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The mail room:
often, it's an
function within a

overlooked
financial services company. Most
assume it simply works, just like
the phones, heating, and lights.
True, much of what enters a

company today comes in
electronically, including electronic
applications and service requests.
Still, might there be opportunities
to forge additiona improvements
in the mail and records areas? Or,
are these functions too established
and routine to be significantly
upgraded?

Increasingly, companies are
merging the handling of all of their
incoming mail, records, faxes, and
archives into a single business
function. Why? Most of these
documents can be converted into
electronic format and sent directly
to their respective owner or down-
stream processing unit. Done well,
the results can be significant in

terms of speed, service, quality,
and cost.

Thelnternal “ Document
Factory” Endures

While many of our clients have
gone “paperless,” mountains of
paper remain. And for along time,
paper-based transactions have been
characterized by numerous hand-
lings in a surprisingly lengthy
process. For institutions without
electronic applications or endorse-
ments, customers communicate
with agents who complete paper
forms. The customer may need to
sign the form, which is then mailed
or faxed to the home office. In the
home office, envelopes are sorted,
transported, and then opened. A
second sort occurs, and next the
documents are prepped for
imaging. Prepped documents are
batched and carried to scanners.
Document batches are imaged and
filed for later destruction. The
images are indexed into a workflow
system and electronically routed to
the new business or service areas.
Once atransaction makes its way to
these areas, decisions are made and
databases are updated. The

customer’s original desire has
become part of a high-volume,
batch-processing document factory.

Where stheWork?

The first step in attacking the
problem is to understand what's
occupying most of the staff’s time.
Two perspectives are helpful here
an activity view and a document
view. The activity view is a
categorization of the functions
involved in the document factory,
coupled with documentation of
how much staff time is spent on
each function. The document view
is an aray of the documents

imaged by type, in descending
order by annua volume. This
second view is  sometimes

challenging to achieve, especialy in
companies  unaccustomed  to
analyzing the document factory.

There are many ways to craft a
better approach that significantly
lowers cost. Next, we'll identify a
few improvement results that The
Robert E. Nolan Company has
recently been involved with, and
describe the basic elements of a
comprehensive strategy to lower
front-end costs.

NGAN

Robert E. Nolan Company
Management Consultants
(800) 248-3742  www.renolan.com


www.renolan.com

One-Stop Document | maging

One-gop imaging has been found to
sgnificantly dreamline the document
handling process. with this method,
experienced processors handle dl Seps
for ther own work. Each processor
begins by removing the contents of
envdopes and organizng groups of
documents for imaging. When the
dhaed saneg is avalable the
processor turns to scan the groups of
documents and then turns back to his
or her PC to index those images. New
technology has brought down the cost
of poweful desktop scannes but
scanner shaing needs to be enabled
through workplaceredesign.

One-gop imaging can diminate as
much as 50% of the time consumed by
older multiple-handoff processes The
Sreamlining occurs when severd sub-
ProCESIES—NUMErous orts,
documentation on bach gdheds,
trangportation of documents between
deps, and rework of documents
improperly handled by inexperienced
&t in the preparation phase—become
obsolete.

Ancther key bendit of this
dreamlined gpproach is improved
qudity. One experienced processor is
responsble for the full process, from
envelope to indexed image. Processors
can 3¢ the results of ther own actions
and can be hdd uniquely accountable
for thosereaults.

The ldeal: Once and Done
Electronically

Although one-dop processng brings
effidency to the high-volume factory,
the documents-imaged-by-type aray
previoudy described dlows tking a
dep back and chdlenging theinitid sep
of committing the customer’s desire to
paper. This reformation often involves
technology, so it will likdy be part of a
longer-term drategy. The ided involves
endbling the cusomer to interact

directly with company daa bases
through the Web to effect the product
initigtion or change without the need for
company gaff. Two examples of such
an goproach are dectronic gpps and
dectronic address changes.

This ided may be reeched in
phases, such as with agent-completed
goplications or address changes
However, the improvement process
begins with identifying, through the
imaged document aray, which doc-
ument types are beng imaged. Here
Paragto’'s Prindple often holds true
80% of the imaging volume involves
just 20% of document types. Focusthe
digtizng effort, in other words, on
those documents that will provide the

highest payback.
The Comprehensive Strategy

How do the &bove improvement
examples comprise a comprehensve
draegy for lowering front-end cogts?
Firs, take a hard look a the document
fectory. It may seem physicd, routine,
and wdl-esablished, but it is
responsble for condderable cogs—
codts that are candidates for reduction
through innovative sreamlining.

Second, look to reducng the
volume of transactions that flow
through the factory. Chdlenge the
perogption that cusomer commun-
ications must be documented on paper.
Ingtead, couple the exiging technology
of the Web with the burgeoning
technologies behind dectronic doc-
uments and sgnatures. Focusthiseffort
wherethework is

Third, erbak on boh dforts
oconauratly.  Sreamlining the  imeging
process will lowa ocods immediady.
Smultaneoudy, begin to digiize the process
of cgpturing cusome reguests in company
Oasbeses The new dedronic proocesseswill
teke longer to devdop and ingdl, but will
continue inexorably, thedriveto lower front-
endoogs

M aking It Stick

Assuming the critica front-end process
of imaging has been dreamlined, have
you achieved the mgor benefit of
reduced cogts? Not if fundamental tools
to redize consstently high productivity
and qudity arenot ingtdled.

Weve found, in fatt, tha a
subgantid portion of cogt savings lies
in reaching high levels of productivity.
This can be done through messuring
how long it should take to image and
index documents. Then, communicate
this expectetion to proocessors and
provide feedback on their performance
Combine these measures with historical
and future projections of busness
volumes to cregie a daffing modd,
which locks in  savings while
responding to increasing sales volumes.

A second fundamental tool boosts
the qudity of imaged and indexed
documents. This tool uses random
sampling to review a portion of
processors work and enables feedback
to processors about their erors. Such a
tool captures savings by diminating
rework and radicdly reducing previous
checking.

Lessons Learned

What are the crudd insghts we have
ganered from projects improving
front-end processes? Fird, use acomp-
rehnensve gpproach. Cregte dgnificant
cost savings early within the document
factory, and begin a focused effort to
digtize transactions so the factory is
neaded less. Second, don't be araid to
chalenge conventiond thinking. Bresk
the tradiiond mold of multiple
handoffs among low-skilled postions.
Lad, don't forget the deals Credte
fundamental tools and management
practices tha ensure high levds of
productivity and qudity. These key
principles form the bads of a
comprehengve drategy to lower front-
end costs8
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