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[image: image1.wmf]1. BALANCING SERVICE & COST
To survive and thrive in their competitive sectors, Companies providing service support to their customers need to monitor customer satisfaction related to their service levels so that the business operation can be ‘tuned’ to achieve the optimum balance between competitive service levels and the operating costs.

The service arena needs to be able to cater for various combinations of commercial arrangements to suit the end customer. Service visits can be planned and managed as:

· Emergency (Same Day) Responses

· Appointment Bookings (Day/Time)

· Service Level Agreements (SLA’s)

· Preventative Maintenance Visits
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Failure to get the balance right, between the operating costs and reliability of service levels

can trigger a downward spiral in operational efficiency, eroded customer satisfaction and weakened competitive edge followed by lost sales and service revenues – a recipe for failure 

Apart from monitoring the financial and operational performance of the service unit, management attention is needed to ensure that their business strategy, people, business processes and support systems are streamlined and co-ordinated for  competitive edge


- A HOLISTIC APPROACH



2. THE  BUSINESS DRIVERS

A common thread in the multiplicity of ‘Industry Surveys’ carried out by Industry Journals and Management Consulting firms are the key internal and external business drivers on companies working in the supply chain and service sectors. 

The most common business drivers are:


   INTERNAL DRIVERS

· Managing Change Programmes 

(a symptom of the multiple initiatives needed to address the real drivers below)

· Managing Lead Times & Service Levels

· Controlling Quality of products & services

· Controlling Operating Costs

· New Product/Service Introduction

· Restructuring (leaner organisation)

· Customer Satisfaction

· Skills Shortage

· Employee Development/Retention

· Continuous Improvement


      EXTERNAL DRIVERS

· Exchange Rates

· Year 2,000 Compliance

· Changing Markets

· Global Economy

· Customer Pressures

· Supply Chain Management

· Competitive Pricing

· Financial (Cash Flow)

· Overseas Sourcing

· Partnering with Customers & Suppliers

This proliferation of internal and external forces imposes a complex management challenge and highlights the need for lean business operations supported by effective information systems and technology (IS/IT)


3. BUSINESS IMPROVEMENT     TOWARDS LEAN OPERATIONS      

These internal and external drivers may manifest themselves in different combinations and extents in supply chain companies depending upon their markets, products and services. 

These forces prompt the management team to react by initiating a variety of strategic changes, operational improvements and technology initiatives that can include any of the following:


      IMPROVEMENT INITIATIVES

· Process/Cycle Time Reduction (BPR)

· Value Stream Mapping

· New Buildings, Plant & Equipment

· New Information Systems & Technology

· Strategic Sourcing (Global/3rd World)

· Outsourcing Functions & Services

· Quality Control & ISO Certification

· Cost Reduction-stocks,services,overheads

· New Product/Service Dev’t Methods

· Reorganisation/Restructuring/Redundancy

· Customer Satisfaction Surveys

· Recruitment, Training, Multi-skilling

· Culture Change(empowerment,ownership)

· Stock Pooling/Consolidation/Reduction

These initiatives are often kicked off and managed individually which can result in inter-project impacts, delays, overlaps, gaps, overstated duplication of potential business benefits and unmanaged risks to the business.
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4. LEAN OPERATIONS ARE KEY TO GOOD SERVICE MANAGEMENT

To survive and thrive in competitive global markets, manufacturing and logistics companies are rapidly learning (from their competitors market share and benchmarking) where their own opportunities exist for lean operations and enhanced business performance. 

As the adage states “Doing nothing is NOT an option”. The same applies to the highly competitive after-sales, service sectors where effective service management is critical to maintaining customer satisfaction.

The prime aim of lean service management is to ensure that the right people and the right things appear in the right place at the right time.

An extreme example of ‘lean service’ are the pit stops made by Formula-1, Grand Prix, racing cars where tyres, fuel and oil can be replenished by the pit stop crew in around six seconds, a critical factor in winning the race.

Lean service operations are vital in sectors with large field service forces (eg: aerospace, computers, construction, marine engineering, office equipment, refrigeration, transport, utilities etc) where performance is usually measured against Service Level Agreements (SLA’s) including severe penalties for unreliable service performance.


Small to Medium Enterprises (SME’s) and Global Corporations now recognise that After-Sales Repairs and Service functions are no longer the ‘poor relation’ of the organisation. Effective service management is fundamental to continuity of their customers business while maintaining their confidence and enthusiasm.




5. A HOLISTIC APPROACH TO BUSINESS TRANSFORMATION

The most efficient service management functions have much in common - an operational infrastructure that takes a fully integrated (holistic) view of Business Strategy, People, Processes and Technology support:

HOLISTIC IMPROVEMENT

BUSINESS STRATEGY

· Service Strategy

· Service Policies

· Service Objectives

· Transformation Plan

PEOPLE

· Technical Education

· Communication of Service Issues

· Customer Care Skills

· Personal Development & Rewards

PROCESSES

· ‘To-Be’ Business Model

· ‘Best Practice’ Service Mgt. Processes

· Efficient Workflows & Problem Mgt.

