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1. Description of the Service

As part of my job responsibilities, I train and mentor other Samsung employees on a daily basis in topics relating to IT Software Development, troubleshooting skills and Six Sigma. I spend 40-50 percent of my time doing such training, which is provided upon request.

2. Service Attributes

The following service attributes have been selected for this analysis (Exhibit 1). These attributes relate directly to customer needs, and I can change these to increase or decrease the utility for my customers. Significant effort has been put into the selection of these attributes to ensure that there is little to no overlap. 

1. Speed of Response: This refers to how fast I can address the customer’s needs. Sometimes I am preoccupied with other work and cannot respond instantly. The three levels for this attribute are: (a) the same day (b) between 1 and 2 days (c) between 2 and 3 days.

2. Time Spent by the Customer: Customers must often spend some face-to-face time with me. This attribute represents an opportunity cost. Even though this attribute might depend on the subject of training, it is still significantly under my control. This will have three levels as well: (a) less than 4 hours (b) 4 to 8 hours (c) 8 to 16 hours.

3. Level of Detail: This refers to how much a trainee values detail. This attribute is certainly under my control. My goal is to capture an aspect of quality of service with this attribute. The attribute will have three levels: (a) bare minimum (only providing answers to the specific questions the customer already has) (b) providing answers to the customer’s questions and providing real-life examples (c) answering the customer’s questions, providing examples and assigning practical training exercises.

4. Teaching Style:  This is the style or methodology followed while training. This will have two levels: (a) formal lecture style (b) informal Q&A/discussion style.

5. Documentation: This attribute tells me if the customer values formal documentation for future reference. The attribute will have two levels: (a) documentation is provided (b) documentation is not provided.

3. Data Collection Process

The preliminary step was the design of the holdout concept and the estimation concept (Exhibits 2 and 3 respectively). Then, five customers were selected from different areas
 within Samsung to get a somewhat complete representation of the entire population. They were asked to rank order the holdout concept and estimation concept. All the respondents took 10 to 20 minutes to complete the rankings, which along with the statistical output, are provided in Exhibit 4a through 4e. There was some mismatch between predicted rankings and actual rankings of the holdout concept. 

4. Conjoint Analysis

4.1. Interpretation of Regression Results

The high R Square value and a low standard of error are not surprising for any of the regressions because the model is not at all parsimonious (the low adjusted R square in the first two regressions proves this point). With 8 dummy variables and 18 data points per person, the data-to-predictor ratio is 2.25. What is interesting however, is the accuracy with which the predicted rankings match the actual rankings. In three of the regressions the matching was exact. For Mariano (Exhibit 4b), the predicted estimate of the mismatch was within 1 standard deviation. We can consider this difference statistically insignificant. For Rob (Exhibit 4d), on the other hand, the same difference was within 1 and 2 standard deviations. This might lead us to conclude that Rob might not have been completely consistent with his rankings. I might have to repeat the data collection process with him in order to get consistent rankings or select another person from manufacturing.

4.2. Attribute Importance & Trade-Off Analysis

Attribute importance analysis has been done for each of the customers by comparing the different regression coefficients (Exhibits 5a through 5e). The attribute that person values the most is shown in blue with corresponding graphs for every attribute. From the results, it is clear that almost everyone values different attributes. For Val, time spent is most important. The overall utility of a package greatly diminishes as the time he spends in training increases. The speed of response and level of detail are the second most important factors for him. For Mariano, the speed of response is the most important, while teaching style and documentation follow closely. Mike clearly prefers the presence of documentation followed by level of detail. Rob pretty much only values the level of detail. An interesting observation is that for Rob, the preference is towards bare minimum. This is opposite to what others prefer (a high level of detail). Speed of response is the most important attribute for Nghi.

Using this information, I can perform a trade-off analysis for each of the five customers. For example, I know that Val most values his time. So when providing training to Val, I should reduce the level of detail to ensure that he spends the least amount of time required. On the other hand, Mike prefers the presence of documentation and level of detail. So I must ensure that while training him, adequate time is taken to prepare thorough documentation with detailed explanation and supporting examples. This will maximize his utility. I can perform a similar trade-off analysis for the remaining three customers as well. Tailoring my training approach in such a way will ensure that each person receives the maximum possible benefit.

