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Executive Summary  
The Taylor Reach Group, Inc. (Taylor Reach) was retained by ABC Inc Products to 
complete a Strategic Assessment of its’ two external contact centers in Anytown, Illinois 
(OUTSOURCE) and Othertown, Ohio (BPO).   

A Snapshotz™ assessment was completed for each center. The assessment identified that 
the centers are not performing at best practice levels. The OUTSOURCE center had 
mature operating practices but the execution of said operating practices were found to be 
wanting. The BPO center was found to be slightly less mature with operating practices 
generally ranging from Developing to Mature.   

Two Taylor Reach consultants attended the contact centers in person (Colin Taylor & 
Garry Schultz). Extensive stakeholder interviews were conducted with center 
management, line staff, as well as with ABC Inc, managers and senior management.  The 
consultants also shadowed a number of agents to hear first-hand how the management 
theory was being delivered to ABC Inc Products’ customers.  

Taylor Reach believes that there are number of opportunities for ABC Inc Products to 
make fundamental and strategic changes within the contact center operation. We see 
opportunities to improve the Customer Experience and service quality as well as 
improving the operational effectiveness and efficiency.  

This report highlights our findings, the above recommendations in more detail and sets 
out numerous other recommendations that, if implemented, will improve the service 
provided to customers, improve service consistency and customer satisfaction and 
finally reduce the ‘cost to serve’. A full listing of our recommendations found in 
Appendix E. 

Thank you for the opportunity to complete this project.  

Best Regards,  

  

Colin Taylor  
CEO and Chief Chaos Officer  
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ABC Inc Products  
Strategic Assessment Report  

Introduction  
The Taylor Reach Group, Inc. (Taylor Reach) was retained by ABC Inc Products to complete a 
Strategic Assessment of the ABC Inc Products contact centers in Anytown, Illinois 
(OUTSOURCE) and Othertown, Ohio (BPO). In our proposal the scope for this project was set 
out as follows: “To provide ABC Inc Products with a perspective on where the contact centers 
are today, how they are performing versus internal and external measures. To identify where 
the centers are going, based upon the goals and objectives for the centers, the impact of the 
omni-channel initiatives and a ‘future state’ model approximately 18 months in the future. 
Additionally, to identify ’low-hanging-fruit‘ and the relative benefits.” In the execution of the 
Strategic Assessment we specifically examined;  
 
1) People – Understand the number and type of personnel in the organizations (e.g. job 

descriptions, goals and objectives, skills and competencies, staff turnover, training, 
risk/reward, etc.)  

2) Process – Review the underlying processes to service audience(s) (both within and 
involving the contact centers).  

3) Technology – Review underlying technology in place for suitability and utility.  

4) Methodology – Review and analyze the use of reports (quantitative and qualitative) and 
information management within the organization. Service performance metrics for calls, 
emails, communication metrics, and volumes (e.g. number of calls/emails average speed to 
answer, talk time, after call duration, first contact resolution, occupancy, scheduling, 
demand forecasting, adherence etc.).  

 

Taylor Reach conducted stakeholder interviews to collect and validate:  

1) Mission and goals of the contact centers.  

2) Alignment of contact centers’ goals and objectives to that of the organization.  

3) Operational requirements of the contact centers. This includes: service levels; metrics, 
measures and methodology.  

4) Customer experience, service level agreements and grades of service.  

5) Costs and penalties for meeting or not meeting these expectations.  
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Technical constraints such as:  

1) Adequacy of systems to support current activities.  

2) Scalability of existing systems and applications.  

3) Risks to the business, caused by technologies.  

  
Operational constraints such as:  

1) Standard operations (e.g. hours of operations, service level, multilingual).  

2) Exceptional operations (e.g. weather “events” including business continuity).  

 

Recommendations to include:  

1) Assessment of multi-site / multi-vendor strategy.  

2) Organizational, structure, design, and culture.  

3) Mode of operation, 12 to 18 months in the future.  

4) How the contact centers and functions should be organized.  

5) The alignment with the KPI’s and other expectations.  

6) What responsibilities, skills/competencies, and level of experience are required to be a 
successful employee? Assess the staff training and growth models and review the skills and 
competency model at both the agent and management levels.  

7) Processes & Technology required and where necessary provide a roadmap for change and 
improvements.  

8) High level plan on how this would be achieved.  

 
Project Methodology  
A Strategic Assessment is one of the most powerful tools that a contact center operator can 
employ to ensure that their efforts are moving the center toward the stated company objectives.  
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Figure 1: Strategic Assessment Process 

 
The above chart shows that the process involves four phases; Discovery, Assessment, Analysis 
and Report.  
 
Each of the first three phases is outlined below in more detail.  

Discovery  
Discovery phase began with each center completing SnapshotzTM survey to provide basic 
operational data.  This step was followed by two site visits by two Taylor Reach consultants.   

For this Strategic Assessment two Taylor Reach consultants visited the contact centers in  
Anytown, Illinois (OUTSOURCE) and Othertown, Ohio (BPO) for 2 days each. The on-site step 
focused on:  

• Collection of all relevant data (all existing agent reporting, existing manuals/training 
guides, existing work flow and process maps, change and project management process, 
all relevant job descriptions, skills maps, etc.).   

• Review of the following:  
a. Hiring practices  
b. Employee profile(s)  
c. Map/inventory skills/competencies  
d. Training process  
e. Effectiveness of the training process  
f. Operational methodology and metrics  
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g. Technology: application, use and scalability  
h. Change management and controls  
i. Compliance  
j. Process mapping  
k. Work flow mapping  
l. KPI, metrics, and SLA’s  

In addition to the SnapshotzTM survey deployment and the site visits, Taylor Reach conducted 
interviews and/or meetings either in person or by phone with:  

ABC Inc 
Lee 
Rick  
Nadine  
Tyson  
Gerry  
Rhonda 
 
OUTSOURCE 
Senior Director Operations 
Director, Client Services 
Telephony 
Assistance manager Operations 
Quality Assurance 
Quality Assurance 
IT 
IT 
Director, Recruiting and Talent Management 
Recruitment 
Analytics  
Analyst 
Trainer 
WFM 
Manager Operations 
Floor agents 
 
BPO 
VP, Operations 
Site Manager 
Quality Assurance 
Operations Supervisor/Trainer 
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Telephony 
HR/Recruitment 
WFM 
Floor agents  

  
Assessment  
Following the Discovery phase, Taylor Reach analyzed the collected data and compared it to  
‘Best Practices’, challenged and validated data through observation, report analysis and 
stakeholder interviews. Each element of the four pillars (People, Process, Technology and 
Methodology) was assessed.  This analysis and assessment is based upon data provided by ABC 
Inc Products, its’ partners, OUTSOURCE and BPO, and upon Taylor Reach experience having 
assessed hundreds of contact centers.   

Recommendations  
In this phase, Taylor Reach documented the findings, opportunities and recommendations. This 
report includes Assessment’s findings, Best Practice comparison ratings and improvement 
opportunities. The ‘Recommendations’ section of the report sets out all of the recommended 
changes. For each recommendation, we detail; what is required for implementation. We have 
also included a ‘Road Map’ identifying various improvement opportunities/projects and their 
order of priority.  The Report becomes baseline for changes and the blueprint for improving the 
effectiveness, efficiency, service quality, and the Customer Experience of the future ABC Inc 
Products contact center(s) operation. A full listing of Recommendations is found in Appendix E. 
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First Glance  
Operational information for both centers was provided in advance by ABC Inc Products, 
through the completion of the Snapshotz™ contact center questionnaire. The SnapshotzTM 
questionnaire, with over 700 questions, was used to gather comparable data related to the 
contact centers, design, operation, structure and performance. This data was used to compare 
the ABC Inc Products centers to the best practices worldwide.    

As the Snapshotz™ process relies upon self-assessment by the centers, there is always the 
opportunity for misalignment between centers where the data has not been verified and where 
calibration is limited or largely absent. Many of the questions included in the Snapshotz™ 
survey focus on the presence or existence of a process, procedure or discipline. The tool is only 
able to assess the absence or presence of such processes, procedures or disciplines and not the 
voracity or rigor with which they are employed. Snapshotz™ provides insight into the current 
state of the contact center operation. 

In the opinion of the consultants who attended both centers, the scores for the OUTSOURCE 
center indicate the presence of processes and procedures related to areas such as Training, 
Contact Center Structure and Operational Metrics. Yet the actual center performance suggests 
that the processes and procedures are not applied consistently or with a meaningful degree of 
rigor. 

The centers performed better in some areas and worse in others when compared to best practice 
centers, as shown on the charts below;  

  
Figure 2: (OUTSOURCE) Opportunities 

Figure 3: (BPO) Opportunities 
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In the above charts, one can see the comparison of the contact center scores, the coloured bars 
and the ‘best practice’ scores shown by overall bar height across each of the 29 sub-categories. 
The greater the ‘yellow’ bar in the above chart the greater the improvement opportunity.  

The sub-categories list is displayed on the illustration below.  

 
Figure 4: Snapshotz™ Categories 

 

The biggest areas of opportunity1 for the OUTSOURCE contact center are;  

• Customer Contact Management.  
• Internal Communications 
• Career Development 

                                                      
1 Note: As the Snapshotz™ product is a global tool, the Health and Safety sections align with European standards 
which are stricter than those employed in North America. As a result Taylor Reach has not called out specific 
variances to Health and Safety results. 
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• Business Process Alignment and Change Management,    
• Contact Center Strategy  
• Recruitment & Hiring practice 
• Meaningful performance/Service metrics 

 

The biggest areas of opportunity for the BPO contact center are;  

• Complaint Management 
• Career Development 
• Customer Contact 
• Business Process Alignment and Change Management 
• Internal Communications 
• Workforce Management 
• Planning and Objective Setting 

  
As part of the Snapshotz™ process we examined the results achieved by both centers.  The 
graphic below shows the comparison between the two centers and best practice centers across 
the 8 primary categories. The largest deltas are shown in Customer Relationship Management 
and Internal Communications. It is only one area where the centers performed above or near 
best practice and that was Contact Center structure. 
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Figure 5: Comparison to Best Practice 

 
In examining each center in terms of center maturity, we see that neither center can be described 
as mature nor a best practice.  In contrasting the ABC Inc Products contact centers to best 
practice centers we see that the centers are not ‘Best Practice’, scoring an average of 65.2% out of 
a possible 100 points, where best-in-class centers score 86.5%. The majority of areas or elements 
assessed would be classified as either Developing or Mature. The OUTSOURCE (Product Group 
A) center is operating at a Mature/Developing level in terms of contact center maturity. The 
center has more ‘Mature’ elements/areas in place and fewer defined as Developing.  The 
OUTSOURCE  (Product Group B)  center is operating at a Developing/Mature level, being 
defined as having more Developing areas/elements than Mature. 
 
These maturity levels are illustrated on the chart below. 
 
 

 

Figure 6: Contact 
Center Maturity 

  

Understanding the Requirements  
ABC Inc, a division of Parent Corporation, is the largest manufacturer of residential and 
commercial Product Group A in the world. The company manufactures the ABC Inc, Brand A 
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and Brand B and holds the number one market share position in the United States. The market-
leading ABC Inc line, with a strong half-century heritage, delivers exceptionally well-made, 
stylish products and related accessories that are precisely crafted to be beautiful both inside and 
outside. Brand A provides high-end, distinctive styles and finishes that complement today's 
upscale environments. Brand B offers value-driven, proven designs that don't sacrifice style. 

Dedicated to a total customer experience, ABC Inc invests heavily in internal processes and 
systems to ensure exceptional customer satisfaction. A worldwide leader in product group A 
and related accessories, ABC Inc sells products in more than 53 countries. 

In North America, ABC Inc employs two outsourced contact centers; OUTSOURCE in 
Anytown, IL and BPO near Othertown, OH.  Each handles different aspects of the business.  
OUTSOURCE supports the Product Group A products, has 150 agents (130 Full Time 
Equivalents), with more than1million contacts in 2016. More than 80% of this volume is calls.  
BPO which supports the Product Group B products, has 14 agents and will do 67,000 calls this 
year. The calls and contacts supported by each center include: support inquiries, product 
quality issues, technical and/or installation support. 

The contact center infrastructure within the ABC Inc Products has evolved over time rather than 
following a defined development plan. The Product Group A contact center has been 
outsourced to OUTSOURCE and its predecessor firms for approximately 30 years.  The Product 
Group B contact center was outsourced to BPO in 2015.  

ABC Inc Products retained Taylor Reach to complete a strategic contact center assessment. The 
goal was to examine the current contact center practices, compare the operations to best practice 
centers and to identify opportunities to improve the centers effectiveness and scale quickly and 
effectively to meet demand, while delivering the desired customer and agent experience.   

The project scope included benchmarking where the ABC Inc Products contact centers are 
operating at today in the following areas:  
  

 Benchmarking the center versus best practices, employing Snapshotz™.  
 Hiring practices, testing and turnover.  
 Employee profile(s).  
 Skills & competency mapping and inventory.  
 Staffing models universal, versus dedicated and/or multi-level.  
 In-house and remote associates (tele-workers).  
 Service training, process, tools and tactics.  
 Sales training, process, tool and tactics.  
 Effectiveness of the training processes.  
 Revenue generation (sales, up-selling and cross-selling).  
 Cost containment processes. 
 Contact center channels, phone, email, chat, social (Twitter, Facebook).  
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 Operational efficiency.  
 Operational methodology and metrics/KPI’s for all channels:  

• Grade of service  
• Average speed of answer o Abandon rate o 

Access/Blockage o Facilities o First contact 
resolution o Second contact resolution o 
Dispatch service effectiveness o Customer 
retention o Customer experience  

o Satisfaction  
o Complaints (tracking and escalation)  

 Toll Free and DID number management.  
 Call routing, queuing and delivery.  
 IVR and/or auto attendant design and operation.  
 Technology hardware & software; application, use, scalability etc.  
 Automation opportunities.  
 Change management and controls.  
 Compliance: PCI, privacy, recording etc.  
 Quality assurance; voice/agent channel & transaction channel.  
 Process mapping.  
 Work flow mapping.  
 After hours customer service capabilities and approaches.  
 Virtual or remote agent opportunities.  

 
 

Contact Volumes  
The annual transaction volume serviced in the centers is approximately one million contacts 
annually across the following channels;  

• Telephone,  
• Email,  
• Social Media.  

 

Approximately 94% of all incoming contacts are handled by the (OUTSOURCE) Products center 
with just 6% of contacts being handled by Product Group B (BPO), as shown on the graph 
below. 
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Figure 7: Volume by Location 2015 

 

The monthly volumes of contacts handled at each center are shown on the chart below. 

 
Figure 8: Volume by Location 2016 YTD 

 
 
The channel distribution is shown on the charts below:  
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Figure 9: Contact Distribution 

 
Strategic Recommendations  
ABC Inc Products operates two outsourced contact centers today (Anytown & Othertown). 
These centers are supported by the Customer Support Center (CSC), an internal contact center 
lead by Gerry S. 

Nominally each center services a different customer as defined by the product purchased: 
Anytown (OUTSOURCE) supports Product Group A and, Othertown (BPO) supports Product 
Group B consumers. There is also within OUTSOURCE a concierge service in operation 
providing support for advanced #### products. 

New Model  
While there are benefits associated with outsourcing and of establishing a long term 
relationship with one or more outsource providers, ABC Inc Products is not receiving these 
potential benefits.  To be transparent, we believe this is because of three factors; 

1. There has not been time to build a dual operation framework. 
2. The disparities in operational details, volumes, contact complexity, staffing limits etc. 

make it difficult to effectively compare the two operations. 
3. The operational the life-cycle when comparing these two centers is skewed in favor of 

BPO as it appears that OUTSOURCE has reached the talent-pool saturation point in their 
operational environs.  

The two centers today operate largely independent of each other, with on superficial 
connections between them (IVR call routing and required transfers). Each center supports 
separate product lines and each has separate staffing limits. To date ABC Inc has not leveraged 
the combined capabilities of these centers, but instead has viewed each as separate and distinct. 
While this approach is reasonable, it misses the opportunity to capitalize on disparate possible 
labor availability during contact spikes, the ability for one center to back up the other, and the 
possible improved recruiting capabilities in Othertown versus Anytown.  
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In addition, as this report outlines, there are concerns regarding the ability of OUTSOURCE to 
meet the requirements of ABC Inc in both the short and long term, given their operational 
approach and management. There are also concerns related to BPO’s ability to scale and to 
perform under more challenging conditions as they have not been tested. 

