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THE FINAL TOLLGATE

Non-billed Inside
Wire Dispatches

Y FETEE |. »HLEMAN, CHAM BREUCOMBERG,
LES CROWELL AND D. WAYHE CROSBY

With revenuwes Irem inside wire dispatches down and non-
billed inside wire dispaiches ai excessive levels, AT&TS
Southeast region decided 1o find a sustainable, long-term
solution that would offer a high return on investmient. The
goal was to reduce non-hilled inside wire dispatches in four
stites by 10 percent = approximately &, 65 per year = corre

sgancling 1w a 3600000 increase in annual revenue, A projec
team representing lield operations, mechanized sysiems, the
billing depamment and el volee prodoct developmien

implemented a seluten that bar exceeded the original

project objectives
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Non-billed Inside Wire Dispatches

Suppliers Inputs

ATET technicians Dizpatch system

Inside

Laptop used by
technicians

TechAccess software
containing billing codes.

Traiming

Goal: Increase recurring revenues within ATAT Retail Voice Group
Objective: Reduce non-billed inside wire dispatches by 10% and increase annual revenue by $800,000

Process

dispatches

utputs Customers

Billing imvoice for cus- ATET customers
tomer to sign at time of
repair visit {no payment

made during wsit)

wire

Trigger for billing
system to add charge
o customer’s account

[ High-level Process Flow for Inside Wire Dispatohes |

Enter
billable
code

Close
ticket

Define

“Inside wire dispatches™ are a common type of service
call for AT&T technicians. The dispaiches typically
involve the repair of inside wiring or wall jacks of a home.
Customers not on a maintenance plan are charged 595 for
this Iy ol I'q'E:l.iIiI _in:-||_ which FEPITESETILS 3 :\igrliria;:d:u[_
atr:u:l} revenue source lor AT& T, However, technicians are
inconsistent in charging for the service, and this non-
billing has become a chronic problem. During 2006, non-
billed revenue lor inside wire dispatches in AT& TS
Southesst reglon {LUSA) totled S0 million,

Historically, when non-hilling has reached excessive
levels, supervisors and finance personnel have responded
by reinforcing the charge policy with warnings, re-training
andfor audits. All of these i|.[:-||1'|,|:,1u|‘||;:-. are reaclive, have 3
short-term ellect and can often be gamed by rechnicians,
The mission of our project team was to identify and
implement a sustainable, long-term solution with an
aggressive schedule and a high retom on investment

In 2005 inside wire dispatches tor ATS& TS Southeasn
region generated 338 million in revenue. Through
September 20046, revenues were only 519.8 million and
projected to reach $26.4 million by year-end.

A illl:ﬂ]}'hi:- al inside wire dl:\llilll_‘ll '|1i||ir|y| codes
revealed that in lowr states ol the Southeast region, nearly

37,000 billable inside wire dispatches (12 percent} were
non-hilled during 2005, with even more — 63,628 (18.65
percent) — in 2000 {projected from nine months of data).

The objective of this project was 10 reduce non-billed
inside wire dispaiches in these four states by 10 percent
approximately 6,300 per year — corresponding to a 600,000
increase in annual revenue.

The scope of the project encompassed the field techni-
cian billing code process foc inside wire dispaiches, rom
the Zoom Qut Page 48 sd {J|5|1:ur|1. |.n-ke|. through
r_'nnlprrn-rm—m—nwrgn-mg—rl. he proper hilling code to the
job in their compuier {via a soliware program called
lechAccess), We developed a SIPOC diagram e identily

ll'l{' various |'IIII|._'I."\\ I.rI|'|-I,I|\ iII'Id I.:ll,ll[:-l,ll'\..._ .ill'lll alsn ]'IIIIL._'I,"\'\
flovar aps o understand the end-to-end process.

