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General Instructions 

 

The Engagement Letter describes the services required and provided. When completing the 
Engagement Letter establish the context, explain why external support is required and distinguish 
between the objectives, outcomes, scope and deliverables. The rationale behind the costs should be 
made evident in the Fees section. 
 
The Business Area considerations are guidance notes for the customer to support their evaluation of 
the Engagement Letter. 
 

1. Background 

Defra has one of the biggest and most demanding change agendas in Government and is 

committed to delivering against ambitious outcomes on net zero, climate adaptation, 

environmental goals and restoring nature, while making our vibrant fishing, food and 

farming sectors more sustainable.  Our work in Defra will bring big changes to these 

sectors and delivering a good customer experience is key to the successful delivery of 

outcomes.  

 

The Improving Customer Delivery Team is leading the customer agenda and culture 

across Defra group to nurture a customer focused organisation which strives for customer 

excellence and simplicity.  We have developed a: 

  

• a clear customer vision and design principles and a roadmap to customer 

excellence  

• an understanding of the maturity of customer delivery in each of the delivery 

bodies and in Defra as a whole.  

 

We now need to develop the measures that will help us: 

 

• understand customer experience, effort, and perception, giving us actionable 

insights 

• track and measure progress against an established model for customer centred 

transformation 

• assess and measure benefits of planned transformational changes.   

 

Over the last 12 months we have gathered evidence that supports the need for us to do 

this We know that: 

 

• customer journeys are difficult, complex, and long 

• we have processes duplicating effort for customers and internal teams 

• we have overlapping processes which cause confusion around responsibilities 

• many customers need to interact with multiple agencies in Defra   

• customers do not receive consistent answers and are not clear on how to navigate 

journeys  
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• customers experience different standards across Defra family 

• customer journeys are complicated as they’re designed around organisational 

boundaries, not customer needs 

• internally, we do not have a single view of the customer   

• we have different Customer Relationship Models and repositories which mean we 

lose track of our customers and their journeys 

• we have inefficient processes where we duplicate effort as we cannot see a 

customer's history 

• our customers can end up repeating the same information multiple times  

• we waste a lot of time on unnecessary contact because our entry points make it 

difficult for customers to contact the right team 

• our frontline staff want to provide a good customer experience, but don’t have the 

right tools  

• we’re often not easy to do business with. 

 

To improve the customer experience Defra will provide: 

 

• opportunity for customers to self-serve if they are able to 

• a multi-channel communication approach for our customers.  Customers will be 

able to get the support they need with simple touchpoints on channels and times 

that works for them  

• easy to use, joined up and seamless services, regardless of organisational 

boundaries 

• opportunity for customers to tell us once 

• clear communications that are easy to understand and follow and show we care 

• use of clear, consistent, and simple language across Defra group  

• timely updates on progress on requests / applications and clarity around our 

decision making 

• a continuous improvement culture, where we learn and act on customer insights 

 

Our work in Defra will involve both quick win improvements - aligning with future model - 

and more transformative changes: 

 

• transitional improvements - making quick win improvements in line with 2025 

Interim Operating Model. Incremental improvements that are easy to implement.  

Short term benefits but may not address root cause of issues. 

• transformational changes - more complex and transformational changes, relying 

on critical path activities such as Arm's Length Body reform and digital 

transformation. These will take longer to implement but will offer greater benefits. 
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We will align with, and contribute to, the digital transformation programme, simplifying 

customer journeys.  Some of our improvements are critical to have in place as we start to 

improve key digital services.     

 

By establishing the right measures, Defra will be able to better understand customer 

experience, the impact of changes we will be introducing, and our progress against the 

roadmap to customer excellence. 

   

 

 

2. Statement of services 

Objectives and outcomes to be achieved 

State and describe the aims of the engagement: 

 

The Improving Customer Delivery team has developed a customer vision and a plan for 

transforming customer delivery and experience across the Defra family. We have also 

baselined customer delivery against an established customer centered transformation 

model and described our future customer operating model and roadmap for customer 

excellence. We are now thinking in more detail about the capabilities we need within the 

model.    

 

Critical to delivery of the vision and Defra becoming an organisation that is guided by its 

customer needs is having the right measures in place.  Measures that show where we 

need to improve and that help us drive customer value. 

  

This is not work we can do ourselves. We need a partner to help take a strategic view of 

the measures we need, bringing together multiple work strands.  This is so we are not 

limited by our assumptions and what we can measure rather than what we should 

measure. 

 

We have already brought together the data we currently hold. We now want to build on 

this to establish the right metrics for Defra to help: 

 

• the organisation and its delivery bodies achieve customer excellence, helping 

embed a continuous improvement culture to learn from and act on insights  

• help measure progress against our roadmap, including the impact of customer 

improvements and transformative changes 

• assess and ensure benefits of changes are realised. 