Taylor Reach recommends that ABC Inc Products issue an open Request for Proposal (RFP) to 
re-outsource the services.  A dual outsourcer model is recommended, with a traditional fluid 
champion/challenger structure. In this new recommended structure, the lines-of-delineation 
between the two prime LOB’s will be removed and each center will be responsible for the same 
products and services.  This effectively levels the playing field and will provide ABC Inc 
Products maximum co-opetition2 opportunities.  A feature of the RFP will be to have the 
applicants respond to this proposed co-opetition environment.  Note that BPO and 
OUTSOURCE should be invited to participate in the competition. 

We recommend that operational environments be consolidated with single system-of-record 
CRM (SFDC), Telephony infrastructure (a SaaS cloud based architecture – vendor tbd), 
Knowledge Base (Knowledge integrated in SFDC) and unified Workforce Management and 
Quality Assurance systems (to be designed). Taylor Reach further recommends that ABC Inc 
own and manage the full ‘technology stack’. This standardization and centralized management 
of all contact center reporting elements ensures consistent and universal reporting of all 
activities regardless of the center involved. 

In establishing the technology stack, ABC Inc can virtually consolidate the centers and would be 
able to manage shared service functions such as Workforce Management, Quality Assurance 
and Training centrally from a single location while supporting both centers. This approach has 
been proven to reduce costs while increasing efficiency and consistency of service.  

ABC Inc should consider placing ABC Inc resources at each of the outsourced centers. Best in 
class organizations are able to improve communications, knowledge transfer, information 
dissemination and brand representation through embedded onsite staff. 

Recommendation  
1. Implement new operations model 

a. Design and select vendors to support ABC Inc Technology Stack 
b. Establish a RFP process to identify two vendors who will support and share the 

contact volumes. 
c. Embed ABC Inc resources at Outsource provider locations 

2. Create and issue RFP 
3. Establish new contract to support the co-opetition model employing incentives in a risk 

and reward structure 

                                                      
2 https://en.wikipedia.org/wiki/Coopetition.  In brief, a coopetition is a dual vendor environment where the 
vendors work together to improve common baseline of services.  Incentives are the key motivator. 

https://en.wikipedia.org/wiki/Coopetition
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Inherent in the new model 
1. Consolidate contact center service queues to support efficiencies. 
2. Retain two physical locations, under two vendors, to improve business 

continuity and provide additional space to support organic growth.  
3. Establish ‘shared services’ teams based at ABC Inc Products to manage 

Telephony, WFM, Quality, and Training for both centers.  
4. Establish universal KPI and reporting across both centers. 

 

Customer Experience  
The Customer Experience has not been formally defined for the contact centers. Best in class 
organizations define the desired experience and/or define ‘guiding principles’ that the agent can 
adhere to in delivering service to customers.  

In the absence of a defined customer experience or guiding principles, organizations must 
establish policies and procedures to govern agent behavior.  

Embedding a customer experience context in all training modules provides positive 
reinforcement and focuses activity on delivering the desired customer experience.  

There is no overall Customer Experience (CX) or Customer Satisfaction (CSAT) reporting in 
place in the centers. ABC Inc does conduct a CSAT survey for all cases closed related to a 
defective product. This represents approximately 63% of all contacts. The survey is sent out 15 
days following the closing of the case.  

With centers not providing overall a CX or CSAT reporting, it is not possible to directly assess 
the satisfaction of the customers with their individual interactions with the ABC Inc Products 
centers. Best in class organizations regularly sample customers following center interactions to 
better understand the customers’ perspective and to fine tune the center processes and 
practices.   

Recommendation  
1. Initiate universal Customer Experience (CX), Customer Satisfaction (CSAT) reporting.  

2. Update and revise training to embed and emphasize CX and soft skills.  

3. Make CX/CSAT score a key KPI.  

    
Recommended Road Map  
Based upon the recommendations in this report and the improvement opportunities that exist, 
Taylor Reach has identified a draft ‘roadmap’ for consideration and discussion. We believe that 
this roadmap addresses the opportunities where the reward for improvement is significant and 
respects the need for prerequisite tasks to be completed.   
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Figure 10: Roadmap 

Customer Support Center 
The Customer Support Center is a small team that supports the contact centers, contractor customers 
and sales support, and commercial products. This center is internal and operates within the ABC Inc 
offices. The center is primarily business to business and is comprised of 6 staff, serving customers by 
phone (inbound and outbound), by email and face to face. The center employs SFDC commercial 
product and consumer interactions and JDE for ordering and tracking. There is no contact center 
telephony employed by this center, which means that no formal service level exists and handicaps its 
ability to report on interactions. The Customer Support Center (CSC) provides escalation support and 
guidance to both of the outsourced contact centers. Within the outsourced centers the agents must 
secure approval before they can contact the (CSC). The CSC fields a small number of customer calls 1-
2/day and a higher number from the outsourcers seeking assistance or guidance (12/day). The CSC 
(Gerry S.) participates in the weekly quality meetings, provides training, feedback and guidance to 
outsource Team Leads. The CSC operates from 8am to 5 pm eastern time Monday through Friday. The 
CSC center was not included in the scope of this project, but as the escalation point for the outsource 
centers was included in the stakeholder interview process. Gerry is involved in ABC Inc Products 
continuous improvement projects and efforts to increase manufacturing quality. This is a best practice 
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whereby frontline intelligence can assist manufacturing with culling defects in the plant.  Taylor Reach 
was informed of a formal, well disciplined, process.  

Overall, Gerry and CSC team represent a marked improvement over what was observed at the 
outsourcers.  

The team is not involved in the quarterly review meetings and Taylor Reach believes this to be a lost 
opportunity. Particularly as Gerry S. came to ABC Inc from OUTSOURCE; it follows that Gerry would 
have unique insights on the front line (Gerry has been with ABC Inc Products for 3 years, yet, this 
comment remains germane). During the stakeholder interview Gerry specifically called out a number of 
issues Taylor Reach consultants had observed. Specifically, churn rate and lack of effective coaching.  
Gerry’s stated his opinion that, OUTSOURCE is a high-profit-margin organization which speaks to a 
number of physical attributes observed by Taylor Reach consultants.   

While not included in the assessment a few comments on the center operation can be made based on the 
interviews and other data reviewed; 

1. The small nature of the center means that when training or team meeting need to be held the 
phones are not answered and are instead routed to voicemail. This is not a best practice. 

2. Training effectiveness, The CSC supports the centers and is often contacted regarding issues or 
topics covered in trainings, repeatedly. This supports later comments on the effectiveness of the 
training and coaching process at the outsource vendors. 

3. Suggest CSC Manager (Gerry S.) should have an active role on the QBRs.  
4. Create reports on the CSC team activity.  
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People 
People are the key to any successful organization and this is especially so in contact centers. It has been 
universally accepted that the customer service staff in the contact center are the face of the organization. 
Each time a customer communicate (call, chat, and email) with the contact center, the person they 
communicate with is the company. The customers’ opinion of the company and the brand improves or 
erodes based upon interactions with the contact center. A Purdue University study has found that 92% 
of customers form their opinion of an organization based upon their interaction with the company’s 
contact center. 

Organization 
Currently, services are offered via 3 separate contact centers: Products Group A serviced by 
OUTSOURCE in Anytown IL (1-800-000-ABC INC), Product Group B serviced by BPO in Othertown, 
OH (1-800-000-1234 and (1 855 111-2345) and the contractors support line supported by the Customer 
Solutions center, an in-house call center team located with the ABC Inc head office in Gotham.  All 
centers support voice calls, and email. The internal consumer solutions partner support center provides 
support and assistance to installers, supports escalations from the outsourced centers and operates on 
reduced hours. The outsource providers provided the following center operating hours: Product Group 
A 8 am to 8 pm Monday through Friday and Saturdays 9 am to 6 pm, Product Group B from 8 am to 6 
pm Monday through Saturday, eastern time. 

The organizational line between the outsource centers is based on products supported, with 
OUTSOURCE supporting Product Group A products and BPO supporting Product Group B products. 
The OUTSOURCE ) business is significantly larger with approximately 150 agents working on this 
project in the Anytown center. The BPO business is smaller with only 14 agents (12 full time and 2 part 
time) supporting these products. The Internal Customer Solutions center is smaller still with a staff of 
six and supports contractors while also handling some escalations from the two outsourced centers.  

The organizational alignment is not ideal. Consumers often end up at the wrong center and must be 
transferred and as ABC Inc split its vendor management efforts across two different outsource partners, 
located in different cities, the visibility of these transfers is not always easy to see. A preferred solution 
would employ a two outsource providers and/or an internal center.  

Recommendations 
1. Confirm approach regarding one versus two vendors 
2. Manage an RFP process to select the vendor(s). This change would; 

a. Increase efficiency of the center 
b. Provide better flexibility in managing the variations in contact volume 
c. Improve disaster recovery plan and back up operation 

3. Divide the work-load based on required skills and competency, with qualified staff at all 
locations (aka universal agent).   
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Management 
ABC Inc provides vendor management of both outsource providers, each with their own management 
organization, and internal goals and objectives. While both vendors are mature outsourcers, both have 
struggled in meeting the needs of ABC Inc. This is especially true of OUTSOURCE where recurring and 
unresolved issued have been likened to a game of ‘whack a mole’, where with focus diverted to 
addressing one issue, a new issue or issues arise. OUTSOURCE have failed to demonstrate the 
multivariate complexity of contact centers.  In maintaining the current structure ABC Inc needs to 
demand better service and should consider, placing dedicated staff in each center to improve 
communications and ensure that priority tasks are addressed, and issues are resolved.   

Both contact centers have an experienced manager. They are familiar with ABC Inc operations and the 
existing procedures, though they are handicapped by an inability to source, recruit and retain staff. In 
the case of BPO, most of the line staff do not have the specialized training for operation of a contact 
center or specialized training for supervision, or quality. As a result, certain contact center processes, 
procedures, practices and reporting are absent, immature or not up to date. This lack of contact center 
management skills reduces the effectiveness of the center in operating an efficient contact center.   

The Supervisory ratios are higher than desired in both centers with BPO maintaining a 1:14 ratio and 
OUTSOURCE a 1:17 ratio. Best Practice is to have one supervisor manage a team of 10-12. 

Current Organizational Chart for the centers can be found in Appendix A. 

Recommendation 
1. Provide contact center specialized training to the senior and support staff in BPO center 
2. Adjust supervisor to agent ratio to 1:10 to 1:12 

Job Descriptions 
BPO has no ABC Inc specific job description and while OUTSOURCE has a ABC Inc Job Description, 
OUTSOURCE’ Job Description appears to be a generic outsource description that has been modified 
slightly for ABC Inc, as indicated by the presence of a NA, or Not Applicable sections on the document. 
The absence of detailed and accurate job description is essential to the recruitment of appropriate and 
qualified staff. This is a contributing factor to the turnover and quality issues that affect both outsource 
providers.  

Job descriptions in best in class contact centers provide a clear understanding on organizational goals in 
delivering consistent customer experience. Recruiting to an absent or inaccurate description will lead to 
hiring staff who do not have the skills and/or personality for the tasks required and turnover will 
increase, as is evidenced by the experience of both centers.  

Recruiting 
Recruiting new staff is a continuous cycle for every contact center and it is imperative that contact 
centers have a robust process in place in order to recruit and maintain a pool of qualified candidates. As 
the personnel recruited have a material impact on the quality of the services provided the importance of 
identifying the optimal culture-fit, attitudinal and technical-acumen is paramount.  
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In evaluating the overall recruiting process through Snapshotz™ the deficiencies are clearly indicated, 
with both center performing well below the industry best practice average, as illustrated on the graph 
below; 

 
Figure 11: Recruiting Performance 

 

Neither OUTSOURCE nor BPO has established dedicated recruiting processes to support the ABC Inc 
account. Both outsourcers recruit to a generic standard which they employ to recruit staff for all 
programs. Once staff has been recruited then the outsource agency selects in which program the new 
staff will be deployed. This model makes a great sense for the outsourcer as it adds flexibility to their 
organization. However, this is a significant detriment to ABC Inc, as this ensures a level of skill that can 
be and today appears to be insufficient to be successful on the ABC Inc programs. This misalignment 
contributes to the high turnover rate at both outsourcers – staff and job-fit are very weak.   

These observations are borne out in the graphic below that shows the performance of each center on 
recruitment, career development and remuneration3. 

                                                      
3 When the centers completed the Snapshotz™ survey, they indicated that their compensation was similar to the 
market requirements. However as illustrated above this was based on recruiting and compensation for a customer 
service role and not for the more technical role of ‘installer on the phone’ required by ABC Inc.  

Product Group A Product Group B 
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Figure 12: Recruitment, Career Development and Remuneration (Customer Service Role) 

 

The OUTSOURCE recruitment process is shown below; 

 

 
Figure 13: OUTSOURCE Recruiting Process 

Product Group A Product Group B 
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The BPO recruitment process is documented and broadly follows the OUTSOURCE process. The above 
process is adequate, though the elements included in specific steps require improvement. The recruiting 
process is disconnected from the center operations and is a standalone HR task. Team Leads (TL) are 
involved in the interview process, however they must deal with the candidates presented. This can 
result in the TL’s choosing staff that may be the ‘best of a bad lot’.  

The current recruiting process at OUTSOURCE leverages third party assessments for screening new 
hires. The HireIQ testing incorporates basic math, spelling, computer literacy, a personality test and a 
generic customer service email response (which is not scored, nor in our opinion well designed). This is 
a very basic assessment, and is not appropriate to the purpose of ABC Inc, which requires “installers on 
the phone”. A superior test would include geometry, units of measure, fluency in both imperial and 
metric measures, spatial and mechanical aptitude and handy-man like acumen. The use of a installation 
aptitude test would be a worthwhile addition to the testing and evaluation process. 

Each center completes background checks including: 

• Criminal 
• Social Security verification  
• Drug screen (oral) – OUTSOURCE only 

It should be noted that often background check results for OUTSOURCE are not available to the staff 
until after an agent has started working on the ABC Inc program, generally the candidates are in 
training. This process represents a waste of time, effort and a cost to ABC Inc. 

Reference checks are not generally completed instead a W2 or check sub is employed to confirm past 
employment.  

Recommendations 
1. Create a specific ABC Inc job description Review and update job description regularly to 

maintain its relevance to ABC Inc requirements 
2. Recruit to this ABC Inc specific job description. 
3. Harmonize job descriptions between the two centers varying by required skills and 

competencies versus locations. 
4. Include a perspective on the desired customer experience in job descriptions. 
5. Source an assessment test that can better identify the ability to effectively support the role of 

being a “installer on the phone”, such as a installation aptitude test. 
6. Revise background check process to ensure results are received and reviewed before an agent 

begins to work. 

Organizational Tenure 
OUTSOURCE has been supporting ABC Inc for approximately 29 years, BPO began to serve ABC Inc 
only in 2015. Tenure in both centers is reported at more than 18 months, which is reasonable. However, 
the high level of attrition in both centers makes these claims suspect. 
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Turnover 
New staff turnover ratio is very high at the OUTSOURCE center with reported turnover in the first 90 
days at 195% and annual turnover was cited at 100%. The turnover is high at the BPO center in 
Othertown, at 60%.  

These high turnover rates are very costly for ABC Inc not only in terms of recruiting and on-boarding 
coasts4 but also in terms of lost revenue and customers’ dissatisfaction. Many staff abandon the position 
early in their employment with OUTSOURCE with identified reasons including; ‘job shock’, selection 
and screening issues.  

OUTSOURCE has recently implemented a new program (Nester Vester) to reduce staff attrition, post 
nesting, by having TL’s walk the floor in bright neon vests. These ‘Nester Vester’ staff receive a bonus 
tied directly to the retention of the staff in their group. While this is an admirable attempt to address the 
attrition issue, it fails to address the root cause of attrition (recruiting/screening and training) and also 
fails to provide accountability and alignment required to drive retention. Further it is in conflict with the 
quality measures ABC Inc desires.  A superior approach would be an incentive plan that rewarded 
recruitment, training and TL’s for the retention and performance of ‘their’ agents. 

The turnover levels realized could be related to the absence of specific recruiting for the ABC Inc 
program and a ABC Inc specific agent profile and the compensation levels. Exit interviews for 
OUTSOURCE contact center highlight ‘Other Position’ as the highest reason for voluntary terminations, 
excluding job abandonment.   This is an indication that a certain number of agents are not well suited 
for working in a contact center environment.  A fact that can be resolved by developing profile of an 
ideal agent and ensuring attitude/personality tests are effectively matching the candidates to that 
profile. 

The absence of an employee engagement program at OUTSOURCE contributes to turnover as well. 
Little effort is expended on inuring agents to the ABC Inc Products culture and values. As a result, flight 
risk is high which is evident in the retention numbers.  

‘Other Position’ also indicates that perhaps the hourly pay for the expected performance is below that of 
the local market.  We will examine this further under ‘Compensation’.     