Measure

The dawa collection plan incluwded querving the dis-
patch billing database lor all inside wire dispatches in
2005 and through September 2006 on a monthly basis for
Florida, Georgia, North Carolina and South Carolina.
These states were selected due w consistent billing regula-
tons and @l restrictions, We lliered the daa w include
only those customers who did not have a maintenance
plan and then identified which dispatches were hilled

iSixSigma Magazine
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Distribution of Non-bill Disposition Codes

for Inside Wire Dispatches
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Pre-improvement Process Metrics
DOFMOD 186500 Diefact = rian-billed
inside wire dspasch
Siigma level 2,39 81.2% yigld
Crb 0.7987 Cpi < 1 = process
is mat capatile

Mo. of norcbiled | 63,628 Projectad from data

dispatches thraugh Sept. 2006
2006 unbiled $6,0u4 880 Based on $85 per
ravenua dispaich
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(oodes 1200, 1202 and 1203} and which were non-hilled
(oodes 1211, 1212 and 1213},

Ower the period of data collection, 14.4 percent of
inside wire dispatches were coded non-bill for customers
that should have been billed. During 2006 alone, the rae
was even higher at 18.65 percent, as previously noted, A
pie chart of the non-hill disposition codes wsed lor inside
wire dispatches during the data collection pericd showed
us that the preponderance (47 percent) of the non-billed
dispatches were coded 1212, meaning that the problem
was isolated 1o the inside wiring or wall jack,

Additionally, a p char indicated that the process was
not in control. Most of the peints were outside of the
upper and lower control limits - especially during the last
two months of 2005 and during all of 2006,

Based on the above informartion for 2006, we were able 1o
benchmark the key metrics in the comrent process, including
DPMO, sigma level, and Cpk. Based on these metrics {shown
in the whle on the Measure slide), we concluded that the
existing process was nol capable of meeting requirements,

Analyze

Given the out-ofl-control process situation, the team’s
first priority was o identify special causes. P chans lor all
fowr states indicated that the special canses affected the

Non-Billed Inside Wire Dispatches

! iSinSigma M

entire region, The spikes for Florida in October and Movem-
ber 2005 were atpribured 1o hurrlcanes Katrina and Rina.

However, the general increases for all four states from
January through September 2006 were attributed primari-
Iy 1o “cable winbacks™ - former AT&T customers return-
img 1 ATET froom cable service, In response 1o the threa
of cable providers in late 2003, AT&T undenook an
aggressive advertising and marketing campaign. These
returning customers usually require inside wiring repair
and are generally not charged Ter those repaics, An analy-
sis berween non-hilled inside wire repairs and cable win-
backs indicated a positive correlation.

The team then analvzed 25 random samples of non-
Billed inside wire dispatches lor customers withowe a
maintenance plan, Based on explanatery inpan from 25
technicians, we categorized the reasons why the disparch-
5 were not hilled. A Pareto chart of these reasons helped
us identify the biggest contributors w the problem.

By far the most commaon reason inside wire dispatches
were non-hilled was the rechnicians’ perception that they
were “providing good customer service.” This veason
accounted for 36 percent of the eccurrences and raised a
el fag o the eam. The billing policy specilically states,
=& pon-hill is warranted in the event a customer has an
ATE&ET maimenance plan or at the rechnicians discretion

Page 4
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ANALYZE
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that the custemer experienced poor service.” Based on

feedback from supervisors, we learmed that at times tech-

nicians would issue a non-bill simply 1o avoid a customer
confrontation. The team agreed there was a need to fur-
ther understand the roo cawses aside from this behavioral

BTN

To that end, the team developed a canse-and-effect, or
fishbone, diagram to identify possible root causes and iden-
tify which are the most likely contributors to the non-hilled
insice wire dispatches problem, We particularly focused on
the TechAccess soltware, which allowed rechnicians a greal
deal of latitude to bill or not hill a cusiomer.

