NAQ C I SS u e P ap e r NAQC'’s Issue Papers aim to provide critical knowgean

important quitline topics and guidance for decisioaking.

Call Center Metrics:
Fundamentals of Call Center Staffing
and Technologies

OVERVIEW

This paper is designed to outline the staffingcttre of call centers including steps for foregastvorkload, staffing
for inbound telephone calls, and performance managé Additionally, this paper provides an introtioc to the
standard technology structure of today’s call ceatel is intended to complement the content anonnetendations
found in “Call Center Metrics: Best Practices infBenance Measurement and Management to MaximizéiGgu
Efficiency and Quality.”



NAQC Issue Papefall Center Metrics: Fundamentals of Call Centeaf8ihg and Technologies

SECTION 1: FUNDAMENTALS OF CALL CENTER STAFFING
Introduction
Staffing Alternatives

Outsourcing

In-House Staffing

Telecommuting

SECTION 2: WORKFORCE PLANNING AND MANAGEMENT
Introduction
Data Gathering and Analysis
Forecasting Workload
Point Estimate
Averaging Approach
Time Series Analysis
Calculating Staff Requirements
Relationship of Staffing and Service
Shrinkage
Staffing Tradeoffs
Telecommunications Tradeoffs
Staff Scheduling
Defining Schedules
Managing Daily Staffing and Service
Summary

SECTION 3: PERFORMANCE MANAGEMENT
Steps of Performance Measurement
Defining Healthy Performance
Measuring Current Performance
Diagnosing the Problem
Applying a Treatment
Monitoring Behaviors
Practicing Preventative Maintenance
Defining Performance Standards
Quantitative Standards
Qualitative Standards

SECTION 4: TECHNOLOGY MANAGEMENT

Introduction

The Telephone Network
Toll-Free Services

Automatic Call Distribution
Features and Functions
Reporting Packages
ACD Integration Trends

Computer Telephony Integration

Voice Processing

Desktop Tools

Knowledge Management

© North American Quitline Consortium, 2010



NAQC Issue Papefall Center Metrics: Fundamentals of Call Centeaf8ihg and Technologies

Quality Monitoring and Recording
Contact Management Systems

© North American Quitline Consortium, 2010



NAQC Issue Papefall Center Metrics: Fundamentals of Call Centeaf8ihg and Technologies
SECTION 1: FUNDAMENTALS OF CALL CENTER STAFFING

Introduction

Deciding how to staff a quitline is the first an@shimportant operational step. The staffing plalhdvive all other
decisions about facilities, technology, and proess®rganizing the staff into a cohesive team seitlthe stage for a
successful operation.

Staffing Alternatives

About three-fourths of call center costs are relatelabor, so decisions about how to staff a @atiter are
fundamental to the operation of the business. Howitine chooses to get people in place to hatitddncoming
calls will have an impact on every other functiomhm the center.

The main options for call center staffing are:
» Qutsourcing

* In-House Staffing
* Telecommuting
Each of these options is explored further in thetigas that follow.

Outsourcing
Outsourcing is the practice of contracting out samall of a business function to a company thatslizes in that

particular function. In call center outsourcingsimesses contract with service providers to ansaete or all of
their calls or other types of contacts rather thandling those contacts in-house.

The main reason that businesses outsource ca#irdemictions is to avoid the resource drain andscassociated
with the initial set-up and ongoing operation déiaction that is typically not the core competenéyhe business.
Developing and running a call center is expensane, many companies find they can accomplish tHehealdling
operation more cost-effectively by outsourcinddrt doing it in-house.

Outsourcing can be an alternative to building aaidd in-house call center, or it can be usedipplement a
company’s call center operation. It can be a paldrty attractive option for start-up companiesarbusinesses
unsure of what their call center needs will be.9utcing allows the company to buy call centerises/as needed
without investing in expensive equipment, softwéaeijlities, or labor. The benefits are the sanreekiablished
companies that may choose to focus on their casgbsses and outsource the handling of calls texperts, or for
companies that have one call center but do not teisipen another to meet growth requirements.

Outsourcing Benefits

There are many benefits to outsourcing that shbealdonsidered when determining whether to confoaatall center
services. These benefits include:

Reduced Costs

While an in-house call center must bear the costtefselection, building, operating, staffing, andintaining
technologies and facilities, outsourcers can amettiese costs over many clients. The client bisneyi paying for
only the services directly needed. Outsourcerahbleto reduce labor costs by sharing programs diiterent
companies, so clients do not pay for idle time. Wna@s a “shared-agent” arrangement, this modelles@bompanies
to benefit from the high occupancy in an outsouraticenter and brings down the staff-to-workleatios in the
center, resulting in a lower cost-per-call ratd tten be passed along to the client.

While the shared-agent arrangement helps to dpvecaupancy and drive down costs, some compangésr@a
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“dedicated-agent” contract. In this model, agen¢sassigned to one contract only and specializeahcompany’s
products and services. This arrangement is oftefeped when calls are more complex and diffioulh&ndle, such
as in a technical support environment.

Flexibility

Inbound calls arrive in peaks and valleys, anditiathl call centers are, therefore, by naturefingit. During
periods of low call volumes, agents and equipmeay be idle. In an outsourced call center, multgients’ calls
tend to smooth out the peaks and valleys, resuitirggreater utilization of equipment and stafivéd the large size
of most outsourcing operations, there are typicalbyre staff and phone lines available to handle ¢lre biggest of
spikes in call volume due to marketing or advargstampaigns. An in-house center may have diffyodétaling with
unanticipated increases in volume because of ilcgrft telecommunications capacity or labor resesirc

Outsourcers can also be used to handle just tHes péaalling that an internal center cannot hanBlesinesses can
contract just for disaster recovery purposes, &akptime overflow situations, for after-hours, é@rtain types of
calls, or for seasonal increases, for example. Tneyide the flexibility for a company to send omat it is not
prepared to handle to the outsourcer. In some @hgsases, the outsourcer is contracted to hanglaeanteed load
of calls each day and the company handles the peaks

Well-Trained Staff

In-house call centers tend to focus most of thraining on specific products and services with E®sphasis on
general call-handling skills or knowledge of cahter operations. Outsourcers spend much morettanmeng agents
to be generalists who are prepared to adapt quiokdyparticular customer’s needs. The more congmstie training
may result in a better call-handling process.

Management Expertise

Running a call center means having a managemerdugpetvisory staff with essential knowledge andisskbout
call center operations. Large centers need sksilggport staff, such as workforce planners and sdbes] quality
specialists, trainers, and technology specialMtmny internal call centers find hiring or develogpithis expertise
difficult. Ensuring that everyone stays up to speedhe best practices, skills, and knowledgese ahallenging.
Outsourcers have these specialists on staff aridrpethese various functions on a daily basis, Wikieeps skills
and knowledge finely tuned.

Data Collection Expertise

Outsourcers are equipped to capture and manipulats different types of information related to cuser calls.
Experience in working with multiple businesses aathpaigns helps equip the outsourcer with the ¢ispeand
technology to convert raw data more easily intdulsaformation.

Cost Tracking

Outsourcers can detail costs per transaction asis per hour because their billing procedures etras that way.
Profitability for most outsourcers depends on tladitity to manage the margin between their coststhe price to
the client. Thus, understanding their costs isra capability. The total cost of the operation sh@n the
outsourcer’s bill each month and can be tracketlye#is-house operations tend to have hidden caostking it
difficult to track and manage the financial asp@ftthe operation and evaluate profitability an@@H effectiveness.

Specialized Expertise

Because many outsourcers specialize in providingces to certain industries, a company may firdgh level of
focused expertise in an outsourcer. The outsoumegrbring years of collective experience in a dpeidustry to a
customer that could benefit from a broader perspeeind understanding of the competitive environimen
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Quality Monitoring

Because of the nature of most service level agratnegorous call monitoring is typically donedosure the
customer’s calls are being handled in a professiguality manner. The most sophisticated equipneetypically in
place, and supervisors and quality specialisthigidy trained in monitoring and coaching technigiueaily
performance assessment is part of the agreemédntmwaist clients and is, therefore, done more oftehraore
thoroughly than in an in-house center where supersimay not devote sufficient time and attentmit.t

State-of-the-Art Technology

Most outsourcers invest in state-of-the-art tecbgplto meet their many customers’ demands. Investimehe
latest technology is an expensive option for indeoaall centers; outsourcing centers are ablergadphe cost of the
technology investment across multiple projects @mstomers.

