Class 18 – Service Process Design: Freerider

Good news: only one more class to go after this!  The basic jist of this class is that certain services can be modeled in a manner similar to manufacturing.  There are three readings, all having to do with call centres. 

When “May I Help You” is a Labour Issue

· The article is from the NYT (8/2000) and discusses a Verizon strike

· The striking workers are Call Centre Customer Service Representatives (CSR)

· The reason: the CSRs don’t like to follow a script when talking to customers – they feel stupid.

· CSRs are monitored, so if they don’t follow script they lose promotions

· The basic discussion is around how “new technology means customer call calls now roll in assembly-line style”

· Job is apparently very stressful:

· “ ‘Emotional labour’ – acting friendly when you are seething inside – can actually weaken one’s immunity and overload the cardiovascular and nervous systems”

· Employees work overtime in cubicles. Sort of like the chickens in marketing

· A lot of stress is from the supervisor: Super has access to a lot of information about the performance of all the CSRs:

· How long customer is on hold

· If the CSR is signed off

· Average call length

· Calls automatically routed to CSR 2 secs after finishing previous call

· Can’t finish typing in previous caller’s info – no downtime

· CSR scripts force them to cross-sell products every call

· Feel bad and stupid selling products to 80-year women who don’t need it

· Are assessed by supervisors based on cross-selling

Call Centre Configuration for Lion Financial Services (LFS)

Introduction

· Andy Carr is COO for the Customer Services Group (CSG)

· Andy needs to make recommendations about redesigning the call center for LFS

· LFS founded in Chicago 1974 – expanded through mergers

· Investment management company has 

· 350k customers

· $7.2b under management

· 74 branches

· LFS uses three channels (percentage represents how much business is through channel)

· Face-to-face in branches -- (35%)

· Call Centre – (50%)

· Website (15%)

Current Call Centre Config – refer to Exhibit 1

· Currently 3 Call Centres (CC) – Chicago, Boston, New Jersey

· Single 800 number – call is then routed to one of 3 CCs

· Chicago gets 20k, others 5k (per week)

· Calls arriving outside business hours (7:30-5:30) get recorded message

· About 0.5% of calls get a busy signal

· Two ways to categorise calls:

· Quickline vs. non-Quickline – Q calls are simple queries averaging 2 min. nQ calls are more complex and require 5 min to answer +3 min to do paperwok

· Broker vs. Customer – Customers are individuals making inquiries and brokers.  Broker calls have higher requirements

· Breakdown of calls (using D&D)

	
	Customer
	Broker

	Quickline
	0.28
	0.18

	Non-Quickline
	0.42
	0.12


· Incoming calls first go to Interactive Voice Response (IVR)

· Depending on what you punch, you are routed to one of 8 pools

· Pools typically have 10-30 reps. depending upon time of day, etc.

· Each pool specialized (see Exhibit 1)

· Routing happens also by geography (where you are calling from)

· Overflow Routing important

· When a agent pool is full, calls can be routed to another pool

· Complex rules influence routing (see 2nd paragraph page 3 for example)

· Scheduling and developing routing rules complex process involving 2 FTEs

· Different skills of reps/agents – more sophisticated agents can answer calls from others

· Quickline agents are most basic

· Broker agents are better – do more complex

· Supervisors can answere any call more efficiently

· Key metric is Average Speed of Answer (ASA)

· Target is 20 seconds

· Actual is 46 seconds – and 15% of calls are abandoned before answering

Call Center Agents

· 170 FTEs in system

· 75% of time spent working – rest of time is training, leave, breaks, etc.

· Staffing should be 1.3x expected call volume – 30% buffer

· Average wage is $17/hour

· See exhibit 2 for training required to progress between various levels

· Typically need to spend 6 months in one area before doing training for next

· 65% no college education, ave. age 24

· 50% attrition per year (average by industry standards)

· Performance pay in addition

· Based on number of calls and quality of service (from monitored calls)

· “Group bonuses” for achieving certain targets

· In addition to inbound calls, also do outbound sales calls and answer emails

· Constant work makes agents feel like “robots”

· Fill-in work is inefficient since whenever another call pops up, that work is abandoned

· Because of escalating costs, and other problems called in Andy Carr and CSG

Andy Carr and CSG

· Long-winded description about CSG which is a consulting firm for call centers

· CSG makes recommendations about how to optimize

· See bullet points pg. 5 for examples of things they recommend

· Carr likes large pools since it is easier to compare different reps performance

· Carr doesn’t like multi-tasking since it gives too much discretion to agents about what they want to do

· Carr prefers to make the job very routinised – make reps even more robotic

Carr’s Proposed Configuration (See Exhibit 3)

· Put everyone in one large CC in Chicago

· More sophisticated IVR where PIN is entered and then info goes to rep.

· Many services are automated so that 20% of calls can be accessed 24x7

· Reduced from 8 to 3 agent pools – get pooling benefits

· First pool is Quickline – broker and customer

· Next two pools are for Broker and Customer

· Calls would be routed automatically upwards to more “sophisticated” agent if one pool was full – eg. Quickline calls could be answered by Customer or Broker groups

· Quickline and Customer pools would be smaller than required, since calls could be routed to larger Broker group which could handle all calls

· Routing done by Automatic Call Distributor (ACD) – see Exhibit 3

· Cancel Group Bonuses

· Make more regimented scripts for reps to follow

· Currently reps think of themselves as “financial advisors” rather than “service representatives” – consequently not very efficient

· Carr thinks the savings will be > $1.5m per year

PrimeGain Funds

Last reading is one of those 1 page problem sets 

· You need queue.xls to answer these questions

