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SNB Project Scope
SMSA specialized services – Inpection project for SNB bank encompasses inspection of ATM’s and Branches as per bank SLA requirements. 
PLANNING
At the onset of the project a route plan was created based on the SNB’s provided coordinates for locations to be inspected. Manpower planning was based on the routes identified, SLA requirements and input from the budget team.  Total of 5 auditors were allocated to the project to cover the 5 regions in KSA along with 1 administrator at HQ. Each site auditor was allocated a vehicle along with tool box and ladder. The Inspections were based on the route planning done as per following criteria:

· Coordinates provided by the bank were divided into 5 regions

· Routes were optimized to ensure operational efficiency

· Closest districts first based on set travel time and total service time.

· Spare time includes (Travel from house to location and back, parking, road closures, reroutes, follow-ups etc)

· Minimum locations per day were adjusted based on bank requirements for each region considering the distance for travel and service time for each day

· Spare time set at min 30 min and maximum 2 hours excluding remote locations and month of Ramadan. 

· Day off during Ramadan to compensate for the extra working hours

· Business Travel for remote locations based on SMSA Business travel policy i.e. 300 km (from base to boundary)
Refer to Inspection plan for the SNB project.
Health & Safety
A tool box along with health and safety PPE’s were provided to the site auditors – these include (Temperature monitoring device, electric rated gloves, safety glasses, ladder, screw and wrench set etc).
Security
Each employee allocated to the project was given SMSA ID’s. Banking facilities entry authorization was provided by the bank to all the site auditors. This was done to address security entry requirements of the staff to the branches/atm.
Roles & Responsibilities 
QRM Org chart developed includes the specialized services management team. The org chart was documented and mapped on GUIDE.
Changes were made to the Job descriptions for security manager and the site auditors JD’s were created, communicated and uploaded on GUIDE .
The project management org chart is briefed below:







Risk & Opportunity
SWOT and Risk for the project were identified, communicated and uploaded on GUIDE under Doc# 2830. Effectiveness of these actions are to be assessed on annual basis.
SLA & Penalties
	Requirement
	Deliverables

	Planned Inspections
	Quarter 1 & 3 

Night Schedule

Cover ATM & Branches

Quarter 2 & 4 

Day Schedule

Cover ATM’s only

	Adhoc Inspections
	Emergency visit to be performed within 24h for main cities and 72h for remote cities

	Project Reports
	Weekly, Monthly & Quarterly reports to be submitted on the 5th of the month 

	Inspection Reports
	Report Inspections findings through application.

5-9 photos for each ATM / Branch with time stamping (Date/Time) 

99% inspection TBD per Quarter 

	Duty hours
	Night duty timing from  

 8 pm to 5 am.

Day duty timing from

 8 am to 5 pm

	Updating plans
	Maintain updated locations in the plan and ensure status of inspection is updated on weekly basis 


	Services
	Duration
	Target
	Penalties

	Inspections
	Monthly
	80-98% from the monthly target 
	6%

	
	
	60-79% from the monthly target 
	7%

	
	
	40-59% from the monthly target 
	8%

	
	
	20-39% from the monthly target 
	9%

	
	
	0-19% from the monthly target 
	10%


Objectives/KPI’s
Objectives were set for the evaluation of the effective performance of functions assigned to the employees. Following are the objectives set for the site auditors:
	KPI#
	Objective
	Measurement

	KPI 1
	To achieve the Inspection Plan - 100%
	Based on Inspection Reports

	KPI 2
	To achieve all Adhoc Visit - 100%
	Based on adhoc visit Reports

	KPI 3 
	Review of Route Plan
	Based on quarterly route plan

	KPI 4
	Staff Training
	As per training matrix and calendar


The Goal setting was completed using the form on GUIDE and signed off by the employees. The same were communicated to the HR department for records.
Process & Work Instructions
Processes needed to achieve the intended SLA requirements were documented in the form of process maps, and resources were identified for these.

Records that provide evidence to meet requirements for the provided services were maintained (Dashboard manual report, daily/weekly/monthly reports as per SLA). In addition to this each element in the inspection checklist were assigned weights to determine the branch/ATM conditions based on set scoring parameters. 
I. Inspection Process: 



II. User access – E-Inspection Application Use Process:
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III. End user access –E- Inspection Interface Use Process:
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Contingency Management
Contingency scenarios were identified based on the risks identified for the project. Process to act if any such scenario arises was documented in the form of process maps, and resources were identified for these.

I. Vehicle Accidents: 
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II. Vehicle Breakdown: 
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III. Wrong Location: 
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IV. Application Failure: 
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V. Device Failure/ Lost Device: 
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VI. Sick/ Emergency Leave: 
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VII. Long Term Absence: 
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VIII. Extreme Weather Conditions - Onroute: 
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VIII. Extreme Weather Conditions - Onset: 
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Complaints Management
Complaints management process for the specialized services was created and documented as below. Complaints log and complaints register were created and communicated via GUIDE.
I. Complaints Cycle
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II. Channels of receiving complaints
	Channel
	POC
	Details

	Email
	Abdullah Enazi/ Ahmed Khan
	aenazi@smsaexpress.com

	Telephone/Mobile
	Abdullah/Ahmed
	+966-542295610

	Face to Face
	Abdullah/Ahmed
	QRM HQ -2nd Floor, Dhabbab St


III. Roles & Responsibilities
	Roles
	Responsibilities

	Receiving Complaints
	QRM Project Manager, SMSA Sales Manager

	Resolving Complaints
	QRM Project Manager

	Escalation
	Director QRM, Managing Director


IV. Categorization of Complaints
	Complaints


	Category

	
	Staff Conduct

	
	Wrong location Inspected

	
	Incomplete inspection

	
	Theft/ Robbery

	
	System issues

	
	Others


V. Classification of Complaints
	Classification
	Impacts

	Major
	Affects SLA, Affects SMSA/Customer image, Affects staff health and safety, Revenue loss

	Minor
	No financial loss, system errors, limited delays in inspections, delays in reporting


VI.  Complaints Resolution/ Closure targets (Not defined in SLA)
	Type of complaint
	Timeline

	Major
	Within 48 hours 

	Minor
	Within 7 days


VII. Escalations

Bank Coordinator/ Project Manager
Training & Competence
A specialized training module exists to ensure employees allocated to the project have the knowledge and skills required to meet the needs of the business in their current roles. Training calendar exists for planned training sessions for project related employees. 
Refer to Training & development policy and Training specification plan.

Internal Audit
As part of the project; the bank may audit SMSA on Adhoc basis. All other policies relating to internal audits will apply as per GUIDE Doc# 2627.
Customer Feedback/ Surveys
Customer satisfaction surveys for the services provided are scheduled each year to identify areas of strength and improvement.  The mode of survey was set online, wherein short questionnaire with specific rating criteria is shared with the customer. The results of the survey are analyzed based on which concerns, and the necessary actions to be taken are communicated and acted upon resulting towards continual improvement.
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