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Abstract
To reflect to the electricity industry reform in Thailand, the Metropolitan Electricity Authority (MEA) has been launched with culture change programs that consist of an aim focusing on the acceleration of an the newly establish behaviors especially, the development of working competency, in respond to all customers needs.  MEA has also been improved and developed a new technology system for organization management and service provision which the continuity of essential service quality improvement is considered as a key driver for maximizing public convenience and increasing the highest level of customer satisfaction.

According to meet the highest level of customer satisfaction, the significant service and power quality improvement have been implementing covering a wide range of activities and service which is concerning both MEA and customer fault reduction by setting up of a working group launching “MEA Better Care Service Project” which is one of MEA’s affiliated business which has been developed as a new alternative for medium and high voltage customers who need a special integrated maintenance including 24 hours emergency service with quality guarantee and higher standard power system reliability and power quality.

The project also has appointed the dedicated service representatives, District Customer Relationship Manager, (DCRM) in taking care of interested customers and can be connecting throughout 24 hours via mobile phone.  The project can also be achieved customers need and strengthen relationship between MEA and its customers.

This paper presents the process how to launch the MEA Better Care Service Project which is not only affiliated business of electricity utility but also a new way of Customer Relationship Management (CRM). The method of service quality, meet the customer’s demands, and the degree of customer satisfaction improvement are proposed.  In addition, the evaluation method of the project is described. An essential marketing concepts being used in successful business units including three concepts namely: Be first, Be best and Be difference is also presented.
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1.  Introduction


The Metropolitan Electricity Authority (MEA) is a state enterprise responsible for public utilities in providing power supply distribution service to customers in the area of Bangkok as well as Samutprakarn and Nonthaburi provinces, totaling the area of provided service of 3,192 square kilometers which the service is subdivided into eighteen district offices. MEA has experience in electrical equipment maintenance for over 40 years and has personal with the knowledge and capability as well as modern tools and technology. Customers are receiving electricity from MEA total more than 2.5 million accounts high-voltage (69, 115 kV) customers approximately 70 accounts, medium-voltage (12, 24 kV) customers approximately 11,466 accounts, and the remainder of the low-voltage (416/230 V) customers. Therefore, in order for the business-like work proceeding to be continuous and progressively fully equipped, MEA should proceed in the establishment of business units or affiliated business of MEA to proceed in the fully equipped for providing electrical equipment maintenance service which will be a new alternative for customers in the form of annual membership the objective are as follows:


MEA culture change intended to create new culture for the organization as a business-like service so that the employees can learn the business operation pattern by primarily considering the demands of the customers and giving importance in finding additional related income into the organization beyond the normal income for electrical power distribution.


Service and power quality improvement intended to increase the efficiency of the customer service system and other units to meet the demand of the customer and to decrease the problem of electrical interruption due to the fault which may arise from within the distribution system unit of MEA and from the part of the customers, which in turn will improve the power quality.


Customer satisfaction which MEA has proceeded to constantly improve the quality of the service to the public for customer satisfaction in providing primarily service and which will lead to the later use of the service for other supporting businesses.


MEA revenue and operating costs which in order for MEA to increase the income from other related businesses apart from the sale of electrical energy while at the same time attempting to decrease the cost of work operation i.e. individual salary costs, overtime costs and other costs.
 


With this, a committee has been established to study and proceed in the special service project namely MEA better care service project-to increase the service quality and to increase the power quality supplied to customers. 

2.  Project Implementation Process

2.1  Customer survey


This is preliminary a survey of information prior to practice. Hence, survey to receive valuable information must consider so, various details relating to target group customer of the project. It is the questioning for information of electricity usage and how current maintenance is performed as well as who perform the maintenance here, it is intended to find out the competitors of the maintenance business and the various problems does the customer encounter from using electricity for MEA i.e. problems of electrical disturbance including power quality that has been received and surveyed for suggestion of improvement which they wish to be seen with MEA. Apart from the questioning, details can also show that is MEA intend to proceed in the business relating to the fully equipped system of electrical equipment maintenance then the customers will be interested or not.  Information received, from the survey has shown that 92% of customers are interesting in MEA Better Care Service Project and how customer current maintenance is performed resulting that 66.1% performed by outsourcing companies, 19.5% customers perform by themselves and 14.4% others

2.2  SWOT Analysis

2.2.1  Opportunity

This is referred to the environment outside the organization that may benefit MEA to have advantage in entering the maintenance and care taking of the electrical system since the market to maintain electrical system may still grow and expand both the MEA’s service area and also beyond this area.


