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Business Case

Project Name:  Consistent Answers for Customers
Channel:  Schools and Students

Project Sponsor:  Kay Jacks/Jennifer Douglas

Project Lead:  Jim Laychak
Project Description 

Describe the need for change (the business problem to be addressed).

“Financial Aid Administrators have a hard time getting answers.”

“They can't get policy answers quickly and if they do get them verbally, they can't get them  in writing for their files.”

“They never say the same thing.  One tells you something and the other tells you something different.” “when you call, not have to talk to several people.” 

“Although the financial aid community indicated that SFA staff try very hard to get them what they need, they may get different answers depending on whether or not the call was answered by the SFA Central office or any of the regions.  Consistency is not the norm.”

“FAAs have a difficult time determining who to call.”

“I have a Financial Aid Director on the phone, and I do not know who to refer him/her to.”

Just a sample of some of the comments that were recorded during the Town Hall Meeting at the Electronic Access Conference in Atlanta in November, 2000, contained in the Satisfaction Survey results, and  expressed by SFA employees.

SFA’s  customers are serviced by DC, regional offices, and thirteen major call centers.  Currently, customer inquiries can be routed to several different SFA offices and call centers.  As a result, inquiries can receive multiple answers.  These answers must be combined and reconciled by the customer to create a complete and appropriate answer.   In short, we frustrate our customers because we do not make it easy for them to do business with us, and we exasperate our employees because we do not make it easy for them to answer our customer’s questions. 

Standards for technical architecture, performance, reporting, and service levels are set on an individual  contract basis and applications have been created to meet a specific contracts needs.  Sharing of customer information across business areas is non-existent or difficult and in many cases each group is compiling its own customer data creating significant duplication of work and costs.  The result is a tangle of service centers which communicate minimally with each other, overlap in some functionality, provide inconsistent service, and a fragmented customer service environment.  A comprehensive, enterprise approach to customer service and contact management will provide a seamless integration of our business areas (our people, our processes and our tools) that touch our  customers.  This will enable SFA to anticipate problems and proactively serve customers by using data available to plan work.

Figure 1:  Current Customer Contact Environment
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What is the purpose of the initiative?

The purpose of the Consistent Answers for Customers solution is provide the ability for anyone within SFA or anyone representing SFA, to provide customers with accurate, complete and consistent answers, regardless of who is answering the question.  This will be done by:

· Providing common views to the customer’s contact history with SFA 

· Common tools for the customer service staff 

· Core views of  the customer information

· Enhanced customer self-service  

At the present time, a holistic view of the customer is not available since data is collected in small portions through multiple transactions over different contact points and information about the customer is stored in multiple databases.   

The Consistent Answers for Customers transformation is expansive and covers many customer bases, functional areas, and technical areas.  The work will be phased over multiple fiscal years and releases in order to realize the benefits of the consistent answers transformation as quickly as possible. 

Modernization efforts that preceded the Consistent Answers for Customers solution and contributed to the research and background of this business case include:

· Ombudsman Case Tracking System (Version 2.0) Implementation

· CRM Call Center IPT

· Schools CRM Analysis

· Common Origination and Disbursement

· eServicing

The current Consistent Answers for Customers solution includes four components:

· Contact Management and Core View for Schools

· Call Center Optimization

· Central IVR

· Common Contact Management Application for SFA

Future Consistent Answers for Customers initiatives will include:

· Continued Client Management and Workflow enhancements (through the use of the Siebel Application Toolset)

· Financial Partner Regional Office Contact Management Siebel implementation

· Enhanced Aid Awareness through Campaign Management capabilities (using the common Siebel Application Toolset) 

· Enhanced Document Management (through the use of SFA enterprise knowledge repository)

The initial phase of work, which will be covered by this funding request, is to complete the definition and preliminary design phase of work in each of the four components of the overall solution and to identify and confirm the benefits associated with this solution in order to create a share in saving deal. 

What is the scope of the initiative, including what it is not?

The scope of the Consistent Answers for Customers solution includes the definition and preliminary design phase for the following components:

1. Contact Management and Core View for Schools, 

2. Call Center Optimization, 

3. Central IVR, 

4. Common “Contact Management” Application for SFA.   

The implementation phase of these components will be executed as part of an overall share in savings deal.

