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1.0 Executive Summary
The Order Management staff levels have been effected by ITS reorganizations.  They have lost staff through attrition and redeployment to other workgroups and there have been multiple managers during this period that have each had different views of what and how the workgroups should be organized.  Furthermore, Pinnacle was installed and the staff did not receive sufficient training. This new system increased the number of steps required to create and close a client order; which resulted in doubling the average time to create orders.  Simultaneously clients were directed to place their orders and inquiries through 5-Help and the CSO website which were not able to handle the complexities of the telecommunications services we offer.  Our web sites were incomplete, inconsistent, incorrect and/or out of date.  Most of the complaints we heard from client interviews were focused around the lack of acknowledgement that their order had been received, how to track it and also that it was also very difficult to make contact with a knowledgeable staff member.

The goals that were given to the OMR Team were as follows:

1. Recommend methods to improve service to clients.

2. Examine the staff ratios and determine the optimal level needed to efficiently perform their work and improve morale.

3. Determine the right level of flexibility to allow for “bolt-ons” to the Pinnacle system without customizing (code changes).

4. Build a new, more efficient order process.

5. Ensure that the cross-functional inter-dependencies function smoothly.

6. Develop standards and metrics that will be used to improve quality of service.

After an exhaustive analysis of the current Order Management and the ordering process we have come to a set of recommendations.  The following is a summary of these recommendations that are detailed in our Order Management Redesign Team Recommendations document:

1. We have formulated a new order process that tiers the orders entering the system to optimize the order processing function.  

2. We recommend the creation of two new function: 

a. A Control Desk to properly triage the incoming client service orders.

b. A Billing Inquiry Office to handle all client-billing inquiries. 

3. Our clients need a quality web site to submit service orders that also provides them with an automatic confirmation that their order has been received.  

a. We found that the ITServices site will fit this need once it has been brought up to speed to handle all the services we provide.  

b. A major bonus from this site is that the data entered by the client auto-populates the Pinnacle pre-order fields thus saving Order Processing re-entering the data.  

c. There is also still a need to have a direct phone line to Order Processing since some of our clients need to place their orders through this avenue.

4. We found that Pinnacle, while it does require more steps and double the time to enter orders, is not the real problem.

5. Offer improved and more frequent training for staff and clients.  It is currently minimal, inconsistent and usually just “passed down” from co-workers.  All Pinnacle users should be required to attend refresher Pinnacle, Reportmart and Excel classes.

6. Evaluate, update and distribute documentation for staff and clients.  Everyone using Pinnacle should have a binder with procedures and other related documentation at their desks.  Bring back a “STAR” type manual for our clients to help them understand the telecommunication services and what information is needed to place an order effectively.

Some of our recommendations are seemingly easy and quick to implement while others will take some time.  It is definitely our recommendation to make sure the solutions are implemented properly.  Too often in the past we have reacted too quickly and made rash decisions.  We have included a tentative Implementation Timeframe and deliberately left the “Responsibility” and “Timing” fields blank for the implementation team to fill in.

2.0 Context

ITS Order Management workgroup is responsible for processing all telecommunications service requests for the University, Hospital and Lucille Packard Children’s Hospital.  Clients include faculty, staff, students, residences, vendors and internal ITS personnel.

The Order Management workgroup provides a wide range of service types to a diverse client base.  Some of these services are, but not limited to, the following:

· Voice Services – single/multi-line voice

· Features

· Voice Mail

· PBN (Personal Business Number)

· ECP (Enhanced Call Processing)

· ACD (Automatic Call Distribution)

· CATV – cable TV

· Campus Card

· Pagers

· Special Circuits

· Project Management

· Network

· Net-2-Jack

· VoIP

Additionally, the Order Management workgroup also works closely with several other workgroups to provide services to their clients, including those listed below.  

· Installation and Maintenance – field installation technicians, trouble tickets

· Facilities Engineering – large wiring projects, back-bone cabling

· Maintenance Enterprise Monitoring – switch maintenance, trouble tickets

· NetOps – backbone infrastructure

· Production Control Workgroup (PCG – newly formed workgroup)

3.0 Goals of the OMR Effort

3.1 At the outset of the project, ITS Management presented the project team with the following goals:

a. Examine staff-work ratios and determine the optimal levels needed to efficiently perform their work.

b. Determine the right level of flexibility to allow for “bolt-ons” to the Pinnacle Systems without customizing (code changes) Pinnacle.

c. Build a new, more efficient process.

d. Ensure that cross-functional inter-dependencies function smoothly.

e. Develop standards and metrics that will be used to improve quality of service.

f. Recommend methods to improve service to clients.

4.0 Analysis of Order Management Today

4.1 In the course of our work we have made some positive discoveries:

a. Clients are generally satisfied with the turn-around time once their orders have been received and acknowledged.

b. Staff is dedicated to going the “extra mile” to deliver the clients orders.

c. There is a considerable amount of on-line help available, although clients may not know it is there or how to access the information.

d. There are tools available right now such as pre-billing reports that can help save time and effort in Order Processing.

e. We found that while Pinnacle has some problems typical of new applications, it is not the primary source of problems in the order management process.  The Pinnacle application is more than just a billing system:  it is designed to be a Telecommunications Management Information System that can do other things such as scheduling, inventory and assignments.

4.2 After an analysis performed by the OMR Team, it was determined that the decline in employee moral was a result of several factors:

a. Extended, often un-documented overtime hours worked 

1 Staff working well past their standard 8-hour shifts

2 Many staff work at home to keep up with the current workload

3 This occurs throughout the year, not just peak times

4 Inconsistencies in the data entry process – some staff are taking “short-cuts” because they are pressed for time due to the workload.

4.3 Additional tasks are continually being added to Order Processors without taking into account the current Order Processing staffing levels, and whether or not those tasks actually belong to or in Order Processing.