2.2.2  Threat


This also referred to the environment outside the organization which may be obstacles to business proceeding of MEA. Here, competitors of the global market have the ability in providing the service at lower cost when compare to MEA apart from this more competitors are born both as suppliers and general contractors. Furthermore another obstacle is some customers do not consider the importance of preventive maintenance.


2.2.3  Strength


It is the analysis of the environment inside the organization that focuses on the strong point/advantages factors in the competition.

(
MEA has good reputation and is reputable in the view of customers.
(
It is relates business that MEA can operate instantly, at present, more than 100 customers applied to join the project.
(
The ability to provide the service since the MEA staff is qualified and experienced in both high and medium low voltages.
(
It is an agency who status is stable and easy to approach for direct loans which could easily result in being the service leader in this business.
(
There is opportunity to provide ready service since all 18 district offices are located in all regions that MEA distributes electricity to service can be provided through out 24 hours.
(
More than equipment and technology i.e. power quality monitoring system (PQMS) is brought in to support, as well as other equipment to measure level indicators i.e. very low frequency (VLF). 

2.2.4  Weakness

This is to analyze the environment within the organization by considering the weak points and disadvantages in the competition. 

(
The cost to operate the work or the service by MEA which at present is higher that competitors in the outside market

(
Negotiation to propose and negotiate the price, and entering into the contract must have sequential order so not all power to decide shall not for under the authority of just one person which may result in delay and inefficiency on certain occasion.

(
Some regulations which customers must prepare partially or in whole when the competitors provide the credit to the customers

(
MEA has no fix regulations regarding reimbursement for entertainment cost to be provided to customer of the project or at cost for cooperation i.e. vehicle cost, transportation cost, telephone expenses or motivation to seek customers to join the project if the form of commission for various area of MEA to be able to seek customers to join the project.

(
The structure of work operation of the project at present does not correspond with the amount of members applied into the project. A separate business unit or subsidiary business company should be established for the purpose of instant proceeding 

2.3 Strategy

The benefit to be received from the analysis outside the environment is the analysis for opportunity and threat and the analysis for the environment within the organization mainly the strength and the weaknesses shall be able to be determined the service strategy and advantage in the competition through the strength of MEA can be focused, while at the same time eliminating or adjusting the weak point together with lessening of various obstacles.  Therefore, the appropriate strategies are divided in to 3 levels as follows:
2.3.1 Corporate - level strategies 


This is the determining of policy by MEA top management to consider which businesses should be proceeded in order to nicely support the main business of MEA. 

2.3.2 Business – Level Strategy


After the policy has been determine by MEA top management, as corporate-level strategies, the business unit shall determine appropriate competitive strategy to accomplish the main policy.  Therefore, the most appropriate competitive strategy to be adopted as essential marketing concepts are as follows:
(
Be first to provide an integrated preventive maintenance for medium and large customers with 24 hours emergency service.                          

· Be best  choice for customers:

       (  Customer value: Integrated Preventive Maintenance and Power Quality Care                         

       ( Customer lower cost: (life of equipment prolong & reduce interruptions lost)

       ( Communication: 18 Districts DCR Managers, Call Center 1130, Better care & PQ center, ACR teams

       ( Caring: 24hours emergency service 

       ( Convenience: with PQMS which an automatic system is included for instant warning of any incidents that occurs to members whose size of transformer is from 10,000 kVA up

· Be different  from other competitors

       ( Basic services and value added which is the service units scattered around the MEA’s service area.

       ( kVA Charge (Price could be proposed instantly upon knowing the total kVA transformer)       

2.3.3 
Functional – level strategies 


These are the strategies that support the Business-level strategies to accomplish their goals by designing various internal work units to work harmoniously for effectiveness and efficiency while considering the major needs of customer. Push Strategies have been used to seek new customers that have not already applied to become members of the project.  Representatives of the project (DCR and ACR) shall perform duties in approaching customers to inform them about the project and inquire customer needs. Apart from this, the DCR and ACR shall also be responsible for closely take care of existing members of MEA Better Care Service. Furthermore, PQMS center shall also provide convenience and 24 hours service in the cases where customers or members of the project suffer from power system disturbance problems where officers of PQMS units shall correspond and report to responsible units for them to approach customers to solve the said problems which shall introduce the new form of CRM and shall maximize efficiency, resulting the customers to acknowledge information together with instant problem solving. In term of maintenance and care taking of power quality (PM/PQ), a separate work unit will be directly responsible and will provide efficient service in accordance with the assigned responsibility as detailed in the work flow (Figure 1).
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Figure 1  Work flow diagram