Contact Management and Core View for Schools

Contact management and core view for schools will provide the interface for relationship managers to provide consistent and accurate information for institutions.  The contact management system will utilize the Siebel Application front-end running on SFA employee desktops, linked to a repository of customer information with access (through the EAI bus) to a core data store containing all necessary institution information.  The contact management system will be able to present a core history of the customer as well as provide the ability to track all inquiries and access information regarding policy and technical documents, partner letters, handbooks, audit guides, etc.  When information is needed to answer a question or make a decision, viewing the data will be quick and convenient.  The definition and preliminary design phase will include:   
· Develop Concept of Operations for the delivery of service coordinated and integrated between DC, regional offices, and national operations
· Identifying requirements to replace the CSCC call tracking system which is no longer supported by CIO with a Siebel Contact Management solution
· Identify requirements for accessing and creating a “core view” of  transactional or operational data that will be stored outside the contact management system (accessed through the EAI bus)
· Define deployment strategy for piloting the new Customer Contact Management System in DC and within one regional office and then deploying the solution to the remaining central and regional offices

· Identify strategy and timing for replacing several legacy systems on multiple platforms such as AAAD, CAMS, CMIS, DRCC, PEPS, and Risk Management 

Call Center Optimization

Optimizing the existing call center physical and operational structure will reduce customer service fragmentation.  Customer information will be captured, shared, and utilized in one environment.  Call center optimization offers the opportunity to utilize capability modeling to review the details of the current call center structure and processes and determine how to optimize through the definition and preliminary design.  The definition and preliminary design phase will include:

· Current environment detailed analysis and requirement sessions with the operational partners 

· Understand current call center cost drivers, structures, and baselines

· Define bottlenecks and constraints that limit performance

· Capability modeling view of entire SFA customer service current ‘as is’ and potential ‘to be’ optimization scenarios and recommendation for implementation

· Standardized terminology, performance measures, reporting, training, hours of operation, and language needs

· High level migration plan

Central IVR
 A central IVR unit will provide a main contact number for each customer base to gather and answer inquiries appropriately and efficiently.  An IVR unit enables the delivery of simple business transactions and general information via a series of automated voice prompts.  This functionality will include welcome messages, informed queues with estimated wait times, customer identification, automated business inquiries, skill based contact routing, and access to general information.  The definition and preliminary design phase will include: 

· Detailed analysis of the current IVR state

· Technical environment proposal

· Requirements and benefits for increased automation and customer self-service information 

· Requirements and benefits for reduction in transfer of calls information 

· Scripting and IVR menu flow analysis

· Vendor selection

Common “Contact Management” Application for SFA
Implementing a common “customer contact management” application for the enterprise, using the Siebel application, will enable the transition to a streamlined customer contact environment.  The goal is to uniformly enable the enterprise to view and access a complete view of the customer’s history and information across all customer service areas.  An implementation of a single and consistent contact management application will better serve all SFA customers, employees, and partners by accessing and leveraging multiple sources of data.  The definition and preliminary design phase leverage will include: 

· High level functional requirements to support the implementation of a common Siebel application to provide a seamless approach to customer service throughout SFA

· Incorporate Siebel expert services to determine an enterprise wide technical architecture

· Define functional group requirements/views to integrate into the Siebel application such as Siebel Encyclopedia/knowledge management.

· Leverage the work done by Ombudsman and eServicing. 

What is the start date and end date of the initiative?

The Consistent Answers for Customers solution will be implemented in a three phased approach.  This systematic implementation will allow for a migration to the target environment which coincides with current contract structures and Modernization Partner efforts.  The following phases and timelines will be used as a guideline to complete the transformation.

The details compiled during the definition and preliminary design phase will provide the necessary information to make properly informed decisions on implementation.  The business case will be updated and presented to IRB as a shared in savings arrangement.
Figure 2:  Phased Approach to Implementation
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What other business areas/external groups are affected by the implementation of this initiative and how are they affected?

Consistent Answers for Customers is an SFA-wide solution.  The effort to improve the customer experience with SFA requires participation from every business unit, as well as the CIO and CFO areas.  SFA must present a unified front to the customer by integrating back-office processes with front-office functionality.  The solution will specifically effect the existing areas and contracts outlined in Figure 3.

