ESM Cheat Sheet
The purpose of this document is to inform Services Technicians of the intricacies of the current productivity measurements. Many supervisors are not aware of the variables contained within ESM. Therefore, training is almost nonexistent. Improper closeout codes are damaging to both us and to our fellow technicians. Never ever falsify any job records or time reports. Many closeout procedures require the technician to notify the supervisor of the action prior to closeout. 

ESM is divided into three categories:

1. Efficiency: measures the amount of time a technician spends on a job. Variables included in this measurement are travel time and time spent on a job in relationship to a specific task. It is important to remember that certain job closeout codes are given more time than others. The threshold score for efficiency is 104%.
2. Dispatch efficiency: measure the number of task or jobs you complete in correlation to the total number of jobs you were dispatched on. The higher your base of jobs the more incomplete jobs you can you can have. The threshold score for dispatch efficiency is 93.6%.
3. Revisits: measures the number of jobs you have completed in direct correlation with the number jobs that require additional trouble tickets to the field. This is often considered to be the most important measurement by many supervisors. It is a direct and often indirect indicator to job quality and ability. The threshold score for revisits is 93.5%.

The following suggestions might be useful tools in dealing with the stress of the ESM measurement requirements. Rule number one, always tag all of your work so subsequent technicians can contact you.
Efficiency:

1. Always change your ETA to accurately reflect when you arrive on a job. The impact of doing this may minimal but it does help to keep track of your time.

2. When you actually have the service completed and working to the specified destination as it pertains to a trouble ticket or service order then you closeout your job at that exact time. Cleaning up the job site or additional customer service is not part of that ticket and should not be recorded as such. 

3. If you are on a job and you break for lunch make sure that you select the “lunch taken” option in your closeout under the “time” section. If you picked up prior to lunch in order to be in route you are officially dispatched on that job. The clock is running. You must indicate that lunch was taken during this dispatch. 
4. Make sure that you account for lost time or roadblocks on a job. This can occur when we have to obtain materials or tools in order to complete a job or when we have to meet with our supervisors. Meetings should be recorded as zmtg and lost time due to roadblocks should be recorded as zoth. In today’s fiscally tight budget we techs often run out of materials to do the jobs and are required to locate resources. This is lost time due to company action and should be recorded as such. All “Z” time needs to be discussed and approved by your supervisor. If he/she does not approve it make sure that you document it for further discussion and arbitration. 

5. Never sit on a job. It is the number one killer of efficiency. Closeout and move on.

6. Keep in mind the task at hand and what gives you more time per task. Many techs errantly complete jobs to closeout codes that give little if any time, such as 0340, etc. If you worked on the drop make sure that you record that as your closeout code and not use ONI/INI codes. Found FOK is another bad choice at times. If you have been on the job for over 15 minutes do not use FOK as a closeout. It would be more time efficient and possibly save a revisit if you would go out to the ONI and test it there. Try to avoid FOK closeouts at all cost.

7. If you are on a “C” order and you are following a flow through “T or N” order keep the following in mind. If the “N or T” flow through order is going to require extensive time to correct then you must get a ticket built to cover your time. If the flow through order completed that day call the WMC and have them dispatch the job to the field and assigned to you. If the flow through order completed prior to that day you have two options. Call your supervisor and get a routine ticket built to cover your time or contact the business office and have another “C” order built to do the work in the field. If you take this route you must contact WMC after the business office drops the new “C” order and have it locked to you. Make sure that the due date is for that day!
8. On closeout of any job make sure that you update the S&E to reflect any work you did such as SCO’s or VCA’s.

9. If you are on a large service order and you have extensive inside wiring work that is going to take longer that 2 hours make sure that you don’t close out the S&E codes to VCA or SCO. Instead use the RW2 S&E for time and materials. You will be required to complete the fields for RW2 at the bottom of the “time” tab. Then you must go to the S&E and remove all VCA, etc and replace them with the RW2 code. You get minute for minute credit for this extensive inside wiring time. 
Dispatch Efficiency:

1. Often we can not help the fact that customers are not at home and the trouble or service order requires inside work. However, if you are certain that the customer service is good to the ONI or INI and they have no maintenance contract make sure you close the job out to a 1203 code. This will prevent the first tech out on the trouble from getting a revisit. Subsequent dispatches to the same job that result in the same 1203 code will generate a revisit.
2. If the customer has maintenance contract and is unavailable and you are close too or failing in this category then you might consider completing the job and expending every effort to contact the customer and explain the situation to them. Ask them if you can setup a time to return and complete the job. Prior to doing this you must contact your supervisor and explain the situation to him/her. Ask your supervisor if you can get a ticket built so that you can return at a later date and restore the customer’s service. Never ever falsify your closeout. This is a very serious offense and could result in you losing your job! 