4.4 Insufficient formal training and instructions/procedures with which to perform the required tasks, including the newly assigned tasks; and the majority of the training is hands-on, very informal, and abbreviated.

4.5 There is never enough time for full training sessions

4.6 There are no formal, written procedure manuals, and of those that are written, there is no consistencies in the format, look, and feel.

4.7 Access to any documentation, if it exists, is limited.

4.8 Orders for large projects from the Service Consultants are delivered to Order Processing in many different forms.

4.9 Additionally, uncovered problems of significance include:

a. Multiple interruptions to the order data entry process caused by:

1 Inaccurate or incomplete client order data which requires contacting the client, and waiting for responses and/or confirmation of information.

2 Answers to billing questions, which require some research, may be lengthy in their resolution.

3 Help Desk 1 calls to Order Processing

4 Inbound technician calls

5 Walk-ins from Service Consultants, Facilities Engineers, and others.

6 Instead of using established protocol, Order Processors are being directly contacted by clients, via telephone or email.

7 No automated order confirmation process (except ITServices) thus requiring staff to manually generate notification email. 

8 Menus on 5-Help and HelpSU are misleading.

9 Information on web sites is inconsistent and/or out of date.

10 No formal training for new “Contacts.”

4.10 The number of Contacts has increased exponentially, from 450 to 1,700.  

a. When Pinnacle was implemented, we stopped sending printed statements to clients.

b. Clients now need to log into ITServices site to access their departmental charges.  This has resulted in the increase of the number of contacts, most of which only review statements, some clients order services, and some do both.

4.11 Order Processing and Order Management have lost staff:

a. To other workgroups

b. Through the many reorganizations

c. Through attrition

5.0 OMR Team Recommendations

5.1 The OMR Team has developed recommendations for:

a. A new workflow process for handling incoming service order requests

b. A new workflow process for handling billing inquiries

c. A new organizational structure to support the new processes

5.2 In addition to the above deliverables, the OMR Team is proposing several cross-functional recommendations that will be critical to the success of the new organization, including:

a. Cross-training and ongoing training for Order Management staff. 

b. Create a procedures and reference manual.

c. Improve the working relationship between Order Management and Marketing.

d. Establish standard Operating Level Agreements between ITS workgroups.

e. Establish standard Service Level Agreements across all ITS. 

f. Establish an ITS “Web Czar” position to coordinate consistent updates of web documentation across all ITS.

5.3 The Team’s recommendations strive to achieve the stated goals of the project by:

a. Establishing a control desk up-front in Order Management.

b. Moving billing inquiries into a separate function within Order Processing.

c. Defining the roles and responsibilities in Order Management as well as the inter-dependent workgroups.

d. Reducing interruptions in the Order Processing workflow.

e. Creating an efficient workflow process.

5.4 By achieving these objectives, the Team believes that the organization will:

a. Increase client satisfaction.

b. Create an efficient workflow in the ordering fulfillment process.

c. Substantially reduce the number of interruptions during the processing of orders.

d. Increase the morale and productivity of Order Management staff.

6.0 High-Level Structure and Workflow

6.1 The graphic in Appendix a represents the OMR Team’s vision of the overall flow of work performed by the organization.

6.2 There is three types of requests that Order Management receives that require routing to the appropriate staff via a control desk:  billing inquiry requests, and order placing/status. 

a. Client billing inquiries shall be routed to staff handling only billing inquiries.  

b. Clients submitting a request for telecommunication services shall be categorized into three levels: 

1 Level 1 – Plain “vanilla,” easy, simple software changes.

2 Level 2 – complex orders that include an on-site technician.

3 Level 3 – Projects – such as:

- New and remodeling of buildings requiring new wiring

- Ten or more multiple voice-moves

- “Special circuits” – fiber, copper, and so on.

- ACDs

- ECPs – calling trees

7.0 Ordering Process

7.1 From our interviews with clients we discovered the key problems they were having was in getting their orders to Order Management and acknowledgement that the order was received.  

7.2 Success for our clients will be to provide a place for their orders to be placed and acknowledged automatically.  

7.3 The OMR Team feels that the ITServices web site needs to be this avenue.  

7.4 The ITServices site currently provides the following positive services:

a. Provide an automatic response to the client with the pre-order number.

b. The information that the client enters when placing an order also automatically enters the pre-order data into Pinnacle thereby savings data entry steps for the processors.

7.5 In order to be successful the following improvements will need to be provided on the ITServices site:

a. The current 6 service types that are offered must be expanded to our full offerings.

b. Make adjustment to tabs with a clear distinction between billing and ordering.

c. Put a link to ITServices website on HelpSU website.

d. Have FAQs available on ITServices website or links to HelpME website.

e. Create a team to work with Hospital clients to get proper SUNet IDs so that they can access IT Service Site to place orders and view monthly statements.

7.6 The OMR Team feels that while the goal is to get most orders through the ITServices web site there will still be a need to place some orders via a direct phone number.  

7.7 Currently the Stanford West Apartments, Welch Road Apartments, The HOME, Vendors must place their orders over the phone.  

8.0 Key Elements of Order Management

8.1 Success for the new Order Management model will depend on the deployment and acceptance of the new organizational structure.  

8.2 The new model for Order Management incorporates the following key elements:

a. Procedures for each workgroup in Order Management, write new, update existing, and organize into a reference manual.

b. Control desk to properly route orders, gives status, answers calls and help tickets.

c. Billing inquiry desk to respond to ITS billing questions.

d. Cross-functional training of staff.

e. Receive the necessary tools and education to perform the required tasks.

9.0 New Order Management Organization
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Figure 1 New Order Management Organization

9.1 The OMR Team recommends that the current Order Processing workgroup be realigned into 3 distinct units supported by the Lead.  