· Appointments Booking & SLA Mgt.

· 2-Way Communication (H/Q & Field)

· Service Level Reporting

TECHNOLOGY

· IS/IT Strategy aligned to business needs

· Integrated Applications + Shared Data

· Computer/Telephony Integration  (CTI)

· Service Management System        (SMS)

· Knowledge Based Scheduler    (A.I. tool)

· Service Reporting & Mgt. Info.     (MIS)

· Graphical User Interface     (GUI/Gantt)

· Mobile Voice & Data Communications 

Lean Service Management imposes a major challenge - to schedule field engineering resources against changing customer demands, taking into account multiple constraints (eg: job type, SLA criteria, location, spares, engineer skills, location, travel). 

The aim - of generating an optimised visit schedules incurring minimum travel time, lowest cost, meeting SLA criteria and Customer appointments is now well supported from the evolution of  knowledge based, Artificial Intelligence (AI) systems that can simultaneously schedule field resources to customer jobs within complex multiple constraints


6. LEAN SERVICE SCHEDULING

  - MULTIPLE CONSTRAINTS

Aiming towards lean operations has many challenges for manufacturing, purchasing and logistics Managers but for Service Managers the problem is compounded by the need to juggle multiple constraints before scheduling the field engineers onto customer sites, followed by tracking changes and rescheduling resources

The effective scheduling of field resources against customer job requests needs to take into account multiple constraints. These include ‘Hard Constraints’ that are inviolate and must be observed by the schedulers (eg: business policy physical conditions, customer location, job type, skills/spares required, shifts, travel time). ‘Soft Constraints’ may be varied according to the balance of supply to demand (eg: allocated engineer, shift time, overtime, alternative spares)

These multiple constraints need to be known by the scheduling resource (whether human or computer based) and can include the following:

· Service Policy & Rules

· Type of job

· Customer Appointment Slot

· Service Level Agreements (SLA criteria)

· Geography/Location/Distance

· Go/NoGo Areas

· Traffic Congestion/Weather Conditions

· Skills required

· Spares required

· Tools/Calibration/Test Rigs required

· Engineer Type & Numbers (+/-)

· Engineer Availability/Proximity

· Engineer Repair Skills

· Engineer Knowledge of Local Area

· Engineer Holidays/Sickness/Training

· Travel Time & Cost

· Internally generated visits

The combination of multiple constraints in a service company will vary according to the nature of the business, their customers, the site geography and field engineering topology.

Traditional geographical boundaries can limit operational efficiency and customer service!


7. ‘BOUNDARY CONDITIONS’ CAN CONSTRAIN EFFICIENCY

As service organisations evolve and grow there is a logical tendency to organise the field engineers into discrete territories or regions. Each of these territories is managed by a customer service manager/scheduler who allocates engineers to both scheduled appointments and emergency jobs strictly within their geographical boundaries.

THE BOUNDARY EFFECT


While this approach may work in practice, working within territorial boundaries can result in some significant operational inefficiencies 

· Unbalanced Resource Levels across areas

· Unbalanced Work Loads across areas

· Fragmented Processes & Systems support

· Multiple Scheduling Resources 

These inefficiencies combine to reduce the overall effectiveness of utilising field resources.

REDUCED BOUNDARY CONDITIONS


If we consider eliminating the geographical boundaries, to allow some overlap in the mobility of field personnel attending jobs we can reduce the boundary effect and consider scheduling across this entire topology. This would allow just one person (using a dynamic scheduling tool) to schedule jobs across  ALL engineers and ALL the topology


8. REGENERATIVE SCHEDULING OPTIMISES UTILISATION

If we aim to reduce boundaries so that we can schedule engineers across the ‘big picture’ of operational topology, we also need to be able to adapt to changes in demand and priorities. 

Consider a typical scenario where a group of field engineers need to service both the needs of corporate clients (within agreed SLA criteria) as well as service the needs of public service requests via pre-agreed appointment bookings.

This combination of public appointments and corporate SLA visits demands a high level of regenerative scheduling to optimise the engineer utilisation, minimise travel between jobs, meet appointments and to achieve SLA levels.

A simple analogy is to imagine filling a jar with different shapes (jobs) until apparently full to capacity (but with some gaps in the middle). To fit in additional jobs and utilise the wasted space  we have to empty the jar, and reschedule the jobs into it to optimise the utilisation.

JOB SCHEDULING (TO CAPACITY)


- Current Schedule  - New Jobs         - Desired Schedule

REGENERATIVE SCHEDULING


Regenerative scheduling of ALL corporate and customer requests against ALL field resources ensures an effective service schedule, focused on utilisation and customer satisfaction. It demands  much pre-defined knowledge to match jobs to engineers, skills, spares, travel times and local knowledge:

A solution based on Knowledge Engineering
9.REGENERATIVE SCHEDULING DEFINES ‘HARD & SOFT’ JOBS 

An integrated Service Management System (SMS) and a Knowledge Based scheduler can continuously receive, process and allocate a forward schedule of jobs to engineers based on skills, spares, travel and local knowledge. 