2.4 
Marketing Mixes
2.4.1
Product/Services

2.4.1.1  Preventive Maintenance


MEA Better Care Preventive Maintenance Project is a project that provides special service by MEA for full maintenance and repair of electrical systems and equipment for customers from MEA’s high-tension meter to the main distribution board (MDB) of customers in the form of annual membership application. The cost shall be calculated as unit price from the installed kVA transformer unit. The service shall be 24 hours through the distribution channels of the 18 areas.  There will be guarantee of the service quality which the price shall be competitive in the general market where the service shall be separated into 2 parts, namely:

a)  Main Service

(
Inspecting the various joints in the electrical distribution system with the modern inspection equipment

(
Testing of the various value of the transformer prior to maintenance i.e. transformer oil

(
Maintenance of the transformer 

(
Inspection and  maintenance of high-voltage switchgear and related equipment.

(
Inspection and  maintenance of low-voltage switchgear and related equipment
(
Care taking of areas behind the high-tension meter of members to be free from interference of stems and branches of trees along the distribution overhead lines
(
Testing the control system of the standby generator

(
Testing the underground cable with modern equipment (Very Low Frequency)

b)  Additional Service and Special Rights Received from the Project

(
Service in providing consultation regarding the system and various electrical equipment by specialist engineering team

(
Staff training service

(
Electrical equipment to be used as replacement during repair without any additional charge i.e. transformer, RMU, and etc.

(
Financial credit service provided in cases of emergency

(
Provide consultation in areas of power reserves

(
One year service quality guarantee

Moreover, the other benefits to be received from the Project are as follows:
(
Service Manager shall be stationed for each area to provide close service in all 18 areas;
(
Evaluation of the statistic result for electrical default when compare to the previous years statistic prior to the project;
(
Evaluation of the members satisfaction result; 

(
Others.
2.4.1.2  Power Quality Care


For support of proceeding of MEA Better Care Service Project for quality maintenance of power supplies to members, the methods are as follows:


Define – determining or indicating the problems which customers want to know i.e. from problems of interruption or voltage flicker.

Measure – measurement to seek for detail of the problem cause by adopting the power quality monitoring system (PQMS) to be installed at the electrical system of the customer, which an automatic system is included for instant warning of any incidents that occurs to customer as well as readiness to check various details of incident that have occurred i.e. interruption, voltage dips, transient, etc. This will be installed to all customers of MEA Better Care Service Project which the kVA size of the transformer is from 10,000 kVA up. This is a competitive strategy with OEM and others.


Analyze – bringing data received from the measurement to verify and analyze for seeking the cause or variation of the problem cost.


Improve – amendment and adjustment after the knowing the cause and variation of the problem by improving both MEA and customers service areas.

Control – it is the most importance to control the result of proceeding by PQMS Center together with evaluating the operation result by using KPI table.

2.4.2 Price

(
Adoption of the strategies to propose price by calculating the expense for kVA of the transformer which was jointly installed where this can result in instant price proposal to the customer.
(
Calculation of the cost for overall lump sum for care taking and maintenance of the electrical equipment of the customer from high-tension meter to MDB. 

(
Price calculated is about the same as the market price by calculating all costs at the same rate for all customers from small to large. However, customer whose size is from 10,000 kVA up shall receive installation of PQMS system at no extra cost.

2.4.3 Place


Interested customers can seek further information or apply member to MEA at 18 district offices, contact through all 18 CDRM or MEA better care service center and call center (1130)

2.4.4   Promotion

This is the sale promotion which the project must prepare sale promotion through:

(
Direct sell through employee i.e. through district customer relationship manager (DCRM) of all 18 district offices

(
Advertisement through newspaper and pamphlet

(
Publicizing news and public relation in various cases

(
Additional condition for quality care taking of electricity in line with maintenance

(
Providing various special rights i.e. financial credit (emergency case) knowledgeable lecture, replacement equipment for use during repair or maintenance the equipment of customer and 24 hours service

3.  Project Development

To create value added from the resources which MEA has at present and for continuous proceeding in the affiliated business and progressively full service. This is for the customer satisfaction in the preliminary service and for future further employment of the service for other supporting business.  MEA Top management, therefore, releases a policy for development and upgrade of the structure for proceeding from the special service project-MEA Better Care Service and Power Quality Care- to be a Business Unit so that work efficiency will be established together with effective management administration. Organization structure and HR plan is shown in figure 2.