Recommendation 
1. Administer appropriate testing matching the candidates to the required profile. 
2. Create a bonus/incentive program for recruitment, training and TL’s based on the long-term 

retention of agents. 
3. Initiate an Employee Engagement program.  

4. Hire the right talent 
5. Develop a ABC Inc Products profile (attitude, characteristics) of an ideal agent for 

the center.  
6. Administer appropriate testing matching the candidates to the required profile.  

                                                      
4 Industry on-boarding costs are identified at approximately $7,500/agent. 
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7. Support the ABC Inc Products culture 
8. Initiate an agent engagement program 

 

Training 
Training at OUTSOURCE has been divided into 3 tiers, each addressing different training content. This 
approach was created as a response to high turnover and the concern that the content was 
overwhelming for the trainees. OUTSOURCE targets a graduation rate from tier 1 training at 80%, this is 
a very low target and is also influenced in our opinion by recruiting trainees who are not well suited to 
the project.  

OUTSOURCE Tier 1 training consists of 3 days OUTSOURCE training (OUTSOURCE Overview, HR, 
1.5 Customer Service University), followed by 10 days of classroom instruction, including; 

• Products – 3-4 days 
• Systems – SFDC, website, phones – 2-3 days 
• Policies and procedures -  1 day 
• QA expectations -  ½ day 
 

Other training elements include scenario review and role playing, live call review and live agent 
shadowing (side by sides). The training time is allocated as 70% instructor led and 30% hands on. There 
is limited use of videos in the training. Certification is achieved by completing a certification exam in the 
OUTSOURCE LMS (Moodle) and the agents are then placed in nesting for days 10-15. The ‘speed to 
competency’5 for tier 1 agents is estimated by OUTSOURCE as 90 days. 
 
After 6-8 weeks of tenure, provided the agent has acceptable quality scores, tier 1 agents are scheduled 
to take tier 2 agent training, which is 3 days of classroom instruction on other and Product Group A 
brands and products. A further 6-8 weeks post tier 2 training, agents with acceptable quality scores will 
receive tier 3 training, which is 1.5 days of classroom training on Brand A and all ‘####’ products. 
 
It should be pointed out that this separation into levels may not have been required if OUTSOURCE 
was not recruiting for a general customer service job profile rather than a plumbing specific technical 
job profile. Each time a work group, or queue is divided there is a reduction in labor efficiency. By 
replacing a single queue for all calls into 3 queues (tier 1, 2, and 3). Taylor Reach estimates that the labor 
efficiency has been reduced by 4-5%, requiring a similar increase in staffing resources, and costs. 
 

BPO does not have a formal training program in place for ABC Inc. They do employ a Training outline 
that outlines the areas of training to cover; 

• ABC Inc history 
• SFDC  
• Warranty Processes 

                                                      
5 The point where new agent performance is equal to veteran agents. 



Prepared Expressly for ABC Inc Products by The Taylor Reach Group, Inc.  Page 25  

• Retailers 
• Policies and procedures 
• Website navigation and use (ABC Inc.com) 
• Product knowledge 

This training is delivered through side by side training. While this approach has been acceptable to date, 
the quality of the training will vary greatly with any changes to the trainer (presently this role is done 
by Josh). This approach does not scale and can easily be compromised by incorporating bad habits as 
agents help to train other agents. In addition, the training outline is completely silent on the desired 
customer experience or any guidance on the value of a customer to ABC Inc.  

Ongoing training is ad-hoc and unstructured in both centers. 

The training approaches outlined above, in both centers, although adequate, is not consistent with best 
practices in adult learning.  It is now common for state-of-the-art trainings to include e-learning, 
experiential exercises (individual, small group and large group), quizzes, games, mentoring and 
intensive student engagement.   

There are no specific training programs for supervisors or the support staff (trainers, Quality or WFM 
specialist).   
 
Recommendation  

1. Redesign the agents training, create a better balance between technical skills and soft skills, 
elearning, sharing common modules / simulation / best practices. 

2. Create/enhance testing for each section of training to ensure competency level of new agent.  
3. Enhance or create an extensive final exam / certification (mix of multiple choice questions and 

simulation testing). 
4. Create a true on-line training manual with universal Knowledgebase, providing for search 

capability, allowing agents to focus on learning about customer relationship instead of 
memorizing how to use certain application.  

5. Develop a structured on-going & refresh training to improve service skills and/or cross-training.  
6. Take ownership of the simulation components allowing the center to modify the content as 

needed. 
7. Develop simulations for all systems employed. 
8. Provide contact center specialty training to supervisors, quality and workforce support 

staff (using internal or external resources). 
9. Retain talent longer but offering a career path 

10. Establish a career path for agents with the contact centers.  
11. Create a Skills and Competency map for each position within the contact center.  
12. Develop corresponding training curriculum for all contact center positions.  
13. Identify tests or assessments for each of the desired skills, competency and attribute.  
14. Create an ACM training model for agents, team leads, progression thresholds etc.  
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15. Tie achieving the ACM (Mastery) to re-earnable compensation model in addition to annual 
increases 

Skills and Competencies 
The underlying premise of having two providers delivering contact center support services for ABC Inc 
is a ‘champion’, ‘challenger’ model which creates a level of competition between the two organizations 
and can elicit improved performance by both centers. This approach however is handicapped by the 
volume disparity and the absence of shared queues where actual performance could be assessed on an 
‘apples to apples’ basis.  

Regardless of the manner in which business and contacts are shared between the centers, each 
individual agent has a significant role in delivering exceptional customer experience.  While many of the 
staff in the two centers have gained competencies through their years of experience (either at ABC Inc or 
from previous employment), the required skills and competencies to be successful are not part of the 
‘selection & hiring’ and/or the ‘training’ process.  In fact, the required skills to deliver a high-quality 
support are not documented.  Existing job descriptions (if even available) are inaccurate to the desired 
role and limited regarding the skills needed for the positions. Skills and competency maps identifying 
the capabilities required for existing roles do not exist today.  

ACM - Training initial and on-going 
Staff progresses through a continuum as they are hired, trained and grow with the role. This 
progression is illustrated on the graphic below: 

 

Successful Career 

Hiring/Recruiting Career Path/ACM

Job Description Peer Feedback 

Agent Employment

Recognition

Monetary Comp

Agent Career Progression

 
Figure 14: Agent Career Progression 

In many organizations the specific progression of a rep’s career can be categorized into three stages. 
Those stages are: Adequacy, Competency and Mastery (ACM). Fresh out of training a new rep is 
deemed Adequate, as they have not been terminated or quit. Adequacy is the first level at which most 
people in contact centers can take calls with an excellent chance of achieving success for the company 
and the customer.  With the passage of time, training, coaching and mentoring the rep progresses into 
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the ranks of the majority of staff in any contact center: that of the average rep, they are Competent. 
Again with more time, more training, leadership opportunities and special projects they become 
Masters, the “go to” people in any contact center. The Taylor Reach ACM model codifies this 
progression into a formal process, with requisite skills, demonstrable performance and written exams. 
For more on the ACM model see Appendix B: Agent Training & Skills Competencies – ACM Model. 

Recommendations 
1. Establish a career path for agents with the contact centers. 
2. Create a Skills and Competency map for each position within the contact center. 
3. Develop corresponding training curriculum for all contact center positions. 
4. Identify tests or assessments for each of the desired skills, competency and attribute. 
5. Create an ACM training model for representatives, team leads, progression thresholds etc. 
6. Tie achieving the ACM (Mastery) to re-earnable compensation model in addition to annual 

increases.  

Compensation 
As stated above, we do not believe the current approach of both centers to recruit to a generic customer 
service profile is adequate or appropriate for ABC Inc. Taylor Reach believes that these roles should be 
viewed as technical roles and not customer service, though customer service remains an element of the 
role and activity.  

Taylor Reach has compared the compensation and salaries of agents in the two markets where the 
centers are located. In doing so we employed the following position description; 

Requirements and Responsibilities for Technical Support Representative I 

Provides basic technical support to clients via email, phone, or other methods; does not work on site. Possesses a 
basic understanding of the organization's products and services, but escalates more complex inquiries. Requires a 
high school diploma or equivalent and 0-3 years of experience in the field or in a related area. Has knowledge of 
commonly-used concepts, practices, and procedures within a particular field. Relies on instructions and pre-
established guidelines to perform the functions of the job. Works under immediate supervision. Primary job 
functions do not typically require exercising independent judgment. Typically reports to a supervisor or manager. 

Based on the benchmark data, the compensation for the OUTSOURCE agents in Anytown, stated at 
$9.50 per hour to start, and extrapolated as approximately $22,000 (annual), which is well below the 
market and is in the bottom decile. This compensation level is below identified other centers in the local 
market such as Caterpillar at $11 to $12/hour, Amazon, at $12/hour and Medicom at $13/hour. It is 
important to note that these comparisons are based on a customer service role, as this is what the role 
that is being recruited. This level of compensation would be expected to make it difficult to secure and 
retain suitable staff. This wage level is a contributing factor to the attrition, attendance and retention 
issues in the OUTSOURCE center. The local unemployment percentage has declined from 7.2% in 
January 2015 to 5.8% in November 2016. This tightening of the employment market would be expected 
to further challenge the recruiting of appropriate candidates. 
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Figure 15: Salary Range (Anytown IL) 

The average salary for BPO Othertown contact center is $22,000 which puts the center in the lowest 
decile. The unemployment level in the Othertown has declined in the past year from 4.3% to 3.8%. This 
unemployment level is expected to lead to a tightening of the labor market.  Being less than competitive 
in the market, ABC Inc risks losing these agents to other centers in the area.  Especially after these 
agents have received contact center training and gained valuable experience.  

 

 
Figure 16: Salary Range Othertown 

Recommendations 
1. Create ABC Inc specific position descriptions, with more specific plumbing related skills 
2. Eliminate the tiered servicing structure at OUTSOURCE.  
3. Create a career path between agent to supervisor or support positions and onto ABC Inc. 

This approach will create an environment where agents have a line of sight into a future 
within the outsourcer and ABC Inc. 

4. Study and consider increasing hourly rate to the competitive levels for the area. 

5. Retain proven personnel on ABC Inc Products account 
6. Create a tiered servicing structure utilizing higher skills as a second level support 

and customer service professionals (first level) to handle typical tier 1 customer 
handling issues.  
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a. Provides incentives for agents to become proficient in new skills.  
7. Create a career path between agent and supervisor or support positions where 

agents have a line of sight into a future within ABC Inc Products contact centers.  
8. Ensure the vendors have proof of an effective talent retention protocol.  

Culture  
Both centers have unique cultures, and both reflect the culture of the outsourcer and not that of ABC 
Inc. Delivering the best customer experience is dependent upon not only the agent skills and training, 
but their personal connection to the company and the brand.  This connection is achieved as a by-
product of the culture of the organization. It is essential that the agents who support ABC Inc, be an 
extension of ABC Inc itself, and to do this requires the integration and propagation of the ABC Inc 
culture within the outsource organization.  

The result is a positive culture with staff focusing on what needs to be done and working as a team to 
achieve its goals. The working environment is friendly, professional and culture of teamwork is 
encouraged.  

The culture is stronger in BPO since the center has recently introduce a number of employee centric 
practices and procedures. The result has been a more positive culture, though this culture stands as 
separate from the ABC Inc culture. 

The OUTSOURCE culture is very formal and regimented and would be characterized as positive. Again, 
there is no connection to the ABC Inc culture. 

A ‘guiding principle’ or vision statement can help the centers align to the customer experience, a single 
cultural focus and provide an aligned framework for agent autonomy.  

A final note on the working environment at OUTSOURCE. The facility itself is tired; worn carpets, 
soiled paint and somewhat dingy. The situation is recoverable as evidenced by their other client, 
MacDonald’s area which has a degree of sparkle about it; yet the ABC Inc Products area is devoid of 
‘spit and shine’ and sparkle. Emotional IQ (EQ) indicates that this is an unquantifiable contributor to the 
attitudinal health of the agents and, in all probability also contributes to the retention problem.   

Recommendations 
1. Define ABC Inc culture form an operational and interaction perspective and work with the 

outsourcers to integrate ABC Inc culture into the program and relevant policies and 
procedures. 

2. Develop and share overall strategy for delivering desired customer experience. 
3. Create ‘Guiding Principles’ aligned with overall strategy, providing agents with a framework 

for autonomous decision making. 
4. Institutionalize this ‘Guiding Principles’ within all existing or new procedures.   

5. Instill the core ABC Inc Products values in each member of the team 
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6. Consider either full time ABC Inc Products personnel on site to sustain the culture 
or, at minimum, frequent ABC Inc Products onsite booster exercises (there are 
alternatives if this is cost prohibitive)  

7. Build a ABC Inc culture program, repeatable, consistent and measurable   
8. Develop and share overall strategy for delivering desired customer experience.  
9. Create ‘Guiding Principles’ aligned with overall strategy, providing agents with a 

framework for autonomous decision making.  

10. Institutionalize this ‘Guiding Principles’ within all existing or new procedures. 
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Process  
Every activity in a contact center or work group reflects a sequence of events known as a 
‘process’. Processes define how work gets done and defines the options and choices available.  
Robust processes and the associated documentation is a best practice and is the cornerstone on 
which a best-in-class organization operates.  

Transactional  
Mapping and maintaining process maps is a best-practice that can often lead to quick 
identification of opportunities, problems and challenges and can pre-empt problems where 
changes to an existing process are considered. In addition, process maps can be used as a 
teaching tool for new staff (e.g.: call flows and contact handling for agents, internal processes for 
support teams).  We have included sample of call handling process map in Appendix D. 

Process mapping is a key element in any process improvement and/or total quality program.  
Mapped processes support a TQM (Total Quality Management) approach to service delivery 
and will allow improvement opportunities to surface.   Strategically, process maps facilitate 
operational portability and provide ABC Inc Products with flexible service options. 

Neither OUTSOURCE nor BPO operations maintain transactional process maps normally found 
in world-class operations. ABC Inc Products produced a number of ‘swim lane’ type charts but 
these are more focused on responsibility rather than actual process. Contact flow and contact 
handling is an informal, ad hoc process driven by tacit knowledge (aka tribal knowledge).  The 
result of this is that there is great variability in how each individual agent handles any given 
scenario. This was validated during the agent shadowing sessions where the question ‘how did 
you know to do that’ was asked frequently; the answer was, unanimously, ‘because someone 
told me how to’. 

The closest approximation of a transactional process map is the Interactive Voice Response 
(IVR) flows found at both locations. However, the IVR flow delineates the customers’ options 
on calling into the center and is, in fact, simply an artefact of using IVR technology.  The IVR 
flows differ, appear to have grown organically (that is not designed), have accuracy issues 
(messaging in OUTSOURCE flows declare CST while the web information is EST) and the flows 
have far too many branches. There is more to be found on this topic in the Technology section.   

Recommendations  
1. Create a standardized Customer Journey to be observed by all operations. 
2. Create a Customer Journey team responsible for recommending and deploying as 

frictionless-a-journey as possible.   
3. Create process maps for call handling and all major internal processes.  
4. Create a flow maintenance program to ensure process flows are documented as they 

evolve. 
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5. Map processes that define interface points between the call centers and ABC Inc 
Products. Examples; Escalation protocol, photo-sends, part delivery, dispatch (BPO 
operation only).  

6. Train staff in how to prepare Process Flow charts, use and maintain them.  

7. Create a central document repository. More on this recommendation in the Technology 
section.  

Social Media 

Social Media is managed in both centers. In the Product Group A center (OUTSOURCE) there 
are 3 staff who manage social media. Hootsuite is the primary tools employed for monitoring 
facebook and Twitter posts. Bazaarvoice is employed for monitoring reviews. At the BPO 
center, under the direction of Jonathan B. at OUTSOURCE.  

At BPO, Sarah the back office agent, checks Bazaarvoice each morning and views all reviews. 
She enters all, (both positive and negative) into SFDC. Where email addresses are included in 
the Bazaarvoice reviews, the email address is included in the SFDC update. Sarah responds to 
all reviews on the source site and by email. Hootsuite is employed by OUTSOURCE to manage 
facebook and Twitter responses. Jonathan B. forwards any Product Group A posts to Sarah for 
response. Sarah, only action the posts sent to her and does not proactively review facebook, 
Twitter or other platforms. 

Workforce Management (WFM) Process  
Currently, there is little workforce management process in place at the BPO contact center.  This 
is predicated on the contractual dedicated agent model, the size of the team and as such, is not a 
challenge.  However, BPO demonstrated that they have the systems – NICE IEX - and the 
insight to balance resource planning if they were to grow.  

The OUTSOURCE contact center has a forecasting and scheduling process based on the Aspect 
v8.1 SP platform. However, the program is not used to ensure ABC Inc’s goals are achieved but 
more-so as a cost containment mechanism to ensure OUTSOURCE have optimized their 
staffing.  A major WFM process tension point is that OUTSOURCE is focused on internal cost-
containment whereas ABC Inc Products desires a world-class customer experience. This is 
evidenced by the fact that they do not employ the contractual metrics when completing WFM 
planning. 

