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Email Management– What’s the fuss? 
By John Cockerill, President, The Taylor Reach Group, Inc. 
You might be considering adding email to your centers capabilities. If so there is a lot of angst about doing so, from who will do it, 
how do we control it, to will the customers like it? Keep in mind the following thought. This is not new. 
Call centers are known by many terms. One however that has fallen off from use is, Correspondence Department. Yes, before the 
days of email and even before phones people wrote letters to companies and organizations. Each needed to be answered. Staff had 
to be trained to know or find the answer, write it clearly, resolve the issue, maintain quality and act within set guidelines for 
responses, production, and behaviour. The art and science of managing these has not changed all that much. What has changed are 
the tools, forms or typewriters to computers with printers and email, and the speed with which to do the tasks. The underlying 
issues remain the same as ever. The more things change, the more they remain the same. 
 
The new tools especially in the email management are wonderful additions to a call center looking to reduce costs. A call center 
that has only phone calls must staff according to the load that arrives. So a center management must forecast with some accuracy 
the expected load by each half hour for every hour open. Some forecast accurately. While others pray and hope for the best.  
The same forecasting approaches can be true with email. Email through by its nature can be more forgiving of errors. Center 
management have a little more time to recover given the service standard for email. Calls are live and are a here and now problem. 
The call service level for voice calls is often stated as 80% of the calls, answered in 20 seconds, with a less than 3% abandon; or 
80/20/3.  
 
For email service standards range from 100% in 2 hours (100/2) to 100% in 48 hours (100/48) and many other standards as well. A 
consensus for most commercial organizations seems to be settling in about the 4 to 24 hour range as being acceptable to both the 
firms and the customers. Any defined standard is good for all involved but especially the call center management and their agents. 
With a delay between receipt of an email an the required response, a center can smooth the work load for agents by enabling them 
to take calls during the heavy volume periods and handle some or all email during the lighter call volume periods. For example in a 
typical call arrival pattern of light early morning, heavy mid morning to mid afternoon, and increasingly lighter over the evening 
period; a center might put one or two extra agents on early in the morning to clear the overnight email backlog. Then as the call 
volume increases switch the agents to only being on the phone. Similarly in the evenings a reversed approach can be taken. Thus 
what the service level standard creates, effectively a response delay, enables time shifting of the work from the ‘here and now’ 
model of calls to the ‘I’ll get to it shortly’ model. 
 
This response delay has another advantage not always obvious. It greatly aids agent training and especially new agent induction. 
Most email tools now allow for supervisor oversight. Agents build the response reply, then have a supervisor review and release 
the email. In operations where responses are more complex and require interactions with other systems to gain an answer or look 
up information or orders, this delay allows the supervisor to check that a new agent knows the correct response, materials and 
procedures before putting them on the phone with a live customer. Think of this as live practice without the real time pressure. 
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This same principle applies to very complex or infrequent questions; you know that ones I mean those questions that only get 
asked to any individual agent once in a blue moon. By using some of the business rules in the email tools, these very complex 
and/or infrequent questions can be bucketed to enable only a single agent or selected agents to process them. This way an agent 
gains experience quickly with supervisor oversight on items that may have taken months of ‘on the phone’ experience and without 
the oversight to ensure quality. 
 
The new email tools provide a manager the same detailed reporting that we’ve come to expect and love from the phone and ACD 
systems. No groaning please, some of them are quite good. One example below shows the volume of emails and the daily delay 
against the service standard. So now mangers who have in the past made do with Outlook, Lotus Notes and other email tools, not 
designed for a production environment can breathe a collective sigh of relief. Detailed insight into the email production floor is 
now available.  
 
Reports by agent, issue, delay, arrival pattern, response time 
and thread are available. This provides both a deeper insight 
to the operation but also evidence and data to improve the 
forecast that is so important for budgets, staffing and 
meeting the service levels. 
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One use of this insight is the tracking and evidencing of 
issues. With paper and printout in hand the quality assurance 
team, managers can now make the case for changes to 
company policies and practices quicker than was possible 
before. This is a superior approach to listening to a few calls. 
Nothing is as convincing as being handed reams of printouts 
on the same issue with a neat tabulation that summaries the 
point. This data becomes the basis for developing an ROI for 
the proposed changes. 
 

 

Service level reporting also becomes easier since now it is simple to find out the oldest email that has not been responded to.  
The new email management systems are exciting and there are a lot of options of how to deploy them to choose from. The 
traditional premise based, owned and installed on site, to hosted software as a service. All are an improvement over the just install 
MS Outlook approach. Think of this as the improvement of going from single line hunt groups and moving to an Automatic Call 
Distributer (ACD) or instead envelopes to electronic and onto an Email ACD or Automatic Communications Distributor. 
 
