
AT WELLS FARGO BANK WE HAVE FOUND THAT COUPLING OUR 
KNOWLEDGE OF INDUSTRIAL ENGINEERING WITH ORGANIZATIONAL 

DEVELOPMENT HAS ENABLED US AND OUR CLIENTS 
TO ACHIEVE LONG-TERM, BOTTOM-LINE RESULTS. 

THE LINK 
TO BOTTOM-LINE 

RESULTS 

BY MICHAEL 
O'KEEFE 

Often, the impression of a depart-
ment ' s mission or funct ion is 
drawn from its title. The narrow 
impression created by a depart-
ment's title may hamper its effec-
t iveness . For e x a m p l e , m a n y 
would expect a training depart-
ment's mission to be solely training 
and industrial engineering to pro-
vide only standards and methods 
improvement. But what if their 
real charter is to improve organi-
zational effectiveness? If training 
programs and engineering stan-
dards are only partial solutions to 
organizational problems, who has 
the responsibility to take a broader 
view of organizat ional improve-
ment? 

The Systems Industrial Engin-
eering Department at Wells Fargo 
Bank feels that in order to success-
fully practice industrial engineer-
ing, they must view their work as 
organizational development. It's 
planned, goal-oriented and organi-
zation-wide. They are as frequent-
ly involved with changing a t t i -
tudes and values, as altering work 

systems. 
The SIE group can design very 

efficient work systems. They can 
provide a vast array of tools and 
technologies that can impact the 
work place very favorably, but the 
SIE tools and concepts have to be 
clearly linked to the user area's 
goals and understanding. It isn't 
enough to merely: 

• enter a department with an as-
signment 

• gather and analyze data 
• draft a recommendation and 

leave. 
The line managers have to not 

only want the changes but must 
participate in their development, 
be able to successfully implement 
them, and then be able to live with 
the changes. The components of 
Organizational Development, ap-
plied by the SIE group, provide 
the means to successfully enter the 
user's arena, participate jointly to 
achieve pro jec t objec t ives , and 
exit knowing that the new system 
will live on without them. 

The vehicle that drives this or-
ganizational development approach 
to sys tems analysis is t ra in ing . 
Line managers are ultimately re-

sponsible for productivity improve-
ment and the SIE group doesn't 
want to foster an ongoing depen-
dency by doing the entire project 
for the user. The SIE project ob-
jectives and the user's objectives 
must be the same. The SIE group 
uses the problem they are partici-
pating in solving as an opportunity 
to teach the management tech-
niques that will not only solve the 
problem but enable the line man-
ager to control the area in the fu-
ture. 

Industrial engineers frequently 
have the image of the "efficiency 
experts" whose studies will result 
in everyone working harder. That 
attitude won't be changed by ob-
jecting to it. The user must use the 
industrial engineering tools and 
techniques and experience their 
benefits before their attitudes will 
be altered. Creating a need and 
then training early in the project 
has been important not only to 
teach the s k i l l s n e c e s s a r y to 
achieve project objectives but it 
also provides a means for changing 
attitudes and values enabling an-
alyst and user to participate joint-
ly in achieving success. 
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To make believers out of the 
users, the SIE group taught pro-
duction management techniques 
with a training package from Im-
pact Systems, Inc., a training com-
pany in Tulsa, Okla. that simulates 
a department similar to the one in 
which they will be working. The 
training is oriented toward using 
industrial engineering tools and 
t echn iques , not j u s t p r e s e n t i n g 
philosophy. 

This enables the managers and 
supervisors to see for themselves 
wha t happens when they apply 
industrial engineering techniques. 
When they expe r i ence "work-
ing s m a r t e r " ins tead of hard-
er they want to apply the same 
concepts in their own work areas 
to make themselves look better as 
managers. 

It is at this point that SIE can 
build a project team composed of 
line managers and supervisors to 
i nves t i ga t e the p roduc t iv i ty of 
their area. An SIE staff member 
will pa r t i c ipa t e as the p ro j ec t 

CAREER 
DEVELOPMENT 
AND 
MANAGEMENT 
ASSESSMENT 
INSTRUMENTS: 
• M a n a g e m e n t Pract ices 

Inventory 
• Supervisory Pract ices Survey 

• Career Deve lopment 
Ques t ionna i re 

• Pe r fo rmance Deve lopment 
Inventory 

• E m p l o y e e Opinion Survey 

Set of all instruments, interpretive 
data, norms and administration 
guidelines only $35.00 prepaid. 
M a n a g e m e n t Resource Cente r 

Int'l. Ltd. ^ 
378 Boston Post Rd. 
Orange, Conn. 06477 & 

Circle No. 132 on Reader Service Card 

leader, industrial engineering ex-
pert and liaison to user manage-
ment. 

The focus of the project may be 
on work flow, e f f ec t i venes s of 
communication, reporting relation-
ships, or procedures. The mission 
will be to improve p roduc t iv i ty 
from a quality and quantity stand-
point. 

Work in credit card customer 
services at Wells Fargo Bank illus-
t ra tes both the results of this type 
of approach to p roduc t iv i ty im-
provement as well as the impor-
t ance of ana lys t s deal ing with 
attitudes and values. In this case 
the customer services title greatly 
influenced basic attitudes about its 
mission. 

If you managed customer ser-
vices wouldn't you see your charter 
as the provider of friendly prob-
lem solvers to meet the customer's 
needs? That charter is certainly 
implied in the title. 

In rea l i ty , basic m a n a g e m e n t 
attitudes had to change from a 
customer orientation to a produc-
tion orientation in order to deliver 
p rompt , accura te and comple te 
customer service. 