Figure 3:  Customer Contact Areas Impacted
Call Center Name
Annual Call Volume
Contract Organization
Responsible Organizational Area

Central Processing System Customer Service Center
100,000
NCS
Students

Customer Support Call Center
22,000
Internal
Schools

Debt Collection Services Information Center
900,000
NCS
Students

Default Management Division
<100
Internal
Schools

Direct Loan Consolidation Center
1,300,000
EDS
Students

Direct Loan Origination Center
230,000
EDS
Schools

Direct Loan Servicing Center
7,000,000
ACS/AFSA
Students

FAFSA on the Web Customer Service Center
1,040,000
NCS
Students

Federal Student Aid Information Center
5,900,000
NCS
Students

National Student Loan Data System Customer Service Center
40,000
Raytheon
CIO

Ombudsman
4,500
NCS/AFSA
Ombudsman

Pell Grant Hotline
24,000
Internal
Schools

SFA Regional Offices and DC
154,000
Internal
Schools

Title IV WAN Customer Service Center
78,000
NCS
CIO

What systems are impacted by the implementation of this initiative and how are they impacted?

All SFA customer contact systems have the potential to be impacted by adding new applications, selecting the most appropriate existing systems to enhance, and eliminating the redundant systems during this initiative.

All SFA back-end systems that are influenced by front-end activity will be impacted as well.  Connections through EAI will need to be established to provide the customer contact applications and systems with the necessary information.  The core view will also impact back-end systems by utilizing data to create an operational data view and an analytical view for customer contact history information.

What business processes are impacted by the implementation of this initiative and how are they impacted?

All business processes related to the call center/customer contact environment will be impacted by this initiative.   This includes Case Management and their business processes.  The processes will be redesigned to promote consistency and efficiency in the customer interactions.

Technologies Used

List the proposed technologies that will be used to implement this project

Name/type
Proposed use
Has technology been used at SFA before? Where?
Does Technology fit SFA’s Architecture Standard? Explain.
Does SFA have the technical expertise to implement this technology?  Why?

IBM MQ Series
Enterprise Application Integration (EAI)
In process. The technology will be used during  the COD implementation
Yes
Yes.  Current initiative in progress

Siebel
Schools Contact Management System/Common Siebel Application
Yes. Ombudsman and eServicing
Yes
Yes. Current initiative in progress

Avaya/Lucent
Call routing, automated inquiry access
Yes. Currently in use at SFA call centers
Yes
Yes.  Through vendor support

Benefits
Provide a narrative discussion to explain why SFA is the doing the initiative and what project objectives or expected outcomes can be quantified and how can they be measured.  Demonstrate that the initiative supports the goals and objectives of SFA, how it supports these goals and objectives, to what extent it helps SFA achieve these goals and objectives and when these benefits will be realized.

In addition to the vocal feedback received at the town hall meetings, customer focus groups, and results of the Customer Service Task Force have indicated that customers want convenient, consistent, and simplified contact with SFA through all contact points.  The target environment will enable customers and employees alike to enjoy a streamlined and effective customer relationship management function.  For an illustration of the effectiveness of the new environment, please see the Consistent Answers for Customers vignette presentation.

Reduce Unit Cost

The potential savings available through the Consistent Answers for Customers solution are based on the current cost of operating the SFA customer contact centers.  Preliminary analysis indicates SFA spends from $80 to $120 million annually on customer service operations.  The savings opportunities for this transformation are estimated to exceed $25 million annually after implementation through an optimized environment, common tools, and increased automation and self-service capabilities.  Additionally, customers and employees will be able to enjoy streamlined and effective customer service.

Incremental Savings Opportunity
Current/Industry Comparison

Costs Annually

Total “Customer Contact” Costs                $80 M

(Per Operational Partner contracts)

Total “Customer Contact” Costs              $120 M

(per SFA estimates)

Industry “Customer Contact” Costs          $55 M

(based on total volume of calls and other industry benchmarks)

Potential Annual Savings Opportunity:

High End                                                        $65 M

Low End                                                         $25 M

Average                                                          $45 M
Current Environment

· 17 Million Calls Annually

· 5 Operational Partners Outsourcing call center operations

· 13+ Call Center Locations

· 2200 Customer Service Representatives

· 18% Automation/Customer Self-Service

· Fragmented Customer Service Platform

Industry Benchmarks

· 17 Million Calls Annually

· 1 Main Operational Partner to Outsource with one Backup

· 2 Call Center Locations

· 1000 Customer Service Representatives

· 40-90% Automation/Customer Self-Service

· Common /Virtual Customer Service Platform 

Quantified Benefit ($)
How will benefit be measured/realized?
When will benefit be realized?