While interviewing the OUTSOURCE staff it was apparent there were challenges balancing the 
multi-variant nature of a contact center; AHT, AWT, ASA, Abandon rate are inter-meshed and 
contribute to the holistic health. One of the OUTSOURCE team (Brady Jacobs) demonstrated a 
marked understanding of the multi-variant nature yet his knowledge of industry standard 
handling mechanism had not been operationalized.  
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The result of ignoring the multi-variant nature of the operation is a continuous loop of 
unintended-consequences.  These unintended consequence drive OUTSOURCE into a fire-
fighting mode, forever quelling one flare up and then moving to quell another induced by the 
first.  There was no evidence that OUTSOURCE had the ability to curtail this behavior6.   
 
Recommendations  

1. Create (redefine) the core resource driven performance measures ABC Inc Products’ 
needs.   

2. Align the outsourcer’s business goals with ABC Inc Products’.  
 

Forecasting  
Macro (annual) 

Taylor Reach were told (OUTSOURCE) that the incoming volume for ABC Inc Products does 
not display great variability swings over a year. This blanket statement should mean that 
forecasting is not as critical as it is in a seasonally driven businesses. While there is some 
variability the dynamics are well understood and manageable; particularly manageable as 
OUTSOURCE has volume data going back to the 1988.  The data report Taylor Reach were 
shown told a different story. 

OUTSOURCE - A graphic from OUTSOURCE Weekly Scorecard follows. On cursory analysis 
the ABC Inc between forecast & actual appears to be rather good up until the last two periods 
(12-19-16 & 12-26-16).  Specifically, the first four period are within 3%, yet 12-19 is 19% below 
and 12-26 is 18% above.  No explanation was provided to Taylor Reach. 

                                                      
6 This behaviour was informally referred to as whack-a-mole – it is not unique to HGS.  
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Figure 17: Weekly Scorecard - Source, OUTSOURCE ABC Inc Weekly Scorecard 12262016 

The smaller volumes and fixed staffing employed at BPO renders the forecast not as dire. The reports 
show a good correlation between forecast and realized.  This was borne out in the agent shadowing 
sessions conducted by Taylor Reach where the dynamic at OUTSOURCE was queue saturation (always 
a call waiting) compared to BPO where, in each session, there was time to interview the agent between 
calls.  As the data from BPO was within reasonable operational parameters a deep dive was not deemed 
necessary.  

Both operations mentioned a lack of pre-knowledge of ABC Inc Products marketing and release 
campaigns.   

Micro (day-part) 

The incoming volume over the course of a day shows some variability.   

Attention to intraday forecasting at BPO is adequate with the volumes they are handling. If the volume 
was to grow at BPO they have demonstrated, they have the systems to manage.  However, correct 
performance metrics need to be put in place to ensure service levels are being met to ABC Inc Products 
specification.  

Attention to day part or intraday forecasting at OUTSOURCE is not-adequate with the volumes they are 
handling.  OUTSOURCE appear to be under serving at peak times by overserving at non-peak times (an 
average offset).   The remedy to this is for ABC Inc Products to reduce the reporting day part and segment 
the service levels into During Peak & Off Peak.   
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The next graphic plot (OUTSOURCE) shows Service Level (80/30/5) and Abandon. What is interesting 
about this plot is that it is inconsistent with expected results based on the earlier plot titled Forecast vs 
Actual plot.  The disconnection here is that the abandon rate is tightly coupled with Forecast (resources 
needed) yet the abandon remains within operational parameters (<5%) with an 18% downswing 
followed by a 19% upswing.  If the resources had been driven by forecast then 12-19 should have seen a 
spike in abandon (understaffed) and 12-26 should have realized a 0% abandon (overstaffed). This chart 
also shows that the assumed correlation between SL, ASA and abandon is false. Attaining SL and ASA, 
likely correlates positively to a 3% +/- abandon rate 

 

Figure 18: Abandon vs Forecast - source OUTSOURCE ABC Inc Weekly Scorecard 12262016 

It is possible that OUTSOURCE dynamically managed the situation and alternatively let people go and 
brought people in. But if this is true, at these volumes, then why the logical disconnection of a 6.3% 
abandon in 12-12 when the Forecast was within operational parameters? 

Recommendations  
1. Add peak/non-peak segmentation into the performance metric algorithms.  
2. Modify FTE calculation to include agent attribution/churn, shrinkage and occupancy.   
3. Conduct regular meetings with marketing, senior management and the center manager 

to ensure the outsourcers are aware of upcoming events in a timely manner.  Direct 
result of doing so is superior forecasting.  

4. Enforce Service Level monitoring and request vendor to provide rationale for 
performance variance 

5. Evaluate Service Level validity and revise the service level as required. 
6. Monitor Service Level throughout the day and manage it by making required 

adjustment in order to maintain consistent Service Level. 
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Scheduling  
Taylor Reach was informed that ABC Inc Products had adjusted the hours of operation to 
enhance the service-level metrics.  The effects of the adjustment have yet to stabilize therefore 
no conclusions are offered at this juncture.   

Increases and contractions in contact volumes can be better managed with a more flexible agent 
pool. A swing staff capability within either or both outsourcers would assist in peak time 
handling. Segmentation of issues and failure modes would further assist with ensuring the 
right-skill-set is addressing issues in concert with their skill-set. Finally, leverage available and 
nascent technologies to even the volume variability. Today the BPO agent pool is 100% Full-
Time and OUTSOURCE is 95% Full-Time and 5% Part-Time. There is very little opportunity to 
flex staff with this configuration.  

Recommendations  
1. Increase staff flexibility by increasing the number of Part-Time agents. A rule of thumb is to have 

a 75/25 balance between FTE and PTE. 
2. Discontinue use of voicemail during business hours, instead provide for better coverage.  
3. Create a centralized and ABC Inc managed scheduling process for the outsourced 

centers.  
4. Create a centralized WFM team to provide forecasting and scheduling for all agents 

(regardless of location).  
5. Deploy self-service channels to assist with alleviating call volume upticks. As degree of 

intelligence trigger on performance metrics would make an effective self-service 
capability.  More on this in the Technology section.  

Quality Assurance 
Each center has established their own Quality Assurance teams and processes.   

QA monitoring was observed to be very weak in both centers. The two QA process sets are 
centered on standard (that is not ABC Inc specific) operational checklists such as; opening 
salutation, closing salutation, ‘was apology offered’ etc.  The scoring was binary, yes or no, and 
in the majority of cases, subjective. 

While QA scores were kept (flat Excel spreadsheets) there was no sense of a historical record; 
each QA event was a separate entity.  Thus, there was no analysis sophistication centered on 
long term agent improvement or understanding of the overall quality being achieved in either 
center.  Both operations depend on the Team Leads to prescribe improvement opportunities; as 
the BPO team is compact this is an acceptable practice, not so at OUTSOURCE.   

Corrective actions at OUTSOURCE were observed to be weak. When asked what the process for 
improvement was the answer was always a variant of ‘we will work with the agent’. While 
working with the agent is good there was no sense of a formalized improvement system. 
Further, recourse at OUTSOURCE was compromised as OUTSOURCE is in position where they 
cannot afford to terminate any employee as the agent churn rate is a material fulfillment 
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challenge.  Their only option is continued coaching even if the situation is untenable.  This can 
propagate the retention of ill-suited and underperforming agents, which does not benefit 
OUTSOURCE or ABC Inc. 

BPO have manageable options and do have latitude to run PIPs (Performance Improvement 
Protocol) and take the ultimate action if necessary. Corrective actions at BPO were adequate.  

During regular QA activities at each location, the focus is on rudimentary call compliance (e.g. 
opening salutation, closing salutation, etc.). The flow and handling of the Customer is not 
considered.  Creating documented process maps would bring a value-add additional layer to 
the QA audits and serve to ensure Customers are being handled as ABC Inc Products dictates.  

Best in class contact centers, establish their internal quality scale based on the effect of each 
activity on customer relationship (i.e. full points for ‘enhancing relationship’, partial for ‘no 
damage but did not use the opportunity to enhance the relationship’, and no mark for 
‘damaged the relationship’). In addition, best in class centers employ customer generated 
feedback as a key element of their quality program, using customer satisfaction surveys.  

Coaching in both operations is informal and is offered by staff based on the results of the quality 
scores which are not aligned with ABC Inc Products business goals.  There was no evidence of 
any score related, casual or causal, to support ABC Inc Products goals.   

All in all the QA efforts at OUTSOURCE are not meeting ABC Inc Products business needs. 
BPO is not best practice but given the size of the center is adequate.  

Recommendations  
1. Create QA performance metrics that support ABC Inc Products goals for the Contact 

Centers.  CSAT and a variant of NPS recommended to be at the center of the metrics. 
2. Create a single QA process for all agents focused on the performance metrics created in 

the recommendation directly preceding this. 
3. Create a QA system with historical sensitivity and closely coupled linkage to Recruiting, 

HR and Training.   
4. Create QA process that certify and validate the process flow(s) are being observed.  

Create protocols to analyse process exceptions for adjustment and inclusion 
opportunities.  This recommendation ties the training to QA (currently it is an open 
loop). 

5. Create a balanced scorecard incorporating internal quality scores and external customer 
feedback, for each individual staff as well as entire contact center:  

a. CSAT 
b. NPS 
c. General performance metrics 
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Agent engagement process 
 Agent engagement is tightly coupled with agent attrition, they are two sides of the same coin. 
Best in class operations have continuous programs in place to drive agent engagement.  

ABC Inc Products has sensitized OUTSOURCE to the high cost (hard and soft costs) of agent 
attrition. OUTSOURCE has run reports on the situation and polled the agents yet Taylor Reach 
personnel observed no tangible actions that would serve to alleviate the situation. In fact, 
OUTSOURCE senior personnel observations on challenges managing the millennial 
demographic were disappointing.  OUTSOURCE has failed to incorporate all stakeholders with 
their organization in their retention efforts as the ‘Nester Vesters’ are incented to retain staff, 
there is no similar incentive for recruiting or training, to source or sufficiently train staff to be 
long term employees. 

Recommendations  
1. Create a set of performance metrics with penalties to drive the outsourcers to reduce 

agent attrition.  The outsourcer corrective action is to build process to engage employees.  
The desired outcome is for the ABC Inc Products account to be the most desirable 
account for agents to demand to migrate to. 
  

Fulfillment 
This section addresses ‘how’ the outsourcer is delivering components of the support offering. ABC Inc 
Products personnel indicated a challenge with increasing warranty burden rates; this section pivots on 
warranty cost containment opportunities.   

The graphic below shows the current burn-rate and target for full-unit replacement (noted as 
conversion).  The setting of a conversion goal (28%) is a good initial move to contain the challenge. Taylor 
Reach consultants probed for additional data to better understand the aging effect – that is, what is the 
correlation between the installation/purchase date and the full-unit-replacement dynamic – but found a 
deep drill-down on the data had not been (as of yet) conducted. This data point may be key to 
containing the full-unit-burn rate in that messaging and proactive nudging may ameliorate the burn-rate.  
Additional research is needed on the data set and then a case can be made to the marketing team (note – 
legal may have a stake in this as well as the ABC Inc Products warranty commit is clear).  
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Figure 19: Product Group A & Total MSRP Spend 

 

Taylor Reach envisions three facets to warranty cost reduction, two one direct and one indirect; 

Direct – Once understood, full-unit replacement can be quantifiably reduced. 

Direct – In some circumstances the customer may be delighted to be offered a new unit at a 
discounted price point.   

Indirect - Understanding the criteria for part vs full-unit will provides ABC Inc Products 
Engineering department with quantifiable data to affect change in new models. 

Taylor Reach was informed that parts and full unit replacements were the main contributors to 
material warranty costs.  As noted earlier in this document, the creation of decision tree type 
process map would codify the criteria as to when an agent offers a part, a full unit or attempts 
an upsell.  

In the contacts monitored there were two offers observed; offer a free cartridge replacement or a 
full unit replacement. Upsell to a new unit was not considered in any of the calls monitored. 
Taylor Reach views this as lost opportunity. In one instance the customer mentioned that the 
chrome plating on his 10-year-old product was flaking off yet the agent did not attempt a paid 
replacement offer or discount and opted for part replacement. This call was fertile ground for an 
upsell in the interest of customer satisfaction.  

Product 
Group B 

Product 
Group A 

Product Group A 
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The creation of a Next Best Offer (NBO) process map will minimize individual discretionary 
actions by the agent population which would then facilitate warranty cost reduction efforts.  
Once documented the criteria can be explored and opportunities for tuning operationalized.  As 
above QA must fall into place and validate that agents are following the sanctioned process.   

Average Handle Time (AHT) – The prime contributor to AHT at both operations is the time 
expended identifying the model the customer is having issue with.  

Strategic partners – Strategic partners (e.g.; Big Box 1) call into BPO. As the floor personnel at 
these strategic partners are the face of ABC Inc Products an optimized experience may have a 
very positive ROI.  The agents treated the strategic partners exactly the same as a customer.  

Recommendations  
1. Revisit the full-part replacement data, create a nudge strategy with marketing. 
2. Create an NBO process defining agent behaviour for material replacements. (i.e.: full 

unit replacement vs parts vs upsell). Create a skill-set and attribute profile for agents 
best suited to blend support with sales (not all tech agents will sell effectively).  Establish 
performance criteria, run a 90-day pilot.  

3. AHT – Research technology to assist in quicker identification of models.   
4. Strategic partners – Create an enhanced service protocol for strategic partners. Consider 

perks, with permission from the partner, for the floor personnel calling in.  
 

An additional Fulfillment aspect ABC Inc Products should consider is to better leverage 
technology. Namely, credit card take. The Technology section has additional details.  

 

Back Office and Offline Tasks 
BPO also receives from Installer Technicians (Install Techs), contractors retained by ABC Inc to 
affect repairs where possible to one-piece units. ABC Inc has established a network of more 
than 100 Bath Techs nationwide. These calls are all supported by a single agent Sarah. Where a 
damaged product is reported, and pictures are provided and Sarah interacts with the Install 
Tech and customer to facilitate the repair. This process is outlined in the process below. While 
Sarah appears to be a competent agent and one who is happy to assume the added 
responsibilities associated with the Repair/Install Tech process. There is no documentation that 
Sarah could share outlining her tasks or activities. This knowledge appears to be tribal 
knowledge which developed over time. She represents a single point of failure. Other agents do 
not complete Repair, Refund process work and she is unsure if or who her back up would be. 
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Figure 20: Repair Process (Install Tech) 

Refund requests are also handed off from agents to Sarah for processing. She oversees the 
process, check JDE and updates both an Excel tracking spreadsheet and SFDC. This process is 
outlined below. 

 
Figure 21: Refund Process 

 

Recommendations 
1.  Create documentation and process details associated with all back office (Repair, 

Refund,) and offline tasks such as Social Media. 
2.  Train additional agents to complete offline and back office activities to improve 

survivability and redundancy. 
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Hiring Process 

This section focuses on processes found at OUTSOURCE. Not because BPO’s processes are 
perfect but because BPO have manageable options and gave indication that they can scale 
gracefully given the opportunity. 

Both BPO and OUTSOURCE use pre-screening software. This is a best practice and is designed 
as a filter to ensure non-desirable candidates do not enter the talent pool.  

On January 23rd two Taylor Reach consultants independently ran through the first level 
screening process for OUTSOURCE hires. The system OUTSOURCE leverages is HireSelect and 
takes applicants through five skill based selection criteria;   

• Maths,  
• Spelling,  
• Personality,  
• Attitudinal,  
• A short essay. 

   
The questions offered were generic and not tuned to any given skill-set or account. If the system 
were being used solely to cull the general talent pool then it would be marked high; but as the 
system appears to be the only formal (quantifiable) criteria used the system receives a low 
grade.  ABC Inc Products requires an enhanced skillset materially different than OUTSOURCE’ 
other clientele. For example, the MacDonald’s Fast Food account is general Customer Services 
whereby ABC Inc Products is closer to a Technical Support skill set. The five skill based criteria 
above serves MacDonald’s well, not so for ABC Inc Products.  

The level of effort to modify the system to better suit ABC Inc Products is not difficult. For 
instance, the short essay question could be modified. Currently the essay frame is; 

How do I make a peanut butter and jam sandwich?  

 To better identify candidates suitable to ABC Inc Products a modification could be affected; 

   “How would you address a leaky product?”    

This simple rephrase would provide a far better assessment of applicant suitability to the ABC 
Inc Products account. It is surprising that this simple change has not been initiated by 
OUTSOURCE. 