Customer Services 
Project Synopsis 

In early 1979, credit card cus-
tomer se rv ices was s t r u g g l i n g 
under the processing constraints 
imposed by a large backlog of cus-
tomer inquiries and disputes. In 
response, customer services man-
agement developed a joint project 
with Systems Industrial Engineer-
ing to address the area's workflow. 
The project succeeded in ensuring 
new processing efficiency and man-
agement control. 

It is July 1979. A letter disput-
ing a charge card transaction ar-
r ives in the mailroom at Wells 
Fargo Bank. The letter is from a 
Wells F a r g o c red i t card holder 
who has been billed twice for the 
same transaction. 

Sorting clerks in the 15th floor 
mailroom check the address on the 
envelope and send the i tem to 
credit card customer services on 
the 16th floor. The customer ser-
vices mail clerk checks the con-
tents of the envelope, identifies it 
as belonging to Mastercharge and 

f o r w a r d s it to the f ine s o r t i n g 
clerks. A fine sort clerk categor-
izes the item by problem type, sets 
up a file, and files the item in back-
log. 

P rocess ing l e t t e r s on a f i r s t 
come, first serve basis, the cus-
tomer's letter will wait many days 
for correspondence ahead of it in 
the backlog to be processed before 
a correspondence representative 
will read the letter and begin pro-
cessing. In the interim, the cus-
tomer will send two more letters 
and t e lephone c u s t o m e r serv ice 
concerning the problem. 

It is now December 1979, 22 
weeks later; the same customer in-
quires about another credit card 
cha rge . This t ime, because of 
fewer letters waiting in the back-
log, the letter ages minimally be-
fore a correspondence representa-
tive begins processing the inquiry. 
Due to this short waiting period, 
there is no follow-up letter or tele-
phone call f rom the cus tomer 
which would have r e su l t ed in 
multiple handling. 

Par t of the change is dramatical-
ly evident. It is a 53 percent de-
partment-wide reduction in inven-
tory. In order to achieve the inven-
tory reduction, employee produc-
tivity has jumped an average of 82 
percent. But a less obvious change 
is rooted in the department's basic 
approach to services management. 
The change of approach is based 
on the management teams learn-
ing and i n s t i t u t i ng p r o d u c t i o n 
m a n a g e m e n t t o o l s a n d t e c h -
niques. 

Control was the focal point of the 
change in approach, the kind of 
control ensu red by product ion 
management disciplines. Customer 
service is maintaining counts of 
incoming mail, completed work 
and the inventory on hand in each 
of the functional areas and is con-
trolling those variables. 

The inventory reduction itself 
was based on a fundamental con-
ceptual difference, i.e., that cus-
tomer services was really a pro-
duction, not a clerical operation. 
F rom th is s t a r t i n g point , t he 
techniques of production manage-
ment were adapted to the special 
realities of customer services pro-
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ducts and to the kind of workflow 
producing them. Improved service 
to the c u s t o m e r is now accom-
plished th rough quick, e f f ic ien t 
and error-free processing of cor-
respondence. 

Emphasis was shifted from iso-
lated backlogs to the department-
wide inventory problem, thus cre-
ating a sense of teamwork in the 
s t a f f . F r o m the ve ry beg inn ing 
management had been careful to 
communicate to the work force ex-
actly what was at stake. Employ-
ees we re told t h a t t hey would 
participate in changing their pro-
cedures, the tools of their trade, 
and eventually the floorplan and 
workstations. Management pre-
sented the change as an opportuni-
ty in growth and advancement for 
those who applied themselves. An-
other aspect of the new staff re-
sponsibility was an accountability 
for their individual performance. 

More important than the scale of 
the changes in customer services 
was the direction, e.g., a controll-
ed e n v i r o n m e n t was c r ea t ed in 
which services and customer needs 

are ef f ic ient ly de l ive red by a 
highly motivated professional work 
force. 

The p ro jec t approach in cus-
tomer services started with train-
ing the user in production manage-
ment techniques and the concepts 
of inventory reduction and control 
and led to: 

• Situation analysis conducted 
jointly by customer services and 
SIE; 

• Jointly established production 
goals; 

• Installation of production mon-
itoring reports and graphic dis-
plays; 

• Establishment of an acceptable 
inventory level and productivity 
goals; 

• Implemen ta t ion of me thods 
improvements and work simplifica-
tion; and 

• Supervisor monitored and re-
inforced productivity levels. 

We Achieved Our Goal 

The results included a 53 per-
cent reduc t ion in i nven to ry , 82 
percent productivity improvement 

and managers with the skills to 
continue improvements. 

Warren Bennis has defined or-
ganizational development as "A re-
sponse to change, a complex edu-
c a t i o n a l s t r a t e g y i n t e n d e d to 
change the beliefs, attitudes, val-
ues and structure of organizations 
so that they can better adapt to 
new technologies , m a r k e t s , and 
challenges, and the dizzying rate of 
change i t se l f . " The d e p a r t m e n t 
title Systems Industrial Engineer-
ing may imply that its members' 
expertise rests solely in engineer-
ing but at Wells Fargo Bank we 
have found t h a t coupl ing our 
knowledge of industrial engineer-
ing with organizational develop-
ment has enabled us and our cli-
ents to achieve long-term, bottom-
line results. 

For two years Michael O'Keefe has 
been an internal consultant with the 
Systems Industrial Engineering Group 
at Wells Fargo Bank, San Francisco, 
OA. He has seven years of experience in 
methods analysis and consultant work 
and specializes in complex workflow sys-
tems to make them more productive. 
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