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Agendag

8:30 am to 9:00 am Registration and Reception

9:00 am to 9:15 am Welcome and Opening Comments (Brian Bartel and 
Lala Mamedov)

9:15 am to 9:30 am About Intuit9:15 am to 9:30 am About Intuit
9:30 am to 9:45 am Support Strategy
9:45 am to 10:00 am Determining Support Demand
10:00 am to 10:30 am People/Process/Tools
10:30 am to 10:45 am Prevention and Customer Self-Help
10:45 am to 11:00 am Tips and Tricks
11:00 am to 11:30 Q&A
11:30 am to noon Closing Comments (Brian Bartel)

Networking
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Who is Intuit?
America’s most trusted name in tax software
#1 best selling tax software year after year
 Last Year, more federal returns e-filed with TurboTax than all other 
consumer tax software combinedconsumer tax software combined
#1 rated by the Wall Street Journal

#2 best selling software in the U.S. after TurboTax
M  th  14 illi  More than 14 million users
Over 75% U.S. retail segment share 
Over 70% brand awareness in households with PCs

>85% U.S. retail segment share
3.7 million U.S. small businesses use QuickBooks
#1 payroll service

 Initial launch in May 2005
 Second release in early 2006
 Exceptional media and consumer reaction
A manual application that is not integrated with health plans
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A manual application that is not integrated with health plans
Precursor to an automated and integrated Quicken Healthsm



How Intuit Develops Products
Customer Driven Invention (CDI)

Find The Important 
Customer Problem 

Today

That We Can 
Solve Well

y

• Deeply understand people’s real behavior and real pain points
• Watch people and then build tools that work the way they p p y y
work 

• Create solutions that help them make better decisions and 
feel more confident 
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• Launch & learn then revise based on observing users’ 
behavior



How Healthcare Consumers Feel
Individual 

Deductible, 
Family 

Deductible; 
in-network 

Life-Time 
Maximum

Claim 
Denied!

This is 

deductible; 
out-of-

network 
deductible

Co-
insurance

Co-pays

Welcome to 

This is 
NOT a Bill

This is a Bill, 
but it looks 

Usual and 
Customary 

Charges

Use it or Welcome to 

Consumer-Directed 

Health Care!

but it looks 
wrongLose It

FSA, HSA, 
HRA

Adapted from a cartoon by Dale Wilkins 

Managing health care is becoming even more 

Intuit Proprietary & Confidential

Managing health care is becoming even more 
confusing, challenging & frustrating



We Have Been Watching Consumers Manage Their 
Healthcare Expenses

During our observations, we 
saw piles of unopened p p
envelopes and letters from 
collection agencies

Manual methods tend to be 
time-consuming, inefficient 
and lead to feeling out of 
control and overwhelmed
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What Intuit Does Well

Simplify and Streamline the Complicated

• We design easy-to-understand user interfaces that transform 
cumbersome, confusing tasks into a simple set of steps

• We consolidate data from multiple sources so that users have 
all the information they need in one placey p

• We create tools that guide consumers through the process 
and help users make actionable decisionsand help users make actionable decisions

• We are a trusted consumer brand
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Quicken Health Expense Tracker

• Helps consumers 
understand & manage 
their medical expenses

– Translates jargon and codes into 
easy-to-understand language

– Shows the simple math
What do I need to pay?

• Consolidates critical 
health care financial 
information in one placep

• Provides guidance –
what to do next

How much they owe  to whom  

What do I need to

look closely at?
– How much they owe, to whom, 

and why
– How consumers are doing 

against their deductible
– How to resolve issues
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• Tracks expenses and 
makes tax time easier



Calculations Display

How were my insurance

benefits calculated?
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QHET Claims Assistant

…and what should I do next?…and what should I do next?…and what should I do next?
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Supporting V1: Where do we start? pp g

I cannot tell you how to do it… 
I can tell you what questions to ask
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The Four QuestionsQ

1  What is the 2. What is 1. What is the 
support strategy? demand for 

support?