3. If you are out on new service to a business or residence and you have inside work on the order and the customer is not available do the following. Contact your supervisor and advise he/she of the situation. Ask to remove the inside wiring work from the S&E. Contact the customer and advise them of the process they need to go through for placing a service order for inside wiring work. 
4. If you are dispatched out on a service order and you see an associated service order due that day then call the WMC and have it loaded to you. Do not wait to do this as it might get assigned to someone else. This helps build your base.

Revisits:

1. If you go out on a trouble ticket behind a service order make sure that if you are performing service order work that the customer is billed for it. Service order work includes but is not limited to VCA, SCO, RJ11 and SIA for DSL, etc. Even if the customer has a maintenance contract they are still responsible for charges as they apply to installations. In this scenario you should always follow two rules. First, if the prior service order completed that day make sure that you exclude the trouble ticket to service order work for the original service order and fill in the required date. If the original service order was completed on a prior date then “exclude” your work to an RF141 and indicate the service order work in the closeout that you performed. Always contact your supervisor and get approval for these actions. These above suggestions will save your team member a revisit and possibly you one in the future. 

2. If you are at a business or a residence with multiple lines and you find that the wrong number was reported make sure that you follow these steps to prevent a possible revisit. Advise your supervisor that the trouble ticket was issued on the wrong number. Then contact the WMC and have an EO ticket built for the correct number. Exclude the original ticket for “wrong number reported” and use the correct number. This often occurs with businesses where the main number is used instead of the actual trouble number.
3. If you go on a trouble ticket and you see that a DATH or tag at the service location of another technician that has been there please make sure that you expend the effort and call them. Find out what the situation was and possibly prevent a revisit.

4. You as a technician must always complete your job task to the last possible point of access. Doing so goes a long way in preventing a revisit. Do not closeout jobs at the F2 terminal or the crossbox if you can help it. Laziness is deadly! Your concerns about time should never override proper service delivery. 

5. Communication with your customer is key and also a job requirement. Always give the customer your business card and advise them to contact you first should they experience any service difficulties within the next two weeks. Let the customer know what hours you work and if they should call after hours that you will call them immediately when you report back to work. Should you have to return, ask your supervisor to build an EO or routine ticket. Chronic troubles with a customer often result in revisits due to poor communication. If you are going to be out of work for an extended period of time and you are concerned about the customer’s service advise your supervisor and leave the customer your supervisor’s office number. 
6. If incidences arise where you received a revisit that is beyond your control make sure that you immediately address the issue with your supervisor. Do not wait till months end. It is up to you to document and to take action. One example is trouble tickets for POTS and IFITL at the same address. One is not related to the other but does result in revisits. 

7. If you are dispatched out on a DSL trouble that follows a Sync order and the customer is having trouble with an install or inside wiring issue make sure that you closeout to a DSL 12 code or exclude to a RF141. This will prevent a revisit on the prior technician.  

In closing, it is important to realize that the company keeps detailed documentation on all job performance. In the past the old saying, “I can’t be fired because I am where I am supposed to be doing what I am supposed to be doing”, is gone. People are currently being disciplined and terminated for job performance regardless of seniority or dedication.  AT&T sees it as a means of reducing payroll cost and increasing profits. Our responsibility to ourselves and to our brothers and sisters is to stay employed and share in those profits. We have to show the company that an experienced, well trained workforce is the road to greater profits. We do this by defeating the company’s productivity measurements whatever they may be. We do this working as a team and acting responsibly. Take time to discuss roadblocks in the field or changes in policy which affect our job performance with the rest of your crew. Brief extra steps like calling customers or other technicians go a long way towards prevention. Most of all, document all inconsistencies involving ESM. Immediately discuss all such issues with your supervisor. If he/she refuses to help resolve these issues in an appropriate manner contact your local job steward to discuss options. The company uses documentation to affect your condition of employment; you must also use documentation to protect your employment.