9.2 The Lead will insure that these 3 units work closely as a workgroup keeping the continuity yet defining the separate tasks.  

9.3 This new structure does not change/add to the current “layer” of staff and the greater ITS goal of no more than 4 “layers” of staff in any organizational unit.

9.4 We envision a very close working relationship between Order Processing and our clients, while permitting the staff to process the client’s orders more efficiently by reducing the interruptions thus allowing the order to be processed in a timely fashion.

10.0 Order Management Staff Roles and Responsibilities

10.1 The new Order Management organization is comprised of the following staff managed by Karen Cox:

10.2 Order Processor Lead

a. The Lead must be a solution oriented individual and have a clear picture of the “whole “ process not just limited to Order Processing.  

b. The Lead will ensure that workloads are evenly distributed among the Order Processing staff.  

c. The processing of orders shall not be part of Lead’s daily tasks, except, to cover during peak times or emergencies.

d. The Lead shall generate related status and production reports, produce and track the metrics for the workgroup, and perform periodic audits of processed orders.  

e. The lead will be the “front-person” for clients refusing to use established departmental protocol;

1 The lead will be responsible for interfacing and redirecting those requests and inquires to the proper area of responsibility for these clients.  

f. In the early stages of large projects, the Lead shall be involved to evaluate increased workloads of Order Processors, employing the use of production reports and metrics.

10.3 Control Desk

a. This is a new function in the Order Processing workgroup whose primary role will be to review incoming orders and requests and route them to the appropriate functions, such as:  Billing, Order Processing, and Service Consultant.  

b. Additionally, the staff will be responsible for entering pre-order information, and responding to, and handling of all inbound calls on the Order Management ACD line.

c. It is a requirement that the Control Desk staff is technologically knowledgeable in telecommunications and in services offered, and to be able to interface with the client community, and correctly route requests. The possession of excellent people skills is required.  

10.4 Order Processors

a. The Order Processors shall process a variety of service orders.  Level 1-type orders shall be used as the starting point and training ground for new Order Processors.  

b. Level 1-type orders shall also be where back-fill personnel work if required during peaks.  

c. Senior Order Processors shall handle the Level 2-type orders.  However, the goal is to have all processors at the senior level of knowledge and training.  

d. All Order Processors should be cross-trained to be able to perform any type of telecommunication order.  During production lulls, the Order Processors will perform record clean-up or other tasks deemed necessary and appropriate by the Lead or Manager.  

10.5 Billing Inquiry Office

a. It is recommended that billing inquiries be centrally located.  This practice is used in most organizations in the industry.  

b. This separates a function of the Order Management workgroup that was being handled by the Order Processors and Help Desk 1.  It has been determined that approximately 35% of all Remedy tickets are telecommunications, and approximately 50% of these are billing inquiries.  As a result of this finding, the staff must be sufficiently trained and knowledgeable in the billing arena of the telecommunication services offered by ITS.  

c. This is a deviation from the current model of Help Desk 1 handling student billing questions and passing the other billing inquiries through to Order Processing.  It is felt that the current model is redundant in that both Help Desk 1 staff and Order Processing staff need to be familiar with billing, plus have the necessary tools and access rights to adequately respond to inquiries.  Currently, the training and tools are lacking in both workgroups.  Training both workgroups to a knowledge level that could handle all the billing inquiries is problematic.  Additionally, Help Desk 1 does not have all the necessary telecommunication expertise to adequately answer questions for billing inquiries regarding telecommunication services. 

d. The Billing Inquiry Office shall be organized around three types of billing inquiries:

1 Business

2 Students

3 Residential

e. An additional area of billing, the collections, remains to be addressed for the correct staffing level in this function.  The staff in this workgroup shall also be cross-trained in order processing so they can fill-in during peak service order request times.

10.6 Service Consultants

a. The Service Consultants position is a “next step” in the career path of an Order Processor

b. Level 3-type orders, except for special circuits, shall be routed to the Service Consultants for initial triage.  

c. To place orders through Order Processing, the Service Consultant staff shall use an approved Excel spreadsheet.  The Service Consultants shall perform the QC of these orders.  The goal of downloading the spreadsheet directly into Pinnacle shall be pursued.  

d. The Service Consultants manage large projects including multiple moves (>10), new/remodel projects with facilities placed by Facilities Engineering.  The management of these projects shall include:

1 Project management from start to finish

2 Double-checking the facilities at the location.  This can be as simple as verifying with Facilities Engineering and/or checking in Pinnacle.

e. In addition, Service Consultants staff is responsible for the designing of ECPs and ACDs.  

f. The Service Consultants shall develop a project check sheet.  

10.7 Pager Admin, Campus Card and Cell Phone remote counters

a. While these functions were analyzed, with limited access, there was not a sense that these functions were not working, as they should.  

b. There is a realization that these workgroups are under-staffed, as there is only one person for each of these functions and to back-fill for them is problematic due to the lack of knowledge base.  

c. It should be noted that in these three offices, the majority of the work consists of walk-ins, and the order entry portion into Pinnacle is a small portion.  There is an effort to have the two staff cross-train each other, but this is still problematic, as the service levels at both counters still must be maintained.  Future analysis and evaluation is recommended at this time.

11.0 Staffing

11.1 The OMR Team struggled with the staffing question for three reasons:  

a. First, there are no existing metrics and/or time tracking tools in place.  Staff has been working overtime and not recording actual time worked, which presents a larger problem with non-exempt staff.  Staff has been working at all hours – as noted in Pinnacle when staff worked on an order, which was time-stamped at 2 a.m.

b. Second, the number of interruptions resulting from inbound and outbound calls to and from Order Processing cannot be fully quantified. 

c. Third, there is staff in other workgroups that are processing orders, of which time is not captured in Order Processing.  