While both vendors recruit to a generic customer service profile, BPO appears to take more care 
in selecting agents from their talent pool for ABC Inc Products.  

OUTSOURCE and BPO may not be hiring the most effective skillset to meet ABC Inc Products’ 
customers needs. This is evident in the reliance in both operations on the universal-agent model 
used in their hiring exercises. Please review comments in the People section of this document.  
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The idea of having ‘installers on the phone’ has merit but before a solid recommendation can be 
made an analysis of the failure-modes that affect the customer base must be run. This position is 
predicated on the limited failure-mode data currently available tempered by observations made 
during the agent shadowing exercises. Specifically, of the dozen calls monitored a ‘installer on 
the phone’ would have been superfluous.  A large component of the data challenge is the choice 
of failure-modes the agents have within SFDC – this is not difficult to remedy but focus is 
needed in order for the data to be meaningful.   

Having an accredited installer on site can enhance the operation but it would come at a 
considerable cost and requires more analysis before a hard recommendation could be made.  
That said, an arrangement with a local technical school that has a installation program may 
yield synergies beyond enhanced customer service.  There may be a positive ROI in bringing in 
one handy-person skillset per shift.  

Lastly, the processes at both facilities may be fundamentally flawed in that they are tuned to 
identify personality attributes that are not conducive to an optimal ABC Inc Products skill set 
(yet fit well with a generic customer service skill set that may be appropriate for other clients 
such as MacDonald’s.  In conversation with ABC Inc Products personnel Taylor Reach 
identified a disconnect in their expectation vis-à-vis their outsourcers hiring process, though 
both hire to a generic customer service profile; both outsourcers specifically are sourcing rule-
compliant-listeners over the more desirable technical-controller profile.  Taylor Reach can assist 
ABC Inc Products to define the optimal skill-set based on in-depth profiling of the callers.   

Recommendations  

1. Tune SFDC to provide a better understanding of the failure-modes the agents are 
confronted with. Use this data to cost out and justify a ‘installer on the phone’ 
program.    

2. Create a hiring criteria tuned to ABC Inc Products. Align pre-filter testing to the 
criteria.  

3. Source an outsourcer that has a relationship to vocational or technical (installer’s 
course) school. 

4. Create a program within each outsourcer to drive agents to the ABC Inc Products 
account.  

 

Hiring from within  

It was noted, in both operations, that hiring from within was practiced. This is a best-practice 
and contributes to career growth potentialities for the staff which in turn contributes positively 
to agent engagement and retention.   

However, in world-class operations hiring from within is supplemented by external training in 
the discipline the individual has been promoted to.  For example; a promotion to the QA team 
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would be reinforced by training in QA disciplines, methodology and statistical models. 
Likewise, a promotion from agent to Team Lead (TL) would be immediately followed by 
Employee Supervision-practices training. As the promoted employee progressed and showed 
promise additional training programs would be offered. Neither BPO nor OUTSOURCE 
provided anything more than on-the-job training. 

Taylor Reach observed, in both operations, personnel in roles, some senior, in which they had 
no formal training in. There was mention at OUTSOURCE of internal training but no evidence 
was produced. An anecdotal manifestation of this lack-of-training was a QA manager who had 
not heard of Six Sigma.  This is like an NFL quarterback not being aware of the practice of 
deflating the game ball, “the individual may not practice the technique but it sure as heck 
should be on the radar”.  

The secondary implication of this suspect hire-within-learn-on-the-job strategy is both 
organizations were reinforcing established practices without providing insights to new 
approaches and new models. The practice only served to reinforce managements comfort zone. 
The embodiment of “We have always done it this way.” 

Recommendations 
1. Create protocol to ensure qualified personnel are managing the ABC Inc 

Products account and benefiting from emerging best practices in the industry. 
2. Implement supervisor, Team lead and QA, how to do the role training 

 

Change Management process 
Best in class organizations employ a consistent process of institutionalizing change.  The process 
involves the contact center from the beginning, allowing personnel to have input into the 
change initiative, and to have a timely plan to implement any required changes, including tools, 
technology, staffing and training.  Change is a constant for any organization.  A robust change 
management process allows for consistently smooth evolution. 

There is no specific change management process in place in either operation.  Operational 
changes are set into practice on an ad-hoc basis rather than a routine process.  Tribal knowledge 
over disciplined process.    

Recommendations  
1. Create a disciplined change management process to support reliably, availability 

and maintainability (RAM). 
2. Create a process whereby ABC Inc Products has explicit sign-off on any material 

change to operating procedures and protocols. 
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Disaster Preparedness & Recovery (DPR) 
A structured DPR facilitates a graceful response to circumstances affecting the centre beyond 
the centers direct influence.  Power grid failure, force majeure are examples of situations a DPR 
will address.   

The best-case scenario for a force majeure situation would be that ABC Inc Products customers 
were not inconvenienced to any degree – phone queues continued being served without 
interruption.  Medium level would be ABC Inc Products customers were notified of a failure, 
redirected to online self-serve, and their expectations were level set by communications 
outlining when support would be available.  Worse case is no service, no communications 
leaving ABC Inc Products appearing to be grossly negligent from their customers’ perspective.  

Both operations have a plan for disaster recovery. However, we gleaned no evidence that the 
plans are exercised or practiced. Nor was there any evidence of where ABC Inc ranked versus 
other clients of the outsourcers that could similarly be impacted by a disaster event. Best 
practice is to exercise the DPR protocols twice a year as a drill.   

 Recommendations:  
1. Create a set of working protocols between the two centers so that they can act as 

backup to each other. 
2. Create and align DPR(s) with ABC Inc Products business goals. 
3. Create a decentralised DPR protocol to protect ABC Inc Products from single 

point of failure issues. 

4. Create a protocol to exercise the DPR process twice a year.  
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Technology  
Technology under pins all contact center operations. The ability to serve customers requires 
access to technologies, systems and the information they facilitate. The efficiency of any contact 
center is greatly impacted by the technology that is deployed and its accessibility, usability and 
utility.  

That stated, technology is not an end in and of itself but is only a tool to facilitate Customer 
Satisfaction with a side of Agent Satisfaction resulting in Customer Retention.  The measure of 
the efficacy of the technological-tool-set is inherent in the reports issued by the technology.  The 
litmus test of said reports is their degree of meaningfulness.   

First assessment   
Technology in general – both operations are adequate. The Email/Webticket channel to 
OUTSOURCE via SFDC (note; internally OUTSOURCE is on Zimbra for email) is not fully 
integrated with reporting. Hootsuite is being used to monitor social media channels but is, also, 
not integrated.  

Reports – Both operations offer the standard deck of contact center reports.  Yet, Taylor Reach 
consultants were not shown a single report or PowerPoint slide on Customer Satisfaction, 
Customer Retention or Agent Satisfaction.  

 Self-service – There are some self-service mechanism deployed – FAQ, trouble-shooter and 
some videos.  The self-service tools available are not integrated with the overall contact center 
service offering and appear as disconnected islands from the primary offering. Further, the IVR 
does not redirect customers to self-service and agents do not actively promote self-service. The 
sophistication of the self-service offering is not in standing with today’s available technologies. 
Taylor Reach believes this is a missed opportunity for ABC Inc Products.    

Taylor Reach consultants considered ‘what if’ customers of ABC Inc Products are of an old-
school profile and not receptive to self-help. During shadowing and monitoring, Taylor Reach 
consultants were sensitized to this profile; while not a quantifiable conclusion it was noted that 
the contacts were receptive to self-service. Simply stated, if the customer has the technological 
wherewithal to send a jpg of their product they are receptive to other non-agent centric service 
mechanisms.   

Further, research by CEB conducted in 2016 showed a consumer preference for self-service of 
81%. Taylor Reach believes this preference applies to the ABC Inc Products demographic.  

To add gravitas to the self-service idea here is an overview of the benefits inherent in self-
service; 

 Cost containment, 
 24x7, 
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 Consistent, 
 Contributes to effective data mining, 
 Scalable, repeatable and reliable, 
 Continuous improvement, 
 Automatic Call Distribution  

In discussion with both outsourcers it was evident that neither were contributing to enhancing 
the customer experience via self-service. Taylor Reach consultants found OUTSOURCE 
personnel to be focused on self-preservation and anxious that the status quo not be disrupted. 
BPO personnel were far more receptive to facilitating ABC Inc Products business needs over 
their potential revenue stream, while of course working to secure a larger role for themselves. 

 
Telephony  
Each contact center has its’ own, hardware platform, telephony solution. OUTSOURCE is on a 
legacy Nortel platform with a Symposium overlay.  BPO is on a Cisco based platform. The BPO 
platform has no observable limitations. The OUTSOURCE system is behind in releases and is 
hampering introduction of new technological solutions (notably CTI). 

At present the two systems do not follow the same protocols nor are they effectively 
interconnected.  

Both operations record calls and have encryption. BPO system supports PCI hashing. 
OUTSOURCE have a manual editing process to delete calls where CC information is passed.  
Both operations have adequate security in place when sharing recorded calls. Though it should 
be noted that the manual vetting and editing process does increase costs associated with this 
process. 

OUTSOURCE has a ‘Work At Home Agents’ (WAHA) program and are reaping the industry 
known benefits7 of WAHA. However, on probing by Taylor Reach personnel it was evident that 
OUTSOURCE implementation was hampered by lack of remote management8 software, 
processes or procedures.  This lack of sophistication and was consistent with OUTSOURCE in 
general.  

BPO does not have a WAHA program but is receptive to the model and have the technology to 
support it. 

Recommendations  
1. Take a more active role in the technological infrastructure.  With ABC Inc 

Products owning the key technologies or the Technology Stack, (as they own 
SFDC) and the outsourcers providing the agent pool. 

                                                      
7 Improved attendance, performance, engagement and retention 
8 Remote Management and Monitoring is a mature industry with offerings tailored to work-from-home operations.  
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2. Directly provide incentive for performance by balancing volume sent to the two 
outsourcers. For this to work the underlying MSA Contracts would need to be 
revisited.  

3. Move telephony services to a cloud provider (facilitate maximum flexibility). 
Initiate a solution by initiating a SaaS cloud based solution to serve all centers, all 
agents. 

4. Hire ABC Inc Products resources specifically to support the telephony platform 
(as well as the key inputs of Forecasting, WFM and quality).  

 
IVR  
There are two IVR systems in place today.  One administered by BPO and one by OUTSOURCE.  

In reviewing the call flows they are overly complicated and could be simplified. The branch 
depth often extends 6 layers on both systems. The IVR menus do not include any self-service 
options other than a general redirect to ABC Inc Products general landing page. The option of a 
Triage model may service ABC Inc Products customers better. 

Taylor Reach noted that in a warm transfer from BPO to OUTSOURCE the agent entered 
OUTSOURCE’ system at the head of the IVR flow. As this is an escalation from a trusted source, 
and the customer has already expended time, the call transfer should be expedited.  

The OUTSOURCE IVR flow is available as document IVR Map ABC Inc.v8.pdf. Said document 
extends to seven pages of branches, flows and messaging. Taylor Reach consultants found the 
wording to be overly verbose and had numerous ambiguities. Such as; 

 
Figure 22: Ambiguity in IVR messaging 

 

The customer may not know what ABC Inc Products next business day is.  

 The branch count could be trimmed by reviewing the business reasons behind many of the 
product centric branches.   

As well the time zone quoted in the messaging is Central where, in conversation, EST was 
consistently the quoted zone.   

We also found several disconnects within the flows.  For example, two of the messaging boxes 
in the graphic below are orphans. We can certainly anticipate where and how the messaging is 
intended to be used but the point is the documentation is suspect as a system-of-record.  

ABC Inc 
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Figure 23: Flow Disconnects and Orphans 

The current IVR does not authenticate customers, it is not used as a data-harvest mechanism, 
nor is it interconnected with the CRM (CTI to SFDC).  

An industry standard approach is for the customer to start on the web-page (this is where the 
majority of callers located the phone number), conduct a degree of data harvest and 
authentication on the page. Said data is captured within the CRM and then passed to the agent 
via a popup. ABC Inc Products already has a variant of this deployed in the webticket form 
found on the support page. 

Recommendations  
1. Create and deploy a frictionless customer journey from issue to 

resolution. 
2. Explore a single cloud IVR that can support both center call flows and 

self-service. 
3. Explore different models to simplify the IVR branching.  
4. Review and edit messaging with a view to reducing verboseness and 

ambiguities.  
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5. Implement data harvest within the IVR (authentication, identification, 
photo exchange9). 

6. Implement CTI linkage to SFDC (authentication, identification in db, 
popups). 

7. Implement queue jumping when one outsourcer is escalating to the other. 
8. Tactical - Implement self-service mechanisms, consider; 

i. BOTs, 
ii. Natural Language Process (NLP) driven Virtual Agents, 

iii. Customer facing KnowledgeBase (SFDC supports KB 
segmentation), 

iv. Voice-of-the-Customer (VoC) sub-channels. 
9. Integrate IVR activity tracking as a part of automated performance 

metrics.  
10. Automate IVR survey participation and link to customer record in CRM.  

Base the surveys on industry standard CSAT and NPS measures. 
11. Create a redundant caller report and create a protocol to serve these (high        

maintenance) customers.  
12. Redesign all IVR trees to minimize options (industry rule-of-thumb is no 

more than 3 branches).  
13. Introduce self-service as a component of the IVR.  

 
Computer Telephony Integration (CTI) 
CTI supports the ‘popping’ of customer data within SFDC. The advantages of having quick 
access to the caller detail can give the agent insight into the call purpose as well as save 
approximately 45 to 60 seconds of handle time as the ‘tombstone’ information regarding the 
caller is already on the screen. CTI can be employed to authenticate callers in the IVR by 
matching the incoming caller ID with the phone number in the customer record in the CRM.  

CTI is not presently utilized in either center. Taylor Reach consultants were informed that 
OUTSOURCE’ legacy Nortel system will not support CTI to SFDC. BPO’s Cisco based system 
will support CTI to SFDC integration. 

 

                                                      
9 Note regarding SFDC & per-agent storage allocation; SFDC charges a per agent levy for disc storage; digital 
photos can be quite large particularly if outside the smartphone environment. Taylor Reach posit that, in the 
interest of cost-containment, the photos do not need to be stored (retained) for very long as once the model is 
discovered and documented the photo itself has lost utility and no longer needed. In other words the photo is 
transitory. Therefore, as a secondary recommendation do not store photo within SFDC in the ticket but on a 
separate system that is designed to offer short term storage and management.  The agent, via SFDC, must be able 
to vector to the photo but there is no need to store the photo within the ticket or SFDC.  
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CTI Credit Card Capture  

Taylor Reach was informed that due to PCI non-compliance credit card takes were the purview 
of the concierge team. We were informed that this was predicated on the idea that the concierge 
team could enforce and sustain a degree of PCI compliance.   

The downside of this is that it makes the agents with the highest skill set doing an entry-level 
activity; i.e. taking an order. The alternative is to leverage the IVR to affect the credit card take 
(Taylor Reach verified BPO has this capability – OUTSOURCE does not). At a high level the 
process looks like this: agent ascertains a credit card is needed, agent informs the customer and 
transfers the customer back to the IVR that they entered on, the IVR runs a credit-card-take 
algorithm and once satisfied transfers the customer back to the agent.  The CC information is 
dynamically, digitally, passed to ABC Inc Products e-commerce platform. Clean, PCI compliant 
transaction using a right-skill-set agent 

Courtesy Callback  
To assist with the high abandon rate and raise CSAT courtesy call-backs can be implemented. 
This allows the caller to decide if they would like to remain in the queue or if they would prefer 
a callback.   

Recommendations  

1. Implement CTI (BPO), request Action Plan from OUTSOURCE for same. 
2. Implement Credit Card take on the IVR at BPO. 
3. Implement Courtesy Callback.  

  

Email / WebTicket 10 

Email is common channel for ABC Inc and many customers employ this channel to interact with 
the organization. Emails are handled by agents in both centers. At OUTSOURCE they employ 
both dedicated and hybrid agents, while at BPO they manage emails on an ad hoc basis. 

It is a best practice for organizations to employ standard templates that provide a consistent 
answer and tone for all customer email interactions. While often these templates require minor 
adjustment by the agent prior to sending to the customer, the result is consistent, professional 
and reinforces the brand persona and messages. Unfortunately, neither center employs 
templates in this manner. Each agent creates their own templates where the content, message 
and style can vary.  

