
Models/Channels « Borough offices — Walk-in + Utilization of telephony « Correspondence unit handles more
. Web-based customer service tOO!S across various complex inquiries and formal disputes
delll.very channels + Web-based service is minimal,

+ Utilization of systems however, web-based payment option is
tools to support delivery scheduled to be launched shortly
model in place

Processes * Processes vary by delivery * Process documentation « Problem resolution is not customer
channel and SOPs are available on  defined, it is based on internal BCS
* Lack of standardization often DMS ) i requirements
leads to inconsistent and/or * Technology is easily + Many workflow hand-offs
incomplete information provided manipulated to over-ride . Exception handling procedures are not
to customers certain information well defined
requirements
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Numerous tools and infrastructure support BCS’ customer service
delivery

» How has BCS aligned its technology and system applications to deliver on its
mission and goals, and how does technology fit into the needs of meeting
current and future DEP customers’ expectations?

Features Elements Description

Telephony * |dentification of telephony technology  « ACD » Telephony systems support customer
Technology required to support organization . IVR inquiries received via the telephone

- Integration « Workload » Telephony technologies include:

- Access to all customer information Reporting and * Routing tools with skill based /

and Database Performance intelligent routing capabilities

Metrics tools *VolP and CTI technology

Customer Management  * ldentification of systems requiredto - Case Management + Case management and customer
Systems support BCS business operations Systems (CIS, relationship management (CRM) tools

- Full integration RTS) « Technologies that increase efficiency and

L - Robust databases * Intranet (BAPPS) effectiveness, i.e., Wireless, video tools
- Access to all customer information * Integration between systems and use of
Graphic User Interface (GUIs)
Customer Care « Identification of systems required to  * Knowledge > Workforce management and QA tools to
Supporting Systems support BCS agent performance and ~ Management determine proper staffing and Agent
’ Performance
service goals » Workforce
I management » Knowledge management tools and
« Training training technologies facilitate training
. activities
* Quality Assurance
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Understanding and communicating business needs between BCS
departments and OIT will help drive customer care technology
enhancements

@ » What are the tools and processes that BCS uses to communicate
needs and requirements to OIT?

Features Elements Description
Stakeholder » Buy-in of strategy and mission * Vision « Continuous dialogue with resources,
Commitment statement « Communication e.g., structured mechanisms such as
+ Stakeholder involvement in regularly scheduled meetings

strategic decisions

Organizational » Clear ownership and * Aligning roles and » Evolution towards a service-oriented
Structure accountabilities responsibilities with customer base organization
 High-level of empowerment appropriately + Evolving model that optimizes ratio of
of service professionals skilled resources service professionals to team leader
* Right Span of
Control
Resources » On-going training * Recruiting & + Stringent interview process- phone
Training tests & listening

* Intensive training (initial and on-going)
» Continuous testing of knowledge

+ Career path and levels clearly defined
with proper compensation scenarios
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To begin, Booz Allen prioritized IT investment opportunities based
Ion specific evaluation criteria
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The team helped identify, review and prioritize technology improvement opportunities along four
Evaluation Criteria

key evaluation criteria:
Estimated Benefit
What is the projected benefit associated with the
recommendation? (High, Medium, Low) Q -
Billing Single Point AutoDialer
of Access
Implementation Effort
R

What is the expected level of effort required for v
implementation? (High, Medium, Low)

Time to Implement

What is the expected time requirements to
implementation? (High, Medium, Low)

Cost

What are the expected costs associated with each
recommendation? (High, Medium, Low)

Prioritized Recommendations
to Improve Customer Service
Performance
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Booz Allen then designed system recommendations to help improve
the customer experience and optimize internal efficiencies

Summary:

» Provide BCS personnel with a new Future State Recommendations
Billing/Customer Management System

» Enhance management’s ability to measure
departmental and individual performance

through the implementation of automated b}%
. CS
. >% Autodialer Desktop >
o Skill based

Workforce Management and Quality Assurance

systems @
% Routing
y o Workforce
» _Enhgnce management’s ability to measure ool S Moo
individual and departmental performance by Capabilities
implementing a Data Warehouse Facing moact t t Optimimtion
rategic
Vision
» Upgrade the current IVR technology in order to:
— Facilitate enhanced self-service capabilities "\