V 1.0

4. How can we 
preempt 

3. How can the 
issues be 

customer issues? resolved?
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Strategygy

What is the What is demand What is the 
support strategy?

What is demand 
for support?

V 1.0

How can we 
preempt 

How can the 
issues be 

customer issues? resolved?
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Support Strategypp gy

• Why do we do support? What business are we in?Why do we do support? What business are we in?

We are in the business of helping our customers achieve 
full benefit of using our product  so they can be more full benefit of using our product, so they can be more 
productive and successful. 
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Quicken Health Support GoalQ pp

Eliminate the reason for the customers to contact us and if they 
do  rapidly resolve issues to deliver delight and trustdo, rapidly resolve issues to deliver delight and trust
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Support Strategy: Choicespp gy
Offerings

•Paid?
•Free?
•Entitlements?
•Subscription?

Channels

•Phone?
•e-Case?
•Email?
•Chat?
•Forums?
•Blogs?
•Twitter

SLA
•7 x 24?
•Time to response?
•Time to resolve?

STRATEGY

Agent 
sourcing

•Outsource or 
badged?

•Offshore or 
onshore?

•WFH?

Rooftop •Sites?
•Agent distribution?
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Partners
•Who owns 
customer?

•Case handoffs?
•Reporting?

16



Intuit Support Process

1.  Ensure our Products/Services are so easy to 
use that it minimizes the need to contact us for 

issue resolution.  

Delight!Delight!

A WOW 
Customer 
A WOW 

Customer 

2.  For known issues make it easy for 
customers to rapidly find answers

through online channel of their 
choice

4. Identify root cause and 
partner with product and 

marketing teams and 
to “find once, prevent many”

Customer 
Experience
Customer 

Experience

3.  For new issues or customers preferring 
assisted help, rapidly resolve their issue 

in a manner that creates delight.   
When appropriate, educate how to 

solve for themselves.
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Developed and refined with Intuit flagship products



Quicken Health SupportQ pp

KB is the heart of the support system
Strategy

• Knowledge creation is how support is delivered – not an afterthought

Guiding Principles

KB is the heart of the support system

Knowledge creation is how support is delivered not an afterthought
– Reward agents for what they share broadly, not just 1:1 with an individual 

customer
– Focus on proactive and preemptive support rather than reactive
– Allow and enable customers to create and share knowledge g
– Accurate, actionable answers available to customers immediately

• Product is continually improved based on the analysis of answer reuse 
rate

• Few predefined case handoff options for the partners – no custom Few predefined case handoff options for the partners no custom 
work

• Focus on proactive and preemptive support rather than reactive
• Solve for speed to publish and immediate product feedback

F   t ffi i  d l bilit
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• Focus on cost-efficiency and scalability
• Leverage (and share) best practices 



Support Model

In-Product Self-Service 
Support Site Agent-Assisted

• Claims Assistant
• Plain English 

l

• Agent-authored, 
professionally edited 
content

• E-case w/callback or 
email

• One business day committed 

Quicken 
Health

language
• Context Sensitive 

Help

content
• Answers when people 

need them
• Enriched by member 

interaction

• One business day committed 
turnaround 

• Support delivered in 
process of creating 
knowledge
R t  t  Health

Community• Multimedia FAQs

• People helping people

• Remote support access 
as needed

• Moderated by support agents
• Content transferred into KB

S lf i  it  i  t  f   i t

Intuit Proprietary & Confidential19

• Self service site: main entry for consumer assistance
• Handoff between QH and partner support: set of standard 

options
19



Demand

What is the What is demand What is the 
support strategy?

What is demand 
for support?

V 1.0

How can we 
preempt 

How can the 
issues be 

customer issues? resolved?
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Support Demand pp

• Users
How many users will we have?– How many users will we have?

• Usually available from Marketing, PM of BusDev
• One to three year model

– SegmentationSegmentation
• Consumer, SMB or Enterprise?
• What are the customer roles?

- IT, developers, end-users, CFOs, CIOs, small business owners … etc
• What are their expectations of support?