11.2 We have a tool that was developed by WTC that we appraised against our own best judgments of the number of orders and time required to be processed by Order Processing over a one-year period.  It is recommended that a time tracking tool be put in place as soon as possible in Order Processing.  Until then the OMR Team recommends using the following as bench marks for determining staffing levels:

a. Reviewing the ACD and VM reports

b. Review the remedy tickets

c. Look at the monthly totals of orders entered into Pinnacle

d. WTC tool

11.3 Once the new tool is in place use all the aforementioned benchmarks in addition to time tracking to get a true picture of the required staffing levels.

11.4 Control Desk: (#) staff 

a. Based on the following factors –

1 Total volume of current inbound calls to Order Processing 

2 A 56% answer rate of the current ACD.

3 Control Desk must also receive /triage/route work orders to processors.

4 Total estimated volume of orders.

5 Billing inquiries to be routed directly to Billing Inquiries Office.

11.5 Order Processors: (#) staff including 1 Lead

a. Based on the following factors:

1 Total estimated order requests to be processed – in 2004 40,000 orders were received and processed.  
2 Voice orders take an average of 20-minutes to complete.
11.6 Billing Inquiry Office: (#) Staff

a. Based on the following factors:

1 There were approximately 500 calls in Help Desk 1 in January 2005.  There are roughly 25 calls per day.  This does not include the nearly 500 other telecommunications related CTI’s.

2 This is a new function that currently resides in Help Desk 1 and Order Processing.

3 Billing inquiries tend to take longer than most phone calls.  Some calls have been documented to last 30 minutes or longer as a staff member goes through a bill with a client line by line.

b. The level of staff required in this function will need to be re-evaluated after the issue of collections and holds is resolved and this workgroup knows what their role will encompass.

11.7 Service Consultants: (#) Staff

a. Based on the following factors:

1 The current job functions are not performed uniformly across all the Service Consultants.

2 There are no metrics in place to quantify their responsibilities.

b. The current level seems adequate but we feel some further analysis is necessary to confirm this.

11.8 Pager Admin, Cell Phone and Campus Card Remote Counters: (#) Staff

a. Based on the following factors:

1 Walk-in volume is high

2 Volume of Pinnacle orders appears low – around 6,000

3 Lack of back-up staff

b. There is currently 3 staff, one each assigned to the three functions.  

1 There is an effort to cross-train the Cell Phone and the Campus Card staff members.  

2 This does not address the workload if one is out leaving one staff left to maintain two counters.  

3 The Pinnacle portion is minimal and methodical.  

4 Most of the work is constant interaction with walk-ins and vendors providing the services. 

5 It is recommended that a fourth staff member be added, who could also be utilized during ordering peaks in Order Processing. 

c. Note:  There is an effort in the Pager Admin Office currently to clean up and document all the records.

d. Note:  The FTE estimate is based on the existing client base.  As the number of contact clients and their number of orders varies, it is anticipated that the quantity of FTEs may require adjustment.  

12.0 New Order Management Process Flow

12.1 Clients shall be encouraged by all internal workgroups to use the ITServices site and HelpME FAQs.  All students currently use this site via Axess.

12.2 Currently limited to 6 of the telecommunication services offered by ITS, and it must be expanded to handle our full compliment of offerings.  

12.3 For clients that cannot use, for whatever reason, the online solutions, there must be a direct phone line in the 5-Help menu into the Order Management Control Desk.

12.4 A single person staffs the ACD, which is insufficient to handle the volume of calls.  As a result of client inquiries requiring escalation from Help Desk 1 to Ops, a “back-door” number was put in place.  This is a work-around since the 5-Help ECP was very confusing, and ACD line is insufficiently staffed in OP to handle the volume of calls.  Help Desk 1 staff is currently using the back door for more than escalations.  As the staffing levels in Order Processing are increased, and the 5-Help ECP tree is built to reflect the recommended changes then the “back door” number will be discontinued.  

12.5 If a client inadvertently selects an incorrect option and is directed to Help Desk 1, then the call must be routed through the ACD line to capture the data required for staff evaluation levels.  

12.6 There will be a marked decrease in phone line use as more and more clients begin to use the ITServices site for requesting status information.  However, there is a realization that there will be an on-going, immediate need to receive direct contact via phone.  

12.7 It should not be an option for clients to directly email individual Order Management (or any ITS) staff their service requests.

12.8 The existing CSO web site will need to remain active until the ITServices site is fully functional, after which, it shall be expeditiously removed from service.

12.9 Additionally, calls for service types not offered shall be directed to the Marketing workgroup for analysis of client needs, and subsequently presented to a new Operations Review Committee for feasibility study and future consideration.

12.10 Single Point of Entry

a. All order requests/status shall be directed through the Control Desk.  This will ensure proper routing of requests that will:

1 Maintain the required 3-day turn around on the majority of telecommunication requests, with an exception on large projects, which must be scoped and scheduled.  

2 Reduce interruptions to Order Processing staff, which will permit them to concentrate on order data entry.

12.11 The Control Desk shall review the orders; acquire additional and corrected information as required (including potential client contact), and entering the pre-order data.  The order is then placed into either the Level 1 or Level 2 basket in Order Processing, or forwarded as a referral to the Service Consultants and/or Facilities Engineers for project work.  Work that would be project related would be as follows:

a. Multiple service moves/adds/changes – over 10 lines

b. Any type of wiring project – currently defined as Project and Non-Project

c. Designing ECPs and ACDs

d. Special circuits – fiber, copper point-to-points

12.12 Note:  The wiring project definition and special circuits definitions need to be re-evaluated and the service and operating level agreements between Order Processing, Service Consultants, Facilities Engineering and Installation & Maintenance need to be clearly defined and documented.

a. Orders that are referred to the Service Consultants must be properly triaged before forwarding.  

b. These referrals should be forwarded to the lead-of-the-month that will assign a Service Consultants to the project.  

c. Once a Service Consultants has been assigned to an order, they must contact the client to determine the scope of work.  

d. If the order is a wiring project that includes multiple voice moves then the Service Consultants will generate another work order and forward the wiring portion to the manager of the Facilities Engineering workgroup.  

e. The Facilities Engineering manager will then assign a Facilities Engineer to work with the Service Consultants as needed through the completion of the project. 

f. If the order is a wiring project only then the Service Consultants will forward the original work order to the manager of the Facilities Engineering workgroup who, again, will assign a Facilities Engineer to the project.  