— Enable the deployment of skills based call
9

routing Data

Single Point of Access Warehouse
(Telecom)

Quallty Assurance
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The recommended BCS IT tools framework builds on existing
I infrastructure

Data Warehouse, Call Quality Assurance
software, Workforce Management software,

Enabling Single Point of Access
Technologies

|

IVR, AutoDialer, Billing/Customer Management
System

Foundation
Systems

]

Telecommunications capacity, bandwidth, etc

Infrastructure

The technologies outlined above are important to the long-term strategy of BCS, but due to resource
limitations and business uncertainty, the relative importance of each technology compared to the other
technologies needed to be determined. The above framework, along with BCS’ business strategy,
was used to prioritize investment initiatives.
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Summary of Systems and Technology Observations and

Recommendations

. Observed at BCS Recommended Corrective Action

Service delivery channels do not provide
customers with robust options for world-class
customer service

» Intelligent workflow routing is not utilized and self-
help capabilities are limited

— Call center does not utilize skills-based routing

— Limited self-help capabilities exist via the IVR and
Web

» Multiple, disconnected input channels create
inconsistent service delivery

— Customers can “answer shop” through BCS’ different
communications channels (e.g., call center, walk-in)
and might receive different answers to the same

inquiry

» No standardized inquiry response process

— Staff members access different systems to answer
similar inquiry types; however, there are no
standardized processes or procedures in place to
ensure consistency of information provided to the
customers (e.g., property information can be obtained
from ACRIS, GOAT and RPAD)

Implement tools to improve customers’ call
handling experiences and more efficient use of staff
resources

» DEP should implement more self-service channels
such as web-based account management tools

» DEP should create common set of procedures as
part of a larger continuous learning training to promote
consistency in standardized inquiry responses
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Summary of Systems and Technology Observations and

Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Antiquated telecommunications and system
applications do not help BCS deliver on its
mission and goals

» Multiple telephone numbers are used by customers
to contact DEP

— Customers contact DEP by calling the BCS call
center, BCS business units, personal telephone lines
of DEP staff members, and field office locations to
receive similar types of service and inquiry resolution

— Inconsistent contact information is being distributed
throughout different channels

» IVR does not support Computer Telephony
Integration (CTI) or future migration to VolP, if
required

— BCS IVR tool does not have the capability to support
CTl or VoIP, minimizing intelligent routing options and

integration of the IVR with BCS customer
management systems

» The IVR offers a limited number of self-service
capabilities
— Basic and routine inquiries (e.g., account information,
payment status) are handled by CSRs due to minimal

self-service capabilities offered via the existing IVR
tool

BCS should implement more self-service
capabilities through IVR and additional telephony
tools such as CTI

» BCS Management should track accurately track
customer inquiries and workload and standardization of
inquiry reporting— this impacts the ability to see the
holistic view of BCS activities across the business units

» Tools such as CTI integration with the IVR will
decrease costs associated with handling a customer

» Offering more self-service capabilities will
substantially improve the customer experience and
reduce BCS’ operational costs
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Summary of Systems and Technology Observations and
Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

Antiquated telecommunications and system BCS should implement more self-service
applications do not help BCS deliver on its capabilities through IVR and additional telephony
mission and goals (cont.) tools such as CTI

» Current suite of desktop systems offers some » Access to multiple systems and/or screens (to
integration across applications, but requires CSRs to  perform basic account maintenance functions) will
keep multiple applications open simultaneously result in fewer potential errors, re-work, and duplication

— Current tools offer limited functionality to service ~ ©f effort
DEP customers and staff, and require execution » A more robust set of desktop tools will reduce
of additional steps to make basic common errors and allow for more efficient use of

changes/updates to customelzr gccounts. _ processes when performing account updates/changes.
—Several BCS systems contain information thatis  This change can result in less re-work, fewer customer

different in nature, but related to the same : ; ; ;
) call backs, and ultimately, higher customer satisfaction
customer accounts (i.e., CIS / Hansen). Current y.hig

limitations require staff to make account updates
numerous times

» There are some limitations of current tools to
manage workload and performance metrics across
BCS business units