Intuit Proprietary & Confidential21



Adoption Modelp

C l 1 5/1/2009 6/1/2009 7/1/2009 8/1/2009 9/1/2009 10/1/2009 11/1/2009Column1 5/1/2009 6/1/2009 7/1/2009 8/1/2009 9/1/2009 10/1/2009 11/1/2009
Month Month Month Month Month Month Month

Total Practices 30 40 60 90 135 202.5 303.75
Total Physicians 240 300 720 1020 1500 1980 2700
New Practices data to load: # patients 208000 208000 416000 832000 832000 832000 1248000
Patient visits to physician 64800 108000 194400 367200 540000 712800 972000
Patients eligible  31104 51840 93312 176256 259200 342144 466560
Patients signing up  13478.4 22464 40435.2 76377.6 112320 148262.4 202176
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Use Cases

• What are going to be the top issues? 
Define 20 30 use cases– Define 20-30 use cases

• What is the probability and impact of each?
– Assign severity

C h l d ?• Contact mechanism per customer role and use case?
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Resolution

What is the What is demand What is the 
support strategy?

What is demand 
for support?

V 1.0

How can we 
preempt 

How can the 
issues be 

customer issues? resolved?
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Resolution

People Process ToolsPeople

• What is the skill 
profile needed to 
resolve issues?

Process

• What is the 
difference between 
issues and incidents?

Tools

• What tools do we 
need in support of 
the workflows?resolve issues?

• What is support HC 
model?

• Who are the SMEs to 
train?

• Can we use PD to 

issues and incidents?
• What will be the 

resolution process?
• Should we use just-

in-case or just-in-
time knowledge 

i ?

the workflows?
• How can we 

effectively capture 
and share 
knowledge? 

• What are the gaps in 
h  l  il bili ?deliver support? creation?

• What listening posts 
should we have in 
place?

• What are the KPIs?

the tools availability?
• How can we mitigate 

the risk?
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Support Pyramid

T3: 5%T3: 5%

T2: 25% T2: 25% 

T1: 70%

T0: Self-Service

Tiered Support - Mature Product Tiered Support – New Product

T3: 50%

T2: 40%T2: 40%

T1:10%

Intuit Proprietary & Confidential
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Contacts

• What will be the contact ratio?
Estimates from benchmarks– Estimates from benchmarks

• Handle time per case?
– Estimates from simulations

l ?• Time to resolve?
– Estimates from process mapping

• Self-service deflection?
– Estimates from benchmarks
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Headcount Model Assumptionsp

• Alpha: two cases per tester per week down to one case/week
B t     t t   k t t ti• Beta: one case per tester per week contact ratio

• Launch: contact ratio from 0.15 to 0.05/mo (three models)
• Processing time 15 min/case in first 2 months, then down to 
10

• Available time per agent per day 6.5 hrs
• Not including root cause elimination gainsg g
• Self-service deflection rate 30% going up by 0.01% after first 
2 months up to 50%, then slows down
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Support Headcount ModelSupport Headcount Model
• N= eligible users
• CR= contact ratio
• T = throughput (in hours)g p ( )
• M= available work hours per agent per month
• D= self-service deflection
• S = shrinkage
• X= agents needed

X= N*CR*T*(1-D)/M*(1-S)
Contact Ratio .05 Q4 Q1 Q1 Q1 Q2 Q2 Q2 Q3 Q3 Q3 Q4 Q4 Q4
L.M. 1.0   1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     
C.B. 1.0   1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     
M.W. 1.0   1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     
H.M. 1.0   1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     1.0     
Z.Z. 0.5     0.5     0.5     0.5     0.5     0.5     0.5     0.5     0.5     0.5     0.5     
TBH - Tier 2 Agent 1.0     1.0     1.0     
TBH - Tier 2 Agent 1.0     1.0     1.0     
TBH - Tier 2 Agent 1.0     1.0     
TBH - Tier 2 Agent 1.0     1.0     
TBH - Tier 2 Agent 1.0   1.0   g
TBH - Tier 2 Agent 1.0     1.0     
TBH - Mgr/Escalation 1.0     1.0     
TBH - Tier 2 Agent 1.0     
TBH - Tier 2 Agent 1.0     
TBH - Tier 2 Agent 1.0     
Total Headcount 4.0   4.0     4.5     4.5     4.5     4.5     4.5     4.5     4.5     4.5     6.5     11.5   14.5   
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Staffing Mix