12.13 Note: The Facilities Engineering, Service Consultants and Order Processing workgroups will need to define the method for transmitting large data information to Order Processing in a timely, efficient manner, which also includes a QC process before and after data entry.  

a. Currently the Facilities Engineering workgroup does have a working document (spread sheet format) for transmitting TSO and cable information to the Order Processing workgroup that is a batch download into Pinnacle.  

b. The procedure needs to be confirmed and documented.

12.14 In the case of special circuits the Control Desk will forward these directly to the manager of the Facilities Engineering workgroup.  

a. The Facilities Engineering workgroup along with the Installation & Maintenance workgroup will assign the routing of the circuit and have the installation completed.  

b. The Facilities Engineering / Installation & Maintenance workgroups will also forward back to the Order Processing workgroup the engineered path assignment to Order Processing for the data entry portion into Pinnacle.

12.15 Note:  The closing procedure for projects is currently under review and will be documented.

12.16 Note:  All Order Processing functions could be on a rotational basis to cross-train staff to help with back fill when staff is out sick, on vacation, and so on.  

a. The current model needs to be evaluated for length of rotation.

12.17 Note:  Work/system changes in other work workgroups have been found to affect work in Order Processing.  

1 Example: A switch upgrade that took place with the end result being a change in the data field viewed on screen in MAP.  There was no notification that this may occur.

2 The staff discovered that there was not a formal method of informing and updating the rest of the workgroup, in real time, of a change that had the potential to modify how they worked effectively. 

3 Staff shall notify the Lead immediately of items that would change their procedures.

4  The Lead will document the new/changed procedure and update staff in real time of the changes and problems.

12.18 Work orders not requiring fieldwork, and simple software type orders, would be placed in the Level 1-type orders basket.  

a. The Order Processors would enter the data, QC their work, notify the client the order has been complete and close the order to start the billing.  

b. Notification should be in the form of email from the Order Processing general e-mail address, or an alias that would protect the individual Order Processors email address.

12.19 Work orders requiring fieldwork or are considerably more complicated, and would be placed in the Level 2-type basket.  

a. The Order Processors could further divide these according to whether or not there is a “hot swap” (requiring real time conversations with technicians).  

b. Those orders requiring real-time conversations should be handled only by a portion of the Order Processing staff entering data for these types of orders.  This will reduce the technical calls and interruptions to the entire workgroup.  

c. Once the data is entered, Installation & Maintenance would proceed with the field installation.  

12.20 Order Processing will no longer assemble packages for the field technicians. 

a. In the interim, the Installation & Maintenance lead will assemble these packages, but the ultimate goal would be for the technicians to use their laptops to view their orders on line.  

12.21 Note:  In a Pinnacle console screen, the technicians currently have assigned tasks, with attached hours which can be field-adjusted to accommodate the degree of difficulty of single or multiple large orders.  

a. This is used to gather data for staffing level metrics with the data exported from Pinnacle.  It has been determined that this works very well for Installation & Maintenance, and might also be adopted in other workgroups.

12.22 All work orders shall be closed the day after they are completed.  

a. Order Processing shall be responsible for closing all Level 1 and Level 2-type orders.  

b. A new Reportmart report that can be executed daily that will indicated to the tech status and completed tasks.  This will show the Order Processor that the order is ready to close.  

c. The Installation & Maintenance technicians are also responsible for completing their task(s) daily.

d. Note:  There are some exceptions in which an order may not be closed on a daily basis, as can be the case for fiber circuits.

12.23 Note:  Facilities Engineering currently close their work orders internally.  A review of this process is needed to update the documentation to insure orders are closed.  

12.24 It is recommend that quarterly a sampling of the orders completed during that time period should be contacted by Order Processing /Service Consultant/Facilities Engineering/ Installation & Maintenance to perform a follow up for customer satisfaction purposes.  It is also recommended that a minimum of 5 clients from each of the workgroups listed in the Order Management organization be contacted.

13.0 Tools and Technology Requirements

13.1 The OMR Team recommends the adoption/implementation/update of the following hardware and software tools to enhance the effectiveness of the entire organization:

a. Desktop Software:

1 We found that not all the staff has the same versions of software and all the same software packages.  This needs to be reviewed by the desktop support workgroup and have all machines updated.  

2 There are also problems with some applications and staff needs to be responsible for submitting HelpSU tickets if their machines or software are not functioning at optimum levels.

b. Multiple Order Entry Tool:

1 The OMR Team recommends that a solution for entering multiple moves into Pinnacle be actively pursued. 

2 Currently, there is an Excel spread sheet for importing services into Pinnacle, however it is not usable for us at this time because it does not have templates and user fields available.

c.  ECP Phone Tree:

1 The existing 5-Help ECP tree needs to be updated to reflect the new Billing Inquiry Office.  

2 Also, since all billing inquiries should be routed to the new counter the 5-Help ECP tree needs to be updated to reflect this change.  We have enclosed two options in the appendices.

3 The OMR Team also recommends placing pertinent messages regarding where clients can find information (web links) on the “hold” message instead of (or addition to) music “on hold”.

