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Leadership & Strategy- Delivering both through your Contact Center
By Colin Taylor, Founder & CEO
“Strategy is envisioning the improbable or impossible. Leadership is
inspiring people to attain these”
Every business today has a business plan. The Business plan can range from a multiple binders built through months of off-sites,
meetings, reworking and reassessments, or it may simply be scribbled on a restaurant napkin. Regardless of the detail and the
format all businesses need to have a plan. Every business needs to know where it is and where it is going. Key business units
further refine the Business Plan to focus on how it impacts on and is impacted by their area of responsibility. The result is a Sales
Plan, Marketing Plan or similar document. It is this plan that provides the parameters for managers to operate within and to set
goals to assist the organization to progress towards achieving and realizing the plan.
Now imagine managing a significant unit of the organization. And one that is a primary communication channel for interacting
with the company’s customers. All you have to work from is the napkin. What would you do to ensure that the actions of your
department align with the business plan?
This is a situation found in contact centers of all types, sizes and across many verticals. The common perspective is that contact
centers and customer service in general is reactive: answering customer calls, contacts, and inquiries. The thinking is often that no
plan is required. All the contact center needs to do is ‘answer the phone’. Detailed plans (Sales, Marketing etc.) are perceived to
only be required where proactive activities that will support the increase and/or attainment of revenues. Much less attention is
devoted to maintaining the customer base in place today and protecting the existing revenue stream.
This lack of attention or understanding, lack of a plan and therefore the lack of a well thought-out and reasonable budget is the
situation that many contact centers find themselves in. So what is a manager to do? Many will simply work with what they get.
This is a recipe for limiting your career potential. After all what is the likelihood of success in meeting performance and budget
goals without a detailed plan of how to do so? The net result is usually poor performance, missed service levels, budget overruns
for labor and an unhappy workforce.
In a contact center environment leadership skills can become evident much faster than in most other departments or disciplines.
This is due in part to the all too common ‘mushroom management’ approach organization take towards their call and contact
centers. The contact center manager left to their own devices and little guidance from above must define for themselves what their
strategic role is within the organization.
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Stated another way the manager must identify and document what the contact centers role is in supporting the Business Plan of the
company. Articulating this role and defining what the role is and how it is to be achieved is the core of a contact center strategic
plan. Like a Business plan for an organization a Sales plan for Sales or a Marketing plan for Marketing, the contact center plan
becomes the roadmap of what is expected occur over what timeline and with what specific impacts on both the center and the
organization.
Understanding how to support the organizational goals and aspirations as evidenced in the Business Plan, is a critical task for any
contact center manager. Translating this understanding and appreciation into action requires leadership.
“A leader is a man who can persuade people to do what they don't want to
do, or do what they're too lazy to do, and like it 1 ”
Faced with big goals, small budget and limited if any detail regarding how the contact center is to support the attainment of these
goals is a recurring theme in many organizations. The manager who succeeds in achieving this will have a rosy career and
opportunities for advancement. Those who fail will often find new sources of employment.
A leader when faced with such a situation will first endeavor to change or influence the goals and supporting methodology. Given
a stage for their views they will ask “how many calls per customer are we expecting with the new product?”, “What level of
service do we want to provide?”, “how many unique campaigns will marketing be conducting to support the launch?” and “how
much does the contact center budget increase to support these initiatives?” Being at the front of the process, in the planning stage it
is possible to ensure that the organization constructs reasonable goals, objectives and perhaps more importantly budgets to deliver
support for these objectives.
Of course in many organizations the Business Plan is created off-site by Nabobs with little contact or connection to the real world.
This absence of context frees the senior managers from appreciating the effects of their plan on the contact center.. When a
business plan is handed down from on high, the leader in the contact center needs to struggle to the best of their abilities.
If the plan can’t change, possible they change the sequence and timing of events. For example in a contact center it is preferable to
have a million piece mailing featuring the toll free number dropped in 22 equal mailings over a month rather than all at once. If
you can’t change the plan or the sequence inform the nabobs of the likely result of the plan. In a real world example we informed a
client that given their plan and constraints, they would get an estimated 40,000 calls during their busiest month and likely abandon
70% of all calls. Oh and by the way since the switch isn’t partitioned then the President likely won’t be able to get dial tone over
the same period.
This tactic isn’t always successful in getting a plan re-examined. But it is fun to watch the color drain from faces around the room.
If you are successful then you have met the test set out in the quote by Harry Truman above.
At the end of the day with no appeals left and no concessions or quarter given the real work of a leader comes to the fore. How do I
get my staff of 40 people answer calls that really require 100?
Multitasking of course only takes you so far and quickly the leader seeks other solutions… What percentage of calls can we shift to
lower cost channels: email, chat, Self Service? Can we eliminate internal processes that actual cause customer to call us?
Assembling task forces to deal with these and other strategies the leader works to make a silk purse out of a sow’s ear.
It is critical in engaging their staff, subordinates and peers that the Leader exudes confidence. They must believe that the goal can
be achieved and will be achieved. They must suspend disbelief and engender that belief in others.
“Management is like dog sledding: get the right team, give them the right equipment, the right
direction, and the right instructions (mush!), then hang on for dear life”
1