Round-the-Clock Operations

Despite growing customer expectations, many conggacannot afford to operate their call center seless a week,
24 hours a day. The small number of calls thavarnn no peak hours make operating at those hootshptively
expensive. Therefore, many call centers can prommie self-service options to customers during ¢hibmes. An
outsourcer can provide service at a much lower pestall and help the business maintain round:ztbek
availability.

In-House Staffing

If a business decides to handle contacts withvits employees, the traditional model is to hire &iath agents to
work in the company’s call center(s). Building astdffing one’s own call center involves findingitesputting in
place the appropriate call center systems and téoby, and recruiting, hiring, and managing thd cahter
employees.

The primary operational activity when running onevgn call center is forecasting and schedulingctidecenter
workforce. Getting the right number of people iag@ at the right times to handle the contact waidklis the most
critical function of call center management becays#o three-fourths of call center operating casésrelated to
staffing. A systematic approach to forecasting Waa#l, calculating staff requirements, and creasadf schedules
must be in place for the call center to reach sergoals and operate efficiently.

The in-house staffing plan affects every other fiomcof the call center.

Facilities Management

A site will be needed to house the call centerimdmployees. Ongoing effort is required to desigd maintain an
effective workplace including attention to enginegrconcepts, such as lighting, climate, and naseyell as human
factor components, such as ergonomics.

Human Resources Administration

Recruiting and hiring will typically be done asaant effort by the call center and the human resesiidepartment. A
detailed job task analysis is performed by the @atiter personnel, who work with HR personnel toui¢ qualified
candidates, screen and interview, and then mar@agpensation and personnel issues.

Technology Management

Deciding to staff for internal handling of contabss implications for technology decisions. Voicd data
telecommunications services must be provided, atahaatic call distribution equipment and other tetia
technologies must be selected and implemented.€thigppment may require a significant capital inmestt as well
as ongoing maintenance.

Quality Management
The call center will need a customer satisfactegseasment process that regularly assesses retantd@atisfaction.
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Quality-monitoring procedures and technologies nhesimplemented, and call center managers andsgpes held
directly responsible for performance and satisfaucti

Reporting and Communications

A system of metrics must be put in place to redulaeasure and report on performance, both ofrilvidual agent
and the call center as a whole. Call center perdannst develop a strategy for assimilating anttidisting business
intelligence throughout the organization.

Financial Management

Call center management will be responsible fortangaand adhering to capital and operating buddktise call
center is a revenue-generating entity, generatiafityand-loss statements will be a critical fulctiof ongoing
operations.

Risk Management

When running an in-house call center, the businasst continually assess various risks to the @aiter operation
and evaluate their potential impacts on servicemnfttability. Contingency plans must be developleat include
reviews of facilities, staffing, call center sys®rntelecommunications networks, information systeans access
channels to prevent problems from occurring as asliecovery plans if a disaster does happen.

Telecommuting
Another option to consider when setting up a catfiter operation is hiring employees to handle ecastacontacts
and having some or all of these employees workteffs

The practice of telecommuting for office workergrewing rapidly and across all sectors of businksgsiness and
legal services, health care, banking and finante céhers. The International Telework Associatiod &ouncil
(ITAC), based in Washington, D.C., forecasts thagral0 million workers will telecommute by 2010.€lball center,
with its “knowledge worker” population, is well piened to take advantage of this work option.

The technology exists today to allow agents toitto[jom home or any other remote site and recealis m the same
way they would if they were sitting in the call ten They can receive calls just like the othemagén the center,
and the same data that would appear on their screehe call center can be sent to their screeherae. The
remote agents’ statistics can be tracked and reghquist like the statistics of in-house agents.edwipors can also
monitor and record their calls on a real-time drestuled basis. There are many advantages to atehegting
arrangement.

Schedule Flexibility

The main advantage of using remote workers ag @laad of the call center workforce is the flexityilgained in
scheduling. Covering the peaks and valleys of ¢atisughout the day with traditional staff is velifficult. The call
center may have a two-hour peak of calls in theningrand another in the afternoon. While the catliter can’t
expect someone to come into the center and wopkiteshift to handle those periods, it may be readie to expect
an employee working from home to do so.

Covering night and weekend hours may also be esaacomplish with telecommuters. Many people dolike to
commute to work at night when crime and traffiksigo up. These same people may be willing to wlooke hours
if they can do so from their home.

Real Estate Savings

Another benefit of telecommuting is the savingsoacglished by not needing to house the agent ipliysical call
center. Assuming that an agent occupies 50 sqaeatef call center space and the lease cost o$plaise is $20 per
square foot per month, the savings per agent woeil$il,000 per month, or $12,000 per year. Addabttie one-
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time and ongoing costs of building and maintainiaykstations, furniture, lunchrooms, conferencecepaand other
amenities, along with the cost of additional ugkt and the cost savings could easily double.

Expanded Labor Pool

Another strong reason to consider a remote workf@¢he potential to attract workers from addisiblabor sources.
This expanded labor pool may include highly quetifivorkers who are handicapped or physically chgéd and
unable to commute daily into the business siteeOplotential workers are homebound caregivers, aadhe
growing population of baby boomers who take cartheir elderly parents.

A telecommuting option may also simply bring inigger pool of qualified candidates attracted toghespect of
working at home and avoiding the hassles of gettrtpeir job every day. Companies not only findititandidate
pool increasing but also find that people are nglto work for less money if telecommuting is atiap. In addition
to avoiding the travel time of a long commute, emypkes can save money on transportation costs,dostd, and a
work wardrobe. These factors all translate to $iggmt benefits to employees.

Staff Retention

Businesses generally find that their remote emm@sy®ve much higher job satisfaction and retemtites than
traditional in-house employees. In addition to‘thard dollar” employee benefits listed above, thditional time
employees recover in their day is a big factorvarall satisfaction and quality of life.

Another benefit is that trained employees can bered even if they move to another city or arethefcountry.
Many call centers lose valuable employees wheroassis job takes them to a new place. As a rengentaa high-
guality agent can remain employed, and the companids the recruiting, hiring, and training cosisriew staff
while retaining the employee’s valuable skills &mdwledge.

Increased Productivity

Many studies of telecommuting workers versus tra#l office workers suggest that telecommutersnaoee
productive. The main reason for this higher protitgtmay be that there are fewer interruptionsligtract the
employee. Their comfort and increased satisfaatsnlting from working at home may also be contritfactors
to the increased productivity.

Disaster Recovery

All sorts of disasters and emergencies can hagprdisable normal call center functions. Havingpal of remote
workers can assist the call center in carryingitsutvork in these situations. A flu epidemic or imads may prevent
staff from coming into the center, but work cal & carried out in remote sites. A flood or powetage at the site
can damage workstations, but assuming connectsvatill possible to the main switch, agents at baran continue
to process calls.

Environmental Impact

Having fewer people driving into the call centeegrvday can certainly reduce auto emissions andtpoi. This
may help some companies comply with governmentallations, such as the Clean Air Act, which require
companies with more than 100 employees in highdfioth areas to design and implement programs tacesdir
pollution. Setting up a telecommuting program is option for complying with this rule.

Telecommuting Disadvantages

Telecommuting is not for everyone, however, andetlage disadvantages to this staffing alternafite major
obstacle preventing many companies from using remotkers is equipping agents to work at home. @thié
voice part of the technology is easy to accompdisti phone calls can be seamlessly made and answerdilgger
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stumbling block is the delivery of the data portafrthe call. Delivering the data portion of thdl ¢ta the agent’s
desktop at home requires the proper equipment @fidient bandwidth to enable the customer intacas. The
delivery of private or confidential information &m agent’'s home, where friends and family membexg mave
access to it, is also a concern.

Social needs should also be considered. Thoserteambers who work from home may not feel as condect¢he
team as their on-site counterparts. Additionalgefping remote agents “in the loop” of office commeations and
new procedures may be more difficult. Many compsuaiddress this gap by having remote employees wdhe
office at least one day a week.