We are assembling an inventory of Email management tools. Send us your favorites and why to 
jcockerill@thetaylorreachgroup.com. We will send you a copy of the list as it is built and added to our web site.
 
Let us know what you think of Johns’ article send him an email at jcockerill@thetaylorreachgroup.com  
 

Managing your Contact Center’s Telecom Costs 
By Colin Taylor, CEO, The Taylor Reach Group, Inc. 
The economy is in decline, jobless numbers and unemployment are growing and companies are being asked to cut costs operate 
more efficiently. Call centre managers, used to “doing more with less” are now being asked to “do more with none”. Where can a 
manager turn in their efforts to improve the efficiency and reduce the operating costs in their call or contact center? 
 
There are a number of cost centers within a contact center, including: labour, technology, service costs and overhead. In this article 
we examine the opportunities to save costs on telecommunications expenses. Telecommunications costs are one of the most 
significant cost areas in any contact center after labour. Telecommunications is also the second highest non-operating expense for 
the average Fortune 1000 firm. This cost includes local and/or long distance service fees, lines, circuits and features. 
 
Telephone usage and service invoices always appear to be written in some arcane language regardless of the company issuing 
them. Instead of words and descriptions that can be understood telephone companies (telco’s) instead employ codes like ARX-325 
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to describe an off premise extension or tie line. The very language and structure of the invoices make them unintelligible to mere 
mortals. Some Telephone companies issue separate invoice for services and for equipment, which doubles the confusion. As a 
result few companies can genuinely verify if there invoices are correct and accurate.  
 
In reality all companies should check their phone bills. Most telco invoices are inaccurate, often 30% of the charges are incorrect, 
and in some organizations the figure is even higher.  
 
So in examining your phone bills the first place you need to start is with an inventory of the phone lines and circuits that you have 
installed and are using. If you receive separate equipment and services billing then the equipment invoice is the best place to start. 
Make a list of all of the lines and/or circuits, T1’s, PRI’s and equipment. For each line list the features or service that should be 
associated with the line/circuit. Look at the lines and circuits that show usage. If there is no usage on a line or circuit and you don’t 
understand why, then investigate. It is not uncommon for lines that have been removed to still be on the invoice, complete with the 
features and services that were associated with that line.  
 
Usage, long distance, toll free charges are generally easy to identify as they show activity and likely someone is already reconciling 
these activities. Long distance fees may be significantly less today than they were a decade ago, but you need to track and reconcile 
activity to ensure that you are getting what you paid for. More difficult to identify are feature fees that are only a few bucks time. 
These fees add up and quickly. Check your contract, and see what the rates are supposed to be charged. Are these the rates you are 
paying?  
Back billing or billing for services outside of the period of the bill happens. While not often it happens enough that it can come as a 
nasty surprise. Some jurisdictions and tariffs allow for back billing of up to 7 years. Telcos have to charge or recharge based on 
bills they themselves get from other carriers. Or they find something for which they forgot to bill or in very rare cases where they 
overbilled. This gives some leeway to you for going back through the bills and finding where you were overcharged. One case we 
know of got credit for 5 years of charge for circuits billed but not installed, in another case a refund for more than 3 years of 
circuits billed but not installed. These two situations resulted in the organizations receiving refunds of more than $500,000 and 
over $100,000. This also explained why the center was always experiencing a blockage problem.  
 
Another area where charges can sometimes be found is for past Yellow Page ads you may have run. Compare the markets and 
locations where you believe the ads are to run and ensure they are. Also check markets where you advertised in past and see if the 
ads are still running or if you are paying for ads you don’t want or don’t have.  
 
Analyzing your phone bills is something you can do, but there are also companies that will do this for you, generally for 50% of 
the saving they find. 
 
Paying for services you don’t receive is just one way that organizations can pay too much for telecom. Many companies pay above 
market rates for services. Ask for prices from at least three providers for all of your telecom services. Check with your friends and 
acquaintances in the trade. There is almost certainly a lower price to be had. Almost as bad a paying too much for services is 
buying more services than you require. Most companies poorly configure their requirements and are motivated to ‘make sure they 
are up’ and the person responsible for telecom is often severely criticized for any ‘down time’. The motivation isn’t to ‘buy right’, 
but it is to ‘play it safe’. This contributes to an environment that results in over buying and overpaying.  
 