Product lifecycle and KB maturity levels

Immature KB Medium KB Maturity Mature KB
Phase 1 Phase 2 Phase 3

Staffing mix:
Permanent co-located 
employees, Tier 2 skills, 
PD backup  

Staffing mix:
Permanent employees, 
growing offsite and WFH, 
Tier 1 and 2 skills 

Staffing mix: 
Mostly offsite and WFH 
employees, mostly Tier1 
skills, consider outsourced 
support

• Resources
• Headcount model driven by product adoption rates, contact ratio, 

agent productivity and self-service deflection rates

support

g p y
• Staffing mix driven by Knowledge Base maturity levels
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Resolution

People Process ToolsPeople

• What is the skill 
profile needed to 
resolve issues?

Process

• What is the 
difference between 
issues and incidents?

Tools

• What tools do we 
need in support of 
the workflows?resolve issues?

• What is support HC 
model?

• Who are the SMEs to 
train?

• Can we use PD to 

issues and incidents?
• What will be the 

resolution process?
• Should we use just-

in-case or just-in-
time knowledge 

i ?

the workflows?
• How can we 

effectively capture 
and share 
knowledge? 

• What are the gaps in 
h  l  il bili ?deliver support? creation?

• What listening posts 
should we have in 
place?

• What are the KPIs?

the tools availability?
• How can we mitigate 

the risk?
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Issues vs. Incidents

• An Incident is a problem report from an end-user; it 
ll  d ib  th  ifi  t  b i  i d generally describes the specific symptoms being experienced 

that may be specific to a particular environment or setup. 
Incidents are all about the customer; they are managed at the 
Tier 1 levelTier 1 level.

• An Issue is the underlying problem that caused the incidents; 
 i t  th   t  I   ll b t th  may impact more than one customer. Issues are all about the 

product, and are managed at Tier 2 level. 

• Issues may be resolved by Tier 2 or Tier 3; associated 
incidents are closed by Tier 1.

Intuit Proprietary & Confidential32



Incident Workflow

QHET 
help 

content 
& claim Did 

Benefits

Question
assistant

Online 
support 

site
Did 

Did 
Not 
Help

eCase to 
assisted 
support

Did 
Not 
Help

Refer 
to 

partner

Helped Helped HelpedHelped

Constant updates back to customer while the case is in 

Done DoneDone Done
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Constant updates back to customer while the case is in 
progress



Issue Workflow 
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Knowledge Creationg

Just Just 
in 

TiTime

Just in Just in 
Case
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Listening Posts

Listening Posts in Place: 
•Member-submitted Incidents

g

•KB reuse
•Feedback form in product
•KB feedback form
•Internal monitoringg
•Usability/FMH sessions
•Partner support teams
•Web analytics
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Operational Metrics

J h 540
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Knowledge Contribution

Interface # incidents created # Solved % Solved

% Solved Within 1 Business Day
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quickenmedical 74 65 87%
quickenhealth 57 52 91%
Total 131



KPIs

Measurement Goal Jan Feb TrendMeasurement Goal Jan Feb Trend

Self-service solve rate 25% 15% 20%

Self-service deflection rate 25% 12% 10%

Sat Scores 85% 80% 84%

% of cases within SLA 80% 80% 82%

Average daily backlog 30 20 25

KB maturity level 50% 25% 35%
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Resolution

People Process ToolsPeople

• What is the skill 
profile needed to 
resolve issues?

Process

• What is the 
difference between 
issues and incidents?

Tools

• What tools do we 
need in support of 
the workflows?resolve issues?

• What is support HC 
model?

• Who are the SMEs to 
train?

• Can we use PD to 

issues and incidents?
• What will be the 

resolution process?
• Should we use just-

in-case or just-in-
time knowledge 

i ?

the workflows?
• How can we 

effectively capture 
and share 
knowledge? 