                                                      
10 Email and Webticket have many similarities. The difference is that Email is typically flat and handled in a system 
like Outlook whereas Webticket is form based and typically resides within the CRM itself.  Webticket mechanisms 
are generally superior to Email due to 1) data harvest ability 2) fully integrated with host CRM 3) analytics. In 
closing, native mode SFDC WebTicket handling lacks deep analytics.   
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Across the support industry Email and Webticket channels are growing in popularity.  There 
are several reasons why this occurs, from designed call deflection techniques, to channel 
balancing to customer preference. Taylor Reach consultants noted that agents have the ability to 
craft their own templates (often outside of SFDC – Word and notepad).  While the initiative is 
good the best-practice is to centralize, and formalize the template library.  SFDC has a utility 
within the Knowledgebase (once called Solutions) that provides this functionality  

The vendor does not have the data to assess the reasons behind the email trending found at 
OUTSOURCE but the trend is increasing. We suspect this to continue, see screenshot derived 
from OUTSOURCE data; 

 
Figure 24: Source - OUTSOURCE ABC Inc Master Excel SS 

We posit that the 2015 decrease was due to a system or reporting change. 

Taylor Reach personnel were informed by OUTSOURCE management that the analytics for 
Email were inadequate.  

Of interest is that support landing pages for US and Canada have different webmail forms. 

US             https://www.ABC Inc.com/service-parts/contact-us 

Canada      http://www.ABC Inc.ca/customersupport/assistance.html 

The Canadian site renders better than the US site, see examples in Appendix  C. 

Email can be a very effective channel particularly for off-hour issues.  What is absent is 
performance metric quantification of this raising channel.  

 

Recommendations  
1. Employ templates for all email communication and train agents how to employ 

templates when crafting customer responses. 
2. Enhance the Customer Journey by promoting email/webform.  
3. Create a holistic webform (with photo capability) based system with performance 

metrics, dedicated agents and enforceable Service Levels.  
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Chat  
Taylor Reach consultants were informed that Chat had been tried and Chat as a support channel 
does not have utility for ABC Inc Products. Taylor Reach believes that some of the underlying 
causes for the failure of Chat to be successful in the ABC Inc environment was due faulty design 
management and oversite. That stated, a VoC initiative could validate or refute this position as 
there is the possibility that, like webticket, ABC Inc Products customers wish to engage via chat.  
This may become more relevant if a SMS photo exchange capability was to be deployed.  

Recommendations  
1. Create a VoC survey to ascertain what ABC Inc Products Customers want.  Note 

– a best practice is to position Marketing as a stakeholder in any VoC program 
undertaken by the post-sale support division. 

2. Consider executing a chat pilot employing reactive and proactive chat. 

SMS  
SMS or text messaging as a channel does not have utility for ABC Inc Products. However, photo 
exchange via SMS could be considered.  

Recommendations  
1. As above, initiate a VoC exercise to ascertain what ABC Inc Products Customers 

want. 
2. Consider facilitating SMS photo exchange. 

 

Voicemail  
Voicemail is employed in the OUTSOURCE and BPO. This is not a best practice as it is difficult, 
and often cost prohibitive, to re-contact all persons who leave a voice mail message.  

Recommendations  
1. Discontinue the use of voicemail in both contact centers and refer callers to the 

website to employ a web-form email or suggest they call back during operating 
hours. See section on Courtesy Call back.   

 
 

Document Control 
Document control is a foundation of a disciplined contact center. It is the quality of the 
documents that render an operation portable and scalable.  
 
A document control system should support revision control, sign-in/sign-out and other basic 
document control mechanism. A key feature of Document Control is a central, definitive, 
document repository.  Recommend the repository be administered by ABC Inc Products 
personnel but secure assess be available to outsourcers and other interested partners. 
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Recommendations  
1. Create criteria for a Document Control system.  Socialize the criteria internally as 

Engineering or Development may already have an in-house system Support can 
leverage. 

 
Customer Relationship Management (CRM) 
The CRM is single point of truth for ABC Inc Products. They have deployed the recognized 
industry leader Saleforce.com (SFDC) ServiceCloud solution.  Note that ABC Inc Products have 
not made the move to the Lightning version of SFDC (this is not a problem – just a statement of 
fact). 

Taylor Reach analysis concluded SFDC is designed and implemented like a Customer Relationship 
Management (CRM) system.  We recommend a mind-shift from the CRM design to a Customer Experience 
Management system design (CEM).  The philosophy behind this is predicated in the idea that consumer 
calling for technical support services are not actually interested in a relationship; they want assistance to 
make the leak stop.  A redesign of the CRM system to a CEM system puts the customers’ needs first – 
‘just fix my problem’. Currently the system is deployed to suit ABC Inc business needs not the 
customers’ needs.   

Changing the underlying design philosophy puts customer needs above ABC Inc’s operational needs.  
Doing a CEM sweep of a CRM usually results in fewer screens, questions and the attendant reduction in 
AHT, AWT and, most importantly, the customers’ time. The hard metric is a reduction of CES.     

Taylor Reach understand that as ABC Inc Products is undergoing a major ERP overhaul there may be 
issues getting IT resources to affect a major redesign of SFDC. That stated, there are other avenues to 
overhauling SFDC without a burdening IT.  

The current state of SFDC is rated as good. Efforts have been made to make the agent interaction 
with SFDC as streamlined as possible. Participation with the outsourcers is also rated as good. 
While there were some system glitches11 observed while on-site these are part of any cloud 
based platform. The remediation in each case was fast and efficient (note – this was ABC Inc 
Products personnel affecting remediation).   

The flow of the system is adequate and both operations have some documentation to assist the 
agent navigate the system. OUTSOURCE choose a Word based flow explanation and BPO uses 
a screenshot methodology – neither format is standalone and does not support best-in-class 
agent onboarding practice.  While these are reasonable short-term responses an industry best-
practice is to deploy guidance software.  Guidance software ensures procedures are being 
observed by existing agents, diminishes the learning-curve and provides reporting inflection 
points for workflow improvement analysis. 

                                                      
11 In most cases the issue was reported as  ERROR 500 within  the order entry function.  
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There were several value-pass-between-systems opportunities observed during agent 
shadowing.  For example – agents had to ‘cut & paste’ from one side of an order screen form to 
the other, the data should have simply flowed.   (note – this was part of the ‘clone’ function)   

There were several opportunities to automate behavior within SFDC. For example – an auto-
escalation could be affected if the caller returns x times.  

There were several opportunities to automate field infill. For example – the agents had to 
declare within a SFDC field that the contact was a ‘phone’ contact. The value could have 
defaulted to the value the agent profile logged in under.  

Out-of-scope note on PCI compliance.  During one of the system glitches the agents produced 
pens and paper secreted away on their desktop. While their ingenuity can be applauded the 
operation would have failed a PCI audit. 

#### SmartTech Concierge 
ABC Inc Products has created a specialized team called SmartTech Concierge and #### for post-
sale support on the most sophisticated consumer product line ( #### ). The #### product line 
warrants special handling as it stretches the traditional agent skillset with its inclusion of 
election modules, batteries and unique potential failure modes (i.e.: leaky battery caddy 
resulting in intermittent operation).  

ABC Inc established a concierge service in May 2016 for the #### Technology and Brand A 
SmartTouch products. The Concierge service operates from within the OUTSOURCE center and 
is in operation Monday to Friday between 8 am and 5 pm EST. The concierge service provides 
product support and may also support purchase and product registrations can be completed 
through the concierge queue and registrations can also be completed on the ABC Inc website.  

The concierge agents are the only ones with OUTSOURCE that take and process credit cards for 
payment. This credit card process requires that the center be PCI compliant. The Concierge 
agents are deemed to be Level 2 agents and have received additional training in the related 
products.  

In meeting select members of the team Taylor Reach consultants were impressed with the 
strong sense of customer advocacy the team members displayed. Where we found the team 
wanting was in lack of hard data on the anticipated failure modes and structured responses 
thereof.  
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Screenshots of the collateral provided to consumers follow. 

 
Figure 25: #### 

 

 Consumer registration is a key component of the activation process. Taylor Reach did not 
manage to follow the thread of the activation process (focus was on the Contact Centers) and 
assumes SFDC is the central repository for the data.  This is best practice and assures ABC Inc 
Products knows their customers. The registration itself presents the consumer with a 12 
mandatory point online form. On completion of the form the consumer is presented the 
following messaging; “Your submission has been received. Thank you.” 

Taylor Reach consultants believe that the value proposition in joining the community could be 
reinforced.  We also expected a welcome email to again reinforce the value of the activation.  
Directly after the activation the Taylor Reach consultant was not informed of the features of the 
enhanced service and/or how to avail. To be fair, this may be because the consultant had not 
actually purchased a ABC Inc Products product and ‘spoofed’ the form; even so, the messaging 
could have been clearer. 

An additional aspect of this service is a self-service portal deployed by Lumivate. Core utility of 
Lumivate is a mobile friendly customer experience. Operationally, Lumivate is a SaaS platform 
with the attendant benefits of SaaS of minimized burden on ABC Inc Products IT and technical 
departments.  As above, Taylor Reach were focused on the Contact Centers and did not affect a 
deep dive into the performance metrics. 

Recommendations  
1. Adapt a Customer Experience Management paradigm for SFDC.  
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2. Conduct a full analysis of the Customer Journey as shepherded by SFDC under 
the CEM paradigm.  

3. Conduct a full analysis of the agent interaction with SFDC under the CEM 
paradigm. This includes value-pass opportunities as well as Time Motion click-
count opportunities. 

4. Conduct an analysis of workflow guidance applicability to SFDC.  
5. Create a structured approach to defining failure modes for specialized products. 

Industry standard tool is Failure Mode Effects and Critically analysis (FMECA).  
FMECA is a component of the six-sigma tool set. Taylor Reach can assist ABC Inc 
Products in building a structured process.  

6.  Create a program to reinforce the value of registering and joining the community. 
Ensure messaging promotes the value proposition and that follow-up is provided 
also reinforcing the message.  

7. Create a process to cross-validate the customer journey on nascent offers and 
channels (such as the Lumivate channel). 

  

Social Media  
Social Media is managed in both centers relying on tools including Hootsuite, and Bazaarvoice. While 
these are adequate tools for the current task, they are limited in scope. ABC Inc should also have a 
presence on Pintrest, Intragram. The addition of these channels would be beyond the scope of these 
tools. Best Practice organizations employ dedicated point tools such as Lithium or similar products to 
improve social media management performance across multiple platforms. 

Recommendations  
1. As above, initiate VoC exercise to ascertain what ABC Inc Products Customer 

expectations are.  

2. We understand Marketing may have staff attending to Social Media channels. In 
the interest of economy-of-scale Taylor Reach recommend this activity be 
consolidated under the contact center division.  

Reporting  
Reporting is essential to get the information required by the business to make informed 
decisions. As noted in the opening comments on Technology the cornerstone of effective 
reporting is their utility, their meaningfulness.  

A lack of effective KPI’s and reports handicaps any business or contact center. The reporting 
capabilities from the various outsourcer controlled systems are robust but independent of each 
other.  Over the course of the Taylor Reach audit we viewed several instances of reports having 
little utility, suspect meaning and subject to interpretation.  
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As a practical example of the meaningful criteria we have copied a data plot from OUTSOURCE’ 
Attribution report. If the axiom that a ‘picture tells a 1000 words’ is true then the graphic below 
falls somewhat short of the 1000 word count. 

 

Figure 26: Example of data rich report 

Taylor Reach comments on the data plot; 

  Sample size (n=)  absent  
  Granularity   too coarse  
  Assumptions  not listed 
  Trending   absent (although an additional year was provided) 
  Data source  absent 
  Conclusions  absent 
 
The data plot above does not facilitate any meaningful business decisions.  It is evident that 
something is very wrong with agent attrition but between the lack of granularity and no stated 
assumptions no definitive business decision is possible. To be fair, the graphic may have been 
part of a presentation and explained in detail during the presentation. If so, this is another 
breach of best-practice as the graphics may be distributed to parties that do not have the benefit 
of the presenter… such as the Taylor Reach personnel.  Graphics are used to impart a story and 
by that criteria the graphic above is a fail.   

Recommendations  
1. Create a unified reporting engine criteria (like Tableau), issue an RFI.   
2. Create and nurture a culture of meaningful reporting that drives informed 

business decisions.  
 

Chronic reliance on Excel.  Another aspect that piqued interest was the proliferation of Excel 
based reports and models at OUTSOURCE.  Hand-tuned Excel based reports are obsolete in 
world-class businesses today.  The current standard is to automate reporting and eradicate 
human intervention. The result is engine driven dashboards, repeatable, reliable and scalable.  

OUTSOURCE 
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While BPO did present some Excel based collateral their main reporting appeared to be 
automated.  This comment on Excel reliance applies to many sections of this analysis.  
 
Workforce Management (WFM) 
Workforce management is a fundamental contact center system designed to optimize 
performance and occupancy levels for the contact center. The system should encompass all 
activities related to maintaining a productive workforce, scheduling, performance and training, 
data collection, recruiting, budgeting, forecasting, scheduling and analytics.  

Small operations providing rudimentary services (one shift, one channel, steady state arrival 
patterns, etc) may opt for a spreadsheet based system. Whereas omni-channel, follow-the-sun 
arrival patterns, international organizations require the sophistication of a best-practice driven 
platform.  

BPO contact center is on the NICE IEX platform. The OUTSOURCE contact center is on the 
Aspect v8.1 SP platform. Both platforms have the flexibility to handle the agent count and 
volumes found on the ABC Inc account.   

The systems both vendors have access to are adequate for ABC Inc Products purposes. The 
issue, however, as noted in the Process section, is how these systems are implemented and 
being used. 
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Methodology 
Methodology is the way things are done in a contact center, the information generated, the actions taken 
within the contact center and the ways in which that information is utilized.  To be effective any contact 
center must have the processes, procedures and reporting in place to allow the center to make business 
decisions. 

Neither contact center has a contact center strategic plan in place to guide their development. The 
contact centers are immature they’re still evolving their operational methodology.  

Site Coordination 
Today each center operates independently, and each supports a separate Line of Business (LOB). The 
result can be that while one center is busy, with agents overwhelmed and call abandoning, the other 
center may have excess capacity. This is an inefficient operating model. A superior approach would be 
to share call and contact volume between both centers. This can provide the optimal coverage and 
ensure that calls and contacts are handled in the most efficient manner. 

There appear to be a number of barriers to implementing this strategy. These barriers include: 

1. The separation of LOB’s operating at separate outsourcers 
2. Separate contracts with differing SLA’s and KPI’s 
3. The belief that the training is too involved and complex to be delivered in a single session, hence 

the creation of tier 1-3 training at OUTSOURCE. 

Taylor Reach believes that points 1 and 2 above are manageable through a new contracting process. The 
concern over training (along with attrition, absenteeism and engagement) are consequences of an 
ineffective and poorly designed hiring and training process. 

Recommendations 
1. Execute a new vendor selection process to identify and contract with one or two vendors to 

support both LOB’s. 
2. Revise the hiring and on-boarding process to deliver training for both LOB’s 
3. Establish separate queues for each LOB 
4. Route calls through a virtual queue to each center 

Channel Distribution 

Phone is the primary contact channel in both LOB’s as shown on the chart below. 
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Figure 27: Contact Distribution Product Group A 

 

 
Figure 28: Contact Distribution Product Group B 

 

As shown above phone is the primary channel of contact, with approximately 70% and 77% of contacts 
respectively. Email accounts for between 22% and 25% of all contacts and web and social round out the 
channels employed. 

Social media monitoring takes place in both centers. At BPO, this work is completed by a single agent 
(Sarah) who checks Bazaar Voice, assigns sentiment (positive or negative) and logs into SFDC. Where 
appropriate Sarah responds to the message/review on the source site and includes the Product Group B 
toll free number. Responses related to Facebook, and Twitter are assigned to Sarah (an agent) by 
Jonathan B. at OUTSOURCE. As individuals often leave organizations these activities should be 
associated with a position and a job description which incorporates the related processes, procedures 
and back up resources. 
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Costs per Contact 

The costs associated with the operation of the two centers vary widely. This is due to staffing 
configuration: Products Group A (OUTSOURCE) is capped at 130 agent FTE’s and Product Group Bs 
(BPO) at 14 agent FTE’s. The actual breakdown between the two LOB’s is shown on the chart below. 

 
Figure 29: LOB Comparison 

 

As a percentage of the total volume, Product Group B reflects between 5.5% and 6.0% depending upon 
whether we are measuring minutes or contacts, yet this LOB is funded at more than 10% of the total 
contact center budget. This variance helps to explain some of the challenges experienced by 
OUTSOURCE in achieving desired service level performance. 

Attrition and workforce management issues at OUTSOURCE exacerbated the situation further. While 
OUTSOURCE is capped at 130 agent FTE’s, they only utilized less than 86% of the available budgeted 
hours when compared to this cap. BPO by comparison utilized almost 97% of the available budget. As 
outlined earlier in this report a best practice is to own more of the ‘people’ process: require a dedicated 
ABC Inc agent profile with applicable and meaningful assessments, centrally manage workforce and 
scheduling, quality and own the technology stack. As ABC Inc today provides the CRM (SFDC), this 
would refer specifically to the telephony and IVR platforms. 

