










Part III

The Master Plan for
Management

In This Part
� Managing business objectives

� Managing performance drivers

� Establishing targets for performance

� Focusing on resource management

� Setting staff schedules

Prudence dictates that contact center managers pay close
attention to finance, analysis, and resource management.

Contact centers can be complex beasts and they run very
much by the numbers, so all three items play a significant role
in operating them effectively.

Miniscule changes in procedures can make an enormous differ-
ence in results, including — and especially — performance 
and financial results. Increasingly, contact center managers are
turning to analysts to help identify improvement opportunities.

Understanding and improving performance isn’t just the con-
cern of analysts. Ideally, everyone in the center is concerned
with performance and the numbers. This part includes basic
information that should be understood and practiced by as
many people in the center as possible.
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Business-Objective
Measurements

Business objectives are the desired outputs of the contact
center — what the corporation needs from the contact center
by way of revenue generation, cost management, and cus-
tomer satisfaction. (See Part II for more about setting busi-
ness objectives.)

In the following sections you find some common ways to
measure whether your contact center business objectives 
are being met.

Operating budgets
The operating budget is the sum of all the costs associated
with running a contact center for a given period, usually a
year. The largest cost in the contact center budget is typically
labor. In traditional contact centers, it is not unusual to base
budgets on common assumptions, such as the number of con-
tacts that the center will receive, how long those contacts will
last, and what it takes to achieve resolution on the contacts.

These assumptions are used to determine staffing needs and
to anticipate other costs.

By understanding the factors that go into your budget, you
can play “what if” with those factors to see the bottom-line
effect. Being able to do a quick calculation on the impact of
changing the drivers goes a long way to motivating manage-
ment to find ways to make improvements.

Cost center versus profit center
Many times management views a contact center as a burden-
some expense for the corporation. This may not be a fair
assessment, however, because many contact centers turn out
to be profit centers — they help create customer loyalty and
generate sales that may otherwise have been lost.
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You can pay attention to a number of measurements on the
cost side of any equation, including the following:

� Cost per contact. Calculated by dividing the total costs
to run the contact center for a period of time by the total
contacts responded to in the same period.

� Cost per customer. Calculated by dividing the total cost
of running the contact center for a period of time by the
average number of customers for the same time frame. 

� Cost per resolution. Divide total costs for the period by
the cases resolved, looking for improvement over time.

These are obviously very simplistic measurements, and will
suffice for some contact centers. Others use more complex
measurements that either build on or entirely replace these
simplistic ones. Many of the measurements are provided by
the management applications used at your site; make sure
you review what is available and determine which measure-
ments fit best with your needs.

On the profit center side of the coin you can utilize entirely
different measurements, such as:

� Total revenue generation. Your finance or marketing
department will calculate total revenue generated. 

� Revenue per contact. Divide total revenue generated
during a period of time by the number of contacts for 
the same period. 

� Revenue per customer. Divide the total revenue gener-
ated for a period of time by the average number of 
customers over the same time frame.

If you can constantly reduce cost per customer and increase
revenue per customer, then you’re looking the good life right
in the eye — corner office, parking space, key to the executive
lunchroom — it’s all yours!

One way that you can help decrease costs — while still han-
dling more volume — is through the implementation of self-
service technologies. Part IV introduces some of these
technologies, which enable customers to help themselves
rather than tying up valuable (and costly) agent time.
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Paying for it all
Those charged with overseeing the finances of an operation
must always be concerned with one overriding question: How
does the company pay for it all? In other words, how do you
generate the revenue necessary to cover the expenses inher-
ent in any contact center?

This is a fundamental question, and one that you need to ask
often. You can go far toward answering the question by trans-
forming, if at all possible, your contact center into a revenue
source. Look for ways that you can upsell, cross-sell, and just
plain sell. Chances are good that your contacts have a prob-
lem (why else would they be contacting you?) and any sales-
person knows that problems are synonymous with
opportunities.

Just because you see a customer problem as an opportunity
doesn’t mean that the customer has the same vision. Make
sure you are sensitive to resolving the customer’s needs, and
don’t be overbearing in trying to sell.
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A culture of communications excellence
Strategically located in the Asian hub
of Singapore, Pan Pacific Hotels and
Resorts is engaged in the manage-
ment and marketing of hotels and
resorts in 11 countries throughout the
Pacific Rim. Its properties span half
the globe, from Jakarta, Indonesia, to
Seattle, USA.

