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Who Are We? AOL 
America Online
Established 1985, Dulles, Virginia, USA
Merged with Time Warner 2001
The worlds largest Digital Online Service Provider
Acquired by Carphone Warehouse January 2007
AOL is the UK’s no1 subscription online digital service provider
AOL members in the UK spent more than one billion hours on line in AOL members in the UK spent more than one billion hours on line in 
2007. 
Turnover: £400m
Customers: 1.5m broadband; 500,000 narrowband; 120,000 voice
Current products include: AOL Narrowband, Broadband and Talk.
Currently taking over local infrastructures with AOL LLU project & 
CPW Networks



Carphone Warehouse Group

The Carphone Warehouse was set up in 1989 by Charles Dunstone. 
Today it is Europe’s leading mobile communications retailer, generating 
annual turnover of £4bn (year ending March 07), offering customers 
impartial and expert advice, the widest choice of the latest products and 
unbeatable service.

The company operates across 10 markets and employs over 17,000 The company operates across 10 markets and employs over 17,000 
people.

The vision and core values first introduced by Charles remains 
unchanged and the company continues to be driven by a total dedication 
to customer satisfaction:

The Carphone Warehouse's Product Truth: A product bought from The 
Carphone Warehouse will not only be the most appropriate for the 
customer’s needs, it will also benefit from a comprehensive range of 
products, services and after-sales care that cannot be found elsewhere.
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Mission Statement

'To acquire and retain quality
Members by way of a differentiated,
consistent and cost effective service

offering'offering'



The Carphone Warehouse: Customer Aims and Company C ulture

Our Five Fundamental Rules

1. If we don't look after the customer someone else will

2. Nothing is gained by winning an argument but losing a customer

3. Always deliver what we promise. If in doubt under promise and over 
deliver

4. Always treat customers as we ourselves would like to be treated

5. The reputation of the whole company is in the hands of each 
individual



Provide differentiated service at an efficient cost

Provide end-to-end customer lifecycle management for AOL 
Members:

Inbound acquisition
Upselling / x-selling
Member Retention
Multi-tier Technical Support 

Member Services Key Objectives

Multi-tier Technical Support 
Customer Service & Billing
Proactive outbound campaigns

Channels of contact: 
– Assisted: voice, chat, email
– Non-assisted: IVR, web self-service

Focus on continual business improvement with dedicated 
experts & methodologies / virtual teams

Achieved through highly people focused organisation



AOL UK Member Services Support 
Network

Wipro Delhi (495 FTE)

Tech Support, LLU, 
Home Networking, 
Retention, Chat, 

eMail

FirstSource Mumbai (130 
FTE)

Tech Support, Sales

Waterford (666 FTE)

Sales, Customer Service & 
Billing, Tech Support, LLU, 

Home Networking, 
Retention, Chat, White mail, 

Special Services

Sitel Bangalore (374 FTE)

Customer Service & Billing, 
Tech Support, LLU, Home 

Networking

Central Services Team 

Central Service, Pronet, 
COS 



Traditional Call Centre Model – The Efficiency Trap

•Operators working from a script 
•Non-expert operators (call screening) 
•Incompetent or untrained operators incapable of processing 
customers' requests effectively 
•Overseas location, with language and accent problems 
•Automated queuing systems—this sometimes results in 
excessively long    hold times 
•Complaints that departments of companies do not engage in 

Perceptions of contact centres Supporting Metrics

•Efficiency driven
•AHT
•Call volumes
•Queue times
•Agent & customer 
sat
•Abandoned Calls•Complaints that departments of companies do not engage in 

communication with one another 
•Deceit over location of call centre (such as allocating overseas 
workers false English names) 
•Requiring the caller to repeat the same information multiple times 
•High staff turnover, low morale

•Abandoned Calls
•Service levels

•Cost to serve focus
•Efficiency driven/transactional model
•Lacking Customer centric approach



New Realities & Challenges

Competition is more intense
A more balanced approach is required on service delivery & 
value creation with the strategic direction of the business
Call centre performance is more important for delivering CRM
The growth in off-shoring of contact centres is having positive & 
negative impactsnegative impacts
Regulation is constraining and demanding a new response
Cost improvements are required to ‘plug’ falling prices & margins
Customer are more disloyal & demanding of consistency & 
service
Staff retention is critical to a consistency of delivery



Driving Continuous Improvement

Dedicated Customer process team
– Focusing on Customer touch points
– Lean thinking & methodologies
– Value Stream & process mapping
– Identification of process improvements from Customers 

The Pursuit of Excellence at AOL Broadband

perspective
– Integrated knowledge management strategy
– Customer call listening
– Proactively supporting Waterford as a centre of excellence 

and sharing best practice.



