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1 PROJECT CHARTER PURPOSE

The project charter defines the scope, objectives, and overall approach for the work to be completed. It is a critical element for initiating, planning, executing, controlling, and assessing the project. It should be the single point of reference on the project for project goals and objectives, scope, organization, estimates, work plan, and budget. In addition, it serves as a contract between the Project Team and the Project Sponsors, stating what will be delivered according to the budget, time constraints, risks, resources, and standards agSmith upon for the project.



2 PROJECT EXECUTIVE SUMMARY
This project will analyze the customer experience when contacting Acme Telecommunications for assistance or repair on home service.  The home service may be phone or broadband internet.  The primary driver of the project is to increase the retention of customers by providing them with a higher quality and easier to access service availability.  A second driver of the project is to provide callers an improved self-help automated menu to solve service issues, thereby reducing the number of calls handled by agents.  The project will examine the current IVR process based on specific test cases and other data determine how to reduce a customer’s wasted time in the process.  The outcome of this project phase is to produce recommendations which will begin implementation in May. The project has a projected ROI of $10,000 over the next year.


3 PROJECT OVERVIEW
Acme Telecommunications provides phone and broadband internet service to homes across fourteen western states.  When customers have an issue with their service, such as experiencing a lower than normal internet speed, forgotten password for voicemail or internet, no dial tone on phone service, no internet connection, etc. they contact Acme Telecommunications to resolve the issue.  Currently, there is a separate phone number established for customers to call when experiencing an issue needing repair or service.  However, customer may call the general advertised Acme Telecommunications number and be transferred over to the repair line.  The customer goes through a number of self-help and sometimes voice recognition menus to reach either an agent who can trouble shoot and fix the issue, determine if a Acme Telecommunications representative needs to do a service call, or go through a series of self-help menus and troubleshoot on their own.  The primary project objective aims to improve the customer experience, thereby leading to an increased customer retention rate.  


4 PROJECT SCOPE
4.1 Goals and Objectives
	Goals
	Objectives

	Improve the customer experience when they seek help with their Acme Telecommunications service
	1. Provide recommendations for improving the customer experience.  Recommendations will lead to an increase to the number of customers who can utilize the self-help menu to trouble shoot and solve their service issues, therefore decreasing the number of calls handled by an agent.


4.2 Organizational Impacts
	Organization
	Impact to and Participation of Organization

	Process for handling service issues is a positive, easy to use and quick
	· Customer’s satisfaction increases causing a higher retention of customers
· Acme Telecommunications’s customer base grows due to limited loss of customers due to poor service

	Changes to existing IVR and agent handling of calls
	· Reprogramming of internal IVR system


4.3 Project Deliverables
	Milestone
	Deliverable

	1. Define Project
	· Project Charter
· High Level Process Flow Map

	2. Measure
	· Define as-is state (benchmark) through the review of the following:

· Review routing of calls through the IVR
· Review of Acme Telecommunications’s internal transfer process

· Accuracy of speech recognition IVR

· SIPOC to further define critical to quality

	3. Analysis
	· Provide summary of findings measured in a chart TBD
· Other charts TBD determined based on data set

	4. Improve
	· Recommended solutions

· SWOT analysis of potential solutions

	5. Control
	· This is outside the scope of this project. Methods for control will be included in the recommendations.


4.4 Deliverables Out of Scope

This analysis will not include the customer experience through the website and chat sessions.  This analysis will also not include a pilot, implementation, and control of the recommended solutions.  All recommendations will be implemented in May 2010 forward with other staff.  
4.5 Project Estimated Costs & Duration
	Project Milestone
	Date Estimate
	Deliverable(s) Included
	Confidence Level

	Define project
	03/19/2010
	· Project Charter
· High Level Process Flow Map
	High

	Measure
	4/22/2010
	· Identify measurements needed – Data collection plan

· Review routing of calls through the IVR

· Review of Acme Telecommunications’s internal transfer process

· Accuracy of speech recognition IVR

· Define as-is state (benchmark) through the above measurements
· SIPOC to further define critical to quality
	Medium

	Analyze
	4/30/2010
	· Provide summary of findings measured in a chart TBD

· Other charts TBD determined based on data set
	High

	Improve
	5/5/2010
	· Recommended solutions

· SWOT analysis of potential solutions
	Medium




5 PROJECT CONDITIONS
5.1 Project Assumptions
· There will be not change in the existing IVR customer experience until recommendations are implemented.
· There will be no unforeseen major service outages causing a drastic increase in call volume.
· Staffing levels will remain consistent during the project.
· The IVR will not go down while conducting the project.
5.2 Project Risks
	#
	Risk Area
	Likelihood
	Risk Owner
	Project Impact-Mitigation Plan

	1
	IT availability to make network changes to complete recommendations
	High
	John
	The IT department’s schedule is currently full until September 2010.  Therefore, any major network changes to the system will not be scheduled until the Fall of 2010. Mitigation:  Smaller solutions not requiring major network changes will be implemented to realize some level of process improvement.

	2
	IVR could go down
	Low
	John
	The IVR going offline causing all calls to go directly to agents or customers receiving a busy signal.  Mitigation Plan:  John has a back-up system in place to restore the IVR.


5.3 Project Constraints

· This project will not implement the suggested improvements until the end of May when a new staff member arrives to handle the project.  
6 Project Structure Approach

· This project will follow the DMAIC model: Define, Measure, Analyze, Improve and Control.  Each stage will act as a double-check to verify the direction of the project.

· The team will meet formally at least every other week, in addition to communication via email and calls as needed.  

· John will manage the project communication to other members of the team.  



7 Project Team Organization Plans
	Project Team Role
	Project Team Member(s)
	Responsibilities

	LSS Consultant and Guidance
	Jane Doe
	Document process improvement and guide creation of measurements, analysis of data, solution development and solution implementation.

	Project Sponsor and Champion; Process Owner; Implementation
	John Smith
	Enforces all process changes. Communicates information to staff.  Implements and enforces all process changes.  Actively participates in implementing pilots/changes and providing feedback.  Gathers data needed for project.  

	Data Collection; Implementation
	Marcia Ball
	Gathers data needed for project.  Actively participates in implementing pilots/changes and providing feedback.

	Process Owner; Implementation
	Frank Lui
	Implements and enforces all process changes.  Gathers data needed for project.  Communicates information to staff.

Actively participates in implementing pilots/changes and providing feedback.




8 Projected Return on Investment or Project Savings

An estimated return on investment is $10,000.
9 This project should be completed by: 

December 5, 2010
10 APPENDICES
10.1 Project Charter Document Sections Omitted
	Version
	Date
	Author
	Item Removed/Explanation

	1.0
	2/18/2010
	Jane Doe
	Project References (section 8): no other documents need to be referenced.

Project Issues (section 5.2): no issued for this section have been identified yet.
Departmental Statements of Work (section 4.2):  All work to be completed is within one department.  Milestones and deliverables are included in the remainder of the document.


10.2 High Level Process Map



Customer Experiences issue with broadband or phone service





Call general Acme Telecommunications number





Call Acme Telecommunications’s repair line





Reach automated menu to select option desired





Select service/repair option





Transferred to repair line





Reach repair’s automated menu to select option desired





Select self-help option and go through automated menu to describe problem and receive troubleshooting steps





Go to live agent





Agent gathers information on issue





Customer needs assistance from another department – transfer customer





Troubleshooting of issue





Issue cannot be fixed over the phone and a repair person is scheduled for a site visit





Issue resolved 
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