— Business units utilize various tools and

technologies to manage workload and measure
performance
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Summary of Systems and Technology Observations and
Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

3. Other supporting tools do not adequately provide BCS should implement more productivity tools
the mechanisms for BCS staff members to such as workforce management systems to
perform their jobs efficiently optimize customer service staffing

» Workforce scheduling is performed manually » Implementing a workforce management system
— Stafﬁng requirements are determined manua”y, would reduce pOtentiaI miS'aIignment Of Staﬁ: to call
using tracking and manager’s historical, intuitive arrival patterns, and improve staff utilization, service
experience levels and customer satisfaction rates

—Managers might not be fully utilizing the ACD
reporting capabilities (addressed in OPAI)

» System-generated reports might not provide
adequate information to efficiently manage the
quality assurance (QA) process

— Managers might not be fully utilizing BAPPS
reporting capabilities (addressed in OPAI)

— Formal reports for BCS management that detail
QA audit results have been discontinued
pending report upgrade/assessment
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Summary of Systems and Technology Observations and
Recommendations (cont.)

. Observed at BCS Recommended Corrective Action

While an IT governance process has been BCS should implement an IT governance process
developed to manage communication between
OIT and business units, it is not currently in use » Lack of a formalized governance structure to manage
by BCS the flow of requests from business units to the IT

» OIT works with its limited staff resources to balance ~ department puts stress on resources and results in silo-
the priorities of multiple business units’ IT-related centric IT initiatives
projects » Completion of other IT programming projects are

» Business units compete for system development often impacted, resulting in potential delays
resources while requesting ad-hoc data and system » Understanding the ROI / business case for each IT-
requests related projects challenges the priority and vision for

» High-priority reporting requests often require a quick oW to fund future IT projects
turn-around. Issues are escalated to expedite the » Lack of a comprehensive, structured and prioritized
development timeline pipeline of IT requests can affect BCS’ ability to:

» The SE application was created to track IT-related —ldentify impacts of project progress on business
projects and provide BCS senior management with a operations; e.g., prioritization of projects
comprehensive view of system enhancements and —Drive future IT needs
change requests; SE is not currently utilized by all
BCS units

» A process for gathering requirements between OIT
and business units has not been established
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Section 4: Organizational Design and Next Steps
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I Organizational Design serves as the future foundation of work

already underway; new roles and responsibilities will help
institutionalize transformation at BCS

» Booz Allen is working with BCS to propose a new organizational structure to assist in the
development, implementation and perpetuation of transformation.

» As part of this effort, Booz Allen benchmarked BCS against water utilities nationally and evaluated
internal BCS systems to develop recommendations.

» To ensure these recommendations are implemented efficiently and effectively, Booz Allen is
developing integrated timelines and roadmaps that include organizational design and build on the
work already started by BCS staff, such as AMR. This section features an overall timeline for BCS
transformation, with major changes continuing during the next few years.
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Currently, BCS is organized into seven divisions that support an
array of functions in addition to water and sewer billing

Current Organization

» Bureau Administration — Manages human resource
activities, procurement and fleet/ facilities

Bureau of Customer

Services » Management Analysis — Primary function is to resolve

difficult or high-profile account issues

» Technical Services — Responsible for the
management and oversight of larger water meter
Bureau Management repair, inspection, installation and conservation

Administration Analysis programs, and the AMR program

» Central Operations — Responsible for managing the
five borough offices, permit compliance, and lien sales

Central » Collections — Responsible for identifying delinquent
Operations accounts and corresponding with customers to collect
funds

Technical
Services

» Customer Operations — Primarily responsible for
managing the central office’s correspondence with

Collections g:;;‘:’;’s customers through the call center and written
correspondence

» Billing Operations — Responsible for processing
customer data used to generate bills and conducting
Billing quality assurance reviews of billing data

Operations

(1) Ten core processes include: Account Setup/Update, Metering, Billing, Remittance, Inspection / Meter Repair or Replacement, Billing Adjustment, Refund,
Collections and Annual Lien Sales and Foreclosures, and Customer Handling (Call Center, Web, Correspondence and Walk-ins)
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I Booz Allen’s review of organizational design involved a series of

interviews, working groups and workload inventory tasks focused on
three key questions

» What are the key issues associated with BCS’ current organization structure, core operational
processes and workforce?