Finally, many employees are not good candidategefecommuting. Some may lack the experience @ipglise to
work without supervision. Others long for the caauarie of a social workplace. It is important tdinke how remote
agents will be selected, and to make sure a pras@splace to continually monitor and coach thesgloyees to
ensure they effectively contribute to the goals abjgctives of the center and of the overall bussne

SECTION 2: WORKFORCE PLANNING AND MANAGEMENT

Introduction

Perhaps the most critical operational functiorhia ¢all center is making sure enough people atb@phones to
respond to callers with a minimum of delay. Thegess of making this happen is called workforce rganeent. It is
defined as the art and science of getting the fjgst” number of staff in place every period oéttlay to meet
service levels while minimizing cost. The goalashave the precise number needed every singlenbalf-of the
day—not too many and not too few.

The process of workforce management is complichyetthe fact that the incoming call center worklesdut of the
call center’s control. The telephone call workl@dves whenever customers decide to place aWwdlile the call
center does have control over workload in an outbdaenter, that work is also influenced by the aongr because
the center works to call at the best time to fimel tustomer available and willing to take a call.

The workforce management process is both an araaotence. It is an art because it is, aftepadidicting the future.
The accuracy of any staffing plan will be due imsopart to judgment and experience. But workforemagement is
also a science—a step-by-step mathematical prolcasases historical data to predict future eveltaorking
knowledge of these specialized statistical techesga critical for every call center manager. Anglamizations that
have workforce management software that automhagefotecasting and scheduling process must undergtase
calculations to verify the accuracy of results gmethaps more importantly, to explain the numbermanagement.

Workforce management is critical to the successvefy call center. Here are the basic steps oivtir&force
management process:

Gather and analyze historical data.

Forecast call workload.

Calculate staff requirements.

Create staff schedules.

Track and manage daily performance.

arwnNpE

Data Gathering and Analysis
The first assumption behind workforce managemettitashistory is the best predictor of the futurerost call
centers. Therefore, gathering this history is thet fask. The most obvious source of this infoioratvill be historical
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reports from the automatic call distributor (ACBjpecifically the number of calls offered and hartdtes information
by half-hour.

It is critical to gather representative samplestfispurces that are accuralée basis of any good staffing plan is
accurate input data. Without a precise forecath@expected work, the most sophisticated effocaloulate staff
numbers and create intricate schedule plans isediastort. The old adage of “garbage in, garbagéiswespecially
true when applied to call center workforce managenm&ccurate data to feed into the forecasting @ssds the most
important step of the process. Two years of histbdata is ideal, if it is available and relevdrgss than two years
may suffice but will not provide the most accurageking of trends and monthly/seasonal patteras2#4 months will
clearly show.

The two numbers to look for by half-hour are callume and average handle time (AHT). Call volunferimation
from the ACD is typically assumed to accuratelytgayr the workload for which a center needs to si#tfs
assumption is valid as long as all calls get in aoe are blocked at the network level by insugfititelephone trunks.
Validate this assumption by requesting periodicstpstudies” from local and long-distance carrigrssituations
where the queue is very long and a significant remalb callers abandon the queue and call back ldemumber of
calls may also be somewhat inflated by these malaggempts to reach an agent.

Forecasting Workload
The next stage in the process translates the reaimta a prediction of what is coming for a futumenth. There are
several approaches to get to this forecast:

Point Estimate

This is the simplest approach and assumes thgb@nyin the future will match the correspondingrjpan the past
(i.e., the first Monday in April next year will e same as the first Monday in April of this yediis approach has
obvious shortcomings in that it does not accounafty upward or downward trends in calling patteimsreases in
promotion, or a changing tobacco control-relatelicpdandscape.

Averaging Approach

There are a variety of methods that incorporat@mathematical averaging, ranging from a simpkrage of
several past numbers to a moving average that dnapsider data when new numbers are available nidst accurate
averaging approach involves weighted averagingchvbives more weight to recent events than to agients. While
the weighted-average approach is probably the sidsavhat an actual forecast would be, it stilseis the upward
trend that occurs in most call center data thapbiroannot be identified and incorporated by averggogether old
numbers.

Time Series Analysis

The recommended approach for call center foreaastivolves a process called time series analy$is dpproach
takes historical information and allows for thelagdmn of the effects of trends (the rate of chgragewell as seasonal
or monthly differences. Most call centers use #pproach, and it serves as the basis for mosedutomated
workforce management forecasting models. The l@ssiamption is that call volume is influenced byadety of
factors over time, and that each of the factorsbearsolated and used to predict the future.

There are many internal and external factors tifatence the call center’s workload, and the smarkforce planner
will use a process that considers all of them. Whekforce planning process must incorporate athefvarious
influences on call center workload in preparing &ind-tuning the forecast.
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Calculating Staff Requirements

Once the forecast is in place, the next step muGating staff requirements to meet service gdaésring in mind the
call volume forecasts and some assumptions about, Adrkload is calculated by multiplying the numloér
forecasted calls for an hour by the AHT of a call.

The workload number is then used to determine hawynbase staffers are needed to handle the catiat Wvakes
staffing for a call center different from any ottkemd of staffing situation is that this workloades not represent
typical work patterns. In an incoming call centbe work does not arrive in a back-to-back fashivather, the work
arrives whenever customers decide to place cdlis.Workload isandominstead of sequential. This leads to the mos
important rule of call center staffinyou must have more staff hours in place than hotiestual work to do.

How many extra staff are needed? The number dfrst@lded depends on the speed-of-answer goahthattl center
wishes to reach. Obviously, the more staff avadatiie shorter the delay will be. The fewer thé stlae longer the
caller will wait.

Determining what happens with a given number adueses in place to accomplish a defined amountarklead
requires a mathematical model that replicatesithat®n. There are several telephone traffic eegiimg models
available, and one of these is particularly suitethe world of incoming call centers. Most calhte's use a model
called Erlang C that takes into account the randmm®iof the arriving workload as well as the quebieigavior
(holding for the first available agent) of the sall

Relationship of Staffing and Service

Delay times increase as agents are subtractedeavidesimproves as bodies in chairs are added. Meryservice is
not affected to the same degree each way. Thisiigi@lly important phenomenon to understand aloall center
staffing.

Imagine that a center needs to have 24 staffggkaoe to handle 20 hours of telephone workloadraedt an 80%-
in-20-seconds service level goal. If the staff nerskare adjusted up or down, there are two vefgréifit results.
First, if a person or two is added, the averaged o answer (ASA) improves from 13 seconds tod®sds with 25
staffers and then to 4 seconds with 26 staffers.firbt person added yielded a 5-second improvenagit the next
person produced only a 4-second improvement. Al fhrson would result in an ASA of 2 seconds, anBsecond
improvement. Adding staffers results in diminishnegurns with less and less impact as the staffomrsget higher.
The effect of subtracting staff is notable to rewis well. When subtracting one, two, and thresqes, the ASA
increases to 25 seconds, 51 seconds, and 137 secesectively. Dropping the first person resuitedn increase
of 12 seconds, the second in another 26-seconeaser and the third a loss of another 86 secorakshg staff away
decreases service, and it does so dramaticallyna¢ point. There are especially dramatic declisetha staff
number gets closer and closer to the hours of warkl

This impact on service can be viewed as both gesdsrand bad news. The good news is that centevedey) poor
service can improve it dramatically by adding joisé more person. On the other hand, when senwetslare
mediocre to bad, dropping one more person cansemnite into such a downbhill slide that it is nganmhpossible to
recover.

Shrinkage
The numbers discussed so far are purely “bodiebairs” numbers. These numbers assume that altsagemalways

available to handle calls. But agents are not allel much of the time. Factoring in this unavaligbwhen
scheduling is critical to ensure that the centelsarp with enough staff to actually answer the jgison
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In calculating staff requirements, a final adjustineeeds to be made to factor in all the activiied situations that
make staff “unproductive.” This unproductive tinseréferred to as staff shrinkage and is defineahgdime for
which employees are being paid but are not avalabhandle calls. Staff shrinkage includes breadeztings,
training sessions, off-phone work, and general odpctive or “where the heck are they?” time. Lobkr@e example
below of a sample call center’s shrinkage amoumdisthe impact on staff availability.