Pan Pacific’s mission is to ensure that
its far-flung properties embrace the
differences of each land and culture.
The celebration of culture and tradi-
tion is infused into almost every facet
of the Pan Pacific properties. Each
location is a reflection of its environ-
ment and conveys a unique personal-
ity as well as purpose.

The technological challenge faced by
Pan Pacific involved improving and
modernizing its corporate office 
call center infrastructure, replacing
the old PABX solution with a newer
telecommunications platform. The
company recognized the need to take
advantage of convergence opportuni-
ties to enable creative deployment 
of the organization’s communications
system.

The first step for Pan Pacific was re-
evaluating its existing telecommuni-
cations model and cost-effectively
moving toward an enterprise solution.
“Our PABX system was relatively
old and not easily upgradeable. The
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Performance Drivers: 
Managing the Results

Performance drivers are variables that have an impact on
your contact center’s business objectives (see Part II for 
more detail). They’re called performance drivers because, 
like a person who manages the controls of a car, or like the
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infrastructure wasn’t in place to allow
our office to build up the telephony
network,” said Mark Fancourt,
Corporate Director of Information
Technology.

“We were also unable to integrate our
office automation and telephony prod-
ucts. The PABX system also did not
provide real facilities for a mobile
workforce, which was especially crit-
ical for our IT and hotel operations
strategy.”

After evaluating several options, Pan
Pacific selected an Avaya IP Tele -
phony Contact Center Solution. The
solution is comprised of an Avaya
S8300 Server running Avaya Com -
munication Manager and Call Center
software, and mobility solutions like
Avaya Modular Messaging and Avaya
IP Softphone.

“We were not just looking for a
technological solution, but a solid
technology partner with an inter -
national presence. Avaya was very
professional – the team understood
what we required and proposed the
solution to match our needs today
and in the future.”

The solutions provided by Avaya
allowed Pan Pacific to reap significant
benefits. The company has realized
improved call management through
the Avaya Communication Manager,
Call Center, and Modular Messaging
solutions. In addition, corporate staff
members have been able to enjoy
increased mobility with the IP-based
infrastructure coupled with Avaya
Modular Messaging. The ability for
staff to receive calls, download infor-
mation, and receive messages even
when they are out of the office has
been a big boon.

Pan Pacific believes that technology
is important to ensure smooth busi-
ness operations. From the ability to
call up guest information quickly at
reception to reservations and even
engineering services, integrated tech-
nology is key. Pan Pacific will continue
the future development of its assets in
terms of technological infrastructure,
and Avaya is there to support that
effort.
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programs that make computer equipment work, drivers are
things that make other things go. In this case, performance
drivers make business objectives go.

Examining performance drivers
A key component to controlling and manipulating outcomes 
is to designate responsibility throughout the organization —
most importantly to the contact center agents, because each
agent is a microcosm of the operation.

Table 3-1 shows how to track and improve results on the agent
level. Individual agent improvement pulls up improvement in
overall average agent performance, which in turn drives over-
all improvement in the contact center.

Table 3-1 Measures at the Agent Level
Contact Center Drivers Agent-Level Drivers

Cost per hour of agent time Wage rate
Agent utilization Schedule adherence
Call length Call length

Contacts per customer First-Call Resolution
First-Call Resolution

Occupancy N/A

Conversion per contact Conversion per contact

Dollar value per conversion Dollar value per conversion

Accessibility N/A

One of the first things you notice in Table 3-1 is that some con-
tact center measures do not correlate with agent-level meas-
ures, since agents cannot directly influence those measures.

You may also notice that cost per hour becomes wage rate at
the agent level, because only the wage rate directly correlates
to the individual agent; all other costs are for the entire con-
tact center.
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Probably hundreds of performance drivers can impact a con-
tact center’s results. A big part of an analyst’s job is to identify
these relationships and gain a better understanding of how
the relationships between business objectives and perform-
ance drivers work.

Contact-oriented metrics
Any number of performance drivers may be related to calls or
other contacts. You can get a better handle on them by exam-
ining the measurements related to contacts. The following
sections detail some of the more common contact-oriented
metrics.