Employees expect 100% up time all the time. Of course employees can also represent a source of inappropriate telecom usage. 
Most people have made a long distance calls from their companies. Some have made personal long distance calls and a small few 
regularly make extensive use of the company’s telephones to call friends and relatives half way around the world. A single call is 
not likely to break the bank. Hundreds or thousands of such calls will represent a significant expense. Worse, if the abuse is 
significant and on-going, it can actually blend into the business activity and mask the abuse. Implement Call Accounting and Best 
Available Routing selection. This way the phone system will route the call to its destination at the lowest possible cost and track 
who is making these calls.  This technology is available on most telephone systems though a surprisingly small number of 
organizations actually employ them. Your use of these applications can be limited to employing account codes for staff long 
distance or up to blocking access to locations where you do not have business contacts. This approach will minimize potential costs 
should your system be compromised. 
 
But internal threats are not the only ones your telephony systems may face.  IP telephony systems are designed for remote access 
and to support remote workers. The remote workers access the IP telephony system through a login and password process. When a 
company access port is identified it is a relatively simple task to crack most 4 or 5 digit passwords. Once access has been secured 
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hundreds of thousand of dollars of long distance costs can be incurred in calls to exotic locations. There have actually been reports 
of a black market in compromised phone systems that can be used for ‘free’ long distance. The telco can and will demand payment 
for these charges. So change your voicemail logins frequently and don’t use simple logins and passwords.  
 
Telecom costs can be challenging to manage given the nature of the invoices and codes they contain. This complexity can also 
mean that savings are there to find. All you need to do is just dig. 
 
In the next column in this series we examine how contact center organizations can reduce and more effectively manage the single 
biggest cost to a contact center operation: Labour, while still meeting all of the required Service Level Agreements and Key 
Performance Indicators. 
 
Let us know what you think of Colin’s article send him an email at ctaylor@thetaylorreachgroup.com 
 

Newsworthy 
In this regular column we review the latest news, predictions and trends impacting on the Call Center / Customer Interaction 
Industry. 

Print-only catalogs losing ground  
Chantal Todé  
The number of catalogs available in print-only formats decreased from 1,574 to 1,374 over last year, according to the 2009 National 
Directory of Catalogs. Continuing a trend from the past several years, however, the number of print catalogs with online editions grew 
from 8,675 to 8,894 from last year. Catalogs available in online-only formats totaled 2,011, up from 1,868 last year.  
DM News 

 

Primus to abandon Mumbai call centres  
Toronto firm joins exodus from India; accepts $850,000 from New Brunswick to hire within province  
SIMON AVERY  
TELECOM REPORTER  
 
A growing number of companies that looked to call centres in India to reduce their service costs are finding that the savings come at a 
price too high to pay in a recession - customer satisfaction.  
 
Primus Telecommunications Canada Inc. PRTLQ-Q2 is the latest company to announce that it will abandon most operations in India in 
favour of adding more customer representative jobs back in North America.  
 
The Toronto-based company said its high-speed Internet customers will no longer have their service or technical help calls handled by a 
third party in Mumbai. Instead, their calls will go through Primus's own call centre in Edmundston, N.B., which already handles the firm's 
wireless and phone accounts.  
 
Rob Warden, vice-president of residential marketing for Primus, said the carrier is responding to feedback from customers who say they 
prefer to deal with Canadians.  
 
"They live in Canada and they would rather have their inquiries handled by someone in Canada," he said. "If their inquiry is successfully 
resolved, be it offshore or onshore, they are happy. But if it isn't, the fact that they have been dealing with someone offshore, that can just 
add to a level of frustration if they don't get their inquiry solved on the spot."  
 
Primus has relied on workers in India to handle calls for the past five years. It has committed to hire 113 new employees in Edmundston 
by the end of next year, in return for about $850,000 from the New Brunswick government, Mr. Warden said. He called the financial 
incentive "a motivator" but said the company would have made the move regardless.  
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Primus would not say what the financial savings of outsourcing calls amount to, but analysts have estimated that call-centre costs are 
between 50 per cent and 75 per cent cheaper in India than North America.  
 
Last month, BCE Inc.'s Bell Canada, the country's largest phone company, said it was cutting back the volume of tech-support calls it 
directs to India because it was unsatisfied with results.  
 
"Some of our offshore calling has not done what we've wanted it to do," chief executive officer George Cope told shareholders at the 
annual meeting in Montreal.  
 
Rogers Communications Inc., the country's largest cable and wireless player, does not outsource its call centres.  
 
Telus Corp. operates a call centre in the Philippines, but uses it mainly for international customers. It also has two sites in Central America 
and another in Las Vegas. Foreign centres handle low-value functions such as operator services, while new high-growth areas such as TV, 
wireless and Internet are managed in Canada, said Telus spokesman Jim Johannsson.  
 