Shrinkage Category Sample Calculation Annual
Hours
Paid Breaks % hour/day x 5 days x 50 weeks 125shour
Paid Time Off 8 hours x 11 days/year 88 hours
Meetings/Training 3 hours/week x 50 weeks 150 hours
Off-Phone Time 1 hour/day x 5 days x 50 weeks 2504
Unexplained Time Y, hour/day x 5 days x 50 weeks h&zs
TOTAL SHRINKAGE 675 hours
Potential Hours 2,080 hours
PERCENT SHRINKAGE 32%

In most centers, staff shrinkage ranges from 2035686. The shrinkage factor when predicting staffieguirements
can be accounted for by dividing the Erlang staffuirement by the productive staff percentage (mirius the
shrinkage percentage). In this example, if 24 agard needed and the shrinkage factor is 32%,24e68 yields a
requirement of 35 people in the staffing pool whbald be scheduled.

Some of the people in the staffing pool will be veikable because of planned absences, such asorecat training
classes. These are generally known well aheadnef tHowever, some of these absences will occuredast minute
and will not be known when the schedule for thatidadeveloped. Part of the shrinkage factor wallrbplaced by
known absences as the plan develops while ano#teopthe shrinkage factor will remain unknowrtlas day or
week begins. If extra staffers are not in the saledhese last-minute absences will result in paovice.

Staffing Tradeoffs

Group Size and Economies of Scale

Another factor that has a major impact on staffsithe size of the center or the agent group. Cemi@ndling large
volumes of calls will naturally be more efficietiain smaller groups. This is due to the economissale of large
groups.

As highlighted in the example below, doubling tladl eolume does not require two times the numbestaff to meet
the same service goal of 80% in 20 seconds. Wheéwuatame increases eight times, only about sixesnthe number
of staffers is needed. As the volume grows, thié-sdawvorkload ratio gets smaller and smaller.

The reason for these increased efficiencies andbtler staff-to-workload ratio is simply that wighhigher volume
of calls, there is a greater likelihood that whemagent is finished with a call, there is anothall for that agent to
handle. With a bigger volume, each person has gip@xunity to process more calls each hour. Eadls@e spends
less time in the available state, waiting for al ¢alarrive, and not as many agents are needed Umxaach person
handles more calls.
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Calls per Workload Staff Staff:Work | Staff Occupancy
Hour Hours Required Ratio (workload/staff)
100 8.33 12 1.44 .69
200 16.67 21 1.26 .79
400 33.33 39 1.17 .85
800 66.67 74 1.10 .90
1600 133.33 142 1.06 .94
Staff Occupancy

If a higher volume of calls means that each persdmsier, then one might assume that bigger iaydvibetter. After
all, if agents are being paid to sit and handléscalouldn’t call centers want them busy all thedj doing just that?
The answer is yes ... and no. While call center mameagnt wants staff to be busy processing calls nigatviem too
busy (no available time or “breathers” betweens}a#l not such a good idea, either.

The measure of how busy agents are is called ageapancy. It is the percentage of logged-in tihag in agent is
actually busy in talk or wrap-up time. Agent occapgis calculated by dividing the amount of worldday the staff
hours in place. In the previous table, with 12fstafhandling 8.33 hours of workload, agent occagas only 69%.
At double the call volume, with 21 staffers in matwice the workload is being handled without dowgothe
workforce so each person is busier. In this casgymancy has increased to 79%.

As the volume of calls grows, increased efficiea@ad economies of scale come into effect, measgngpancy
goes higher and higher. While call centers warit &idbe productive and busy, asking staff to stagupied at a 94%
rate is not realistic. Most call centers aim fag 85% to 90% range since occupancy rates higherthiza lead to
undesirable call-handling behaviors as well as hughover rates.

Telecommunications Tradeoffs

Another staffing tradeoff has to do with the redaship of staff to service and cost. When call eenare asked to cut
costs and to do more with fewer resources, thedtrategy proposed may be to cut staff. Beforegisp,
understanding the implications of staff reducti@neritical.

Take the example of a fairly small call center wdtver than 50 agent seats. (A larger center oan these numbers a:
representative of a specialized agent group witienbigger call center structure.) Most days, #@er meets a service
goal of 70% in 30 seconds. The snapshot below atelicthe staffing picture with varying numberstaffers during a
half-hour in which the center is getting 175 calls.

Number Avg Delay Service Level Staff

of Staff (ASA) (in 30 sec) Occupancy
30 298 sec 24% 97%
31 107 sec 46% 94%
32 54 sec 62% 91%
33 30 sec 74% 88%
34 18 sec 82% 86%
35 11 sec 88% 83%

As seen in the table, staffing with 33 “bodies liraics” would enable the center to meet servicetlgoals fairly
consistently. However, the loss of one person wduaig the service level from 74% to 62% (or ASATr80 seconds t«
54 seconds). Eliminating another person would dnepservice level to 46% and the average delaydvdolble to 107
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seconds. Reducing staffing levels by three woulldice the service level to only 24%, resulting ireaarage delay of
298 seconds. Callers accustomed to waiting for balfya minute in queue would now be waiting neéariyinutes!
Service is not the only thing that suffers in t@ample. With 33 staffers in place to handle tHevearkload, the agent
occupancy rate (the measure of how busy agentduaireg the period of time they are logged in andilable) is good at
88%. Taking one body away raises occupancy leeedd %, taking two away results in 94% occupancy,taking three
away means staff would be busy 97% of the timenduitie hour. In other words, there would be only(8%108
seconds) of “breathing room” between calls. Subigh level of occupancy cannot be maintained faglorhe likely
result will be longer handle times, longer perisgent in after-call work to “catch their breathyrbout, and turnover.
An additional potential effect to consider is tha reduction in staff might be outweighed by theréased telephone
costs associated with the longer delay times. Silephone charges are not always included indheenter’s budget,
this tradeoff may not be as obvious as it shoultHmvever, a joint analysis by the IT/Telecom staftl the call center
can reveal the overall impact of these staffingsiens. What is very clear is that a simple staffuction may not save
call center any money. In fact, it may cost moréemms of poor service, reduced revenues, exceesiugrancy levels,
and increased telephone costs.

Staff Scheduling
After reviewing the factors that affect the numbestaffers needed to handle the contacts half-bguralf-hour, the
next step is figuring out how to schedule in ordeget the right number of people in place at thktrtimes.

For example, if a call center is staffing for 4%0lg between 10:30 a.m. and 11 a.m., AHT is 270rs@ (or 67.5
erlangs of workload), and it has a service objecti’70% of calls answered in 30 seconds, the cereld need 72
staffers to meet its service goals. If 72 peopéersaeded for the peak calling time between 10:30 and 11 a.m.,
does that mean the call center should schedule@@i@to work the 8 a.m. — 5 p.m. shift?

No. Agents who started at 8 a.m. will naturally wemtake a break around 10:30 a.m. A few will @alsick. Perhaps
another group is in a training session. And doorgét that agents need time to do off-phone work.

This shrinkage (discussed in the previous sectimugt be accounted for when calculating how manylecto
schedule on certain shifts. The call center mus¢dale enough staffers so that when the workfdndalss, there

will still be enough bodies in chairs to handle tadls.

While shrinkage is low in some centers, at abo@b 20 can be extremely high (over 50%) in otheltwirkage
should be measured regularly. Also be aware tleaslininkage percentage changes by month, day &, \aed time
of day, just like call volume and handle time. Egample, most centers do not train on their bus@&$ing day, and
absenteeism is generally higher on Mondays anaisithan it is on Wednesdays.

Defining Schedules

Once a schedule count has been determined forhedfehour, the next step is deciding how to detime actual
schedules. In this step, the lengths of shiftdefened as well as the scheme of days on and aff.0c€nters will
need to determine if mostly eight-hour/five-dayesthiles will be used with each person working fisasecutive
days versus trying some variations, such as fotlrdl® days or even three 13-hour days. Think alarying the
full-time definition further and try out three 1@iwr days and two five-hour days. Split the dayssofthey do not
have to come together. There are dozens of possihkdule definitions, even within the restrictarfull-time
schedules.