» How do BCS operations compare to industry best practices, future operating vision and unique
customer needs?

» How is workload allocated across BCS, and where are there potential opportunities for eliminating
duplicate functions or streamlining current processes?
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An analysis of existing organizational structures identified
several key challenge areas

» Workload Balancing: Workload and staff not distributed proportionally across borough
offices

» Flexibility: Inability to shift work between the central and borough offices
» Best Practices Transfer: Obstacles for knowledge transfer between borough offices

» Process Standardization: Variation in procedures and process implementation across
borough offices

» Management Structure: Organizational structure with unnecessary layers of
management
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Based on these challenges, Booz Allen developed a proposed
organization structure that combines industry best practices and
employee feedback with a focus on customers

The new design will help BCS better perform water and sewer billing; water meter installation, replacement and
inspection; and promotion of water conservation. Overall, it will support BCS in achieving world-class customer service

Bureau of Customer Services
Deputy Commissioner

Bureau of Customer Services
Assistant Commissioner

Transition/ Account Services Meter and Cust c Bureau Financial Services
Program Direct Technical Servi LB (CELE Administration h
Management HECion Gzl SERTES Services Director Director Director
Office Director Director
Accounts
Receivable
i EHS Manager
Universal Technical Customer Contact Center | Manager -
Metering Services Services Manager
Clerical Manager Manager
Processing |[— Meter Test 2 M:X\ag:en_lent
Manager Facility . natysis
< Collections el Manager
Collections —| Assurance
Refunds and | | and Lien Sales Manager
Account Remittance Manager Lien Sales
Maintenance [ .
Manager Training and
i Continuous
Exemptions | Customer ] Improvement
Manager Outreach e
Batch Services
Processing [— 311
Manager Correspondence | | Central 1 Methods and
Elected SEUEERD Inspections Borough L Procedures
Officials Customer Manager
- - Service
General Mail Services | | F|eIIdB0peratt|lons —|
Inquiries Manager oroug ]
Offices Borough
Office
Inspections
|
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Key changes in the proposed design include the creation of new
divisions to help BCS in its modernization efforts

Key Changes Benefits

» Creation of temporary Transformation/ Program
Management office and director position

» Enable BCS transformation through the designation of a principal
change manager, responsible and accountable for the technology/
process redesign and implementation

» Creation of Financial Services division and
director position

» Promote better integration and communication between finance
functions by grouping linked functions together under the finance
director

» Clerical processing functions will be managed
centrally under the Account Services division

» Allow for more consistent processing and ability to distribute workload
evenly

» Establish Training and Continuous Improvement
unit under Bureau Administration

» Ensure that customer facing employees are appropriately trained,
skilled, empowered and motivated

» Collections will become a component of the
Customer Care Services division

» Promote customer handling strategy though alignment of all
customer-facing operations under one centralized unit

» Inspections will be managed centrally under the
Customer Care Services Division

» Reduce number of duplicate inspections

» Consolidation of Inspections and Technical
Services into one division

» Allow for better coordination and more flexibility as new technologies
are implemented
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The centralized Customer Care Services division will be responsible
for all customer-facing functions

Business Unit Responsibilities

»

»

Contact Center, Collections - Responsible for
handling all customer calls and managing and tracking
problem resolution resulting from phone calls;
Responsible for identifying past due balances,
corresponding with customers regarding delinquent
accounts and establishing and monitoring payment
agreements

Correspondence - Responds to and addresses
customer inquiries and concerns

Mail Services - Receives incoming mail, responds to
simple inquiries and forwards more complex requests
to correspondence, verifies and validates addresses,
follows up on returned mail

Exemptions — Enroll customers in special billing
programs

Inspections- Conduct inspections in response to
customer requests or account issues, manage meter
reading contract

Borough Office Customer Service - Responsible for
permit process and handling all walk-in customer
payments and issues

Field Operations / Borough Offices

Benefits

»

»

A tiered customer service model, which most closely
resembles how “best practice” organizations structure
contact center operations to handle each inquiry with
the best available resource (i.e., lowest cost or best
skilled, etc.)