When we examine a detailed breakdown of costs for each LOB we see dramatically lower cost per 
contacts in the Product Group A center in comparison with the Product Group B center, as illustrated 
below. 

Product Group A Product Group B 
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Figure 30: Cost per Contact Product Group B 

 

 
Figure 31: Cost per Contact Product Group A 

 

This variance is in part a reflection of the higher occupancy levels at OUTSOURCE versus BPO. This is 
because OUTSOURCE is capped at 130 FTE’s even though their contact volume warrants more staff and 
BPO is set at 14 FTE’s even though they likely need less staff. Certainly, these two centers are not 
staffed/budgeted in the same manner 

Recommendations 
1. Create BackOffice position description 
2. Own the workforce management and quality delivery for both centers 
3. Own the technology stack: Telephony and IVR 
4. Implement Activity Based Costing to pin-point impact of internal procedures. 

Average Handle Time 
Average Handle Time of AHT can be an indicator of agent/process efficiency.  
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AHT for calls in the Product Group B center (BPO) is approximately 520 seconds. In the Product Group 
A center the AHT is 575 seconds. 

Like many productivity metrics AHT should be managed not against a specific and arbitrary single 
number, but rather as a range where coaching and guidance is provided to agents whose performance is 
outside of the defined range. Managing too tightly to an AHT target can result in changes to agent 
behaviour which is contrary to the best interests of the customer. 

While AHT should not be a primary metric for center management, it does shed light on possible 
inefficiency. Email in both centers have handle times equal to or greater than those of voice interactions. 
In best practice centers email is generally handled in significantly less time. The efficiency in these 
centers stems from the extensive use of templates and automation. Where Taylor Reach has been 
involved assisting clients to implement email management tools that has resulted in a reduction in cost 
of almost 50% 

Recommendations 
1. Research and consider deploying an email management tool 
2. Develop a contact center strategic plan which includes guiding principles and a roadmap to 

support the organizations business goals. 

KPIs 
Key Performance Indicators (KPI’s) are metrics which are key to effectively managing the center. These 
often include: 

• Service Level, 
• First Contact Resolution (FCR), 
• Average Speed of Answer (ASA), 
• Abandons 
• Customer Satisfaction (CSAT), 
• Complaints, 
• AHT. 

ABC Inc has most of the elements of this above list in place. Service Level as stated above is the 
percentages of contacts that are answered within the desired wait period. The Service Level must be an 
attainable figure and should be reported as performance over a daily and/or weekly basis. The Service 
Level for the Product Group A and Product Group B centers is defined as answering 80% of the calls 
within 60 seconds. The abandon rate must be under 5%. Occupancy is targeted at 80%. The actual 
performance as shown in the figures below is significantly below target for Product Group A and while 
better for Product Group B, there is still a high degree of volatility. 

The service level performance for the Product Group A center is impacted by high and persistent staff 
turnover. This is evidenced by a reported forecast accuracy of 96%, yet a consistent failure to attain the 
service levels. The result is insufficient staff available to support the incoming and forecasted contact 
volume. This situation is further exasperated by the cap on FTE’s at OUTSOURCE of 130. This cap was 
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established in reaction to an ever-increasing staff base. It is the opinion of Taylor Reach that this 
increasing staff base evolved due to a number of factors including; 

• Recruiting staff not well suited to the task, 
• High turnover (attrition), 
• Training that failed to properly prepare staff, 
• Ineffective management of center staff. 

It is interesting to note that while the Product Group A forecast is reported as being quite accurate at 
96%, the ASA employed in the workforce management process is approximately double the contractual 
service level. Even with these embedded ‘cheats’ the center fails to appropriately staff to the forecasted 
volume, as evidenced by the inability to achieve service level. 

Underlying issues are signalled by other key WFM model assumptions including 25% shrinkage, 
schedule adherence of only 92% and occupancy of 93% and above. What these assumptions suggest is 
that the center experiences a higher than normal level of shrinkage, poor staff adherence to their 
schedules and an occupancy level that is 15% higher than contracted and is so high as to significantly 
increase the likelihood of burn out and attrition. The changes to the headcount within the center shows 
a variance of up to 10% in two months. This figure understates the actual change as staff is replaced 
within the headcount total constantly throughout the period. This change level suggests difficulty in 
securing the appropriate number of staff in the recruiting process and/or retaining the staff throughout 
the training process. 

The Service level performance for the Product Group A center is significantly below the expected 
performance target, as shown below. 

 
Figure 32: Product Group A Service Level Performance 
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Service level at the Product Group B center is more consistent, (see the chart below) in part as there are 
relatively more resources to serve customers and there is a lower attrition rate impacting the center. 

 
Figure 33: Product Group B Service Level Performance 
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for partial score.  More importantly, the scoring does not consider the effect of each factor in enhancing 
relationship with the customers. 

The Product Group Acenter employs a standard monitoring form and focuses on vendor areas of 
importance rather than the customer resolution or experience. 

The Product Group B (BPO) center uses one quality person to score calls. Since the scoring is done by 
one person so there is no need for calibration.  The BPO quality associate does not coach the agents, but 
instead provides feedback to the team leaders who reviews the call and quality assessment with the 
agent.  

The Product Group A center monitoring frequency varies with agent experience and certification. If the 
agent is certified (that is to say that they have completed the 2 weeks of nesting and completed the 
onboarding process), then 1 contact/week is monitored and if not certified then 3 contacts per week are 
monitored. Each month each agent has a 30-minute meeting with their Team Lead to review quality 
scores and performance.  

All monitoring for both centers is completed employing recorded calls. No screen recording is 
employed in either center. Screen recording, and review is a best practice as it allows the actual activities 
to be viewed to ensure that the agents understands the contact and work flow. 

In both centers there is no link between quality results and customer experience (as indicated by 
customers).   

As the preceding has shown there are similarities and differences between the two quality programs. 
These programs need to be standardized to reflect a single and consistent view of ‘quality’ across both 
centers. Quality, like workforce management should be managed as a shared service, with a single 
location providing these services to both centers. This approach ensure consistency between the centers 
but also reinforces the ‘one center’ model. 

Recommendations 
1. Use CX scores instead of quality scores to measure agent quality. 

a. Utilize CSAT surveys to measure customer experience. 
b. Refocus agents on what is truly important – happy customers! 

2. In-source the quality function to ABC Inc and implement Quality as a ‘shared service’ across 
both locations. 

3. Create performance metric inflection points to provide full visibility on the process and 
improvements thereof.  

Environment 
The physical environment for both locations are typical for outsource centers. The BPO workstations are 
very small for inbound services, which are generally larger than outbound calling workstations. Both 
centers are cramped and neither center appeared to be effectively branded as ABC Inc. Larger 
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workstations, minimum 48 inches with low panels improve internal communication and team 
engagement. The recommended panel height is 42”. 

Both centers employ dedicated workstations. Both centers have physical limitations on their space 
which can prohibit any future growth in serving ABC Inc customer.   

Training facilities for ABC Inc are limited at BPO, where there is not working test center and the 
products are on the center floor. In the case of OUTSOURCE, they do have a working mobile test center 
set up for Product Group A product training. 

Recommendations 
1. Create a working test center at BPO 
2. Add branding to both centers to more accurately reflect the ABC Inc brand 

Escalations 
Escalation calls are natural part of every contact center. Due to their nature, it is imperative that these 
calls are managed efficiently and effectively before they become a major point of dissatisfaction for the 
customers.  In order to handle these calls properly, specialized agents require higher level of skills and 
competency as well as higher level of authorizations. These agents must be familiar with all aspects of 
the operations and have access to all systems and databases.  Escalation can be considered as a special 
skill (such as loyalty) and be part of skill-based routing (SBR). 

The Product Group B center is small and therefore the escalation structure is informal. Issues related to 
‘Install Techs’ (contractors who repair specific product and enclosure units) are escalated to Sarah. Other 
types of escalations are directed to Sarah or John (Team Lead). Complex or technical issues are also 
escalated to Customer Support center within ABC Inc. 

The Product Group A center escalation process is more structured. and terminates with ABC Inc 
Products personnel (Rhonda). Rhonda has positioned herself as the customer advocate and ensures the 
remedy brings maximum satisfaction (in fact, all ABC Inc Products personnel posited themselves as the 
customer advocate).   

What was evident to Taylor Reach consultants is the lack of formal reporting around escalations. An 
industry wide best-practice is to track escalations closely as escalations are often a leading indicator of 
endemic challenges and often the highest cost contact type by a significant margin.  Taylor Reach 
detected no root-cause analysis discipline at either outsourcer but did note that ABC Inc Products 
personnel preformed root-cause (with the limited data available to them).   

Taylor Reach consultants noted that escalation flows (and other processes) often had individuals (e.g.; 
Sarah for escalation processing) noted in the critical path. These should be revised to indicate ‘functions’ 
rather than individuals. As a function backup is inherent in the organizational structure.   

Recommendations 
1. Create an escalation skill and the associated training to support the escalations. 
2. Revise and add process flows, with full decision tree criteria, to support escalations.  
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3. Remove reference to individuals in all process maps and replace with functional job descriptions.  
4. Create escalation reports within SFDC to track escalations; failure mode, root-cause, costs, time, 

etc.  
5. Once focus and reporting are in place move root-cause analysis to the front-line (the outsourcers) 

for immediate resolution.  
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Appendix A – Organizational Charts  
 

 
Figure 34: OUTSOURCE ABC Inc Products Org Chart (management) 
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Figure 35 OUTSOURCE ABC Inc Products Team view 

  
 

 
Figure 36 BPO ABC Inc Products org chart (management) 
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Appendix B – ACM  
Agent Training & Skills Competencies – ACM Model  

Each and every call and contact with the contact center is an opportunity to delight or 
disappoint a customer. The development and retention of core competencies is critical to a 
consistent ‘Customer Experience’ and to the ongoing success of the business.  

Skills and competency maps identifying the capabilities required for existing roles do not exist 
and the job descriptions outline to a limited degree the skills needed for the positions. While 
this is most evident at the Agent level it also applies to supervisors, mentors and managers.  

Initial agent training focuses on the technical systems knowledge, product or service knowledge 
required to take calls. It does little to support soft skills, sales, customer service or further 
development of necessary interpersonal or job management skills. Staff progress through three 
broad stages of competence in many centers. Those stages are: Adequacy, Competency and 
Mastery (ACM).   

Adequacy is the first level at which most people in contact centers can take calls with an 
excellent chance of achieving success for the company and the customer. Staff hired and passing 
the required skills/competency testing and successfully completing the training should be able 
to perform at the minimum level. While their delivery and skills maybe rough they can get 
through without help most of the time. From time to time they need help with uncommon 
transactions or questions and need to put the caller on hold to research for an answer.  

Competency is where the agent has achieved an increased level of proficiency and has received 
up-skilling in their weaker skill/competency areas. This is generally achieved after the agent has 
been through one complete business cycle and therefore is capable of understanding the 
business and customer requirements for all calls. Only a modest few of their customer 
interactions need escalation or referral to supervisor. They are good at handling irate callers, 
difficult questions, uncommon requests, and have an understanding of the unique issues or 
practices that being part of the contact center means. They would be good candidates for special 
projects. Competent staff is considered for other roles in the Center such as taking the lead in a 
training session or working on a process evaluation. Competent staff usually exhibits a level of 
involvement with the work and Center that is beyond the “just a job”.   

Mastery level for most agents requires experience and exposure to a wide variety of transactions 
and other work in the contact center. Staff that has attained Mastery are very knowledgeable on 
all aspects of the calls and transactions within the center. Masters have received up-skilling to 
improve their skill/competencies and now possess few if any weak areas. They generally have 
received additional training and exposure to business issues, process, cause and effect etc. They 
are active in special projects or social growth opportunities; they are groomed for supervisor 
and/or lead functions. They have a deep understanding of the company, its customers and the 
theory and actionable knowledge regarding the contact center’s operations. They are usually 
good candidates for promotion within company. Masters can be offered apprenticeships or 
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secondments with other departments divisions or sections.  Masters often help with training 
other agents, monitoring, initial hiring and intake functions.  

Adequacy, Competency and Mastery are not fuzzy concepts but must be objective measures of 
performance, and demonstrable skill. The Center must establish criteria and testing that gives 
evidence of such performance competencies in order for the structure to have validity. 
Compensation linked to these competencies must be re earnable based upon the ongoing 
maintenance and demonstrable application of the skill.   

Given the objectives of the Center most managers would ask that all staff be at the Mastery 
level. This is neither realistic nor practical. There is and should be turnover in a center. Turnover 
is good if kept in bounds. Experience shows that 7 % to 15% per annum turnover is an optimal 
range. This provides new blood in Center with new ideas.   

The remaining staff will be at differing levels of competency. The skills and competencies map 
along with the training curriculum for each person provides a clear means of evaluation and 
progression for their skills, effectiveness and knowledge. As each achieves levels of mastery 
they in turn provide training and guidance to the new and more junior staff.  
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Appendix C – US & Canadian Landing pages 
 
US Page 

 

 

Canadian Page 
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Appendix D – Typical Call Flow 
 

Call Verification Review Situation, 
Symptoms Troubleshooting Corrected Y/N?

Yes

End

No

Present Options:
Parts vs Full Unit

Customer 
Agreement End
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Appendix E – Recommendations    
ABC INC - CONSOLIDATED RECOMMENDATIONS  

   
  

GENERAL 

New Model 
 

1 1.     Implement new operations model 
 

2 a.     Design and select vendors to support ABC Inc Technology Stack 
 

3 b.     Establish a RFP process to identify two vendors who will support and 
share the contact volumes. 

 
4 c.      Embed ABC Inc resources at Outsource provider locations 

 
5 2.     Create and issue RFP 

 
6 3.     Establish new contract to support the co-opetition model employing 

incentives in a risk and reward structure Inherent in the new model 
 

7 1.     Consolidate contact center service queues to support efficiencies. 
 

8 2.     Retain two physical locations, under two vendors, to improve 
business continuity and provide additional space to support organic 
growth. 

 
9 3.     Establish ‘shared services’ teams based at ABC Inc Products to 

manage Telephony, WFM, Quality, and Training for both centers. 
 

10 4.     Establish universal KPI and reporting across both centers. 

Customer Experience 
   
 

11 1.     Initiate universal Customer Experience (CX), Customer Satisfaction 
(CSAT) reporting. 

 
12 2.     Update and revise training to embed and emphasize CX and soft 

skills. 
 

13 3.     Make CX/CSAT score a key KPI. 
   
  

PEOPLE 
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Organization  
 

14 1.     Confirm approach regarding one versus two vendors 
 

15 2.     Manage an RFP process to select the vendor(s). This change would; 
 

16 a.     Increase efficiency of the center 
 

17 b.     Provide better flexibility in managing the variations in contact 
volume 

 
18 c.      Improve disaster recovery plan and back up operation 

 
19 3.     Divide the work-load based on required skills and competency, with 

qualified staff at all locations (aka universal agent).   

Management  
 

20 1.     Provide contact center specialized training to the senior and support 
staff in BPO center 

 
21 2.     Adjust supervisor to agent ratio to 1:10 to 1:12 

  
3. Add CSC Manager to QBR Meetings 

Recruiti
ng 

 

 
22 1.     Create a specific ABC Inc job description Review and update job 

description regularly to maintain its relevance to ABC Inc requirements 
 

23 2.     Recruit to this ABC Inc specific job description. 
 

24 3.     Harmonize job descriptions between the two centers varying by 
required skills and competencies versus locations. 

 
25 4.     Include a perspective on the desired customer experience in job 

descriptions. 
 

26 5.     Source an assessment test that can better identify the ability to 
effectively support the role of being a “Installer on the phone”, such as a 
plumbing aptitude test. 

 
27 6.     Revise background check process to ensure results are received and 

reviewed before an agent begins to work. 

Turnov
er 
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28 1.     Administer appropriate testing matching the candidates to the 

required profile. 
 

29 2.     Create a bonus/incentive program for recruitment, training and TL’s 
based on the long term retention of agents. 

 
30 3.     Initiate an Employee Engagement program. 

 
31 4.     Hire the right talent 

 
32 5.     Develop a ABC Inc Products profile (attitude, characteristics) of an 

ideal agent for the center.  
 

33 6.     Administer appropriate testing matching the candidates to the 
required profile.  

 
34 7.     Support the ABC Inc Products culture 

 
35 8.     Initiate an agent engagement   program 

Trainin
g 

 

 
36 1.     Redesign the agents training, create a better balance between technical 

skills and soft skills, elearning, sharing common modules / simulation / 
best practices. 

 
37 2.     Create/enhance testing for each section of training to ensure 

competency level of new agent. 
 