Expanding the schedule mix further to include piante schedules will have tremendous payback ingeyfn
increased schedule flexibility to meet the fluctogitworkload. Four-hour or six-hour schedules giveenter so much
more flexibility in matching the workforce to theovkload that it's typically well worth the extrafeft it takes to
employ a part-time workforce. While part-time stgéinerally have higher turnover and are more exypens train
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(since the same training effort is expended on mearployees), the part-timers may be less expemsitegms of
benefit costs and may actually be more productimpleyees, given their shorter exposure each dag.grbatest
tradeoff to consider is how much better a call eenan fit staff schedules to its workload requieats with part-
time staff.

Another definition in creating work schedules is 8tart-time interval. Some call centers have staift “on the
hour,” while others have staff starting every Hatidr. These start-time intervals are another faotdetermining the
best fit of schedules to workload. By staggeriragtdimes to the half-hour or quarter-hour, thé cahter will
naturally be staggering break times and other ietsvthroughout the day. And for centers willigsplit staff into
four starting intervals within the hour and useriffiute start times, the savings can be substantial.

Managing Daily Staffing and Service

Now that the many factors that go into assigningkfavce schedules have been defined, the nextist@@anaging
the schedules on a daily basis and making needestiants. After gathering and analyzing moundsistorical
information to arrive at a call forecast, calculgtthe number of staff needed by half-hour to rspeed-of-answer
goals, and juggling schedules to arrive at a resdermix of efficiency and acceptability, the centeist make sure
the plan is working.

There are three steps in the daily performancéitiggrocess: tracking and analysis, communicatiand reaction.
Tracking performance means tracking the three aigsrtbat affect service: call volume, AHT, and fetaf levels.
These three components should be tracked througheualay to see what the impact is on net staffingcking
should start early in the day and the numbers shioeilwatched for significant patterns. As soon terad is spotted,
reforecast based on the new numbers and predid¢tnehataffing will be for the remainder of the déythe problem
is caught in time, it can be fixed before it is tate to meet service goals.

While all three numbers should be tracked againstamother and used to calculate net staffingethes single
numbers of half-hour performance that may provideiaker indication that a call center is in traeiblThese
measures of call center performance can indicatk i well or about to get out of hand.

For this snapshot of performance, some call centggsa measure of the number of calls in queuey ey set a
threshold so that as soon as a certain numberighgaalls exists in the queue, a reactive prooessirs. Others
define a limit on the age or length of the oldedt in queue. When the wait time exceeds that |imiteaction is
imminent.

These two measures are useful as warning signalsising them to initiate adjustments may be illiaed. Think
instead of setting and meeting service objectigesre half-hour race, rather than six five-minytends. While an
exceedingly high number of calls in queue at angmgitime might be alarming, this number is likedygp back to
normal within five or 10 minutes as breaks ovedaphe natural ebb and flow of random calls happ&hs call
center should evaluate carefully before using theaktime measures to drive changes and adjussment

Summary

Workforce management—the art and science of getitiadjust right” number of staff in place to resbto
customer contacts, meet service goals, and miniouges—is one of the most critical functions in tadl center.
Nothing more directly affects the service providedustomers or the bottom line of the operatiarerithing hinges
on developing an accurate forecast of the worktoduke handled. With an accurate forecast, stafiegds can be
determined and staff schedules created. Once éimeipin place, the focus of the daily managemeottgss is to
execute the plan and adjust for unforeseen chahgéesccur. The overall result should be a consiktacceptable
speed of answer for callers and a fair and reasenadrkload for the staff.
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SECTION 3: PERFORMANCE MANAGEMENT

This section will discuss the overall performanamnagement process and focus on how performancetatipes
are defined and how actual performance is measirad individual level, with attention given to th&rious aspects
of the quality-monitoring process.

Performance management begins with defining pedora goals and expectations. There are many cpitardit
performance expectations, such as schedule adlegpencentage, AHT, call transfer rate, conversabte, rand so on.
Other expectations will be defined around qualiatoals, such as portrayal of positive image,ldispf active
listening skills, or use of proper pacing and vaicality. Many of these need to be defined at abienal level for
employees to fully understand what is expected,tamdeasure their performance fairly and objecyivel

Once these goals and expectations have beenes@igxhstep is to gather information about actealgpmance
versus desired performance to identify performayages and problems. There are many sources of tpiardi
information from which to draw, while qualitativeformation will likely come from observation and nimring to
ensure adherence to the proper behaviors and action

Steps of Performance Management

By definition, performance management is the apjpba of scientific behavior analysis to the wodqg®. It is not a
one-time management solution to a single probleth ame employee. Done correctly, performance manage
provides a precise way of defining the work to beel analyzing results, and implementing solutitvas will not
only deal with inadequate performance but will pdevpractical ways to maximize performance by evedyidual
on the team.

To explain how the performance management processsywve can use the metaphor of a visit to theéat@nd an
attempt to diagnose a medical problem. There arg/msiailarities between the performance managemetess
and the medical diagnostic process, including:

* Symptoms alert someone to the possibility of a [@mb

» A process is used to analyze symptoms and deterimeneause of the problem.

* The diagnostic procedure begins with small testslanlds to more complex (and expensive) ones,
depending upon the severity of the problem.

* A plan or method of treatment is established.

* Intervention is planned and executed once the aafube problem is determined.

* Progress is monitored, and corrections or adjustsnartreatment are made when necessary.

Step 1: Defining Healthy Performance

The first step in the diagnostic procedure is tiingewhat is “healthy.” In the medical world, thedrms” are
determined by scientific research and might inclndemal ranges for body temperature, blood pressaart rate,
cholesterol levels, and so on. Individual doctasehthe same basic definitions about what conssitigood health”
versus a medical variation or abnormality.

Within the call center, “healthy” is determined tmanagement strategy and goals and not the opiofansgividual
supervisors or team leaders. The management tgearitis/mance standards should be translated intkalte
behavioral standards for the frontline staff.

Knowing what the “healthy” or ideal performanceksdike enables a manager to identify when an &gent

performance is “unhealthy” and needs some typatefvention to facilitate improvement. Defining $kespecific
standards and behaviors will be discussed in metaldater in this paper.
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Step 2: Measuring Current Performance

Doctors do not treat symptoms without diagnosirgrtbause. They know the presenting problem isatvoays the
cause of the ailment. Doctors first analyze theggms and conduct tests to make an accurate disgno®
establish a baseline. And in some cases, symptagsot be present. For example, before beginnimgyaexercise
program, a patient might check with a doctor teedaine the health of his or her heart. In otherdspnot all
diagnoses are driven by presenting problems; soenpracautionary and preventative.

In the call center, managers should analyze pedoominformation to see if symptoms of performgmadlems
exist. In some cases, performance will be revielaskd on a certain incident or a concern, butheratituations,
the “check-up” is merely a routine one that assepseformance on a regularly scheduled basis.

The process of comparing what is “healthy” or “wiati want” versus “what you have” is sometimesnrei@ to as a
performance gap analysis. Performance will be énaitceptable range, exceptional, or below expeasti
Performance below expectations is then evaluatddanalyzed to determine a root cause for the pnoble

Step 3: Diagnosing the Problem

Doctors use a systematic diagnostic process tectyrdetermine the cause of symptoms or to agpeyal health.
When a presenting problem arises, there is a dsgneystem in place that employs various typaess
(examination, blood tests, X-rays, etc.) to obtaformation to correctly identify the cause of fv®blem. The
severity of the symptoms dictates the complexittheftest administered.

The process in the call center is similar. Instefacklying on a “gut” feeling, a systematic procésguide diagnosis
and decision-making should be used. Some presemtoidems are simple and do not require sophigticahalysis
to identify or correct. Others are more complicatédving a performance management model allows geasdo get
to the root cause of a problem.

Step 4: Applying a Treatment

Once the cause has been established, doctorsaraa ppecific intervention, using the least invagixocess
necessary to deal with the problem. A doctor’s itriéty would surely be affected if the patient tead the doctor
performed unnecessary surgery or prescribed unsegesiedication.