Lean Thinking a New Approach

Lean methodologies are focused on delivering maximum value 
and eliminating waste
– Using the DMAIC approach
– Understand the drivers of contacts
– Creating value
– Analysing root cause
– Measuring end to end response & process capability
– Transforming culture & engaging staff
– Building change capability & agility



Repeat Contacts – Eliminating Non-Value Add

A Lean Approach Case study 



Background

23rd June 2008 Concept received
The current level of repeat calls are costing the business €2.38 
million over budget.
This addition cost & call volume also affects service levels & the 
overall quality of service.
These factors have also lead to a increase in Customer churn.
Project Charter created setting opportunity statement, goal Project Charter created setting opportunity statement, goal 
statement, defect definition & scope.
Root Cause Analysis Conducted with stake holders.



Define - Fishbone



Define – Concept – Project Charter



Define – Data Collection
29th June 2008 initial data collected.
This accounted for 1.8 million call logs spanning the 2 
months of April & May 2008.
Analysis was needed to easier review this data.
A pivot table was formed breaking the data by primary call 
driver.
1st July 2008 Call Listen began to define Repeat Caller 
types, be it Agent, System or Member driven.types, be it Agent, System or Member driven.
With a sample of 200 calls, we found the following break 
down.



Define – Data Collection

Unique Accounts are 
individual Members 
who have called.

Logs represent total call 
volumes.

� Pivot Table above shows call volumes by primary call drivers for April & May 2008

Repeat Ratio is the 
Logs divided by 
Unique Accounts.



Define - SIPOC



Measure – Call Drivers
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Analyse – Data Collection
Pareto of Primary Call Drivers

Using this view we identified the areas of greatest  need for improvement & impact



Improve  – Brainstorming
3 Brainstorming sessions held with Stake holders & Agents.
– 1 ‘PINS’ Session
– 2 ‘6 Hats’ Sessions

A number of insights were gleaned from these sessions.
– Current AHT targets were restricting first time fix rates 
– Need for more skills & training for bottom performers.
– OSP Contracts were driving wrong behaviours.– OSP Contracts were driving wrong behaviours.
– Culture of Tech Support lead to lack of ownership, lack of 

interest in resolution & AHT myopia.



Improve  – Reporting
New Stake Holders Report 
Created.
ECH Reporting Scheduled for 
Repeat Call Volumes & AHT.
Call Driver Tracker Created to 
Capture Call Reasons.
New Control Dashboard Created.



Improve – Pilot



Improve – Pilot
A group of 24 Agents running 2 pilots schemes set up. 
Go live was 01/10/08.
1 team using new operating procedures brought about by 
initiative.
The second team being used as a control to benchmark against.
Data Capture tools in place.
Reporting set up on scheduled basis.
Comms & Training was delivered to both teams.Comms & Training was delivered to both teams.



Improve – Cost Savings Scope
Based on early results from Trial. The following Data shows 
significant business benefits.
By Improving the time taken with each customer on the initial 
call we reduce repetition on subsequent calls.
Through Improvements to our Knowledge Base & the new 
operating procedures, we forecast a potential benefit of €2.1 
Million per year and €600,000 to the end of the current financial 
year.



Control - Phase
. 



Conclusion

Must be led by the Top Managers
Aligning contact strategy & delivery with the business goals 
A Lean approach will contribute to an improved Customer 
experience and retention rates
Reduced resource costs
Better Agent engagement & working environmentBetter Agent engagement & working environment
– Lean Green belt training is vital
– Cross functional team works well

A more customer centric methodology based on adding value 
and reducing waste
Release resources to focus on growing the value proposition
Makes the contact centre a key strategic tool
Lean thinking is applicable to all industries