4.3. General Strategies for Utility Maximization

Other than customizing my training to the specific dominant attribute for each of the five customers (strategy described in previous section), I should also keep the following points in mind:

· All the customers preferred an informal style of teaching rather than a formal methodology. Thus, if I have substantial faith in the results of this analysis, I can give up the formal training style altogether. This is not only beneficial for the trainees, but also for me because I do not have to devote considerable time to prepare training materials and presentations.

· All of the customers preferred documentation. Rob was the only exception, as he was indifferent to documentation. Thus, it will be to my customers’ benefit if I can provide at least some documentation.

· Level of detail preference varied greatly. While Val, Mike and Nghi preferred more detail, Mariano wanted mediocre detail, and Rob wanted just the bare minimum.

· Because time spent by the customer is an opportunity cost, the less time spent, the higher the perceived value for the customer will be. 

· Generally speaking, faster the response time, higher the perceived value. 

4.4. Intuition Validation

Since Mike is from QA, it is obvious that he cares about documentation and level of detail the most. In his day-to-day work, he prepares and verifies a lot of documents and has an eye for detail. Rob’s desire for just the bare minimum information can also be explained by his engineering background. Engineers usually want quick and concise solutions to problems as they are usually pressed for time and cannot afford time for a lot of details. For manufacturing (Nghi), turn-around time is the most important. Their bonuses are often tied into turn-around time. Thus it makes sense that speed of response is the single most important attribute for them. Manufacturing usually comes to IT for answers in case of an emergency. For IT however, it seems like there is no clearly dominant attribute. I was expecting level of detail to be the most important for IT because any small mistake can prove to be catastrophic
 in our operating environment. That does not seem to be true from this analysis. 

5. Possible Segmentation Strategies

It is quite apparent that there is very little similarity between customers. Almost every customer values different attributes. Thus, an effective segmentation strategy is not possible. I cannot also specifically select (or not select) any one type of customers. I have to cater to whomever comes to me with training needs. Even though there are some commonalities between customers
, I cannot effectively segment them because the commonality is not striking enough. However, from this analysis, I am able to determine what each customer values the most. Armed with this information, I can provide maximum value to similar customers in the future. 


It is quite possible for me to have different segments based on the area to which the person belongs (such as manufacturing, engineering, etc.). But I’ll have to perform a similar analysis on more people from each area in order to validate that segmentation strategy. Based on results of only one person from each area, this type of segmentation might not prove feasible. Even within IT we noticed that the two respondents valued the attributes quite differently. 

6. Drawbacks and Future Applications

Five customers are not enough to obtain any reasonable conclusions from this analysis. In order for conjoint analysis to be reasonably accurate, I’ll have to survey more customers. A survey of about 30
 customers from different areas using stratified sampling method should give me some degree of accuracy. This analysis has given me a good starting point, and I might start to use these results on a limited basis. For example, I might change my approach for just these five customers. In other words, if they come to me again for training, I can tailor my approach to their specific needs because I already know what maximizes their utility. 

Lack of customer consistency in ranking is also another problem that must be addressed. I can give my customers more time to rank the estimation and holdout concepts and possibly also give some sort of incentive for accurately providing their rankings. I might have to use different estimation concepts for the same person in order to get accurate and complete rankings.

Another drawback of conjoint analysis in general is that only a limited set of features can be used because the number of combinations increases very quickly as more features are added. If I had to add more features such as time and place of training, I will have to increase the number of combinations substantially. 

In sum, even though this analysis provided me with some very good results that I can use to some limited extent to improve my service, to get more accurate results I would perform a full-blown analysis with more respondents.
� 2 people were selected from IT, 1 from Quality Assurance , 1 from Manufacturing and 1 from Engineering


� Fab down or a scrapped lot is considered a very serious mistake. 


� Preference for documentation and informal teaching style.


� This represents about 30% of the population to which I cater.                                