· Potential savings opportunity from call center optimization could realistically be $25M+ per year.
· Optimized call center structure 

· Reduced contract costs by eliminating duplication, maximizing load balancing, reducing overhead, and cross training employees 

· Increased automation and self-service through IVR and web

· Reduced call transfers between customer contact areas 

· Decreased contact handling time to research and communicate correct answer
· Benefits will be realized after implementation is complete based upon the migration and implementation plans to be determined in Phase II



Assumptions

General:

· Opportunities for improvement are based on the initial analysis performed by the CRM Call Center IPT.    Additional analysis is needed in order to determine the true baseline costs and anticipated yearly savings.   However we feel that there is a huge potential cost savings opportunity.  

· The details for a shared in savings implementation will be evaluated during the definition and preliminary design phase of work.  Further investigation into the costs to operate the current call center environment and final decisions on implementation options will be necessary for an accurate assessment.

Calculating Current Operational Costs:

· The high-end estimate for current customer contact center costs ($120M) were based on these costs being 30% of the FY2000 SFA budget of $407 million.

· Low-end current contact center costs were determined from the limited cost information made available to the Modernization Partner from the current operating partners.

Calculating Industry Operational Costs:  

· Industry benchmarks equate $55 million in operational costs to a customer service organization that receives 17 million calls annually.

· Operational costs were also validated using the following assumptions in order to confirm the validity of the industry cost  estimate.

· Operating costs were based on the assumption that 67 percent of the cost of running call centers is allocated to hiring, training, compensating and retaining agents (Gartner Measurements).
· Costs are calculated using a range of 800 to 1,000 CSRs at a cost of $20.25/hr/CSR
· Future CSR range calculations are based on the following (Accenture Call Center Health Check Methodology):

· Call Demand x Call Length = CSR FTE’s x Call Capacity/FTE.  The components of this equation are defined as follows:

· Call Demand = the number of incoming calls presented to the call center

· Call Length = the total amount of talk time expended by the CSR in completing the call

· CSR FTE’s = the number of CSRs expressed in full time equivalents (FTE)

· Call Capacity/FTE = the number of calls a CSR FTE is expected to complete during a unit of time

· The 1998 Purdue University Center for Customer-Driven Quality Call Center Benchmark Report for Insurance gives the average across all industries surveyed by Purdue as 144 CSRs (full-time and part-time) and 5.2 million inbound calls annually.

· CSR cost per hour were calculated to include hourly wage, plus training, benefits, hiring, and retention costs.
· Increased automation:  IVR ($.10 - $1 per call) vs. CSR ($4.01 – $4.25 per call) (Gartner Group).  Currently, 18% of SFA’s calls are automated.  Industry standards reach 90% for financial services calls.  For this business case, the increase in automation was estimated at 15-40% due to high level analysis of  current automation and potential automation.
· Reduced call transfers:  An incorrectly referred call can cost SFA more than twice the normal call  price.  Limiting the number of access points through an IVR and skill based routing will help reduce transferred calls. 

Increase Customer Satisfaction

The primary benefit for Consistent Answers for Customers is dramatic improvement in customer service by making customer information and a comprehensive view consistently and more readily available throughout SFA.  The solution also increases automation and self-service via the web and phone.  The fragmented contact centers will be transformed into a customer centric environment.

Quantified/Qualitative Benefit
How will benefit be measured/realized?
When will benefit be realized?

· Provides consistent answers regardless of contact point or channel

· Improves the time and accuracy of issue resolution

· First contact resolution rate would increase

· Enables proactive communication out to customer bases

· Improved information management

· Increased information available 24/7 through automation

· Decreased call transferred rates

· Customer experiences a united front from all SFA contact points

· Document customer interaction
· Increase in customer satisfaction survey scores

· Fewer complaints registered through call centers or other contact means

· Positive feedback gained through Siebel and IVR surveys

· Positive feedback gained during conferences and meetings with SFA representatives

· Performance measures will be defined and standardized across all customer contact areas


· Benefits will be realized after implementation is complete based upon the migration and implementation plans to be determined in Phase II



Assumptions

* See the assumptions listed in reduce unit cost 

Increase Employee Satisfaction

The Consistent Answers for Customers solution will enable SFA to access a customer’s complete history throughout the enterprise.  The system allows SFA’s employees for the first time to see the customer’s ‘big picture.’  In turn, this provides employees an opportunity to more effectively and successfully address a customer’s inquiries.  It also allows SFA employees to be proactive, notice trends, and capture and utilize customer feedback. 