As with manufacturing works order planning, a realistic boundary needs to exist between ‘hard’ and ‘soft’ service jobs so that the scheduler knows what it can and cannot re-schedule.

THE SCHEDULING HORIZON


‘Hard’ jobs have been ‘earmarked’ to an engineer, firmed up on the schedule and released within (say) a half day or one shift horizon. They may NOT be re-scheduled and feedback is required on the start and completion of the job (usually via  a remote, hand-held terminal). 

‘Soft’ jobs are beyond the half day/one shift horizon and have NOT been ‘earmarked’ to a specific engineer so that the dynamic scheduler can continuously test the constraint based allocation of ALL ‘soft’ jobs against ALL of the engineers, to produce an optimised schedule.

In order to respond to new, changed, delayed, and completed jobs, the scheduler needs to be both dynamic (real-time), knowledgeable (of multiple constraints) and optimising (for maximum utilisation with minimum time/cost). 

To regenerate an optimum schedule, it takes around 150 iterations across the hard and soft constraints using A.I. techniques such as   genetic algorithms or simulated annealing 
10. BUSINESS BENEFITS FROM HOLISTIC TRANSFORMATION  

The business transformation programme needs to be focused on addressing the root causes of real ‘pain’ in the service operations (these will be different from Company to Company and will require some Business Analysis to identify them, define requirements and prioritise solutions.

With commitment from all levels of personnel involved and effective management of the transformation programme and its constituent projects some significant business benefits can be delivered for the service provider and customers.

It is also essential to success that a set of SMART* business objectives and metrics are defined for each project initiative within the business transformation programme

‘Real World’ experience with a number of large service organisations (eg:Xerox, NCR and Lucent Technologies)  has shown that business benefits can usually be identified across the following areas:

THE BUSINESS BENEFITS

- Reduced Time in business processes

- Reduced Operating Costs

- Reduced Scheduler Resource (boundary effect) 

- Reduced Indirect Time (field travel)

+ Increased Throughput/ROI (<12 months)

+ Increased No. Jobs/Visits per day 

+ Increased Service Levels (SLA/Appointments)

+ Increased Sales/Revenue & Market share

+ Faster Response & Rescheduling of changes

+ Accurate Reporting of Service Performance

= ENHANCED BUSINESS PERFORMANCE

These potential business benefits need to be assessed and quantified at the start of each project within a Benefits Study. As each improvement initiative is completed a Benefits  Review to monitor the effectiveness in delivering  the agreed  business benefits have been delivered 

 [*SMART = Specific, Measurable, Achievable, Realistic & Time based objectives]


11.     THE LAST WORD
To summarise, if a service operation aims to ‘survive and thrive’ in highly competitive markets, THE GOALS for improvement and lean operations need to focus on enhancing….

· Competitive Edge & Market Share

· Customer Satisfaction/Enthusiasm 

· Consistently meeting Service Targets

· Internal Cost Reductions

· Profitability, ROI & Growth

· Stakeholder/Shareholder Returns

· Staff Commitment & Motivation

To achieve these diverse (and often conflicting) goals demands a strategic infrastructure for  improvement consisting of the following: 

· Commitment to Change + Improvement (from Directors, Engineers, Admin staff)

· Integrated Transformation Programme (to co-ordinate multiple initiatives)

· Holistic Improvement Approach 
   (Processes, People and Technologies)

· SMART* Business Objectives
      (Agreed, set and tracked for delivery)

· ‘To-Be’ Business Model                      
(the operational vision, agreed by Mgt.) 

· Best Practice Workflows/Processes   (BPR should be radical and quick)

· ‘Big Picture’ Field Service Topology (eliminates boundary effect inefficiencies)

· IS/IT/MIS Strategy & Technology         (aligned to the business strategy)

· Responsive Support Systems            (CTI, SMS, A.I. Regenerative Scheduler)

· Reliable Mobile Communications   (Between Scheduling Centre + Field Force)

· Open, 2-Way, Internal Communication             (of Business/Service Performance:Targets)

· Empowered but Disciplined Culture  (timely feedback on field status)

· Continuous Improvement Programme   (Maintain competitive edge & profitability)

Major service organisations have already grasped these nettles for business improvement and lean service operations, resulting in achievement of their strategic goals and timely delivery of the desired business benefits.
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PROGRAMME MANAGEMENT


Co-ordinates Multiple Projects


Manages Impacts, Risks, Issues


Co-ordinated Business Benefits
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Customer Service


- Calls/Responses


- Appointments


- Service Levels


- ‘First time Fix’





Operational Costs


- Travel


- Skills


- Spares


- Penalties
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