                                                   

 Figure 2  Organization structure of Better Care & Power Quality Care

District customer relationship (DCR) are employees under the control of MEA district offices in duties of District Customer Relations Manager for their responsible areas to give advice on various projects and provide service to customers within their responsible areas, including proceeding in activities that involved CRM administration.

Administrative and Business Support consisting of work that support various areas of business i.e. secretarial work, personal work, accounting work, financial work, purchasing work, procurement work, work of hire and other administrative works.
PQMS Center is a PQMS central unit for following up, caretaking, analyzing and seeking ways to solve problems according to power quality and evaluation standards and to control the operation to accomplish evaluating KPI table for customers. 
Area customer relationship (ACR) has duties to correspond works with DCR for providing service to customers, for gathering information from surveys, for designing and price offering, to corresponds works with MEA district offices, to open work order and receive payments of membership fees from customers, to corresponds work with maintenance section and PQMS to provide service to member customers, to prepare various reports and to proceed with works in areas of marketing and CRM.

Preventive maintenance/Power Quality (PM/PQ) perform duties in planning, verifying, repairing, testing and providing maintenance service for electrical equipments, check and inspect the cables in the electrical system of member customers, both for general and emergency cases. 

Note:

· Suggest to establish Business Units at the level equivalent of a department to have the authority to approve payments, purchases, employments and/or enter into various legal transactions and contracts at the same level to a department for efficiency in business proceeding.
·     Shall not sub-divide internal work into sections for flexibility of administration.

· Preliminary staff for establishment of business unit is 23 positions.
· Labor skill positions shall hire 10 outsourcing  persons (8 electrical technicians, 2 administrative clerks) in year 2006 and another 10 outsourcing persons (10 electrician) in year 2008 respectively.

4.  Project Evaluation
To determine the success of various projects, the evaluation of the project is commonly used to measure productivity, quality, safety, delivery and moral. However, this project evaluates on productivity and quality.

4.1 Productivity Evaluation
Evaluation of productivity is done by measurement of production in various forms. For this project,  the measurement of productivity has been separated into two parts namely the ability to provide the amount of kVA of the customer that are members of the project and the ability to establish Business Unit which is to be completed within 31 October 2006.

Table 1  KPI of customers applied to enter this project

	Score
	5
	4
	3
	2
	1

	Installed capacity of customer members in kVA
	400,000
	350,000
	300,000
	250,000
	200,000


Table 2  KPI of Business Unit establishment
	Score
	5
	4
	3
	2
	1

	Date/month/year of Business Unit establishment
	Before 31 Oct. 2006
	-
	31 Oct. 2006
	-
	After 31 oct. 2006


4.2  Quality Evaluation
 The evaluation of quality results for power supplies to member of the project by measuring customer satisfaction for power system disturbance statistic when compare to the previous years by using key performance index as shown in Table 3.

Table 3  KPI of customers satisfaction evaluation

	Score
	Very High (5)
	High (4)
	Normal (3)
	Poor (2)
	Very Poor (1)
	Remark

	Power system disturbance (Interruption, Voltage Dips)


	Lower than
last year

(>10%)
	Lower

last year

(<10%)
	Equal to        last year


	Higher than
last year (>10%)

	Higher than
last year  (<10%)

	


5. Conclusion


The conclusion of the proceeding of MEA better service project is to blend the various knowledge i.e. knowledge from engineering, marketing, administration, CRM and other areas to be used for effective adjustment of the work of the organization and other the organizational cultures in some aspects to increase the efficiency and quality of the service. This will increase customer satisfaction and lead to the desire for other future services. The result will be that MEA will increase income from affiliated business but still be able to control or reduce parts of the costs of the proceeding and can be able to strengthen relationship between MEA and the customers as a new way of MEA’s Customer Relationship Management (CRM).
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