Case Study – Electricity Supply Board

Electricity Supply Board (ESB)
‘The ability of ESB Customer Supply to acquire the knowledge and skills required to improve our process optimisation approach using Six Sigma has been greatly enhanced by the professional and dedicated support we received throughout from Catalyst Consulting’. 
ESB Project Manager
Background
Founded in 1927, ESB is a statutory corporation in the Republic of Ireland. In 2004, ESB had a turnover of over €2 billion. With over 1.8m customers , ESB Customer Supply  is the largest electricity service provider in Ireland. ESB is 95% owned by the Government of Ireland, with the remaining shares held by an employee share option trust.
ESB is a vertically integrated utility with Generation, Distribution and Supply ringfenced and operates independently in the electricity market.  As a whole, the group employs approximately 9,600 people.
MIMO Process
In January 2006, ESB selected Catalyst Consulting through a tendering process to assist them in the delivery of its goal to improve one of their core processes Move In Move Out (MIMO).  MIMO is the term used  when customers advise the utilities that they are moving from one property to another. The MIMO process which is primarily operated through its Call Centre, was causing cost leakage due to inefficient capture of customer details and consumption gaps of electricity.
The Problem
ESB had a general sense of the impact of MIMO’s shortfalls; the process failed to adequately meet requirements of business data capture and customer experience expectation.  ESB did not however, have quantification in terms of measurements of the process or the financial impact it was having on the business. A number of different methodologies were considered and Six Sigma Training and Consultancy were chosen as the best vehicles to deliver ESB’s goals. The driver for change within the organisation was the project itself and ESB needed to put into place a structured methodology that would deliver their required goals. ESB did not want the use of the term ‘Six Sigma’ to create resistance to change internally and distract staff from the aim of the project.
Project Team
ESB had created a new cross- functional team whose responsibility was Business Improvement and fundamental Process Change to deliver the MIMO process in a robust way. 





Goals
The MIMO Process Optimisation Project was set up with the following objectives:
Tangible
· Improvement in the success rate of MIMO
· Increase in settlement of outstanding debts following Move Out
· Reduction in Bad Debt write off
· Improvement in customer satisfaction with the process
Intangible
· Develop process quality system for MIMO process
· Identify a methodology to provide the tools and techniques to approach process improvement in a structured and effective way
· Staff development

Our Role
Catalyst Consultants worked very closely with the Project Manager and cross-functional team to provide them with coaching and consultancy support: critiquing the problem and aiding the process. Marie-Helene Vander Elst, Associate Director, led the Six Sigma Training and Aahuti Rai, Associate Director provided the consultancy for the project. By November 2006, the Six Sigma journey had delivered the following:
· Clear understanding of the key requirements from the process
· Weekly graph of current performance levels in key areas
· Financial impact of the current performance levels
· Proven changes to be implemented to improve performance
· Proven projection of financial impact of the changes (potentially > €3m/year
· Proven project of customer impact of the changes (86% - 92% satisfied)



The Journey – Define 
At the beginning of the project, much emphasis was placed on the problem statement and scope. This was due to the multi-faceted nature of the problem and the many interfaces that the MIMO process had with other downstream processes. The team used the SIPOC tool (Suppliers, Inputs, Process, Outputs, Customers) to simplify this view and to help identify the many customers in the process. 

The Journey – Measure
The vast list of customers from the Define part of the SIPOC meant than many Critical To Quality (CTQ) areas were captured. The cross-functional team grouped these CTQ areas and prioritised them to give a focus for the first phase of the project.
The areas marked for improvement were:
· Forwarding address details to ESB on Move Out
· Improved cash collection via direct debit payments
· Consumption gaps at Move In
· Vacant premises at Move Out
The CTQs were then translated into Y measures for which further X measures were identified. Much of the data produced did not exist and was captured into an MS Access database with a front data screen to allow the capture of all the data whilst listening to live telephone calls. Contextual data was also collected to ease the next phase of the project.
The team calculated a sample size and assessed the integrity of the data capture system before embarking upon a data collection exercise which was a combination of live call listening and a trawl through customer transaction records.
The Journey – Analyse
The process of capturing the data allowed the team to observe the MIMO process in action. As a result of this, the team identified several quick wins (one being Consumption Gaps) to improve the process which were implemented immediately.






The Journey – Improve
Nine improvement areas were identified for the project. All nine improvement areas were trialed through a pilot group. Prior to piloting the improvement areas, an assessment of the impact areas were made in conjunction with a baseline.
An appropriate sample size was calculated so that further data could be collect to quantify the benefits and prove the impacts.
Various proportion hypothesis tests were undertaken to statistically verify the improvements as seen through the data collection.
The Journey – Control
The Customer Satisfaction ratings for the MIMO process improved from 36% to 45% for very satisfied and decreased from 6% to 1% for very dissatisfied. These improvements were also proven to be statistically significant. The project was then formally handed over to Operations and the final benefit calculations were made.
Success Factors
Upon successful completion of the project, the following success factors were agreed:
· The need to put together a cross-functional team consisting of staff from different levels and areas of process knowledge within the organisation to work on the project 
· All team members need to receive the same level of training at the same time (Green Belt in this instance).
· Focused Project Management trained to the appropriate level of Six Sigma expertise (Black Belt in this instance).
· The relevant phases of training in accordance with the progress of the project – three in this instance Define, Measure and Analyse, Improve and Control).
· Accessible Six Sigma coaching to assist in:
·  generic project management
· tools usage
· understanding the methodology
· participation in the tollgate reviews 
· guidance on deployment issues
‘Due to the success of this project, ESB Customer Supply will now be using Six Sigma for future process re-engineering projects particularly where the level of ongoing process measurements and their financial impacts are currently uncertain’.
Aahuti Rai, Associate Director, Catalyst Consulting


Catalyst Consulting
Catalyst is a UK based Training and Consulting Company specialising in Lean, Six Sigma and Business Process Improvement.  Catalyst has extensive experience in Six Sigma including training over 1000 Six Sigma Black Belts in General Electric across Europe. Catalyst has worked with over 50 ‘blue chip’ clients including BT, Sun Microsystems, Siemens Medical Systems (formerly Bayer Diagnostics Manufacturing), St. Gobain Nordic, Airbus UK, Lloyds TSB, O2, Abbey, Yell, Dyson, FLS Aerospace, Volvo and Rolls-Royce. In total we have trained over 5000 people in these approaches. The majority of this work has come as a direct result of recommendation from client to client. 
For further information please view www.catalystconsulting.co.uk. Tel: +44 (0) 845 345 2282
email: info@catalystconsulting.co.uk  Web: www. catalystconsulting.co.uk
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