The trend away from Indian call centres includes numerous large companies outside the telecommunications industry. Recently, Chrysler 
LLC said it planned to move its customer service centre out of India. And last week, Delta Air Lines announced it had closed all of its 
call-centre operations in India, with CEO Richard Anderson acknowledging that customer acceptance of foreign call centres is "low." Like 
other U.S. airlines, Atlanta-based Delta had looked to India as a means of cutting costs after the Sept. 11, 2001, terrorist attacks.  
Globe and Mail 

 
Unions want law changes to deter offshoring  
A contact centre union is lobbying the federal Government to change the Privacy Act to ensure local jobs are kept in Australia after 
Telstra rationalizes some regional centres.  
 
Telstra announced in February it would close four regional centres in Brisbane, Bendigo, the Gold Coast and Perth by the end of May. The 
Communications, Electrical, and Plumbing Union says the bulk of the work undertaken at the Bendigo contact centre is in the process of 
being shifted to the Philippines.  
 
CEPU Victorian branch organizer Val Butler said Telstra's Bendigo employees were disappointed to be out of work but were determined 
to do what they could to ensure other jobs stayed in the region. "We need legislative changes that will require companies to seek a 
customer's permission before customer data is moved offshore. If you can't offshore data then you can\'t offshore jobs," she said.  
Callcentres.net 
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Phone Colin or John at TRG for more information on how we can help you to a happy ending. 
Colin 416-979-8692 ext 200 or John at 416-979-8692 ext 201 
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Inside TRG
In this regular column we discuss what is happening with The Taylor Reach Group, Inc.  
 
Presentations Available 
Colin Taylor has recently presented at CPA and Federated Press conferences. “Motivating without Money” provides tips 
and tactics to build a culture of motivation and engagement. “Leadership Strategies for High Performance Contact 
Centers” is an updated and expanded version of Colin’s 2008 very successful presentation. Both of these presentations 
are now available at no charge. To receive a copy of the presentation please email Colin at 
ctaylor@thetaylorreachgroup.com and be sure to indicate which presentation you would like to receive. 

 

Case Study 
In this regular column we review the successes that TRG has been part of.  
 
TRG proves concept for marketing firm 

TRG helped an established marketing company dramatically reduce their sales costs through the implementation of a telesales program.  

The Challenge: 

This very successful marketing firm has historically sold participation in their program through the use of a field sales force. Company 
management wished to improve their sales efforts and asked TRG to suggest how this could be done. TRG assessed the process and 
recommended the creation of a telesales team to generate and qualify sales leads and even sell the product where this was possible. The 
client didn’t wish to make significant changes to their operating model until the concept was proven and asked TRG to prove the concept.  

The Process: 

TRG worked with the marketing and management group and developed an effective script and support materials and began to contact the 
prospect database. The majority of prospects had previously been approached by the sales force without success.  

The Solution: 

TRG managed the training, calling and regularly reviewed progress with the telesales staff. The script required a number changes and 
modifications which were made over the first few weeks. Calling was intentionally kept to a low volume until the kinks were worked out 
of the script.  

The Result: 

By the end of the ‘Proof of Concept’ phase more than 30% of the prospects were opting into this program. This conversion rate was far in 
excess of the level required to consider the program a success and the fact that most of these new enrollees were previously not interested 
testifies to the power of the approach taken.   
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Customer Reach® is published 10 times per year by The Taylor Reach Group, Inc. Customer Reach® may not be reproduced without 
permission. 
Subscription requests can be directed to customerreach@thetaylorreachgroup.com or to;  
Customer Reach 
19 Mercer Street, 
Suite 302, 
Toronto  ON 
M5V 1H2 
Phone -  416-979-8692 
Fax     -  416-977-8817 
The Taylor Reach Group, Inc. provides Strategic and Operational customer interaction consulting services that deliver Operational 

Innovation breakthroughs in Contact Center operations. 

The Taylor Reach Group, Inc. is an award winning call and contact center consultancy 

Award winning service and more than 100 years of industry experience serving ‘Fortune 1000’ companies. Extensive North American 

and International experience with both captive (in-house) and outsource centers.  

Delivering Operational Innovation to your Contact Center 

Contact Center Consulting,   

 Customer Satisfaction Consulting,  

 Contact Center Technologies,  

 Sales & Telesales Consulting, 

Quality Monitoring & Assurance,  

Outsourcing/Offshoring Assessments,  

Total Cost of Ownership Assessments,  

 General Management & Consulting services,   

Award winning service...Reach Beyond!  

Contact Colin Taylor today at 416-979-8692 ext 200 or  John Cockerill at 416-979-8692 ext 201 

By email at  ctaylor@thetaylorreachgroup.com  jcockerill@thetaylorreachgroup.com  

Offices in Toronto, Atlanta & Sydney Australia 

TRG are proud members of: 

     
The Taylor Reach Group, Inc. 
Phone:  416-979-8692 
Fax:      416-977-8817 

E-mail:  info@thetaylorreachgroup.com  www.thetaylorreachgroup.com      
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