38 3.     Enhance or create an extensive final exam / certification (mix of 
multiple choice questions and simulation testing). 

 
39 4.     Create a true on-line training manual with universal Knowledgebase, 

providing for search capability, allowing agents to focus on learning about 
customer relationship instead of memorizing how to use certain 
application. 

 
40 5.     Develop a structured on-going & refresh training to improve service 

skills and/or cross-training. 
 

41 6.     Take ownership of the simulation components allowing the center to 
modify the content as needed. 

 
42 7.     Develop simulations for all systems employed. 

 
43 8.     Provide contact center specialty training to supervisors, quality and 

workforce support staff (using internal or external resources). 
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44 9. Retain talent longer but offering a career path 

 
45 10. Establish a career path for agents with the contact centers. 

 
46 11. Create a Skills and Competency map for each position within the 

contact center. 
 

47 12. Develop corresponding training curriculum for all contact center 
positions. 

 
48 13. Identify tests or assessments for each of the desired skills, competency 

and attribute. 
 

49 14. Create an ACM training model for agents, team leads, progression 
thresholds etc. 

 
50 15. Tie achieving the ACM (Mastery) to re-earnable compensation model 

in addition to annual increases.   
 

51 16. Track Training Effectiveness. 

ACM 
 

 
52 1.     Establish a career path for agents with the contact centers. 

 
53 2.     Create a Skills and Competency map for each position within the 

contact center. 
 

54 3.     Develop corresponding training curriculum for all contact center 
positions. 

 
55 4.     Identify tests or assessments for each of the desired skills, competency 

and attribute. 
 

56 5.     Create an ACM training model for representatives, team leads, 
progression thresholds etc. 

 
57 6.     Tie achieving the ACM (Mastery) to re-earnable compensation model 

in addition to annual increases.  

Compensation 
 

58 1.     Create ABC Inc specific position descriptions, with more specific 
plumbing related skills 

 
59 2.     Eliminate the tiered servicing structure at OUTSOURCE.  
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60 3.     Create a career path between agent to supervisor or support positions 

and onto ABC Inc. This approach will create an environment where agents 
have a line of sight into a future within the outsourcer and ABC Inc. 

 
61 4.     Study and consider increasing hourly rate to the competitive levels 

for the area. 
 

62 5.     Retain proven personnel on ABC Inc Products account 
 

63 6.     Create a tiered servicing structure utilizing higher skills as a second 
level support and customer service professionals (first level) to handle 
typical tier 1 customer handling issues. 

 
64 a. Provides incentives for agents to become proficient in new skills. 

 
65 7.     Create a career path between agent and supervisor or support 

positions where agents have a line of sight into a future within ABC Inc 
Products contact centers. 

 
66 8.     Ensure the vendors have proof of an effective talent retention 

protocol. 

Culture 
 

 
67 1.     Define ABC Inc culture from an operational and interaction 

perspective and work with the outsourcers to integrate ABC Inc culture 
into the program and relevant policies and procedures. 

 
68 2.     Develop and share overall strategy for delivering desired customer 

experience. 
 

69 3.     Create ‘Guiding Principles’ aligned with overall strategy, providing 
agents with a framework for autonomous decision making. 

 
70 4.     Institutionalize this ‘Guiding Principles’ within all existing or new 

procedures.   
 

71 5.     Instill the core ABC Inc Products values in each member of the team 
 

72 6.     Consider either full time ABC Inc Products personnel on site to 
sustain the culture or, at minimum, frequent ABC Inc Products onsite 
booster exercises (there are alternatives if this is cost prohibitive) 

 
73 7.     Build a ABC Inc culture program, repeatable, consistent and 

measurable   
 

74 8.     Develop and share overall strategy for delivering desired customer 
experience. 
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75 9.     Create ‘Guiding Principles’ aligned with overall strategy, providing 

agents with a framework for autonomous decision making. 
 

76 10.  Institutionalize this ‘Guiding Principles’ within all existing or new 
procedures. 

   
  

PROCESS 
   

Transactional 
 

77 1.     Create a standardized Customer Journey to be observed by all 
operations. 

 
78 2.              Create a Customer Journey team responsible for recommending 

and deploying as frictionless-a-journey as possible.   
 

79 3.     Create process maps for call handling and all major internal 
processes. 

 
80 4.     Create a flow maintenance program to ensure process flows are 

documented as they evolve. 
 

81 5.     Map processes that define interface points between the call centers 
and ABC Inc Products. Examples; Escalation protocol, photo-sends, part 
delivery, dispatch (BPO operation only). 

 
82 6.     Train staff in how to prepare Process Flow charts, use and maintain 

them. 
 

83 7.     Create a central document repository. More on this recommendation 
in the Technology section. 

 
84 8.  Add CSC to future Telephony platform to enable reporting. 

 
85 9. Create a structured process to define failure modes for specialized 

products. Industry standard tool is Failure Mode Effects and Critically 
analysis (FMECA).  FMECA is a component of the six-sigma tool set. 
Taylor Reach can assist ABC Inc Products in building a structured process. 

 
86 10. Create a program and process to reinforce the value of registering and 

joining the community. Ensure messaging promotes the value proposition 
and that follow-up is provided also reinforcing the message.  

 
87 11. Create a process to cross-validate the customer journey on nascent 

offers and channels (such as the Lumivate channel).  
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WFM 
 

 
88 1.     Create (redefine) the core resource driven performance measures ABC 

Inc Products’ needs.   
 

89 2.     Align the outsourcer’s business goals with ABC Inc Products’. 

Forecasting 
 

90 1.     Add peak/non-peak segmentation into the performance metric 
algorithms. 

 
91 2.     Modify FTE calculation to include agent attribution/churn, shrinkage 

and occupancy.   
 

92 3.     Conduct regular meetings with marketing, senior management and 
the center manager to ensure the outsourcers are aware of upcoming 
events in a timely manner.  Direct result of doing so is superior 
forecasting. 

 
93 4.     Enforce Service Level monitoring and request vendor to provide 

rationale for performance variance 
 

94 5.     Evaluate Service Level validity and revise the service level as 
required. 

 
95 6.     Monitor Service Level throughout the day and manage it by making 

required adjustment in order to maintain consistent Service Level 

Scheduling 
 

96 1.     Research with the outsourcers and adjust FTE vs PTE ration in order 
to provide extra capacity when needed. A rule of thumb is to have an 
80/20 balance between FTE and PTE. 

 
97 2.     Discontinue use of voicemail during business hours, instead provide 

for better coverage. 
 

98 3.     Create a centralized and ABC Inc managed scheduling process for the 
outsourced centers. 

 
99 4.     Create a centralized WFM team to provide forecasting and scheduling 

for all agents (regardless of location). 
 

100 5.     Deploy self-service channels to assist with alleviating call volume 
upticks. As degree of intelligence trigger on performance metrics would 
make an effective self-service capability.  More on this in the Technology 
section. 



Prepared Expressly for ABC Inc Products by The Taylor Reach Group, Inc.  Page 83  

QA 
 

 
101 1.     Create QA performance metrics that support ABC Inc Products goals 

for the Contact Centers.  CSAT and a variant of NPS recommended to be 
at the center of the metrics. 

 
102 2.     Create a single QA process for all agents focused on the performance 

metrics created in the recommendation directly preceding this. 
 

103 3.     Create a QA system with historical sensitivity and closely coupled 
linkage to Recruiting, HR and Training.   

 
104 4.     Create QA process that certify and validate the process flow(s) are 

being observed.  Create protocols to analyse process exceptions for 
adjustment and inclusion opportunities.  This recommendation ties the 
training to QA (currently it is an open loop). 

 
105 5.     Create a balanced scorecard incorporating internal quality scores and 

external customer feedback, for each individual staff as well as entire 
contact center: 

 
106 a.     CSAT 

 
107 b.     NPS 

 
108 c.      General performance metrics 

Engagement 
 

109 1.     Create a set of performance metrics with penalties to drive the 
outsourcers to reduce agent attrition.  The outsourcer corrective action is 
to build process to engage employees.  The desired outcome is for the 
ABC Inc Products account to be the most desirable account for agents to 
demand to migrate to. 

Fulfillment 
 

110 1.              Revisit the full-part replacement data, create a nudge strategy 
with marketing. 

 
111 2.              Create an NBO process defining agent behaviour for material 

replacements. (i.e.: full unit replacement vs parts vs upsell).Create a skill-
set and attribute profile for agents best suited to blend support with sales 
(not all tech agents will sell effectively).  Establish performance criteria, 
run a 90 day pilot. 
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112 3.              AHT – Research technology to assist in quicker identification of 

models.   
 

113 4.              Strategic partners – Create an enhanced service protocol for 
strategic partners. Consider perks, with permission from the partner, for 
the floor personnel calling in. 

Hiring (Process) 
 

114 1.     Tune SFDC to provide a better understanding of the failure-modes 
the agents are confronted with. Use this data to cost out and justify a 
‘installer on the phone’ program.    

 
115 2.     Create a hiring criteria tuned to ABC Inc Products. Align pre-filter 

testing to the criteria. 
 

116 3.     Source an outsourcer that has a relationship to vocational or technical 
(installer course) school. 

 
117 4.     Create a program within each outsourcer to drive agents to the ABC 

Inc Products account. 

Hiring from within 
 

118 1.     Create protocol to ensure qualified personnel are managing the ABC 
Inc Products account and benefiting from emerging best practices in the 
industry. 

 
119 2.     Implement supervisor, Team lead and QA, how to do the role training 

Change Management 
 

120 1.     Create a disciplined change management process to support reliably, 
availability and maintainability (RAM). 

 
121 2.     Create a process whereby ABC Inc Products has explicit sign-off on 

any material change to operating procedures and protocols. 

DPR 
 

 
122 1.     Create a set of working protocols between the two centers so that they 

can act as backup to each other. 
 

123 2.     Create and align DPR(s) with ABC Inc Products business goals. 
 

124 3.     Create a decentralised DPR protocol to protect ABC Inc Products 
from single point of failure issues. 

 
125 4.     Create a protocol to exercise the DPR process twice a year. 
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TECHNOLOGY 

Telephony 
   
 

126 1.     Investigate ABC Inc Products taking a more active role in the 
technological infrastructure.  A hybrid model with ABC Inc Products 
owning the key technologies, or the Technology Stack, (as they own 
SFDC) and the outsources providing the agent pool. 

 
127 2.     The hybrid model provides opportunity for ABC Inc Products to 

directly provide incentive for performance by balancing volume sent to 
the two outsourcers. For this to work the underlying MSA Contracts 
would need to be revisited. 

 
128 3.     Move telephony services to a cloud provider (facilitate maximum 

flexibility). Initiate a solution by initiating a SaaS cloud-based solution to 
serve all centers, all agents. 

 
129 4.     Hire ABC Inc Products resources specifically to support the platform 

(as well as the key inputs of Forecasting, WFM and quality). 
 

130 5.     Redesign all IVR trees to minimize options (industry rule-of-thumb is 
no more than 3 branches). 

 
131 6.     Introduce self-service as a component of the IVR. 

IVR 
 

 
132 1.               Create and deploy a frictionless customer journey from issue to 

resolution. 
 

133 2.               Explore a single cloud IVR that can support both center call 
flows and self-service. 

 
134 3.               Explore different models to simplify the IVR branching. 

 
135 4.               Review and edit messaging with a view to reducing verboseness 

and ambiguities. 
 

136 5.      Implement data harvest within the IVR (authentication, 
identification, photo exchange[1]). 

 
137 6.               Implement CTI linkage to SFDC (authentication, identification 

in db, popups). 
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138 7.               Implement queue jumping when one outsourcer is escalating to 

the other. 
 

139 8.               Tactical - Implement self-service mechanisms, consider; 
 

140                                                i.     BOTs, 
 

141                                              ii.     Natural Language Process (NLP) driven 
VAgents, 

 
142                                             iii.     Customer facing KnowledgeBase (SFDC 

supports KB segmentation), 
 

143                                             iv.     Voice-of-the-Customer (VoC) sub-channels. 
 

144 9.               Integrate IVR activity tracking as a part of automated 
performance metrics. 

 
145 10.            Automate IVR survey participation and link to customer record 

in CRM.  Base the surveys on industry standard CSAT and NPS measures. 
 

146 11.            Create a redundant caller report and create a protocol to serve 
these (high maintenance) customers. 

CTI 
 

 
147 1.     Implement CTI (BPO), request Action Plan from OUTSOURCE for 

same. 
 

148 2.     Implement Credit Card take on the IVR at BPO. 
 

149 3.     Implement Courtesy Callback. 

Email 
 

 
150 1.     Enhance the Customer Journey by promoting email/webform. 

 
151 2.     Create a holistic webform (with photo capability) based system with 

performance metrics, dedicated agents and enforceable Service Levels. 

Chat 
 

 
152 1.     Create a VoC survey to ascertain what ABC Inc Products Customers 

want.  Note – a best practice is to position Marketing as a stakeholder in 
any VoC program undertaken by the post sale support division. 

SMS 
 

 
153 1.     As above, initiate a VoC exercise to ascertain what ABC Inc Products 

Customers want. 
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154 2.     Consider facilitating SMS photo exchange. 

Vmail 
 

 
155 1.     Discontinue the use of voicemail in both contact centers and refer 

callers to the website to employ a web-form email or suggest they call 
back during operating hours. See section on Courtesy Call back.   

Change Management 
 

156 1.    Create criteria for a Document Control system.  Socialize the criteria 
internally as Engineering or Development may already have an in-house 
system Support can leverage. 

CRM 
 

 
157 1.     Adapt a Customer Experience Management paradigm for SFDC. 

 
158 2.     Conduct a full analysis of the Customer Journey as shepherded by 

SFDC under the CEM paradigm. 
 

159 3.     Conduct a full analysis of the agent interaction with SFDC under the 
CEM paradigm. This includes value-pass opportunities as well as Time 
Motion click-count opportunities. 

 
160 4.     Conduct an analysis of workflow guidance applicability to SFDC. 

SM  
 

 
161 1.     As above, initiate VoC exercise to ascertain what ABC Inc Products 

Customer expectations are. 
 

162 2.     We understand Marketing may have staff attending to Social Media 
channels. In the interest of economy-of-scale Taylor Reach recommend 
this activity be consolidated under the contact center division. 

Reporti
ng 

 

 
163 1.     Create a unified reporting engine criteria (like Tableau), issue an RFI.   

 
164 2.     Create and nurture a culture of meaningful reporting that drives 

informed business decisions. 
   
  

METHODOLOGY 
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Site Coordination 
 

165 1.     The separation of LOB’s operating at separate outsourcers 
 

166 2.     Separate contracts with differing SLA’s and KPI’s 
 

167 3.     The belief that the training is too involved and complex to be 
delivered in a single session, hence the creation of tier 1-3 training at 
OUTSOURCE. 

 
168 1.     Execute a new vendor selection process to identify and contract with 

one or two vendors to support both LOB’s. 
 

169 2.     Revise the hiring and on-boarding process to deliver training for both 
LOB’s 

 
170 3.     Establish separate queues for each LOB 

 
171 4.     Route calls through a virtual queue to each center 

 
172 1.     Own the workforce management and quality delivery for both centers 

 
173 2.     Own the technology stack: Telephony and IVR 

 
174 3.     Implement Activity Based Costing to pin-point impact of internal 

procedures. 

AHT 
 

 
175 1.     Research and consider deploying an email management tool 

 
176 2.     Develop a contact center strategic plan which includes guiding 

principles and a roadmap to support the organizations business goals. 

KPI 
 

 
177 1.     Prioritize KPIs to ensure that the appropriate measures are in place to 

support effective decision making by the leadership team. 
 

178 2.     Ensure that all KPI metrics are managed as ranges and not as specific 
numbers. 

 
179 3.     Eliminate the cap on FTE’s at the Product Group A center and instead 

focus on addressing service quality and FCR issues. 

QA 
 

 
180 1. Use CX scores instead of quality scores to measure agent quality. 

 
181 a. Utilize CSAT surveys to measure customer experience. 
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182 b. Refocus agents on what is truly important – happy customers! 

 
183 2. In-source the quality function to ABC Inc and implement Quality as a 

‘shared service’ across both locations. 
 

184 3. Create performance metric inflection points to provide full visibility on 
the process and improvements thereof.      

Escalations 
 

185 1.     Create an escalation skill and the associated training to support the 
escalations. 

 
186 2.     Revise and add process flows, with full decision tree criteria, to 

support escalations. 
 

187 3.     Remove reference to individuals in all process maps and replace with 
functional job descriptions. 

 
188 4.     Create escalation focus to drive reports within SFDC to track 

escalations; failure mode, root-cause, costs, time, etc. 
 

189 5.     Once focus and reporting are in place move root-cause analysis to the 
front-line (the outsourcers) for immediate resolution. 
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