Quantified/Qualitative Benefit
How will benefit be measured/realized?
When will benefit be realized?

· Employees are more empowered to help customers

· Provides case management and workflow tools

· Enables employees to view a comprehensive picture of the customer

· Provides data analysis and evaluation tools

· Enables employees to increase first call resolution 

· Increased opportunities to cross train employees

· Standardized training

· Consistent reporting metrics and performance measures

· Enables employees to have easy access to documents such as regulatory policy, tech and audit guides,  customer documents (applications, audits, program reviews and other critical correspondence),  previous answers to similar questions, etc.
· Increase in employee satisfaction survey scores

· Fewer complaints registered through performance feedback sessions or other contact means

· Positive feedback gained through organizational surveys

· Positive feedback gained during conferences and meetings

· Performance measures will be defined and standardized across all customer contact areas

· Shorter resolution times on routine school issues.


· Benefits will be realized after implementation is complete based upon the migration and implementation plans to be determined in Phase II



Assumptions

* See the assumptions listed in reduce unit cost



Costs


Provide costs, including those to implement the solution and the costs to support it over its useful life.

Estimated Incremental Savings Opportunity


FY01
FY02
FY03
FY04
FY05
Total

Incremental Costs

Definition and Preliminary Design: 
(3.2 M)




(3.2 M)

Develop & Deployment of Solution:

(21-33 M)
(14-17 M)


(35-50 M)

Total Incremental Costs
$(3.2 M)
$(21-33 M)
$(14-17 M)


$(38.2-53.2 M)

Annual Benefits Opportunity

Reduction in Operating Costs (High)

20 M
33 M
43 M
65 M
$161 M

Reduction in Operating Costs (Low)

8 M
13 M
17 M
25 M
$63 M

Reduction in Operating Costs (Avg)

14 M
23 M
30 M
45 M
$112 M

Net Incremental Savings

High End
(3.2 M)
(1-13 M)
16-19 M
43 M
65 M
$107.8-122.8 M

Low End
(3.2 M)
(13-25 M)
(1-4 M)
17 M
25 M
$9.8-24.8 M

Average
(3.2 M)
(7-19 M)
6-9 M
30 M
45 M
$58.8-73.8 M

Assumptions

· The $3.2 million in FY01 includes the amount needed to conduct the Definition and Preliminary Design and confirm baseline operational costs and anticipated savings in order to structure a share in savings deal.
· The implementation costs are estimated to range between 35 and 50 million.
· Expected annual benefits are based on achieving 33% of the target yearly benefits in FY02, 50% of the target yearly benefits in FY03, 66% of the target yearly benefits in FY04, and 100% of the target yearly benefits in FY05.
· Modernization Partner recommends that we pursue this as a shared in savings deal.   Under that structure, SFA would not be required to pay out any money until the savings are realized (late FY02 or early FY03) and could negotiate the percentage of savings that Modernization Partner would receive on a yearly basis and they would also be able to negotiate total savings cap that Modernization Partner would receive.

Total Cost of Ownership

What is the level of required enhancement after implementation?

The level of enhancement will be determined during the analysis and detail design phases.  The Consistent Answers for Customers solution will provide a framework for creating a customer interaction environment. 

What is the life span of this initiative?

Five to ten years

Alternatives

Discuss what could be done in place in this solution and describe the consequences of each alternative.

Alternative
Consequence

Remain as-is
· If CSA is not enhanced, the tracking system performance will disintegrate until no longer operational

· If the institutional record information remains distributed throughout the legacy systems, the contact environment cannot be as effective

· Increased costs to maintain current service standards as more layers are added to the complexity of the contact centers

· Decreased customer satisfaction as customer service expectations rise and service levels at SFA drop or remain constant

· Decreased employee satisfaction due to the inability to efficiently and effectively complete work

· Actions/decisions based on incomplete/inaccurate information

· Decreased service and performance due to Schools Channel legacy system that will not longer be supported 



Non-technology solution
· The Consistent Answers for Customers transformation encompasses technology and process solutions.  Pursuing a process only solution will greatly reduce the benefits realized 