Collections will integrate lien sales and foreclosures

Services
Director

Customer Care

—

311

Elected
Officials

General
Inquiries

Inspections

Customer Contact
Services Center
Manager Manager
Collections Collections
Refunds and| | and Lien _l:
Remittance Sales Lien Sales
Manager
Exemptions Customer
Manager Outreach
Services
Correspondence | | Central
Manager Inspections Borough
Customer
- Service
Mail Services| | F'e!d
Manager Operations /
Borc.>ugh Borough
Offices Office
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The Finance division will be responsible for the new accounts
Ireceivable unit, which includes reporting and analysis functions,
remittance, and refunds

Business Unit Responsibilities
» Accounts Receivable
— Conduct planning and decision making for A/R Financial Services
management strategies Director
— Perform monthly A/R reconciliations. Develop monthly
A/R management reports and distribute and
communicate results to key BCS stakeholders
Remittance and Refunds Accounts
— Process refund applications and remittances Receivable Manager
Management Analysis
— Resolve difficult or high-profile account issues, with a
focus on delinquent accounts

Benefits o Management
» Increase communication Analysis Manager

» Facilitate financial reporting

» Facilitate performance measurement across key finance
functions

» Facilitate rate and revenue generation processes

» Strategic approach to financial management
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IThe Bureau Administration division will be responsible for quality
assurance, methods and procedures, and training

Bureau
Business Unit Responsibilities Administration
» Methods & Procedures - Identify, document and DIEEET
disseminate standard operating procedures and BCS
best practices
» Training & Continuous Improvement - Develop new EHS
hire and ongoing training, identify and address process | Manager
improvement opportunities
» Quality Assurance - Conduct quality assurance
reviews of manual billing adjustments (including Quality
activities across all units) — Assurance
Manager

Benefits
» Standard Operating Procedures (SOPs) would be
developed for key functions

Training and

) ] . | | Continuous
» More robust quality assurance function would facilitate Improvement
proper executing of SOPs Manager
» Feedback from Quality Assurance would be
incorporated into Training
Methods and
— Procedures
Manager
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The Meter and Technical Services division will be responsible for
water meter installation and replacement as well as R&D process
management and new technology implementation

Business Unit Responsibilities ,
. . Meter and Technical
» Technical Services — Install meters and Services
administer contracts for meter
replacement, manage R&D and
implementation of new technologies

Universal Metering

Technical Services

Benefits
» Provides more flexibility of staffing as
technology and responsibilities change

Meter Test Facility
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I The Account Services division will be responsible for accuracy of

customer account data, account management and clerical
processing

Business Unit Responsibilities .
. ) Account Services
» Account Maintenance - Handle complex account issues Director
» Batch Processing - Review and resolve exception
reports generated for meter readings and posted bills
» Clerical Processing - Process and closeout work orders

Clerical Processing
Manager

Benefits

» More integrated account maintenance function which will
handle complex cases

» Centralized clerical processing will allow for better
controls over processing currently performed in the Account Maintenance
borough offices SR

Batch Processing
Manager

Booz | Allen | Hamilton

108




Revenue
Collection

Customer
Service

Project
Overview

Systems and
Technology

Organizational
Design and
Next Steps

Summary of Organizational Design Observations and
Recommendations

. Observed at BCS Recommended Corrective Action

There is a lack of standardization for key customer
service processes across the organization. For
example, although billing adjustments are performed by
employees in five BCS divisions, the billing adjustments
policy is not standardized, resulting in decisions about
billing adjustment made at the discretion of each unit

BCS has limited ability to track and manage workload
and staff across borough offices. Due to the
decentralized structure, each borough is responsible for
processing any customer inquiries received at the individual
borough office. The manual tracking process results in
discrepancies between work performed and what is
reported. There is also an inability to shift work between the
central and borough offices, because manual, paper-based
processes do not give the required flexibility to move work,
records and staff between boroughs, and alleviate backlog

