
The Problem
Approximately 11,000+ servers of a large bank are 
backed up daily in four major regions around the 
globe. With this load, service levels had degraded 
to 85 percent success, resulting in customer 
dissatisfaction and regulatory issues related to 
data retention.

Therefore, an improvement team was formed 
to improve the success rate for backups to 100 
percent over a seven day period (primary metric). 
Secondary metrics for the project were to improve 
the processes and procedures to identify chronic 
as well as more complex issues in a proactive 
manner and to improve the reporting metrics and 
methodology.

The Solution
The team engaged in a number of actions to 
analyze the problem and determine its causes:

Analyzed backup failures on all platforms 
globally: 42 percent due to scheduling issues. 

Measured system utilization across all 
environments globally for Servers, Media and 
Network.

Managed the implementation of eight critical 
reports that will reduce the backup exposures 
and achieve backup success of 100 percent in 
seven days.

Implemented KPI reporting, increasing 
visibility.
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Problem Solved.

Problem
Erosion server backup quality

Solution
Analyzed backup failures

Measured system utilization and 
established KPI’s

Engaged in root-cause analysis

Identified infrastructure inefficiencies

Isolated long and slow-running clients

Improved support staff efficacy

Result
Improved backup success rate from 85% to 
94%

Achieved $2 million in cost avoidance
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Problem Solved.

Led a workshop to drive customer requirements 
and work on root-cause analysis.

Determined (with data) ways of identifying 
long and slow running clients that took up 
capacity and contributed to failure rates.

Identified inefficiencies in infrastructure 
design that contributed to failures and long 
cycle times. Server, Media and Network 
capabilities were inadequate to handle high 
data throughput.

Began measuring client exposures on a three 
and seven day basis, allowing for quick 
identification of exposures and failures.

Identified inefficiencies in the way the volume 
pools were set up, which contributed to low 
data throughput and high resource utilization 
(media and CPU cycles).

Ensured sustainable, efficient and supportable 
infrastructure via media server and tape 
standards.

Realized efficiencies in tape and improved 
cycle time for data backups by reconfiguring 
volume pools.

Mitigated impact of backups to mission-critical 
systems during production hours. 

Improved backup cycle time and reduced 
failure rates by isolating long and slow running 
clients. 

Improved effectiveness of support staff from 
reactive to pro-active and pre-emptive.

The Results
Post-implementation of new Infrastructure 
standards for the Equity environment has resulted 
in a success rate of 94 percent versus the old rate 
of 85 percent. Additionally, the risk associated with 
not backing up a server resulted in an estimated 
cost avoidance of $2 million.

The team also learned some important lessons 
from its work. First, that when working on a 
global project, face-to-face interaction with 
stakeholders is important to ensure buy-in and 
engagement. 

Second, the Six Sigma methodology provided the 
structure for getting to the root cause of the 
problem, resulting in high levels of enthusiasm 
from both the Project Sponsor and Process Owner. 