14.0 Order Management Staff Training and Documentation

14.1 Enhancement of the skill sets in all of Order Management is critical to its operations and the success of the new model.  

a. Order Processors will need to maintain a competency level that will allow them to accomplish their tasks and enable them to easily navigate accurately through the systems they touch on a daily basis.  

b. Documentation of the processes will provide a consistent database to reference and train future Order Processors as well as temporaries used in peak times.  This needs to include procedures and the communication and sharing of these documents with other inter-dependant workgroups. 

c. While most skill sets in this document are specific around Order Management other work workgroups are also deficient around training – especially in Pinnacle, Reportmart and Excel.

d. The level of competency of Order Processing staff to perform the work they are responsible for is directly related to the training they receive.  This will also reflect in the level of customer satisfaction they provide.  

14.2 Order Management Staff Training

a. It has been determined that the level of training in all workgroups of Order Management is inconsistent, particularly in the Order Processing workgroup.  

b. The majority of training is accomplished through on-the-job or reactive training from other members of the staff.  

1 This does not provide for consistent and thorough training.  Staff have also been “too busy” to attend training sessions.  

2 First and foremost the staff needs to feel they have the time to attend training.  Training requirements need to be written into their job competency goals during evaluations.  

3 The lack of training also decreases the chance for staff to make accurate decisions and procedural judgments regarding the work they need to perform.  

c. All Order Management staff shall receive training to significantly increase their technical knowledge and skills, especially in Pinnacle.  

d. This will bring continuity around the entering of data into the Pinnacle database, which in turn will help ensure the accuracy and consistency of the data entered.  

e. Training can also be internal and external seminar or self-study formats, or one-on-one sessions with senior staff.

f. The OMR Team recommends the following training:

1 Formal Pinnacle classes to include the procedures for specific steps in Pinnacle to enter data for orders.

2 Reportmart – canned and adhoc reports

3 Formal entry level training in MAP

4 Formal entry level training in Octel 

5 Conference style education around order management, order processing, call centers, etc. dealing with customer satisfaction around order processing.  This should be in the telecommunications arena.

6 ACDs – how to use, how to build

7 Remedy – Proper CTI write up, closing tickets, etc.

8 A basic class in Excel

9 A basic class in Filemaker Pro

10 Cross workgroup training, ride alongs; workgroup meetings would be beneficial to all Operations (Order Management, Facilities Engineering, Installation &Maintenance, Maintenance Enterprise Monitoring, Production Control Workgroup). 

11 Around new technology – VoIP for example

g. Training requirements should be built into performance evaluations to ensure participation.  

14.3 Order Management Staff Documentation

a. We found that consistent, readily available, accurate documentation from web pages to individual workgroup documents is severely deficient, in not just Order Processing and Order Management but most of ITS.  

b. Each Order Management workgroup will need to develop their procedures manual.  These should be housed in an accessible place as well as hard copies distributed to each of the staff in their respective workgroups. 

c. Procedures that involve inter-workgroup dependencies need to be vetted with those workgroups.  

d. The OMR Team recommends that an outside consultant be hired to facilitate data gathering, writing procedures, processes and web pages as projects.  

1 Once the bulk project is done it will be the ongoing responsibility of each workgroup to periodically review and update these documents.

2 While this seems a daunting task we have seen several of these documents that may just require some adjustments, updates, finding a place to house them and/or making them available to everyone.  

e. The Pinnacle procedures that were shared with the OMR Team provided great documentation, however they were not: 

1 All formatted the same

2 Up to date

3 Housed in a place everyone could access them

4 Formally disseminated to staff

f. One suggestion is that each workgroup’s procedures be housed behind their workgroup descriptions on the web.  They can be secured to be viewable by ITS (or more specific).  This will aid in the consistency that is needed across the organization and for new hires and temps.

15.0 ITS Staff Training and Documentation 

15.1 Staff Training

a. To promote the versatility that is required in this industry, staff must be encouraged to attend training.  

b. They must be provided with the tools and the time to accomplish their tasks.  

c. Cross training will also foster the inter-dependencies between work workgroups across ITS.

d. Ongoing training and knowledge-sharing opportunities must also be developed and supported.  The IT industry is ever changing and staff needs the means to keep up with these changes.  Continued training will be vital to ensuring the continued viability of the organization as a whole.

e. All staff using Pinnacle and Reportmart shall receive training to significantly increase their technical skills and knowledge.  

f. This will bring continuity around the use of the Pinnacle database, which in turn will help ensure the accuracy and consistency of the data entered.  

15.2 Staff Documentation

a. Each workgroup will need to develop their procedures manual.  These should be housed in an accessible place as well as hard copies distributed to each of the staff in their respective workgroups. 

b. Procedures that involve inter-workgroup dependencies need to be vetted with those workgroups.  

c. The OMR Team recommends that an outside consultant be hired to facilitate data gathering, writing procedures, processes and web pages as projects.  

d. Once the bulk project is done it will be the ongoing responsibility of each workgroup to periodically review and update these documents.  

16.0 Client Training and Documentation

16.1 Client Training

a. Have Marketing provide additional services in helping train clients.  

1 Help facilitate the beginners’ class.  

2 Work one-on-one with clients in the field.  

b. The OMR Team also recommends that all client training and documentation be reviewed and updated and that the web sites undergo a major overhaul.  

1 ITS here at Stanford has their individual look further separating us from the university.  

c. While training for the ITServices site is in place and picking up steam and popularity, we feel this class needs to be tiered in at least 2 levels:  

1 A telecommunications beginner class that is lecture based and provides written material and website links.  

2 Hands on ITServices class to provide a more interactive format.

16.2 Client Documentation

a. We recommend that a manual, such as the old “STARs” manual be reborn.  This should be on the web site (or a link to it) as a start.  We also recommend that there be some general telecommunications blurb in the University new employee orientation class.  

b. The OMR Team also recommends that the HelpME site be reviewed to include FAQs and links around the telecommunications service offerings.  

c. The OMR Team also recommends that the ITServices site have a link to the HelpME site.  