In applying a treatment to a call center perfornegoiblem, managers will want to recommend the ieassive
intervention to improve performance. This intervemtmust focus on the root cause to establish thst effective
long-term solution, rather than a “quick fix” renyed

Step 5: Monitoring Behaviors

When medical treatment is prescribed, a processiémitoring the patient’s progress is establislweshéke sure the
treatment is effective and there are no harmfud siflects. The more complicated the situation atelvention, the
more formal or elaborate the monitoring procesMisnitoring could be as simple as “take two asgiamd call me if
the pain continues,” or as complex as a hospiégl after major surgery. In either case, the prosesges the same
purpose: to ensure the intervention has been eféect

In some cases, the intervention may not be effeciihe doctor may change a medication if the désesults are
not achieved with the first one. When a treatmsmiat effective, the doctor tries another method.

Managers should follow the same process. Whentanvantion is planned, monitoring should be inctids part of
the process to assess the effectiveness of thanattisome cases, the prescribed treatment daegank, and the
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manager will need to work closely with the agentryoanother solution until the desired performaiscachieved.

Step 6: Practicing Preventative Maintenance

Preventative maintenance plays a major role inytgd@ealth care. The emphasis is shifting fromttresnt to
prevention, which includes proactive measures &mgk unhealthy behaviors and habits before theygeaate
bigger, more costly medical problems.

The same is true at the call center. Correctingpkarperformance situations before they manifest camplex
problems is always desirable. By using processesritinuously monitor and diagnose performanceeissmanagers
can prevent simple errors or misunderstandings fsecoming widespread problems.

Defining Performance Standards

The first step of performance management is dejiperformance standards and expectations. Howtaglis not
typically a job undertaken by a single individuBhese performance standards need to be consistessdhe
centers and are probably not unique to any siteam.

Defining expectations and performance goals baseghandividual management style is dangerousolild/be
difficult for your call center or your company tarsive if all the managers and supervisors useil tven individual
styles of management to determine performance éxp@ts. The overall performance management praosss
standards must support the organization’s missiohgaals.

As Aubrey Daniels points out in the boBkinging Out the Best in Peoplenagine a doctor saying, “I've developed
my own operational style. I'm going to operate @urybrain a little differently than other surgeansuld. I've had a
few real successes with this technique, so donitywbOr suppose you are on a plane and the pilabances that he
is going to land a little differently than Fedefaliation Administration procedures require becaofhis flying
preferences. Performing surgery or flying a platires precision and the use of established psesedanaging
people’s behaviors is just as important to a bssirand, therefore, should not be made up of actlieof

subjective approaches based on each manager'penvgor’'s personal style.

Performance standards should be defined so thatigsveapected of every person in the call centetdarly defined.
Agents on one team who take the same kinds of aaltiose on another team should have their peafarenjudged
in the same way, even though they work for a défféisupervisor. The standards should define whatpgscted in
terms of desired behaviors, and each supervisaidmeeasure actual performance against those stidavery
supervisor should follow the same steps of diagnasd treatment. Employees must see in practi¢gustan
theory, that the same performance is expectederiyene. They should know that their performancé el
evaluated in the same way, and that rewards ansegoiences will be applied consistently.

The performance management process involves estalgiclear expectations about the essential jobtions the
employee is expected to perform and then breakimgndhose job functions into clearly defined bebaxi
expectations and standards.

Quantitative Standards

The easiest expectations to define are the quantitstandards of performance for the organizatibis.fairly easy
to define a range of numbers into which a perspatéormance should fall within various categoriedist of
guantitative measures and a sample range for edigted in the table below. (Note: The numbengtisn the table
are not meant to indicate “industry averages” ggested standards. They are only provided as an@Egg
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Performance Quantitative Performance Sample
Category Measures Target
Service Schedule adherence >97%
Quality First-call resolution rate >90%
Transfer rate <10%
Error/rework rate <5%
Efficiency Availability >80%
AHT 220 sec
After-call work 25 sec
On-hold time < 30sec
Profitability | Conversion rate 50%

The categories listed in the table represent tinenoon categories of performance upon which an agégtit be
measured. These expectations of performance sbheuléfined for each unique position in the centéh careful
thought given to what an unacceptable number wbejdvhat constitutes satisfactory performance,veimat level of
performance would be considered exceptional.

Different numbers may be appropriate based onyie($) of calls the team receives or the lengttinoé on the job.
For example, you may have an AHT expectation of &fbnds, but that expectation may be differenbfand-new
employees still learning. They should be aware tiiney will be expected to reach this number, bairtherformance
expectation as a trainee may legitimately be lower.

Most call center measures tend to focus on quémgtperformance measures, not because they ameimportant
but because they are easy to obtain. They areaaisare obvious measure of whether an employee met a
expectation. However, much of what defines suctess caller has to do with howell the call was handled, and
that expectation points to qualitative measurgseoformance.

Qualitative Standards

Defining qualitative standards of performance iimmore difficult since definitions of quality tetol be more
subjective in nature. For example, everyone wogleéathat agents should exhibit good telephoneetie on a call,
but different people may have different definiti@®sout what constitutes good telephone manners.

Below are a few sample competencies associatedpnathiding quality service over the telephone:
» Adapt the call to the customer’s tone and pace.
* Project a positive and professional corporate image
» Demonstrate a supportive approach when dealingaaitbrs.
* Maintain control of the conversation to balance/ieerwith efficiency.

Everyone would agree that these are certainly redde and desirable expectations. However, eatiecdbove
expectations needs to be defined in more detaitder to be a clear performance standard.

For example, what is meant by “adapting the calheocustomer’s tone and pace” needs to be spatjfitefined. A
full definition of that expectation, along with spla behaviors of what to do and what not to dd|ustrated below:
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Goal: Adapt call to the customer’s tone and pace
Definition:
Adjust to the mood and pace of the caller.
Refrain from imposing your own style or rate of egle on the caller.
Relate to callers as individuals and adapt pretientatyle and content to fit their needs.

Positive Behaviors Negative Behaviors
Slow pace for inexperienced caller. Raise youre&adica caller who is yelling.
Adapt to slower pace for different languageOffer detailed, complicated explanations when cdibes indicated
or accent. he is in a hurry.

Another example might be the expectation of displgya positive, professional corporate image. Tiaase alone
leaves much room for interpretation about whateésm by “professional” or what contributes to cogte image.
Fully defining this expectation and providing exdesgpof positive and negative behaviors will make ¢xpectation
clearer, and therefore, more likely to be met.

Goal: Project a positive, professional corporate irage
Definition:
Speak clearly and keep conversation focused oodler’s needs.
Use the agency name in the greeting and/or closing.
Avoid slang and technical terms unfamiliar to théer.
Use “we” instead of “they” to project cohesion.

Positive Behaviors Negative Behaviors
Offer assistance — Use can't, don’t, or won't —
“I'll be happy to help you with that “I can’t find that in your record.”
question.”
Offer positive statements about Disclose undesirable things about company — “Delfeayse been really
company — “Our success rate is long all day.”
excellent with this program.”
Use “we” when referring to company -+ Use “they” when referring to company — “Thayn’t give out that
“We have a wide range of services to | number to callers.”
offer.”

Defining the standards at this behavioral level aglcomplish two things. First, your employees Wwdlve a clearer
idea of what to do and what not to do on a calle @gason that employees do not live up to perfocmanpectations
is that they do not understand what the expectatme. Too much is left up to the employee to #gout. The more
ambiguity the center can remove, the clearer engglewvill be on what to do, and they will be mokelly to meet
the performance expectation. Be as precise ashppesgith the definitions and give both positive arejative
examples.

The other benefit of defining performance standatdbe behavioral level is that performance euvauads then
much easier for managers and quality analysts.ir@carcall becomes a matter of checking yes oonthie display
of the behaviors you want to see, with little rofaminterpretation about whether an employee metetkpectation.
The process is easier for you and much fairerferemployees.

