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Problem statement
Since 1998, the technology support needs of the organization have mushroomed during a time when capacity to provide support have shrunk.  The number of district trainers has been reduced by 50% while the number of computers has increased by approximately 100%.  Also during that time, the number of online applications has grown substantially.  For example, AIMS was the first application that required county agents to enter data directly.  The organization’s reliance upon information technology dictates that improved technical support be made available to employees.  

Proposed solution
Reorganize existing support staff and establish a centralized help desk call center.  The following actions are proposed:

1. Liberium, a free open-source web application, will be used to track calls.  The source code will be modified to guarantee most needs for data collection and tracking are met.  A search page will be developed to allow employees easy access to the support knowledge-base of questions and their solutions.
2. Both an 800 number and an electronic means of submission will route trouble calls through a central call center.  Calls will be routed to the first available call center specialist.  E-mail or an online form will be offered as a second method of contact.  Persons calling for help will receive an automated reply when the trouble ticket is assigned.
3. The call center will be located in room 202 to provide room for 4 stations and workbenches for computer software installations when the representatives are not occupied troubleshooting calls.  The computers in the computer lab, which have passed the four year age trigger, will be replaced with a mobile lab.  This will allow training to be conducted in Rooms 1, 2 or 3 of the educational wing and in districts.
4. Call center representatives will include Ed Erwin, Norman Duquette, Ed Bird, Andy Plunkett and Buff McCree (part-time intern).  All other members of the IT department will be expected to man a call center station on a rotational basis.  Four stations will be manned at all times.  Calls requiring site visits, including the state office, will be dispatched representatives.  Call center specialists will rotate in dispatch duties on a regular basis to provide balance in support and to give each member an opportunity to do field work.  In addition, Andrew Barber, the Experiment Station network technician will be dispatched to handle site visits to the Fayetteville campus and research and extension centers.
5. Ed Erwin will serve as call center manager.  Ed has extensive call center experience, with seventeen years of field work before joining Extension, most notably his work with the Compaq customer support center.  His additional responsibilities will include 
a. Oversight of the call center team
b. Creation and management of rotation schedules
c. Escalation of call status to the next tier
d. Review of call center knowledgebase for accuracy and to identify needs for targeted training of counties and departments

e. Recommendations on needed call center training
f. Input into call center employee evaluations.
6. The job description for the support professionals involved will be rewritten to reflect the new responsibilities.  Performance evaluations will also be adjusted.
Benefits
The primary benefit will be exceptional support through efficient management of calls and support staff.  Other benefits include

· All Extension employees will have one number to call when they need help (e.g., 888-615-HELP).

· Support workload will be balanced by need versus location.

· The help desk will handle all tier one solutions.  Tier two will be handled by other IT specialists or by dispatch of a call center representative.

· Response times will be reduced.

· With more efficient use of staff time, focused training sessions can once again be conducted in districts, providing a proactive approach to support.

· Statistics will be gathered to show hot spots of escalated support calls, providing opportunities for additional training where needed.

· A searchable database of frequently asked questions and solutions will be available for individuals to independently find solutions faster.

Risks
The primary risk is failure due to call overload.  Others include

· Resistance to change from calling whomever an individual prefers in IT to calling a central number.  Resistance by state office employees is anticipated to be greater due to their proximity to the department and the greater number of support staff who have traditionally been available to them.

· Research has determined that a minimum of seven support analysts plus additional dispatch staffing will be required to handle normal call volume.  That number of personnel is not available for this project. Four call center stations will be manned full time with one to three dispatch personnel available for site visits and new installations depending upon absences and class schedules.  Call volume may require hiring one new call center specialist at some point in the future.  Ed Erwin will monitor response times and advise.

· Help Desk turnover is a common problem.  By rotating assignments to the call center, IT hopes to reduce this trend.

· Space will have to be prepared to handle the call center function.

· Ed Erwin’s responsibilities that do not deal directly with support will need to be reassigned.  Moving the assignments will impact work done in other areas.  The responsibilities under consideration include migration of share sites to broadband, management of the wide area network, administration of the NetworkStreaming appliance and Centra Symposium management and training.

Implementation Budget
	Description
	Quantity
	Cost Each 
	Total
	Source

	Manager Stipend
	1
	$2,500
	$2,500
	Annual Fertilizer Tonnage Contract (27280)

	Server
	1
	$3,500
	$3,500
	$3,500 Carryover

	Liberium Software
	1
	$0
	$0
	

	Workstation
	4
	$1,500
	$6,000
	3602 Capital Budget

	Phones
	4
	$150
	$600
	3602 M&O

	Headsets
	4
	$50
	$200
	3602 M&O

	Printer
	1
	$900
	$900
	3602 M&O

	Partitions
	14
	BID
	
	$6,500 Carryover

	Desks
	4
	TBD
	
	3601 M&O

	Chairs
	4
	TBD
	
	3601 M&O

	Anti-static mats
	6
	$23
	$138
	3602 M&O


Contingency Budget
	Description
	Quantity
	Cost Each 
	Total
	Source

	Call Center Specialist
	1
	$32,000
	$32,000
	New money


Timeline
Implementation will begin upon approval by administration.  The following timeline reflects an approval in December:

[image: image1.emf]1/1/2006 12/31/2006

4/1/2006 7/1/2006 10/1/2006

Jan 2006-Mar 2006

Order Equipment

Liberium Modifications

Install Partitions

Move Furniture

Apr 2006-Jun 2006

Test database

Begin training

Program phones

Order 800 number

Jul 2006-Sep 2006

Activate LRSO

October 2006-December 2006

Activate Remote Offices

Evaluate Service Levels
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