Harry S Truman
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A motivated team that actually believes the impossible is possible can achieve great wonders. This is repeatedly seen in contact
centers around the globe; 70% reduction in calls, increased revenues, higher satisfaction in one case, migrating 30% of calls to
lower cost channels in another, redesigned processes (and elimination of dysfunctional processes and procedures that cause
customer to call) resulting in a 75% reduction in calls per customer.
In a leadership role you have a choice: be a leader or wait for the organization to replace you with one. Bitching and complaining
has never achieved success. Lead from within management. Act proactively to publicize your point of view and the concerns, point
out flaws (albeit gently if talking up the chain of command) and if unable to influence to the plan, share the consequences and then
seize the impossible, make it a personal challenge to make it attainable.
Once you have slain the dragon and overcome impossible odds will you will be recognized for you achievements. Perhaps or
maybe the nabobs won’t have noticed the efforts or results and just assume that it was good plan that was well executed and why
would they want to involve the contact center in planning for next year.
Let Colin know what you think of this article, please visit www.thetaylorreachgroup.com or send us an email at
ctaylor@thetaylorreachgroup.com.

Email and Chat, Vehicles for Increased Productivity?
By John Cockerill, President
In today’s business world email and instant message services are part of the communications mix we all handle. Many call and
contact centers also handle them as well; or should I say handle them the same way most of us do. That is to say, poorly.
Not everyone handles email and chat poorly to be sure but report after report from the major research houses such as Gartner,
Forrester, Juniper all state that email response time, completions, first call/contact resolution (FCR) all get failing grades for many
corporations. Since many of these communications terminate in the customer service or contact centers one has to wonder why.
Here are a few possible causes.
Poor Tools: Email is handled using technology designed for single users. Example: Outlook, Lotus Notes or other corporate email
tools. No contact center today would think of handling large volume of phone calls with single line telephones. So why use a single
user email system for large volume email.
One answer is that the use of email in the contact center has evolved and did so employing the tools that were readily available.
Often management has not given enough time and thought to a communications channel into which they have little or any insight.
This directly leads to another cause of poor service.
Poor Reporting: Single user email systems have at best poor reporting. Often this consists of someone counting the emails in a
folder, those received or those sent. There is little if any analysis available to determine key metrics which we all are so familiar
with in the phone channel; Average speed to answer, oldest, category reports by subject lines etc.
This becomes a self fulfilling problem. There is no funding available to upgrade the technology because there is not enough
information to enable a business case to be developed by the in-house staff. There is not enough information to conduct a business
case because the technology is not available. Therefore officers and managers are unable to manage or to understand the effect
poor email service is having on the business.
Response Quality: Emails can arrive at any part of an organization today. Each email asks unique questions of the recipient. At
least that is what many would have us believe. Sometimes this is true. When you find the right person and can get their attention it
is a wonderful thing. All too often however, the email gets caught in the spam filter; is read and ignored; or misunderstood. The
responses are constructed individually, on the fly without a lot of thought or more important consistency of message and
understanding of the corporate context.
Additionally email quality is frequently not measured. Unlike call monitoring, email monitoring is a new activity for many centers.
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Most often overlooked. If done at all the monitoring is based on the agents’ performance. Often the QA programs forget or miss
the big picture view of quality. That being “how are we doing as an organization” instead these programs focus on how well is
Agent X doing with the email responses.