Defining performance expectations at this levektalime, but it is well worth the effort becauskatps each
employee better understand what to do and ensaireg$s and consistency in the evaluation protdsmately, the
evaluation process becomes a matter of judging af ehaviors and not an individual.
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SECTION 4: TECHNOLOGY MANAGEMENT

Introduction

The modern call center invests more in technolagygmployee than most other departments withimapemy.
These technologies are used to receive and genebatend and outbound calls and faxes, processiks-arad Web
contacts, and manage the center.

This section will define common call center teclugiés and their roles. Examples of end-to-end hiagnaif
contacts are used to demonstrate the interactittimea$ystems involved in the process throughouttissomer
interaction.

For most call centers, the bulk of the interactiaresover the telephone. While other types of adgons, such as e-
mail and Web chat are making their way into the,rthe volume of these is still low compared witlepdhone
contacts. The pressing need for human interactiombst contacts demands that most of this cob&dbne over
the phone or in person.

There are efficiencies to be gained for the compamgoving calls to lower-cost interaction methosisch as
interactive voice response or e-mails, but notadtomers are willing or able to use these to@t:service also
reduces the company’s chance to form a relationshipthe customer. So selecting and using the tgghnologies
is a key component to call center success.

The Telephone Network

Calls generally start by a customer dialing a camyfsatelephone number and being placed into thepteine
network often referred to as the Public Switchelkpleone Network. When the call reaches the calieresite, it is
generally received in a private switching systeimede switching systems distribute the calls, qtlees as needed,
and provide announcements and reports for manadefande variety of peripheral equipment can bdextito
enhance the interaction, to automate routine pease®nd to give management information to impp@réormance.
More contacts are moving to the Web, and this se@lso explores the way that an e-mail or Web caatbe
delivered to the center. While calls are not gaagy anytime soon, the volume of Web-based tralosecis
growing and centers must be prepared to handle themands.

The telephone call generated by a caller to thHeceater can be a:
* Local call, the caller and company are in the stoma or calling area where seven-digit dialing is
appropriate;

» Long-distance call, the caller pays for the cad dials the 10-digit number of the company; or a

* Toll-free long-distance call, the caller dials &sial 10-digit number and the receiving companysgay the
call.

When the call is a local call, the entire transinisss handled by the local telephone service glew(such as
BellSouth, GTE, Verizon, etc.). This local exchamgenpany is referred to as the LEC. When it isregddistance
call paid for by the caller, the call travels ov&cilities of the caller’s long-distance providseu¢h as AT&T, MCI,
Sprint, etc.). These long-distance carriers arerredl to as the Inter Exchange Carriers, or IX@$hé case where
callers dial a toll-free number, the call is free them because the cost is paid by the receiatigenter. The IXC
designated by the receiving call center handleseticalls.
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Toll-Free Services

One of the most commonly used network serviceslincenters is toll-free service. Toll-free is & & a misnomer
because the receiving company pays for the cails iSlrsometimes referred to as 800-service bedaesarea code
for toll-free calls was 800 for many years. Howewance all of the 800-number choices have beetetsg)) more
area codes have been designated for toll-freengaiincluding 877, 866, and others. This speciahipering plan
makes it easy for people to know when they arardja call they will not pay for and easy for the@ switch to
recognize a call that is to be handed off basekoaiver preference of carrier rather than caltefgrence.

Many features have been developed for toll-fregisercustomers. These include providing the reagiyaarty with
information on the dialed number (dialed numbentdigation service) or dialing number (automatimmber
identification), allocation of calls among multimées, routing based on time of day or day of weekl even
network-based menus and voice response technoldgoe sophisticated network-based intelligent irgyt
technologies have also been added to utilize custolaita from the company database as well as obineplex rules
to route calls to certain sites or representatigdéiof these features are selected and paid fahkyreceiving
company.

Automatic Call Distribution

The primary on-site telephone switching technolaggd by call centers is the ACD. Once the calltteasled
through the network to reach the call center’s site ACD typically is the point of entry. The raéthe ACD is to
receive the call, connect it to an agent in théereprovide queuing and announcements when ageatsot
available, and provide management reports.

One of the most critical roles of the ACD is totdizute the workload equally to a group of peofileis ensures that
the callers wait the shortest time possible anduvbikload is distributed fairly to the employees.

Features and Functions

The basic features of the ACD are designed to aatically answer calls and place them in the orddinéd by the
programmed rules, distribute the calls to the staftl provide reports to manage the operation. @énethat means
the first call in is the first call handled and Wiorad is distributed equally among the staff.

The advent of skill-based routing has changedtihaic assumption for some centers. Skill-basedngaissumes
that calls will be sorted into specific types basadhe needs of the callers and then matchecktstdtf in the center
who can best handle them. Calls can be queueddoe than one group of staff who can handle thes caiid agents
can be logged into more than one queue, allowiamtto handle several types of calls.

Various priorities can be set as well. One priosigting ranks callers against other callers amsésl to ensure
priority callers receive special service. When agéiils are given different priorities and severalls are in queue
when the agent becomes idle, the next call hartajgtiat agent will be the one with the highest ragkor that
agent, generally the one they handle best.

When all agents are busy, the ACD places the mt@lla queue. Generally, a recorded announcemeisdyied that
tells callers their call has been placed in quélere sophisticated systems can include a predidfdrow long each
caller may wait. While the caller is in the quegenerally music or some kind of continuous messagtayed and is
interrupted at pre-set intervals with additionah@mncements about the queue state.

A wide variety of features are also available tiphike agent process the call. These include sunolys as an alpha-
numeric display that tells the agent what greeisngppropriate for a particular call, buttons thkkdw the agent to
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enter different work states that are recorded éréporting tools, codes that can be dialed tacatdiwhat the caller
requested, and buttons to summon a supervisosfistance on a difficult call.

Supervisory features allow the supervisor to sijemionitor both sides of a call so that neithertyp&nows the call is
being observed. This capability is used to mortherquality of the work in the center and aid iantfying training
needs.

Reporting Packages

The ACD has two primary types of reporting capéiesi. One provides historical data and the othezgreal-time
snapshots. The historical data can provide infaonain call handling, agent performance, volumes, service
levels over the last half-hour, day, shift, weekamger. There are hundreds of standard reporésexdfby the
vendors. Customized reports can be provided, giyerih an export of the data to a software paekdgsigned for
customizing reports, such as Crystal Reports.

The real-time data is generally provided on a cotmded computer screen and allows “corner of tleg ey
management. Supervisors can monitor how long antd@es been on a call or in a work status, whaA®BaA is,
how long callers are waiting in queue, and othéa.da

In addition to the standard reporting packagesdbate with the ACD from the manufacturer, therethnel-party
reporting tools. These include wall-display boaadd TV monitors that provide the current queueustatervice
level information, and other customized messagealfan the center to see. These can keep theastdfsupervisors
informed and serve as a quick communications tmolipdated information that needs to be passedeyene
quickly. Other tools can also provide the same kihdata on the agent’s monitor.

ACD Integration Trends

Call centers are growing and changing rapidly. Neatures and technologies are announced almogt &aiime of
the trends over the last couple of years are flitjitized operations and integration of voice-olrgernet-protocol
technologies to allow full utilization of the Inteat.

Integration of the ACD with a variety of other tectogies in the call center continues to expaneé AGD can be
linked to a quality-monitoring system to allow mgaes to tap into the agent phone for recordingtivesersation. A
workforce management system looks to the ACD fah lbeal-time and historical data to update forengsind
performance data. E-mail management systems cotoed ACD to distribute work on a blended basithe
agents. Time clocks are linked to the ACD so wheagent logs into the ACD for work, the time claskupdated
for payroll purposes. Learning management systesaghe ACD to manage the agent’s work state wrsassion of
e-learning is pushed to the agent during idle pisrid he list keeps growing. Any linkage that sad&s entry,
coordinates functions, and aids operations shoellconsidered. These technologies are discussedrm detail later
in this section.

Computer Telephony Integration

Linking the computer in the private branch exchamgACD to another computer is called computerpietay
integration. It is generally used to coordinateftirections of the telephone system with anothea dgistem. This can
be as simple as looking up the caller’s phone nunmba directory and displaying that name. In smases, the
whole routing and handling of the call can be aliidbecause of data that was found about the caller.

