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Abstract: The United States Military Academy provides technical client support through a help desk for 

cadet users. The main concern with the client support system is the inconsistency in throughput. Each 

semester begins with increased repair requirements. This leads to a large backup in the cadet support queue 

and longer turnaround times. In order to find the optimal solution for the help desk, the team developed 

four courses of action. Data collected in this project aided in the creation of distributions for the repair 

types, corresponding service times for the repairs, and client arrivals. Using discrete event simulation, the 

team analyzed the courses of action based on queuing and service times, as well as throughput. The results 

of the simulation lead to recommendations for an optimized help desk system.  
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1. Problem Definition

1.1 Stakeholder Analysis 

The United States Military Academy (USMA) uses a client help desk for its cadets called Gold 

Coats. The Gold Coats technicians and vendors are both provisioned solely for the cadet population. There 

are three major stakeholders for the Gold Coats system. The first is the owner and decision maker, 

Brigadier General Tim Trainor, Dean of the Academic Board. The second is our client and user represented 

by Lieutenant Colonel Ed Teague, Chief Information Officer and director of Gold Coats. The Gold Coats 

technicians and the vendors that do repairs are our users. The last are the cadets who are the sole consumers 

of the system. The project team conducted multiple interviews and focus groups with Gold Coats 

administration. The main issues existing with the system stem from inconsistent repair times and the large 

increase in the number of repairs at the beginning of each semester. The surge in repair needs results in an 

increase in works in progress (WIP), longer wait times, and higher requirements for the loaner computer 

pool. This is unacceptable to the cadets who desire as little time away from their machines for repairs as 

possible. 
The project team created a survey that was sent out to the cadet sand over half the population 

responded. The survey provided excellent insight into what the consumer desires from Gold Coats. For 

example, the majority of cadets do not want to pay any more than they already do. The results also show 

that most cadets do not desire any increase in services provided by the system and are content with the 

abilities of Gold Coats. Coincidently, there appears to be a stigma surrounding Gold Coats that they 

completely wipe computers to often and cadets avoid them for other reasons as well. This shows a lack of 

knowledge about IT support in general and an uninformed population of consumers.  
One positive is that Gold Coats’ shop is not the only location cadets can receive help. Each 

company that cadets are organized into have one cadet that works as information security officer (ISO). 

The ISO is supposed to be able to help with network access, minor software faults, and printer access. 

While this appears to be a great source of support, the survey revealed that the reality is there is little to no 

confidence in the ISOs in being able to solve any problems or even direct cadets on where to solve their 

problems. 

1.2 Functional Analysis 

From stakeholder analysis, the project team determined the functional hierarchy and process flow 

of the client support system. The fundamental objective of Gold Coats ensures that all cadets have fully 
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