Copyright TRG, All rights reserved

September 2009

Page4

Production Bias: Since calls are urgent, immediate and the telephony systems are so rich in reporting and metrics managers
presume that this is the most productive use of agents’ time. Evolution from a call center with only calls to answer created this
phone bias originally and it is hard to shake. Scheduling and forecasts contribute to management favoring calls over other channels
for resources, staffing, and attention.
With proper tools and a different mind set email and also chat can be many times more efficient; up to 3 times more productive
than live calls. The reasoning here is simple. Calls occur in real time. Queuing and staffing models all model for random arrival,
agent availability, and length of call to produce the most effective means of answering live calls while achieving the modeled
service level. Because of this each call is handled at the time that it reaches the center.
Chat sessions occur in near real time. That is the callers’ patience and responses are delayed so what due to the need to type their
answers or read the agents response etc. This means that the agent has a time advantage compared to the callers. With proper tools,
an agent can employ canned responses to common questions, and stock answers. This greatly speeds up the agents’ ability to
respond. Therefore an agent has time to read and answer other customers on the chat line while waiting for the first or other
customers to respond. The production increase is often in the area of 33% to 100% or better contacts handled per agent hour of
work.
Email can be even better. Contact centers handling email as well as live calls have a built in cushion for labor and an opportunity
for call reduction. Emails are a delay-able channel. Common service levels for email are 100% within 24 hours. Some are tighter
with the service level being 100% within 4 hours. For this example let’s use the first standard of 100/24. Since emails are delivered
in queues each agent always has work to do. As with chats templates can dramatically speed up the response. Some new tools preread the email and suggest templates to use, based upon the content of subject lines and/or key words. The agent then only has to
review, make minor modifications, as required, and hit the send key. Field experience suggests that this can easily double the
number of inquiries handled by an agent during any period versus similar phone inquiries.
An additional advantage to center managers is the fact that calls do not come in a predictable pattern but arrive randomly over any
hour or day-part. Email queuing allows the manager to schedule email answering around the expected peaks of call answering is
they want to. This means that the same space used for call handling, which is vacant in the low volume periods can be used to have
agents handling emails at double the productive rate of calls. This can be a great increase in production and use of stations,
overnight or off hour shifts of dedicated email agents can be scheduled.
Finally, as with the introduction of ATM machines for banking, there is some resistance to channel change by the consumer. But,
as the convenience and reliability of email communication with your organization become well known, some, or many of the
consumers will migrate to these electronic channels from the voice or telephone.
Since call centers were originally designed as a convenience and as an alternative to the old correspondence departments, now so
are contact centers replacing the single channel call centers The increased production by agents via email and chat make a
compelling argument for adding these channels to any call centers arsenal of tools.
Let John know what you think of this article, please visit www.thetaylorreachgroup.com or send us an email at
jcockerill@thetaylorreachgroup.com.

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

Pre-recorded Telemarketing Calls Now Need Written Permission
Pre-recorded commercial telemarketing calls to consumers are now prohibited by the Federal Trade Commission, unless the marketer has
obtained written permission from targets wishing to receive such calls.
DM News
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Poor Service Costs Big
Businesses in Australia and New Zealand suffer significant losses each year due to poor customer service, according to new research.
The survey sponsored by Genesys, found that consumers abandon transactions or end relationships when companies do not meet their
expectations. While in most cases the individual will turn to a competitor for the business, in a surprising number of instances — over 30
percent — the consumer simply decides not to spend any money. In Australia alone businesses lose more than AU$2.6 billion per year due
to poor customer service, the survey found. The survey also found the cost of poor customer service in New Zealand totals more than
NZ$1.492 billion per year.
Respondents said some of their key annoyances are automated, difficult to navigate, self service programs that don\’t let them reach a
human agent, working with agents who are not empowered to make decisions, and having to repeat information – such as name and
account number – every time their call is forwarded to another department.
Callcenters.net