The “screen pop” application brings up a screemfoirmation for call center agents when they ansvedis. The
process allows the ACD to capture information alibatcaller, pass it to an external computer (ibrovhere the
customer files are held) to look up the callersamt, and then present the call to the agent's@lamd “populate”
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the caller’'s account information on the agent’s itwrat the same time. This can shorten the caidhag time by
as much as 15 or 20 seconds per call.

The information that identifies the caller can caoinmen a variety of sources. One common source tisnaatic
number identification data, which identifies theope number where the call originates and is paseadthe 800-
service carrier to the ACD as the call is presefe@nswering.

This screen pop is the most common applicationchllg, and the data screens associated with thlsmcan be
transferred between agents. Coordinated voicetdatafer can work between sites in addition to iwithe same
ACD. When the external computer finds data thaggests abnormal handling, a message is sent toGiieta
handle the call differently. This can be an indfiarcto prioritize, reroute to a different agenbvgp, or play a special
announcement, as examples. The external computeotaontrol the call directly but, through itstingtions to the
ACD, it can determine what steps are next for tilkec

Voice Processing

Voice processing covers a number of capabilitiessystems, including voice mail messaging, autochateendant,
information mailboxes/announcements, voice respseysems, speech recognition, and text-to-speetimééogy.
All of these involve recording, storing, and/or npardating voice inputs.

One of the primary applications is voice mail. tidaion, recorded-menu systems and automated-atesystems
offer simple choices, such as “Press 1 for Salgiving the call to be routed to the correct depant without the
aid of an operator. Interactive voice responseesystallow a caller to interact with a computer dase to do tasks,
such as check a bank account balance, withoutdhaf a human. Each of these applications has ¢ivengial to
enhance communications and to reduce the costtbfcmmunication.

The drawback of all voice-processing systems iddbe of human-to-human interaction. Machines @ugeirsonal,
and poorly designed system scripts confuse anttdtescallers. Most people will tell you they hédéking to the
machines so commonly used in business today. Thiuiglesign and constant vigilance in managingsysgems is
the key to success. However, too few companies rtinekaecessary effort, resulting in applicatioret frustrate
communications rather than facilitate it.

Desktop Tools

Once the contact has reached the inbound call céhésagent must process the requests and petifiermecessary
tasks. These include the desktop applications ermdmputer, imaging systems, and video interat¢tofls. On a
broader scale, workflow management and knowledgeagement systems offer tools that may handle ocetdaks
or offer solutions to the customer’s requests oawnmated basis.

The applications and programs available to calteresgents from their computers are generally refeto as
desktop tools. These can include company-spe@fiications, such as a program developed in-haubsandle
orders for the company’s products. In additionréhmay be a host of commercially available progrémsare used,
such as word processing, spreadsheets and diresgtonges. While some companies still have mainéraomputer
applications that are accessed via dumb terminalge{minal emulation programs), most call centedsay have
agents use personal computers.

The company-specific applications generally provttecustomer information files with the data abeath

customer’s accounts, purchases, balance, addresse pe-mail address, etc. While these applicatioang be
generally available programs made for the industeyy may be modified for the specific company embitten
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entirely by in-house programmers. Each industry@mdpany has unique needs, and a host of vendoessaiable
to provide industry-specific programs.

Some call centers use scripts to assist agen@ndling calls. The text of the script displays be agent’s screen,
and depending on the caller’'s response (which gleateenters into the computer), the script willnmtato the
appropriate response and/or next question. Thi &rscripting minimizes training for new hires aaltbws them to
take calls before they have memorized every passiption. The skilled agent can paraphrase thptsand even
disable it.

Integrating the functions of the telephone into¢bemputer screen for the agent is becoming moreremm The
agent can answer a call, place it on hold, transéard disconnect it by clicking the mouse or tonglthe screen.
The ACD work states, such as after-call work, camebtered on the screen, too. In fact, nearly angtthat can be
done from the agent’s telephone can be integratemla button or display on the telephony interfadas integrated
telephone set allows agents to remove the teleptionetheir desks and have only one system toaotevith for all
of the normal functions. The headset is pluggealtinle PC for audio. One issue that should be not¢dthese
integrated telephony functions is that a poweni@lthat disables the PC will also disable phonwise. An ACD
might have a battery backup that would keep phopesational, but with integrated telephony, the RGst also
have an alternative power source.

If letters and numbers are not sufficient to suppommunications, pictures may be required. Thesges can be
supported in several ways. Facsimile systems aadenscanning are the most common tools. Storabeitpes are
important for these systems as well so that speicifages can be accessed as needed. Image-scapsi@ms work
in much the same way as a copier or facsimile nm&chy taking a picture of the item and storingsiaadigital file.

Knowledge Management

One of the most valuable assets an organizatiorstiae knowledge of its employees. Capturing kmatwledge and
making it available to everyone who needs it ig/\fficult. Knowledge management systems are desigo
address this need because they are essentiallgtdadge and retrieval systems. They organizestathat it can be
searched easily to find answers.

Technical support help desks are heavy users oflegigge management systems. For example, perhapgtaer
wants to know if the computer system she has ispadilvle with a specific printer. The agent types ¢omputer
model and the printer name into the search windatvthe knowledge management system finds all thee@athe
specified model and printer. When the informatias been located, the data about compatibilitypknigsues,
where to go to download the appropriate printevets, etc., is displayed so that the agent can ernth& customer’s
guestion. Even though this agent may never haveltwgdhe printer, the information that was stobgdsomeone
else is there to solve the problem.

Although these tools can improve service in higtdynplex environments, they require a great dealahtenance.
Each time a new issue or problem is identifiechercompany makes a new product, all of the relestata must be
entered into the system so that those who neethiiccess it. In many organizations, this updginegess requires
that the solution be tested to ensure its accurabfyre it can be entered in the system. This pitsvemoneous or
incomplete data from being entered and prolifeatirhe initial data entry to set up the systemeisegally a huge
task, and ongoing maintenance is essential to erisat the system stays up to date and as effeasip®ssible.
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Quality Monitoring and Recording

Nearly every ACD is equipped with the capabilitystgoport silent monitoring of calls by a supervisidris allows
the supervisor to access a call in progress, lisgeto both sides of the conversation without eithe caller or the
agent knowing the supervisor is observing. Thigaggh requires the supervisor (or quality contrahager) to
access these conversations in real-time. If therdeav calls in progress, the supervisor can wiaste waiting for a
call to come to a specific agent. During busy tintles supervisor may be needed on the floor testaagents. While
centers typically set a goal of listening to selveadis per agent per month, the goal is often edséreal-time silent
monitoring is the only option.

Automated recording of the calls is the role of th#-recording system. While some organization®re every call
for business purposes, most do not. The call-récgrslystem typically is set to record randomly, plng each
agent at different times of day and days of weesughout the period to ensure a fair sampling. rAlévely, the
system may also record agents’ data screens diléncplls so that the supervisor can see exactht thie agents
saw on the screen and what keystrokes they endsrétey processed the calls.

With a recording, the supervisors can review tHis eghenever they have time. Recordings can besaeckfrom
outside the center by phone in some cases andithgdrtions accessed through the Internet so@8pes can even
review calls while at home. One of the additionahéfits is that the supervisor and agent can list¢he recording
together during a coaching session. With the sysemording on a regular basis, there is little n§knissing the
goal of monitoring the number of calls needed teuea quality control. Supervisors must still filng time to listen
to the calls and score them based on the criteaiais pre-set for this purpose.

Contact Management Systems

Whether the contact being tracked is a troublectickported to a help desk, a sales lead, or amestinteraction
requesting some service, a contact managementrsgsie be of assistance. This type of system triat&sactions
by customers and provides the databases and aaalytols to look for trends and sort by demogreghi

In a call center, the contact management systemida® a record of all the previous interactiondwtite customer.
The customers find they do not have to tell thdiole history to the agent, and the agent can se¢ s been done
or promised by others.

While quitlines are certainly a special type ofl cainter in their own right, quitline service prders make use of the
various planning and management fundamentals edtlimthis paper in much the same manner as waditicall
centers. It is critical that funders and servicevders alike have a keen understanding of thesgdimentals and
continue to explore the various ways in which alihem affect the quality of services delivereddbacco users
trying to quit.
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