It is difficult to track and manage inspections, resulting
in inefficient use of inspection resources. Multiple
inspections are being requested for the same property by
different units within BCS, and inspectors frequently work
overtime to keep up with the number of inspections.
Revenue-generating inspections are not being performed
consistently (e.g., re-inspections after violations notices)

Establish training and continuous improvement as well
as methods and procedures units to ensure customer-
facing employees are appropriately trained, skilled,
empowered and motivated. Expand quality assurance
reviews beyond billing adjustments. For example, a sample
of inspections should be reviewed from the point of referral
through closeout. Centralize complex billing adjustments
via the account maintenance unit

Centralize clerical processing functions, including work
order processing and closeout, under account services to
allow for more consistent processing and facilitate an even
workload distribution. Implement technology solutions to
support centralization

Centralize management of inspections under the field
operations unit in the customer care division. Conduct
inspection scheduling through the centralized clerical
processing unit and implement criteria that specifies when
inspections will be assigned to certain inspection groups
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Project Customer Revenue Systems and Orgarluzatlonal
. . N Design and
Overview Service Collection Technology
Next Steps

As a next step, BCS should determine where it belongs on the
service continuum

. Service Enterprise-Wide
Strategic Necessary Valued Asset Differentiator Strategic Value
(Service-oriented)
A Essential Service is Increased Relationship Enterprise-Wide
/?\ Delivered Customer Service Management Customer Mgmt
|
|
! Where does it
Current State: BCS makes sense for
S focuses on each BCS to be? —
g customer transaction
o as a one-time event
]
S
3
a BCS should focus on business needs from
an organizational viewpoint, and determine
! which point on the continuum is the most
! effective/efficient for the organization
|
|
>
: Transaction Receipt Operationally Oriented: Strategic: Leading Edge:
' Focused: * Performance and quality + Self-service web * Integrated multimedia
i » Simple queues mgmt is performed  Skills based routing » Data mining focus
i » Limited stats » Standard Procedures » Specialization where » Customer-focused reporting
* Ad-hoc training and » Some specialization appropriate » Customer segmentation
! QA
v » Ad-hoc processes
i and procedures i i
Tactical . _ N &0 PrOceoues L Process Integration: —— === == mimm >  Strategic

(Cost- oriented)
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The consolidated multi-year collections plan will improve customer
service, collection of outstanding receivables, and overall efficiency
and effectiveness

Initiatives  FY 2007 (7/06 — 6/07) FY 2008 (7/07 — 6/08)  FY 2009 (7/08 — 6/09)  FY 2010 (7/09 — 6/10)

1 \ 8-10 Months
Org )
q Field
Design HQ Redesign Redesign
2 ( \ 40 — 45 Months
AMR
AMR Pilot Implementation
- J
3 ) 12-18 Months
SyStemS ! Reagcalie Procurement Impl tati
Technology Billing Sys IS
— -9 J
3 — 4 - 6 Months
Payment 3
Incentive 2 bl
Program A
- =  J
4 Seni 2 - 5 Months
ervic
Term|nate|on Refine Re-deploy
Processes /| & Maintain
- J

5f—\

Stand Alone R
q_len &
A Leg,
6 4 — 6 Months
)
. Res! Tesy\| Dep
Rygpie : :
De: Ref/| Mn
- J
-
Hn o — 4 — 6 Months
Low Volume AnZ Dep
8tt1|oun Res| & JDev)| &
alling De: Mn
8 —— 9 — 18 Months'
thtvoll,llf’ll e Research A Deploy
eﬁﬁng & PP Test & Refine &
Analyze 5y Maintain
9 —M8M 11— 16 Months
CKIIection
gency Research Deploy Refine
-
—

(1) The proposed Road Map for the High Volume Outbound Calling treatment option (Auto Dialer) represents the timeline for implementation by DEP. By leveraging DOITT’s 311 infrastructure, timeline for outsourcing this treatment option is shortened to two months for a pilot program
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