Based on a brainstorming session during which the
team reviewed the process flows, Pareto chart, fishbone
dizgram and FMEA, we identilied live possible solutions
to reduce the number of non-billed inside wire dispatches:

1. Modify the script in TechAccess. Change the script o

clearly identily customers who do not subscribe to a
maintenance plan (e.g., pop-up screenl,

. Dewelop an overvide screen in TechAccess, Change
TechAccess flow 1o invoke an override screen if both
a 1211, 1212 or 1213 non-hill disposition code is
used and the costomer does not have a maintenance
plan. 1T the echnician chooses w override the code
{e.g., a customer is threaiening 1o cancel service), an

Fapdlone 2007 1SicSigma Magazine sRIgMA
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email notiflication is sent real-time 1o the supervisor
for approval.

. Provide rraining. Provide mandatory training on
current billing procedures to technicians and
SUPervisors,

3 fh'r'n_,lfl.li_‘l,' n:'n:rmplidﬂﬂ' Fi-:ln'r'fiu:'s. lasiie memarandums o
all field technicians informing them thar supervisors

will perform routine audits of non-billed inside wire
dispatches.

Perform regular awdits, Accounting department will
regularly audit inside wire disparch hilling codes,

The team evaluated the solutions using three key crite-
ria with different weightings:

+  Ahility 1o generate revenue (30 percent)

* Time o implement (30 percent)

* Cost (20 percent)

Wi assigned numerical scores from 1 (worst) to 10
{best) o each solution depending on how it corresponded
1o the three key criteria. These ratings yvielded a weighted
score for each solwtion, The highesi-scoring solution
wrned out to be the development of an override screen in

b

Techiccess. The team concluded that this factor would
have the most sustainable impact on non-billed insicde
wire l;li.sp.illl_‘hf'_'. arl eould ]1|-u:|1l.- b irr||1|:'rr|:{||[t'|_| 1,|'|_;|||;|-:|}-
and with minimal cost,

9/3/2007
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p Chart
Non-bllled Inside Wire Dispatches for Customers Without Maintenance Plan
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Improved Process Matrics - Inside Wire Dispatches

a potential
$2.15 million

in additional
annual revenue

Matric Pra-pilat Pilot

DFMO 186,500 12008 DrFect = non-billed irside wine dispaich
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G 07957 125 Cpa» 1 = process & cap)

M, of non-bilked diegaiches 63,628 E Lok Fh.e% reduction Jannuakzed from pilot data)
200 undnilled revenue L6044 56D 3801 306 Prajected amaunt based on Lok par dispatch

Improve

Tos werily that this solution would have an impact, we
conducied a pilot in which we collected daia from a sam-
ple population of technicians in Georgia that we could
compare o the original data for all technicians, The pilot
consisted of 24 technicians (comprising a mix of experi
ence and skill levels) whose historical average percentage
of non-hilled inside wire dispatches closely matched those
in Georgia and the region. These technicians were given
instructions on coding for billable and non-billable work,
The new procedure shmulated what they would experience
with the TechAccess modification. The pilot was conduct-
ed in November 2006,

The data from the live-week pilot showed that 12,7
percent of the inside wire dispatches were non-billed, 1y is
also important o note that during the same five-week
time period, the percentage of non-billed inside wire dis-
patches for all Georgia technicians not in the pilot
remained Largely the same as the original data seq

Fromm the gathered dana, we conducted a hypothesis
test (a z-1est) wo determine if the new process would
improve the problem. The null hvpothesis stated that
there was no difference between the percentage of non-
hilled inside wire dispaches in the pilor population and
the percentage tor the original group. The alternate

hypmhesis stated that there was a dilference between the
1w dara sers.