Contact length
Contact length is one of the most powerful measures in 
the contact center. It’s a little controversial in that some
believe too much focus is put on length without appropriate
attention to other measures. However, customers want the
same thing that contact centers do — a quick, accurate, and
complete resolution. In general, shorter times mean everyone
is happier.

A longer call can be a wonderful thing if it brings more rev-
enue per minute. For example, if a customer gets a question
resolved quickly and is so pleased with the service that he
orders more product, the extra minute of tender loving care
the agent provides may well result in one-call resolution and
repeat business.

Conversion per contact
Let me make sure we’re clear here. A contact is any time you
say hello (via the phone, self-service, e-mail, chat, whatever).

A conversion is any time you generate or save revenue on a
contact. Conversion per contact affects total revenue gener-
ated and other revenue objectives.

Accessibility
Accessibility means how easy it is for a person to make 
contact — it’s how fast you’re answering the phone, e-mail, 
or letter. It’s important because it has an impact on customer
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satisfaction and cost control. Here are three common meas-
ures of the many used to calculate accessibility:

� Service level: Refers to the percentage of callers whose
calls are answered within a defined time. 

� Average speed of answer: Also known as ASA, this refers
to the average amount of time your customers waited in
queue before an agent greeted them.

� Abandonment rate: The percentage of callers that hang
up before an agent responds to their contact attempt.

Agent professionalism and ability
Agent ability is probably the most important requirement in
achieving customer nirvana. Whether calling a contact center
or shopping for new shoes, most customers expect the same
thing of customer-service people: Know what you’re talking
about, and be nice! Customer satisfaction surveys can help in
this regard.

Through the surveys, customers can tell you about the agents
who aren’t nice or who can’t do their job. When you ask the
right questions, customers will also tell you specifically how
your company needs to improve.

Many contact centers have people listen to agent calls to
determine whether they are professional and capable; this is
frequently referred to as “call assessment” or “call monitor-
ing.” The evaluator scores the agent calls against a template
of key call behaviors.

First-contact resolution
First-contact resolution (FCR) refers to the percentage of cus-
tomer inquiries completed on the first attempt. If customers
have to reinitiate a contact once or many times because the
contact center did not resolve their inquiry or concern the
first time, then FCR will decline — and so will customer
 satisfaction.

The benefits of tracking FCR are significant. Improving this
measure has an impact on customer satisfaction. It also
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improves cost control — improving FCR reduces the load 
on a contact center as the number of repeat calls decreases.

Policies and procedures
The drivers listed so far in this part aren’t the only ones that
influence your operation. A large part of your analyst’s job is
learning how to identify and manipulate these and other driv-
ers of contact center performance. After she has identified the
variables that contribute to performance, she’ll look to your
company and contact center policies and procedures to
understand the process behind each driver.

Setting Performance Targets
Setting performance targets is extremely important. People
work better with very specific targets, whereas vague targets
create vague results. When setting performance targets, you
first have to figure out what’s the right thing to target. You
then have to determine what level of performance to expect
for that target. This section provides some ideas that can help
you set appropriate targets for some of the most important
contact center drivers.

Accessibility/service level
Here are some examples of methods you can use to set perfor -
mance targets for service level:

� Do what everyone else does. The default level of service
for answering phone calls tends to be 80/20 (80 percent
of calls are answered in 20 seconds or less). E-mail and
chat don’t seem to have generally accepted standards,
perhaps because of their relative infancy.

� Go with the industry direction. A number of industries
are self-regulated or even government-regulated in terms
of how fast contact centers must answer the phone.

� Develop a business case. Do a cost-benefit analysis to
determine your service-level objective. Evaluate each of
your customer segments for tolerance levels for waiting
in queue. For example, you may notice that for your
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 premier customer group, the number of abandons spikes
sharply after 15 seconds, whereas the tolerance level for
a general help line is much higher. If you do this analysis
well, you can find the break-even point between the cost
of providing faster service and the benefit of answering
calls before potential customers get tired of waiting and
hang up.

Abandons
Abandons are defined as customers who try to contact your
business, but fail to reach an agent for one reason or another.

The most common type of abandon is a customer who hangs
up before an agent is available to answer the call. Abandons
also occur in other contact methods (e-mail, chat, and so on),
but are easiest to track on phone contacts.