 

We need a strategic partner – with an understanding of Defra’s transformation ambitions - 

to:  

• conduct an independent review of plans and challenge our existing assumptions.  

We do not want to be led by the knowledge we have 

• establish measures that will provide data to help us pursue low cost / high value 

improvements to customer facing services; drive the approach to transforming 
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customer facing services; and inform the Group operating model design from a 

customer point of view 

• provide an external view of measures at a whole system level  

• draw on best practice within and outside the public sector to identify measures that 

that matter to our customers - and are important to our senior leaders.   

   

 

Scope 

Define the scope of the services (SMART): 

 

Through this commission, in quarter 4 2022/23 we want to establish suitable customer 

metrics for: 

 

• Defra’s Executive Committee 

• Transformation’s Portfolio Office and a Strategic Design Authority 

• the Defra Customer Innovation and Change Forum and customer leads in the key 

delivery bodies. 

 

These metrics should have in mind the following delivery bodies.  These are: 

 

• Animal and Plant Health Agency 

• Centre for Environment, Fisheries, and Aquaculture Science 

• Environment Agency 

• Forestry Commission 

• Marine Management Organisation 

• Natural England 

• Rural Payments Agency. 

 

The Customer Innovation and Change Forum membership includes representatives from 

these organisations.  We would like to draw input from the forum in shaping metrics, 

though the planned governance mechanism will have final decision capacity (see Risk 

section).   

 

Through this work we want to influence the customer metrics that delivery bodies 

establish at an organisational level.  We also want to keep in mind that we may want to 

extend metrics to other delivery bodies within the Defra family in future.   

  

  
Assumptions and dependencies 

Provide further description of the assumptions and dependencies: 
 

This work is heavily aligned with the Transformation programme.  We need to ensure our 

measures fit with the development and plans from the projects.  These include digital 

transformation, core reform, the review of Arms Length Body landscape, and the 

establishment of single grants hub. 
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There are dependencies with other performance teams and the work they are doing on 

performance measures and the improving assurance model for the Executive Committee. 

We will need to work with the other performance teams and the governance team to 

ensure we are aligned.  

 

This work is dependent on our broader customer improvements and transformational 

changes. Any development in this area must support and fit with wider ambitions. 

 
 

Risk management 

Provide further details of any foreseen risks with this project and how they could be mitigated: 
 

Our first three risks are in relation to the supplier selected for this work.  Our preference is 

that we use Deloitte: 

 

• As Deloitte have previously worked with the Improving Customer Delivery team on 

the customer vision and baselining, they have familiarity with the customer 

delivery, the data and the stakeholders.  We would need additional lead time to 

introduce an alternative supplier to our work, and this would introduce duplication 

and added costs.  Using Deloitte would reduce lead time and offer better value for 

money.    

• Deloitte have recently been brought in to support the transformation programme.  

While our work is separate, there are dependencies.  Using Deloitte for the 

customer measures piece would avoid complications in having two competing 

strategic partners working in one area. 

• As we experienced with our customer baseline work, delivery bodies are reluctant 

to share data in an open and transparent way. If we engage a strategic partner not 

familiar with key customer stakeholders, we will need to build those relationships 

and trust again before being able to make progress.  As Deloitte have already 

established this trust, we would avoid having to do this. 

  

We have identified three broader risks: 

 

• To ensure join up of our work to other areas, we propose establishing a 
governance mechanism involving relevant internal stakeholders.  This will ensure 
our work dovetails to strategic priorities.  

• Without this work, we risk not being able to measure the benefits of transformation, 
such as Arms Length Body reform. Understanding the customer and the failure 
demand that is currently part of the performance will help us streamline and 
improve processes and achieve greater efficiencies.  This is therefore an 
opportunity risk. 

• Without bringing in an outside strategic view, there is a risk that the measures we 
develop will be guided by the data we have already.  This will limit our ability to 
measure the true customer experience.  Engaging with a partner will ensure we 
have an outside view, with opportunity to look at our vision and advice on what we 
should measure rather than simply what we can. 
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Feedback and satisfaction 

Business Area and Supplier to agree regular reporting intervals for the duration of the engagement. 

Defra Group reserves the right to hold review meetings during the assignment, discussing what went 

well, opportunities for improvement on future assignments and similar. This will incorporate any ‘Show 

and Tell’ documentation or transferable products that have been produced.  

A post-engagement quality review of the engagement will be arranged where the Business Area rates 

the services provided. 

Non-disclosure agreements 

The overarching MCF2 framework include NDAs.  Insert any additional NDA requirements here. 

 

6. Exit management 

The agreed actions and deliverables by the Supplier for when the contract ends are as follows: 
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