MANAGEMENT

Changing of the Guards

How one guard company inspired its demoralized security guard force,
reducing overtime and turnover while boosting the bottom line.

“WHILE I THOUGHT we were doing
some things well, we were struggling,”
says Kathleen Jackson, president of Moti-

vated Security Services, Inc., in Somerville,

New Jersey. By late 2007, the contract secu-
rity firm was in trouble. It was facing an
annual turnover rate of 140 percent, and
the company’s balance sheet was in the
red, with losses of $60,000 a year.

The company was a family operation,
founded by Jackson’s father in 1972. But
Jackson had not been handed the top job
on a silver platter. Before taking over
the business in 1995, she had worked as
a security officer and had done stints in
accounting, collection, hiring, and train-
ing. The company now has 700 officers
working in New York and New Jersey.

“What Ilearned in my various jobs
within the company, and as owner, is that
I don’'t have to be in touch with every-
thing, but I do need to know where to go
to get help,” Jackson said.
“One of the big mistakes
owners can make is making
that call too late.”

Jackson made the call to
Christopher Carey, a man-
agement consultant from
Brooklyn, New York. Having
heard of Carey’s success in
designing metrics for other
local businesses, Jackson
enlisted his help. Together,
they implemented a pro-
gram that put the company
back on track. In a little
over a year, the new pro-
gram improved customer
satisfaction and earned
some employees a raise in
the process.

At their initial meeting, Jackson and
Carey discussed specific problems with
the company and challenges within the
security guard industry in general. Moti-
vated Security, along with the other con-
tract security firms, had been forced to
lower prices to compete, which created
“a race to the bottom,” Carey notes. That
resulted in “compromises in training and
support,” which leads to a downward spi-
ral of lower morale, higher turnover, and
worsening customer service.

This spiral had taken a toll on Motivated
Security. The company had lost six clients
and thousands of dollars per quarter over
the previous year. Carey set out to devise a
program that would allow the company to
differentiate itself and provide a quality
service that would stand out when clients
were clamoring for lower prices.

“We wanted to see if Motivated Security
could find a way to provide better service

and get the customer to recognize that
and be prepared to pay for it,” said Carey.

Carey and Jackson met with Motivated
Security’s supervisors in the field and
identified some of the company’s prob-
lems, including absenteeism, and ways to
address these issues. With this basic infor-
mation, the group established a plan.
First, they conducted surveys to deter-
mine what clients needed, and they then
set up a beta test site. Bringing security
guards on board with training and the po-
tential for a pay increase led to a new level
of communication and cooperation.

Customer Surveys

With the information obtained from the
field supervisors in hand, the next step
was to get customer feedback. Jackson and
office staff from Motivated Security called
each client and asked a series of questions.
The answers to these questions formed a
template that would serve as
the bedrock of the program.

Among the questions
were whether guards were
on time, how professional
they were, and how often
they followed the rules. The
answer to each question
was placed on a scale of one
to five, with five being the
best score possible. The re-
sults were not promising.
Only 62 percent of custom-
ers said they were satisfied
with their service.

Jackson then reinter-
viewed the dissatisfied cus-
tomers and asked more spe-
cific questions. For each of
the continued on page 83