One way that some companies have helped decrease aban-
dons is to implement a self-service system that answers the
most common customer queries, without the need to involve
an agent. Self-service does away with the necessity of placing
a customer on hold, so customer satisfaction can be improved
even while abandon rates are dropping.

Call length
Coming up with the proper benchmark for call length is diffi-
cult because there are too many variables that go into the
mix. Product complexity, system capabilities, responsiveness,
working environment, information collected via self-service,
training, and a host of other variables can affect call length.
Identifying the one right call length is nearly impossible.

What you can — and should — do is try to understand as
much about your own center’s (or, more accurately, each of
its own individual campaigns’) call length as possible. Of
course, you can also attempt to make call length as consistent
as possible. Ideally you also need to measure the impact of a
call. For instance, does a longer call result in more revenue for
the company? If so, then the agent should not be penalized for
longer call lengths.
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Occupancy
Occupancy — how busy your agents are with current 
contacts — is an important measure of whether you are effi-
ciently using agents. If your agent occupancy is consistently
very high, you could be causing agent burnout. On the other
hand, if occupancy is too low, this unused agent time is
adding significantly to your costs.

When your actual service level is too high above the target,
it’s costing you too much in labor. If it’s too far below the
target it’s costing you customer satisfaction, revenue, and
other expenses. Cost control is balanced when service level 
is right on the target.

Understanding Resource
Management Tasks 
and Concepts

Okay, relax — this won’t hurt a bit. You need this stuff and it’s
easy. This is an overview of the key concepts and tools used
in contact center resource management — important for
scheduling.

Forecasting
Forecasting refers to predicting the future — specifically, how
much work your center is going to have. The key is to accu-
rately determine your workload and when you’ll have it, so
you can match resources to demand.

Don’t assume that the time it takes to process calls, e-mails,
or Web chats is always the same. It makes sense that a very
simple customer inquiry is likely to take much less time to
process on average than a complicated, high-level technical
support call. Contact length typically fluctuates over time, as
does call volume.
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Flexibility and versatility are 
key to growth for Atento

Atento Argentina is a profession -
al customer relationship manage -
ment company based in Argentina.
Through 11 contact centers distrib-
uted across the country, Atento
mobilizes 6,000 highly qualified and
specialized professionals to meet the
needs of a diverse range of clients.
Launched in late 2000, Atento has
experienced steady growth that has
benefited from and helped to fuel
Argentina’s economic recovery.

Having business distributed among 11
contact centers meant that Atento
faced a daunting challenge: They
needed to find a technology solution
that supported their growth and pro-
vided the transparent flexibility neces-
sary for optimal customer service. The
solution needed to provide a non-
centralized support infrastructure and
an increasing array of analytical
reports.

After careful evaluation, Atento chose
an Avaya Intelligent Communications
solution. This choice provided the
company not only with a better com-
munication infrastructure, but the abil-
ity for customers to communicate in
the way they chose — telephone, 
e-mail or chat.

The Avaya solution was installed first
in Atento’s office in Martinez, Buenos
Aires, and then rolled out to their

other locations. The solution enabled
the company to manage their remote
centers with maximum security and
reliability, to reduce communications
costs, and perform the necessary
traffic balance between centers,
increasing available channels.

According to Hector Ruschioni,
Atento’s Engineering and Special
Projects Director, “Avaya was able to
understand our challenge and, from
the results point of view, the solution
they offered gave us the possibility to
provide better and greater alterna-
tives that have clearly upgraded our
business.”

Avaya Intelligent Communications
make it possible for Atento to achieve
a level of connectivity among employ-
ees, branches, and clients that
enhances their business processes.
The results achieved by the company
include better service to customers,
reduced calling and infrastructure
costs, increased integration with cus-
tomers, improved continuity among
call centers, and protection of their
communications investment.

Obviously, the ability to better service
their clients is key to Atento’s
 continued success. According to
Ruschioni, the Avaya solution means
that “we can integrate with our
client’s platform in a more versatile
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Scheduling
Scheduling is the process of assigning resources to meet your
demand. Where forecasting provides the “how much” part of
resource management, scheduling answers the “who, what,
where, and when” parts. An important part of managing the
contact center is providing schedules that are workable and
help achieve business objectives. Some centers go so far as to
measure schedule adherence, which reflects whether agents
adhered to the schedule that was implemented.

Full-time equivalent
Usually referred to by the short form FTE, full-time equivalent
is a way to express how many people you need to schedule.