With a 93 perceni confidence level, we caleulated the
test statistic, a z-value. Comparing this z-value to the Z
table {a @ble of the standand normal distribution) led us
1o reject the mull hypothesis and conclude that there was a
statistically 5ig|1i|'imt1[ ditteremce berween the original data
set and the pilot data. On an annualized basis, there was a
35.6 percent reduction in nen-billed dispatches,

Assuming the same percentage reduction across all
four stares bnoour Project seape, the IMPrOvEMent irans-
lates 1o 22,667 more hilled inside wire dispatches each
vear. At 595 per dispatch, this vields a projected $2.13
million in incremental annval revenue,

Based on this pilon, our linal recommendation was o
change the TechAccess flow o invoke a series of override
screens if either non-hill disposition code 1211 {problem
was isolated to the customer's phone equipment) or 1212
{problem was isolated 1w the inside wiring or wall jack) is
selected and the customer does not have a malnemance
plan. For the time being, we will exclude the 1213 hilling
code in this selution because of inconsistencies in state
tarifls and increased programming costs, Further, disposi-
tion codes 1211 and 1212 constitute the majority (75 per
cent} of the non-billed inside wire dispaiches.

iSixSigma Magazine =oigmamagannece
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Control Plan

Mo. | Activity I Crwner(s) Frequency

1 Develop control charis {p charts) with UCL Industrial W‘J':FH}""""E'M_."'T by district,
and LCL of non-billed ingide wire dispatches Engineering state and region

2 | Produce key mefrics reparts (DPMO, Indugtrial Weekly/monthly by district,
sigma level, Gr) Enginearing state and region

3 Develop financial reporting (Billed revenue
associated with inside wire maintenance

Firarsce with support
from Industrial

Manthly by state and region

dispatches) Engineanng

4 | Review technical issues with software Field Ops Coardinate with vendor
fi.e., bugs) on fizes

5 | Conduct interviews/focus groups with Industrial Mﬂn‘thll'_v‘:ith small groups
technicians to address concems, questions Enginearng/ of lechnicians
and process improvements Field Ops

IF s technician chooses an override code < because
AT&T s leghimarely ar fault or a customer threatens 1o
cancel service — an email notification is sent real-time o
the supervisor for immediate approval. The email mecha-
mism serves as o kev complianee enforcement ol as well
as @ tracking system,

The estimared cost for software changes is 835,000,
Based on the projected $2.15 million in incremental annuo-
al revenues, the payback period is approximately one
week! Estimated time w begin deplovment is May 2007,

Control

At the core of the control program will be a task force
comprised of members of the Six Sigma project eam who
will meet weekly during the initial rollow o monivor
resulis of 1the implementation, develop reports and con-
duct continuows process improvement. The specific activi-
ties the task force will be performing are described in the
table on the Control slide,

By all measures, the project was a success, We greatly
exceeded the original project ohjectives of reducing non-
billed dispatches in the Southeast region by 10 percent and
increasing annual revenue by 600,000, Results from the
il reflect a 356 percent reduction in non-billed dis-
patches, which corresponds o $2.15 million in projected

Ilayilure 2007

Page 7
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imcremental annual revenue, The process sigma level
improved from 232 w0 3,76, The nominal investment of
$33,000 and one-week payback period were met with
approval from AT& Ts senior management. Perhaps most
imponantly, the TechAccess modilication represents o sus-
tabinable, scalable solution with buili-in compliance enlorce-
ment and a rracking svstem to change technician behavior.

Our next step is to explore the feasibility of scaling the
new process in all AT& T regional divisions across the
United Sanes, #

Peter J. Shermean is a cerlified Black Belt with ATETR
Southeast Product Development Division. He is a member of
the International Society of Six Sigma Professionals
isssp.comt and the American Society for Saliny

Craig Broomberg is a certificd Yellow Belt with the indastri-
al engineering ereanization of AT& TS Southeast Atlantic
Orperations,

Les Crowell is a certified Yellow Belt with the industrial
engineering organizadon of ATETE Southeast Ailanic
Operations.

D). Wayne Croshy is a certifled Yellow Belt with the indusiei-
al engineering organization of ATETE Southeast Atlanric
Chperations.
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