· A complete non-technology solution is not feasible considering the amount of customer contacts, quantity of institutional information stored in the legacy systems, the need for simplified customer contact points,  increased automation and self-service, and need for accurate information for decision making



Enhance an existing system
· Enhancing the existing structure will not allow for the efficiencies sought by the Modernization Program



Implement on a smaller scale
· The implementations will be phased based upon an implementation and migration plan  

· The goal is standardization and consistency across the enterprise regarding customer contact

· Decreasing the scale of this initiative will reduce the benefit stream 

· A less than enterprise implementation will not meet SFA’s target state

 

Other
· Not applicable



Risks

Risk
Description of Risk
Mitigation Strategy

Financial
· Alterations, outside of the Consistent Answers Initiatives, to existing contracts and call center environments can effect the ability to realize the financial benefits anticipated

· Necessary cost information will be not made available in a timely manner


· Establish a baseline of current costs immediately after receiving authority to proceed 

· SFA must require participation from all stakeholders when gathering the current costs and customer contact details for the definition and preliminary designs

Technology
· Other technology implementations not considering the consistent answer solutions will cause unnecessary costs to be incurred 

· Requirements that extend COTS package customization beyond its capabilities or estimated design and development time frame

· Using consistent technology that will not integrate with other similar initiatives


· Communicate the implications of implementing technology without reviewing with SFA/Modernization Partner to ensure target state alignment

· Ensure that SFA and Modernization Partner understand the capabilities of the COTS packages and level of effort required for customization

· Review technologies for integration capability

Scope
· Lack of understanding for the breadth of the tasks to conduct an enterprise wide solution

· Disagreement of the priorities for customer bases throughout SFA

· Extending the scope beyond the current funding request for the definition and preliminary design phase


· Establish clearly defined statement of objectives and document scope thoroughly in the task order

· Gain agreement on success factors from senior leadership at SFA and Modernization Partner during the task order approval phase

· Agreement upon clearly defined requirements

Management
· Appropriate levels of sponsorship from SFA, Modernization Partner, and Operational Partners

· Understanding of the cross-channel work environment

· Resource availability


· SFA sponsor(s) and Modernization Partner must require full support and participation from all key stakeholder

· Operational Partners will need to disclose facts and costs regarding current SFA call center contracts

· Allow time for staffing and communicate this need to SFA

· SFA-None, Modernization Partner-Expanding Alliance Partners



Exposure
· Consistent Answers for Customers will change the way that customer interactions are conducted


· Develop detailed communication plan and regularly involve stakeholders in the process of the consistent answers solution

Acquisition Strategy 

Sources (Indicate the prospective sources of supplies or services that can meet the need of this project.  List the most likely offerors for the requirement, and/or the manufacturer and model of the equipment that will most likely be offered).  

Modernization Partner will provide the resources for the desired state definition and preliminary design with Operational Partners and SFA contributing expertise and support.  Additional resources for the analysis and implementation phases of this solution will be determined as necessary.

Competition (Describe how competition will be sought, promoted, and sustained throughout the course of the acquisition, including any performance requirements that will be required).  

The Consistent Answers for Customers solution will be completed by the Modernization Partner.  
The Modernization Partner was selected through a competitive process.  No outside competition will be sought.

Contract Considerations (For each contract contemplated, discuss contract type selection; use of multiyear contracting, options, or other special contracting methods, ex: performance-based).

This project will be lead by Modernization Partner under the current contracting terms with SFA.

Schedule/Milestones (including acquisition cycle)  

#
Milestone
Start Date
End Date

1
Definition and Design
TBD
ATP +5 - 6 months

2
Detail Design and Construction
End of definition and design
TBD (preliminary estimate would be 6 – 12 months)

3
Deployment
End of detail design
TBD (preliminary estimate would be 12 – 18 months)

Phase I – Definition and Design

There will be a design phase which will gather requirements and develop the definition and preliminary design for each recommended module solutions.  The details compiled during this phase will provide the necessary information to make a properly informed decision on implementation.  This phase is estimated at $3.2 million.

Phase II – Detail Design and Construction

This phase will develop the final design and development for the modules.  The migration plan will be completed in accordance with the Modernization Blueprint sequencing plan and target vision.  Implementation plans will be completed. 

Phase III – Deployment

The new environment will be implemented according to the migration plan in order to coordinate the efforts of the Consistent Answers for Customers solutions and other SFA initiatives.  Training will be incorporated in the implementation/deployment phase.  All SFA personnel and operational partners affected by the implementation will be trained to support the new systems and environment.