Staffing requirements are expressed in terms of the number 
of people working full-time hours. For instance, one FTE may
equal 7.5 paid hours. So, if call demand required 750 total paid
hours to get the work done for a day, this would equate to 100
FTEs.

Real-time management of
resources
As the name suggests, real-time resource management refers
to making the necessary ongoing changes from your original
schedule based on real-life, up-to-the-minute changes in call
volume and staff availability so that your contact center
achieves the best possible results each day.
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way. Whether it is in their platforms
or in ours, we always have the
chance to provide an alternative for
the most diverse requirements.”

No doubt Atento will continue to
 successfully meet the diverse needs
of their clients with the assistance of
Avaya solutions.
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Assigning Staff and Creating
Schedules That Work

Sooner or later you get to the point where you need to attach
the names of the agents who will work the shifts. The easiest
way is for you to simply pick names and assign them to a
schedule — if, that is, you really don’t want people to like you.

Probably the safest (and fairest) way, especially in larger con-
tact centers, is to post the schedules and allow staff to bid 
on the available shifts, giving bidding priority to senior staff
members.

Some contact centers use alternatives to shift bids. These
might include rotating staff through all shifts (essentially,
sharing the pain), working around employees’ personal prefer-
ences, assignment by employee performance, or fixed perma-
nent shifts.

Regardless of the approach, you’re bound to have less than
desirable shifts. This can be somewhat demoralizing for staff,
considering that the majority of folks would rather be working
9 to 5, Monday to Friday. Some things you can do to ease their
angst include:

� Re-bidding: Redoing the schedule from time to time is a
good idea. It enables your staff to move up the chain and
get more-desirable shifts, and can really improve team
motivation.

� Shift-trading: Give your employees a mechanism for trad-
ing their shifts — “You work my 9 to 5 and I’ll work your 
1 to 9.” It’s usually done on a one-day-at-a-time basis.

� Time bank/flex time: Allow employees the option to bank
extra hours they work and take them as time off at a future
date. This approach works well if it’s administered and
tracked carefully.
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Part IV

Making It Go: An
Introduction to Contact

Center Technology
In This Part
� Why you need the right technology

� Using telecommunications to get customers to agents

� Finding the right technology to get information to agents

� Using tools to get information to customers

� Keeping score with technology

Contact center technology is becoming increasingly
sophisticated and integrated — making for improved

processes and resulting in increases in customer satisfaction,
efficiency, and revenue generation.

The Need for Appropriate
Technology

Contact centers are a response to the demand for conven-
ience in a world that continues to move faster. Technology
helps customers process transactions and obtain information
more quickly and accurately and is the foundation upon
which contact centers are built.
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Running your contact center, however, is still about people
and processes. Good operations blend people, processes, and
technology into effective solutions that maximize customer
satisfaction, cost control, and revenue generation. They maxi-
mize the lifetime value of the relationship. When you apply
proper technology to a well-thought-out contact center plan,
you can build an effective business solution.

Figure 4-1 shows the basic layout of a typical contact center
network, illustrating many of the pieces of technology dis-
cussed in this part.

Figure 4-1: The contact center network.
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Getting the Customer 
to the Contact Center

Most customer contact is handled through the phone. Agents
spend a huge portion of their day fielding calls from customers
and providing resolution to problems or issues. Today’s tele-
phone networks provide your contact center with a number 
of valuable services described in the following sections.

Automatic Number Identification
Automatic Number Identification (ANI) transmits the cus-
tomer’s telephone number and delivers it to your contact
center’s telephone system. In residential service, ANI is 
often referred to as caller ID.

ANI can be very valuable because the calling number informa-
tion can be used to identify customers and look up account
information before an agent even says hello. You can use this
information to give the caller special treatment — your very
best customers might be routed to an elite group of agents,
for example. Special routing is a great way to boost customer
satisfaction and revenue per customer.

Dialed Number Identification
Service (DNIS)
Because your contact center probably has several different
incoming numbers — depending on the various services or
products you offer — it’s important for you to know which of
those numbers the customer called. Through Dialed Number
Identification Service (DNIS) the telephone network provides
you with the number that the customer dialed. This informa-
tion tells the telephone system how to route the caller.
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Dynamic network routing
This service goes by a number of different names, but the basic
concept remains the same. Some contact centers have a com-
puter that is directly connected to the telephone company’s
switching office. This computer enables you to control the
routing of your customers’ calls at the network level — before
they hit your telephone system.