• What are the gaps in 
h  l  il bili ?deliver support? creation?

• What listening posts 
should we have in 
place?

• What are the KPIs?

the tools availability?
• How can we mitigate 

the risk?

Intuit Proprietary & Confidential



Tools Assessment

8‐  most important, 8‐ perfect, 
Element

8   most important,
 1 ‐ least imortant

8  perfect, 
1‐ horrible Size

Importance Score
e‐Case submission 8 6 14e Case submission 8 6 14
Agent interface 4 6 10
Reporting 2 2 4
KB authoring 7 3 10
Escalation flow 2 6 8
VOC  5 3 8
Partner cases 5 1 6

Intuit Proprietary & Confidential40



Prioritization

Tools Assessment e-Case submission

A t i t f

7

8

9

Agent interface

Reporting

Escalation flow

VOC 
e‐CaseVOC

5

6

7

Sc
or

e

Partner cases

KB authoring

Escalation flow Agent Interface

2

3

4
Escalation flow

KB A th i

Agent Interface

Priority Attention

0

1

0 1 2 3 4 5 6 7 8 9

Importance

Reporting
KB Authoring

Partner cases
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Preemptive modelp

What is the What is demand What is the 
support strategy?

What is demand 
for support?

V 1.0

How can we 
preempt 

How can the 
issues be 

customer issues? resolved?
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Moving to preemptive modelg p p

• Do we understand desired vs. undesired contacts?
A   d  t  t k t  f  i ?• Are we ready to track root cause of every issue?

• Do we have a mechanism to quantify impact per issue?
• What can the product do that we manually do today?
• What can the customers do on their own that we manually do 
for them today?

• How can we establish a closed loop process?p p
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Contact Value Matrix

Simplify & 
Improve Leverage, 

l it d d 

HIGH

(Learn, cut costs, Improve 
Underlying 
operations

(“I just want to 
activate my 

product”)

exploit and spend 
more time

(“How do I develop 
a profitability 

report)

on
ta

ct
 

( , ,
increase revenue)

Eliminate
through root-

Automate
through self-help V

al
u

e 
of

 C
o

to
 u

s

through root
cause analysis

development
(“I’m getting this 
error message”)

through self-help 
tools & alerts 

(“Can you send me 
my monthly
statement”)

LOW

(Do not want the 
interaction)

Value of contact 
to Customer

HIGH

(Save money, get 
support, get advice)

LOW

(Irritant: No need for 
interaction)

interaction)
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suppo , g d )interaction)

Based on the “Value-Irritant Matrix” from “The Best Service is No Service” by Bill Price & David Jaffe



KB Reportsp
Top 5 agent reused answers

Top 5 customer reused answers

HOT: Issues causing most dissatisfaction
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Business impact of 
top customer issues

$ 0 $ 1,000 $ 2,000 $ 3,000 $ 4,000 $ 5,000 $ 6,000 $ 7,000 $ 8,000 $ 9,000 $ 10,000

top customer issues

Solution J

Solution K

Solution L

Solution H

Solution I

$  per solution per period

SolutionC

Solution F

Solution G

Solution A

Solution B

Solution C
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Closed loop processp p

Customer

Support 
works  the 

case

Update 
back to 

customer

Root 
cause to 

PM
Issue 

disposition
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Tips and Tricksp
• Use cases review
• Knowledge contribution events
• Less is more
Clear expectation on resources needed at launch
Knowledge transfer from PD/PM is critical for successKnowledge transfer from PD/PM is critical for success
 Transition from consumer to enterprise support mindset may 
be a challenge
W  • War room

• Core vs. context
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The Four QuestionsQ

1  What is the 2. What is 1. What is the 
support strategy? demand for 

support?

V 1.0

4. How can we 
preempt 

3. How can the 
issues be 

customer issues? resolved?
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Questions?Q

• Lala Mamedov
L l d @i t it• Lala_mamedov@intuit.com

• 650 944 6709
• LinkedIn http://www.linkedin.com/in/lalamamedov
• My blog (mostly academic) http://epistemist.com/
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