16.3 Campus Readiness

a. In addition to internal staff training, consideration must be given to a Campus Readiness effort to encourage clients to use the tools and methods as they become available.  

b. Our overall success will be judged by how well these changes are presented, accepted and utilized with ease by our clients.  

c. We will need to nurture the adoption of these changes with our clients.

17.0 Additional Cross-Organizational Recommendations

17.1 In addition to the recommendations specific to Order Management, the OMR Team has identified a number of cross-functional/cross-organizational measures that will support the success of the redesign effort, as follows:

a. House all staff in a single location

1 The OMR Team recommends co-locating the Order Processing, Billing Inquiry Office and Control Desk (at a minimum) in the same location.  We also feel it would be beneficial to co-locate the Service Consultants in the same area.  Co-locating has proven to foster more efficient inter-workgroup relationships as was found when the Facilities Engineering and Installation & Maintenance workgroups were co-located.

b. Implement peer reviews

1 Accountability of every employee will be a critical success factor in the new organization.  

2 Order Management must continue to provide consistently high quality service in order to establish and retain credibility with clients.  Our goal is to instill in clients a sense of consistency, reliability, and trust in the organization.  

3 This cannot happen unless every member of the organization upholds a consistent standard of service.  Peer reviews will be our most effective tool in striving for this goal.

c. Establish standard inter-unit Operating Level Agreements across ITS

1 The OMR Team recommends that standard Operating Level Agreements be established across ITS stipulating response times for the sharing of order critical information.  

2 This recommendation supports both ITS goals of being client focused and being “one ITS”.

d. Create and maintain a skills sets database for reference for new hires and temps

1 An up-to-date skill sets database will facilitate knowledge sharing among all staff, enabling individuals to quickly identify resources for particular topics.

e. Institute Quarterly ITS Management client satisfaction surveys

1 To foster direct involvement of all ITS management in ensuring client satisfaction across the University, the OMR Team recommends that ITS institute a practice of having every ITS manager perform an individual, randomized customer survey on a quarterly basis. 

2 Each quarter, every ITS manager will pick five random orders and call the clients who submitted them to solicit feedback about the service provided.  This measure will enable to receive direct feedback on a regular basis, and will promote confidence in ITS among clients.

18.0 Recommendations Summary

18.1 Order Management:

a. Process orders with a 3-day turn around (the request day is day “0”).

b. Create a Control Desk to handle incoming calls and tickets (status, info), walk-ups, software changes, assign orders to processors, process Pre-Order for Residential and Vendor Clients, etc.

c. Create a separate Billing Inquiry Office within Order Processing.

d. Use last hour of day to close orders, utilizing new “Technician and Task Status” report in ReportMart – closing orders daily is a must to keep E911 records up-to-date as well as triggering the billing of services.

e. Hire Telecom temps in May to train in time for June thru Sept peak period.

f. Batch download Cable TV to Cable Bridge once a day, not for each order.

g. Minimize the amount of calls going directly to the order processors.

h. Move engineering of special circuits to Facilities Engineering and Installation & Maintenance and leave the data entry to Order Processing.

i. Eliminate filing of hard copy bible sheets – use only electronic drawings.

j. Eliminate tech package preparation – Installation & Maintenance will do these.

k. Service Consultants following large orders from start to finish; check on facilities, equipment, cable-pairs, LENS, and phone sets; process Pre-Order.

l. Service Consultants to help Order Processing during peak orders.

m. Installation & Maintenance to direct field changes on trouble tickets to Maintenance Enterprise Monitoring/Production Control Workgroup.
n. Provide staff with up-to-date computer software.
o. Create time tracking for orders in Processing Task Console.
p. Add ACD to out-going calls for metrics.
q. Quarterly review of Telecom related HelpSU tickets; adjust CTI’s as needed.
r. Create standard format and automatic way to enter large orders into Pinnacle.
s. Implement links from Pinnacle to SL100, VM, and Cable Bridge.
t. Train Order Processors to enter shelf post slot in Spectralink (currently done by Maintenance Enterprise Monitoring).
u. Continue building the relationship with the Student Financial Services and Cashier’s Office.

v. Create a number off the ECP tree to put clients in direct contact with staff that can help with their order.

w. House all Order Processing, Service Consultants, Control Desk, Billing Inquiry Counter in a single location (old Production Control area in Forsythe 1st floor).

18.2 Organization:

a. Utilize Marketing up front – get them more involved before orders come in.

b. Realign Order Management with 2 new functions – Control Desk and Billing Inquiry Office.

c. Create a team to look at data tracked in Pinnacle to determine what is or is not necessary to track.

d. Create an Operations Review Committee to do feasibility studies around new service offerings.

18.3 Billing:

a. Create new job descriptions and hire knowledgeable staff.

b. Change phone tree and HelpSU CTI to direct billing inquiries to new work workgroup.

c. Have staff trained to answer all billing inquiries.

d. Look into implementing a service to offer printed statements for a fee.