Poor customer service costing business
Poor customer service continues to plague businesses, with a new study showing almost half of consumers are unable to have their
problems solved by their service providers.
The survey, commissioned by IT vendor BMC Software found 42% of respondents said their suppliers could not adequately solve
their problems, while 20% had issues with inexperienced staff manning their calls. The survey said six out of 10 consumers had
changed a supplier in the past year.
Customer churn was estimated to cost local businesses $1.5 billion a year, with telecommunications companies the biggest losers.
The study said telephone, mobile phone and broadband companies suffered the most from customer turnover, ahead of electricity
providers, banks and insurance firms. Seventy-nine per cent of respondents singled out pricing as the main factor for leaving a
company, followed by a lack of incentives to stay loyal (48%).
Callcenters.net

Gen Y turns to new technology for banking
Australian financial services institutions have untapped opportunities to secure their share of the Gen Y market by offering them enhanced
services on mobile devices and through social media, according to a Telstra white paper titled ICT as a Driver to Improve Service to
Generation Y for Financial Services.
With the Gen Y market now making up 21 per cent of the population and approximately one quarter of the financial service sector’s
customer base, banks could be growing this lucrative part of the market by adopting technologies such as instant messaging, mobile
services and collaboration tools such as video conferencing to meet Gen Y’s desire for choice, convenience and control.
Telstra Enterprise & Government Group Managing Director, Nerida Caesar, said using the right technology to improve customer service
in the Gen Y market is critical for Australia’s financial institutions. “Utilising new technologies to better communicate with customers is
going to be a key differentiator for the financial services sector,” Ms Caesar said.
Integrated multi-channel contact facilitates interactive and immediate communications such as click-to-chat, click-to-call and click-toconference offers a customer using online banking with the opportunity to instigate a conversation with customer service staff, usually by
following a link, pressing a button in their browser or as an option from a mobile application.
Gen Y lists fast problem resolution and friendly, courteous and knowledgeable staff as indicators of good customer service. By addressing
these criteria, financial institutions can directly influence satisfaction. “The age group views technology – particularly mobile phones and
the Internet – as an extension of themselves. With social media sites such as Facebook, Twitter and YouTube now being used on a daily
basis by this group, they expect that the flexibility and availability of these applications will also transfer to their banking transactions. If
financial institutions are serious about reaching and servicing this rising generation of consumers, they will need to provide them with the
right mix of flexible and convenient technologies.” said Hugh Mackay, social researcher, Roy Morgan Research.
Callcenters.net
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Ask the Experts
Distributed Call Centers
Question: “I currently manage a Wireless Voice support team for a Telecom company. Under a recent re-org I will now also manage a
Wireless Data support team as well. Both are call center environments. My challenge is the Voice team is in eastern US, and the Data team
is in Central US. No possibility of consolidating in one state.
I'd like to cross train the two teams to create two regional teams proficient in both Data and Voice support. This includes using a
centralized knowledge base tool, cross training forum, and issue tracking tool for statistical trending and analysis.
Any suggestions on "best practices", different approaches, and/or tools to help in my new charge? I'm open to almost anything except off
the shelf products (budget constraints). All tool development would have to be in house.
B”
Expert Response:
This is a big task you have before you. My thoughts are as follows;
1-First you will need to map the skills/competencies, required for both of these functions,
2-Then map the transactional processes that are completed by each group,
3-Map the education/knowledge required for each group,
4-Develop assessment and testing tools to identify proficiency of each group in each of the above areas,
5-Identify agent 'gaps' and develop up-training curriculum to bring the agents up to speed over a relevant period of time.
6-Test again to confirm the training has 'taken'
7-Start swapping calls.
A few other points to think about;
1-You will need to invest resource time to develop the systems (knowledgebase etc.), training and mapping. Remember to budget it
appropriately over your year,
2- Factor in the lost handling time for training/testing in your forecasts and schedules,
3- Remember that this type of cross-training or universality can reduce you overall labor expenses (through queue efficiency), but you
won't see this for 60-90 days after you have completed the implementation.
4-Once you are directing calls to the 'non-native' centers you must continue to deliver these. Skills and training that is not kept current will
atrophy and die...losing this capability to handle these calls.
5-The agents will expect additional compensation based upon additional skills. I would recommend that you assess not only the 'if they
can do it' in the assessments but also the 'how well they can do it' and use an "Adequacy, Competency, Mastery' model to determine
compensation or performance pay.
Let us know what you think of this response. How would you have answered this question? Let us know at
feedback@thetaylorreachgroup.com

Copyright TRG, All rights reserved

September 2008

Page7

Copyright TRG, All rights reserved

September 2009

Page8

Inside TRG
TRG adds ContactCenterWorld.com news feed to website
ContactCenterWorld.com (CCW) is the leading global support organization for the contact center industry around the world. The
newsfeed from CCW will provide visitors to the TRG website the latest news from and about call and contact centers around the planet.

