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Ithough it is wonderful

newswhen abusinessen-
joys unprecedented growth, the expan-
sion often presents challenges.

Such was the case with KPMG. Re-
markabl e success underscored fiscal
1998. The consulting business unit
adonegrew 57 percent. At thisrate,
growth was faster than that of any lead-
ing competitor of similar size and ser-
vices. Keeping up with this growth be-
came an all-encompassing objective.

The Problem
In December of 1998, the Practice A s-
sistance organization, part of the
Global Consulting Solutions Center
(GCSC), was approaching aturning
point in operations. Our team was fac-
ing atremendous expansionin size
and scope. To accommodate thisin-
crease, the group decided to change
from atraditional ‘help desk’ to acon-
sulting ‘ support center.’ In the proc-
ess, we were challenged with many
elementsthat would “ make or break”
the success of our operation. We had

to consider such factors as overall hours
of operation, employee profiles, request
mix (current and anticipated), and the
mix of inbound request channels (via
phone, e-mail, fax, walk-ins, and intra-
net).

The Solution

To gain further insight into how these
factorswould affect our operations, the
development team constructed asimula-
tion model to help with the decision-
making process. The model was used to
help achieve the following objectives:

Control and optimize cost per re-
quest

Optimize utilization of human re-
sources

Achieve Service Level Agree-
ments (SLA)

Understand staffing dynamics

A six-step process was used to create,
validate and analyze the model. Like
processes were grouped and flow-
charted. Thisfacilitated the documenta-
tion and tracking of the work processes
and their relationshipsto one another.
These process maps were then linked
together to form the basisfor an “As-Is’
model.

The Results

Modeling various scenarios provided us
with asolid starting point for the GCSC
operations.

Sincethe “As-1S" model scenario was
validated against actual data, the
“proposed” approaches were readily
accepted. Most importantly, the modeling

At a Glance

Problem: KPMG Global So-
lutions was growing at a phe-
nomenal rate. They needed to
change the way they did busi-
ness to support new consult-
ants who joined their interna-
tional team. They also wished
to expand the size and scope
of their operations, aswell as
move from a phone-based to
aweb-based operation.

Solution: Using the Process-
Model® simulation model,
they evaluated costs, utiliza-
tion of human resources,
achievement of Service Level
Agreements and staffing dy-
namics.

Results: Modeling various
scenarios provided KPMG
with asolid starting point for
the GCSC operations, includ-
ing theinitial staffing re-
quirements and the overall
GCSC operations' approach.

The modeling enabled the
GCSC to sell the KPMG
partnership on the use of a
“web-centric” approach, re-
quiring asignificant infra-
structure investment, instead
of following a more tradi-
tional ‘help desk’ methodol-

ogy.
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aided the Practice Assistance organiza
tionin selling the KPMG partnership on
the use of a“web-centric” approach in-
stead of following a more traditional
‘help desk’ environment.

Modeling provided validation of many
of our assumptions, aswell as provid-
ing additional insights. For example, it
became quickly obvious that the percent
of requests that arrive via the web input
channel is the factor that will impact
results most dramatically. On average,
utilization is 37 percent lower when the
majority of requests come in through the
web site (switching between 15 percent
and 60 percent for web/phone input).
Additionally, costs per requestsis ap-
proximately 34 percent lower when the
web majority scenarios are averaged and
compared to the phone-based scenarios.

Throughput and achievement of SLAsis
a so higher in the web-based scenarios
(8 percent and 4 percent respectively).
Skills-based routing shows a slightly
higher cost per request (3 percent), but it
can result in less quantifiable benefits
such as quality of response and cus-
tomer perception.

Based on the results of the simulation
scenarios tested, it appeared that it
would be beneficial to initially employ
junior, senior and technical Consulting
Solution Advisors (CSAS) and route
requests accordingly. The manager must
keep a close watch on request input
channels and request type mix in order
to optimize staffing. Efficiency, utiliza-
tion, throughput, and meeting SLAs all
improve with alarger percentage of re-
quests arriving via the web channel.
Cost of web requestsis a fraction of that
for phone requests. This showed that the
Practice Assistance service should be
positioned as a web-based support cen-
ter to the greatest extent possible.

With alarger portion of web requests,
self-service increases and the need for
technical CSAs will decrease as many of
the technical solutions have been ob-
served to be repeatable solutions.

Further, the need for junior CSAs also
decreases as easier requests are handled
on aself-service basis, and practitioners
will rely on more senior CSAsto help
them resolve complex issues.

Using a web-based case management
system means that the Practice Assis-
tance group will be building a vast

“ 1t became quickly obvious
that the percent of requests
that arrive via the web input
channdl isthe factor that will
impact results most dramati-
cally.

“On average, utilization is 37
percent lower when the major-
ity of requests comein through
the web site (switching between
15 per and 60 percent for web/
phoneinput.

“ Additionally, costs per re-
guestsis approximately 34 per-
cent lower when the web ma-
jority scenarios are averaged
and compared to the phone-
based scenarios.”

These conclusions, resulting
from simulation modeling,
helped KPMG hone and refine
its services to worldwide cli-
ents.

knowledge base that will make information
available to practitioners on both a*“push”
and “pull” basis. The need for junior CSAs
decreases even more dramatically with the
increase of Type 3 requests. Over time, a
shift toward more senior, versatile CSAs
appears to be the way to balance efficiency
and customer service.

Another observation is that as volumein-
creases, it may make sense to employ
CSAswho respond to requests, but are not
in the front line of answering requests di-
rectly. This conclusion is drawn from the
observation of thrashing that reduces effi-
ciency as CSAs interrupt research and
other activities to address requests. Finaly,
it appearsthat the proposed near-term
staffing level of 12 CSAs seemsto be con-
sistent with the results of the model. As
more data becomes available, the smula-
tion model can be used on an ongoing ba-
sisto replicate current conditions and serve
as a decision support tool.

As aresult of simulation modeling we are
keeping on track and achieving solutions
to challenges resulting from explosive

growth. We continue to provide innova
tive service in the consulting industry.

Over the past few years, our Consulting
Services team has honed its ability to
provide the kind of industry -focused
technology solutions that help clients
excel. We do this with experience—98
percent of our new hires came to us with
adepth of experience. We do this with
scale—with over 6,000 professionalsin
the United States. And we do this with
intelligence—we fully understand how
information can produce the knowledge
that is critical to successin today’s busi-
ness environment.

The views and opinions are those of the au-
thorsand do not necessarily represent the
views and opinions of KPMG, LLP.
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