18.4 ITServices Web Site/ Phone-in orders:

a. Enhance ITServices site by adding all service types offered.  

b. Campus Readiness effort to promote awareness/use of the “new” site.

c. Educate clients on filling out order forms.

d. Make adjustment to tabs with a clear distinction between billing and ordering.

e. Create a service contract to be signed and legally binding for payment of services rendered.

f. Create canned response in Remedy for clients trying to order phone services on HelpSU.

g. Create a team to work with Hospital clients to get proper SUNet IDs so that they can access IT Service Site to place orders and view monthly statements.

h. Establish ITS “Web Czar” position to enforce web documentation upkeep.

i. Implement a policy across ITS making maintenance of client-oriented web documentation a PRIORITY in order to insure successful adoption of ITServices site

j. Update CSO to add return email notice to client that order has been submitted; canned response should include note that you will receive an email when your order has been processed and scheduled (if appropriate), info on IT Services Site, and phone number to call Order Management for more information.  This is a temporary fix.

k. If ITServices Site improvements are longer than 6 months away, pursue method of creating bolt on to link CSO to Pinnacle – this is a temporary fix.
l. Add note and link on CSO website to ITServices site– this is a temporary fix.
m. Put a link to ITServices website on HelpSU website.
n. Clean-up inaccurate data on CSO website until it is sunset – this is a temporary fix.

o. Clean-up inaccurate data on the Stanford West Apartments website.

p. Have information, instead of music, when clients call and are put on hold.
q. Create manual for Contacts (similar to the old “STAR” manual).
r. Include general telecommunication information in University’s New Employee Orientation.
s. Have FAQs available on ITServices website or links to HelpME website.
t. Encourage site usage by having “door prizes” for using the ITServices site.

u. We reviewed several other universities IT web sites and noticed that they commonly have their University’s name in the web page header.

18.5 Service Offerings:

a. Form a team to look at what services could be added to existing packages or bundled.  The following are examples:

1 Supply students with cheap single-line phone, no bells or whistles.
2 Offer only one color of phone.
3 Bundle Package B and C for Business Clients, adjust rate as necessary.
4 Add Caller-ID to Package A, adjust rate as necessary.

18.6 Cross-organizational:

a. Implement peer reviews across the organization.
b. Establish standard Operating Level Agreements across ITS regarding workflow processes.

c. Cross-training to promote flexibility/versatility across the organization.

d. State policy clearly regarding the 2 approved methods of placing orders – ITServices site/Phone line directly to Order Processing Control Desk.

e. All internal workgroups shall advise clients to use the ITServices Site to place orders and view monthly statements.

f. Perform Quarterly ITS Management client satisfaction surveys.

18.7 Training:

a. Hands-on training for Contacts to get statements and place orders.

b. Provide training across the organization to increase technical knowledge.

c. Provide opportunities to cross-train.

19.0 Metrics

19.1 As the measures outlined in this document are implemented, the Implementation Team and Management will gauge progress by tracking the following metrics:

	Metric
	Baseline 03/05
	Goal

	Customer Satisfaction rating
	4.2
	4.5

	Turn around time for Level 1 and Level 2 order completion
	2-5 days
	3 days

	Percentage of calls answered
	56%
	100%

	ITServices web order request vs. CSO web order requests
	20%/80%
	100%/0%


Table 1 Metrics

20.0 Implementation - Timeframe

	Task
	Responsibility
	Timing

	Project Management (Implementation Team)

1. Acquire necessary resources

2. Orient the project team

3. Develop transitional plan

4. Define what and how to monitor, measure and collect data during the pilot stage (internal and external)

5. Develop a QA process

6. Determine how to collect and present data

7. At the completion of the pilot stage, evaluate and make necessary changes

8. Define the roll-out procedures/impact

	
	

	Employee Needs

1. Training around change management

2. Create a check-in process; how are staff feeling; request candid feedback

3. Meet with staff regularly to update progress

4. Adequate training opportunities

5. Career opportunities


	
	

	Organization

1. Classify and post new positions

2. Conduct interviews

3. Hire and train new employees

4. Develop peer review process


	
	

	Communications (internal and external)

1. Develop detailed communication plan

2. Create communications to describe changes to clients

3. Campus readiness – inform campus of changes in the Order Management Structure


	
	

	Training

1. Conduct a skills assessment of all staff 

2. Determine training needs

3. Train OM staff 

4. Determine training requirements for new hires

5. Train staff on new process flow


	
	

	ITServices Site enhancements

1. Determine how to add all service types to site

2. Make changes to site (or create new if necessary)

3. Review all existing FAQ’s.

4.  Assess how much time to update

5. Plan needs and timing to sunset CSO website


	
	

	Operating Procedures/Policies

1. Create operating procedures/processes

2. Create Operating Level Agreements across ITS


	
	


Table 2 Implementation - Timeframe

Appendixes

20.1 Chart 1 – OM Work Orders Created in CY2003 and CY2004

20.2 Chart 2 – Orders created and completed by Month

20.3 Chart 3 – OM Work Orders Turn-Around days Jan. through Nov. 2004

20.4 Chart 4 – OM Web Order Types – CSO from vs. ITServices Site

20.5 Chart 5 – OM Work Orders by Workgroup

20.6 Chart 6 – OM Work Orders by Subscribers

20.7 Chart 7 – OM Work Orders by Major Service Types 

20.8 Chart 8 – OM work Orders by MAC Types

20.9 Chart 9 – OM Work Orders by MAC Actions

20.10 Chart 10 – OM ACD Calls Offered and Answered

20.11 Chart 11 – Telecommunications HelpSU Tickets – May 2004 through Mar. 2005

20.12 Chart 12 – WTC Tool

20.13 List of Interviews – Clients/Internal (individual/summary details avail.)

20.14 ITSS Help Desk 1 CTI’s for January 2005

20.15 Non-Telecom/OM Services  - Services not reviewed

20.16 Peg Reports for 4-7777 and 3-9099

20.17 Pinnacle Steps for 2 Service Types – Plain Voice and PBN

20.18 Client Service Fulfillment Process (Freeway)

20.19 Old Flow Charts for Voice (POTS) and CATV

20.20 New ECP options A & B
20.21 Order Management – New Process Flow Chart
Note:  Data used was based on the “created Date” field in Pinnacle.  This field is populated automatically when the first OK button if clicked when entering an order.

Note:  Other date fields ((Received, Due, etc.) are not necessarily filled in by the user or the system, or not until the order is completed and closed.

Note:  The data represents orders processed by Order Management staff; other staff and services entered into Pinnacle are not included in this data.  See Non-telecom Orders.
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