Figure 4:  Business Case Timeline – Definition and Design Phase


Appendix:

CRM Call Center IPT Overview

CRM Call Center IPT
The focus of the CRM Call Center IPT was to examine the current state of SFA call center operations and recommend improvement opportunities.  The information collected and analysis done by the IPT has lead to the Aid Application Process analysis and Consistent Answers for Customers initiative recommendations.

Goal

To improve service to students and schools while reducing cost through improved Customer Relationship Management and call center enhancements.

Scope  

Review the existing processes and systems for the thirteen major SFA call centers and recommend solutions to enhance Customer Relationship Management processes and technologies.

Deliverables

The CRM Call Center IPT produced the following deliverables:

· Current State Environment Assessment (high level)

· Industry Best Practices

· Quick Hits

· Spanish Option Standardization

· Warm Handoffs (Loan Servicing, Loan Origination, Loan Consolidation)

· Referral Guide for all SFA Contact Centers

· GAP Analysis

· Solutions Recommendations

· Business Cases

· Call Center Optimization

· Central IVR

· Common Contact Management Application

Major Outcomes
Through the work accomplished by the CRM Call Center IPT, several major themes surfaced including :

· Streamline call center environment

· Define consistent business rules across all contact centers

· Increase use of automated customer service tools (IVR, CTI, Common Contact Management Application, etc.)

· Establish one phone contact point per customer base 

IRB Funding

$1.2 Million

Initiative Time Frame

April 15, 2000 through December 10, 2000

Appendix Figure 1:  CRM Call Center IPT Journey Map













































































































Detail Design &





Service Level Agreements











and documented





Benefits realization was verified 











Preliminary Design Document











Requirements Review











Requirements Documentation











   





 Design





&





Program Management











Update Business Case











& Support





Operations





Ongoing





Program Management











Update Business Case/Decision Point





Contact Management and Core View 











Further assess current operations











requirements and procurement





System and telecommunications











Design and develop training plan











Detail Design for Modules











Develop Migration Plan











Develop Deployment Plan











Definition &  Design





Deployment





Detail Design & Construction





  Construction





Definition





Deployment





Technology/Infrastructure





People/Organization





Process





Start Date TBD





6 Months Duration:  Start Date TBD





According to Deployment Plan





 TBD





6 Months





Implementation Phases 1, 2, & 3











Conduct user training











Deploy and test telecom











Deploy and test technology











infrastructure and systems











Install, configure, test technical





� EMBED PowerPoint.Show.8  ���





   





Preliminary Design Review











 Application





Siebel





Common 











Central IVR











Call Center Optimization











� EMBED PowerPoint.Show.8  ���














last printed 04/04/01
E - 1
SFA IT Investment Management 



Operating Procedures Version 1.0b
PAGE  
last updated 04/04/01
E - 12
SFA IT Investment Management 



Operating Procedures Version 1.0b

_1047722827.ppt


Call Center IPT Journey Map

Customer

Service Task

Force 

Focus

Groups

Modernization

Blue Print

CORE TEAM

Best Practices

Sub Team

Current

Environment

Sub Team

Quick Hits

Sub Team

Mid Course

Report

Current

State

Doc

Warm

Handoffs

Referral

Guide

Spanish

Option

Best

Practices

Doc

Solutions

Session

ITIRB

Phase

II

GAP Analysis

Team

GAP

Analysis

Doc

GAP Festival

Business

Cases

Business

Cases

Management

Council

Business

Cases

Solution

Recommendation

Solutions Team














_1047884479.ppt


A

S

O

N

D

J

F

M

FY03

FY01

FY02

Funding request of $3.2 million 

covers costs to identify requirements, 

develop high level design, and confirm

baseline costs and projected savings.

This amount will then roll into SIS deal.



ID

Task Name

1

Vision

2

    Call Center IPT

3

Business Case Management

4

  Funding Decision

5

   Task Order

6

Definition and Design

7

 Schools Contact Mgt/Core View
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Call Center Optimization

9

  Central IVR
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Common CRM Application
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     Knowledge Mgt/Answers Db 

12

Business Case 

13

Construction and Deployment

14

  Schools Contact Mgt/Core View  

15

Call Center Optimization

16

  Central IVR

17

    Knowledge Mgt/Answers Db
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