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Client: Fortune 100 Companyi Retail Customer Service Department

Client Profile

A major Fortune 100 institutioadoptedt ont as 6 Focus sofdgdSxare suli
Sigma initiative to streamlinerdnt office operationgor their retail customer service

Established in 200 retail locationsand with over 50,000 workstations, thmpany

handles millions of transactions daily.

The Challenge

To its dismay, theeompany was experiencing a 60% annual turnover rate in customer
service staff. This extraordinary churn was causedhly by difficulties supporting the

c o mp a lmigh @ransaction volumenvironment that dealt wictly with the general
public. In additin, executive management expressed concern withattie df consistent
proceduresimproper trainingand variability among staff execution stylessuesthat
negatively impactedoperating expenses.So the management teatook actionto
implementa newvision, in which operations rarat maximum efficiencyand workers
were consistentlgoachedand trained in best practices

With the end goal of reducing expensesianagement assignebtet organizatiods Six

Sigma team tamprove the customer service processl retain employeesAs part of

Si x Sigmads standar d medbsewahe éxecgtign otutredmte t eam |
processes, much like thmanualtime and motion studies of the 1920However, the
companyo6s e x i wdhnologywhiolo conssted primarity ofcamerascould

not provide a complete representationf the standard processedue to network

bandwidth limitations In addition,the cameraoption could not scale to the level

necessaryo getthe required baseline of data

The Problem: How can we servicenore customerseffectively, reduce costs and
retain valued employees?

Other attemptsto catalogand understangbrocessesnvolved collecting select screen
capturesloggingkey strokesand reviewingevents and applicatiorsage logsHowever
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data bandwidth became a limiting fagtand the unstructured nature of this approach
proved that structured data wascessary in order to implemehe optimization plan.

The Solution

The company introducedtl o n tFacasdsoftware sie¢ in a pilot project to provide
baseline meics on howits workers used desktogoftware to do their jobsThe pilot
beganin 2006 in one location withfive desktops. The resulshocked the executive
managementbecause they exposeadde variabilityin the collecteddata. Thidevel of
detalcoul d only come from the visibiThety
executives were so impressed that tHesgeline metris drove the vision and business
case for the entiréuture effort.
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The team expanded theext phase of the pilot timcludefive retail locations in a mid
American metropolitanarea. This phase yielded resulignilar to the initial pilot:
varying execution of proceseswas causing vasinefficiencies,a situation that was
clearly revealed once the team htek ability to visually represent all activitiegith
Focus During this phase of the pilot, Focus also provedliity to scale beyond these
five locations to the o mp aGR@0dosations in the US.

Based on the mk success, the company made the decisiodefmoy all three Focus
productsto 55,000 desktopsThe data collected by Focus would allow them to do a
carefulvisual analysi®f the 55,000 different wayamployees executguaocesses.

The baseline metrcs captured by Activity Focusduring the pilot drove the vision
and business case for the entirBusiness process improvement effort

Six SigmaDMAIC Approach : Define, Measure,Analyze,Improve, and Control
Focus provided the necessary support for ikeSgyma team to implement a much more
thorough DMAIC methodology than they had previously been able to conduct.
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DEFINE:

Once Focus provided the ability to see how
software applications were used on the deskt
the Six Sigma team looked for esting patterny
and defined those as a process. This abilit] /me

visually review repetitive patterns allowed thq Ze: Define >
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to effectively recognize 237 unique proces
used within their institution, whiclwould not Define
have been possible without the visual insight

Activity Focus.

MEASURE

Once the team defined the processes,
analyzed process performance metrics base
geography, demographics of the workers, |
size of the location. They discovered the [
performers and learned how these workersev
more effective than the others. They a
uncovered  training issues, unexpec
compliance variations, and obsolete software
exposed previousiidden costs. The team w
then able to define and profile an ideal wor]
based on demographic analy/siand bes
practices.

ANALYZE

With facts in hand, the Six Sigma team was ¢
to measure standard procedures against devi
procedures to determine the root causes for
wor ker so variant e X
implemented Process Focus to monitand
analyse process execution.

IMPROVE

Once best practices had been defined, the
Sigma team developed an improvement plai
reduce the hidden software costs, define stan
policies and procedures, and invest in train
initiatives to deplg best practices throughout tl
55,000 workers. Utilizing Event Focus, t
process reengineering team introduced jtist
time prompts and redime alerts to guide use|
through tasks, not only improving efficiency 4
also increasing wupell and cross -
opportunities within the organization.
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