Contact Babel 2008 North American Contact Center Report
TRG has negotiated an agreement with Contact Babel, the publisher of the definitive annual contact center report for North America, and
we are pleased to announce that TRG will be making copies of the 2008 North American Contact Center Report available at no charge to
Customer Reach Subscribers. If you would like to order your complimentary copy please send an email with 2008 Contact Report in the
subject line to info@thetaylorreachgroup.com and we will be happy to send you, your copy.

Customer Reach circulation reaches 11,000
With this issue Customer Reach has achieved a circulation of more than 11,000 copies, not including pass along readership. Customer
Reach is consistently rated by it’s readers as relevant and applicable, with more than 50% of readers’ attributing change they have made in
their contact center to the publication.

New Research Study Available
TRG has recently completed a new research report titled ‘Towards a Multi-Channel Contact Center, Email and Chat: Emerging Contact
Center Technologies’. In this 23 page report examines channel adoption, best practices, hosted versus premise based solution and the
advantages, shortcomings, and trends for both Email and Chat as contact center channels. To get a copy of this report please click on this
link- Towards a Multi-Channel Contact Center

Case Study
In this regular column we review the successes that TRG is part of.
Assisted a Major bank to review its' Customer Interaction processes and identified more than $5
million dollars of operational efficiencies
The Challenge:
A national network of call centers, significant staff turnover, unhappy customers, uncertainty regarding the benefits of outsourcing and
challenges associated with delivering the value they sought from their call center channel. These were some of the challenges facing one
of the largest financial institutions in Australia when they began speaking to Colin Taylor.
The Process:
Colin and his team of consultants began at the beginning, a Strategic Assessment a full end-to-end review of each of the 'moving-parts'
within the call center infrastructure. The sweeping engagement assessed the people in the call centers, their skills and competencies, the
processes, procedures, operational methodologies, technologies, quality and service practices and business objectives. With a number of
centers and thousands of agents this was a significant exercise in terms of scope.
The Solution:
The bank employed state of the art, best of breed technologies and had invested heavily in self-service and workforce management
solutions. Their operational methodology was based on a very successful internationally accepted model…so what was the problem?
There were fundamental gaps in the process maps and invalid assumptions being employed in defining the objectives and means to
attaining these objectives.
By vetting and re-engineering the process maps, procedures and operational methodology we ensured that the objectives of the
organization could be met. In the process we streamlined the use and application of the existing technology and implemented a limited
outsource relationship, both of which improved efficiency and reduced expense.
The Result:
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The bank improved its customer satisfaction, reduced turnover and leveraged enhanced benefits from their technology investments. In
addition they established an outsource relationship that allowed them better control on the call patterns arriving in their captive centers
which improved the center performance, as well as employee morale. The re-engineering process improvement, leveraged technology and
outsource combined to total more than $5,000,000 in annual operational cost savings!

Classifieds
Services, Offerings and Opportunities for Contact Center and Call Center professionals.
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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 info@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.
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), home based and outsource centers.

Delivering Operational Innovation to your Contact Center
Contact Center Consulting,

Quality Monitoring & Assurance,

Customer Satisfaction Consulting,

Outsourcing/Offshoring Assessments,

Contact Center Technologies,

Total Cost of Ownership Assessments,

KPI and Best Practices,

Service to Sales Migrations,

Award winning service...Reach Beyond!

Phone or email John Cockerill today at 416-979-8692 ext. 201
By email at

jcockerill@thetaylorreachgroup.com .

Offices in Toronto, Atlanta & Australia

TRG are proud members of:

The Taylor Reach Group, Inc.
E-mail:

info@thetaylorreachgroup.com

www.thetaylorreachgroup.com

Copyright TRG, All rights reserved

September 2009

Page11