For example, when call volumes peak beyond a level that can
be serviced in your center, you can redirect calls to other 
centers that you have overflow agreements with. Calls can 
be routed based on a number of different criteria, such as a
predetermined percentage allocation to each office.

Dynamic network routing also gives you one method of pro-
viding call-prompting (press 1 for English, 2 for Spanish, for
example) right in the telephone network.

An IP contact center is an alternative to network routing that
leverages IP technologies to flatten and consolidate contact
center infrastructure. For more information on this topic, flip
to Part V.

Automatic Call Distribution
Think of Automatic Call Distribution (ACD) as the heart of the
contact center. When customer calls arrive, they are delivered
to the ACD — a phone system that routes a large volume of
incoming calls to a pool of waiting agents. It’s different from
other phone systems in that it makes use of telephone queues
instead of extensions. (A queue acts as sort of a waiting room
for callers.)

ACD has a number of important capabilities:

� Announcements (delay messaging): This is the record-
ing that says, “Thank you for calling; all of our operators
are currently busy . . .” or whatever polite message you
want to convey.

� Music on hold: Music on hold plays between delay mes-
sages. Again, the main objective of music is to encourage
customers to wait for the next agent.
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� Skills-based routing: As a variation on routing to queues,
most ACDs have the ability to route to skills instead. As
the name suggests, skills-based routing is used to match
each caller’s needs with the agent who has the best skill
set (of those available at the moment) to service those
needs.

Predictive dialing
A predictive dialer is a device used to manage and launch
large volumes of outbound calls. The dialer increases agent
productivity by placing more outbound calls than the avail-
able number of agents. The dialer then sorts out answering
machines, busy signals, and other non-human interactions
before delivering live calls to the agents.

Predictive dialers can also be a great boon for contacting a
customer base with information about new products or 
services, or to provide reminders about appointments.

Predictive dialing can increase agent productivity by 300 per-
cent or more over manual dialing by removing list administra-
tion from the agent and reducing agent wait time between live
calls. If implemented properly, customers won’t even know
that they are being contacted through a predictive dialing
system. The best systems deliver outbound calls to agents
immediately when a customer answers, without a bothersome
delay that can cause a customer to hang up.

It’s best to also scrub lists based on other information you
may have about a customer’s interest in the product or service
being offered. By scrubbing out customers who are less likely
to want a product that you are promoting, you increase the
quality or effectiveness of your list and make more sales over
the life of the list. As a result, dialing becomes more effective.

Most countries have tabled or enacted legislation targeted at
contact center practices. These laws are generally directed
toward telephone sales, the use of predictive dialers, and 
privacy.

For example, the United States has implemented legislation
that requires contact centers to scrub their telemarketing lists
against government-provided “do not call” lists. By checking
every list against both government lists and your own internal
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do not call list, you can be sure that you aren’t calling cus-
tomers who prefer not to be called.

Getting Information to the Agent
The three most important technologies for your contact
center agents (or managers) are the contact management
system, the phone, and the computer. The contact manage-
ment system routes a call from the customer’s house, cell-
phone, or office to one of your skilled agents.

After the contact is routed to an agent, that agent needs the
best possible tools and resources to provide the customer
with quick and accurate service. Today’s networked computer
systems are the means by which your agents access these
capabilities, which include customer accounts and product 
or service information and pricing.

More sophisticated environments also include access to a
wide range of information:

� Company knowledge bases including problem-solving
guidelines, policies, and procedures

� Call guides and scripts, sometimes including dynamic
scripts that customize call-handling recommendations
based on individual customer characteristics and 
preferences

� A personal performance “dashboard,” which provides
agents with critical information pertaining to their job
performance

� Communication tools for communicating with other
available staff and management (including tools that 
let staff know who’s available to assist with what)

� Screen pop-ups of relevant customer information

� The Internet

� Other tools such as software for e-mail, chat, collabora-
tion, faxes, and letters

The key is to provide at the agent’s fingertips everything
they’ll need to perform their job. If this can be done with 
as few applications as possible, all the better.
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Getting Information 
to the Customer

Technology is not only useful for getting information to your
agents, but it can also be invaluable in getting information
directly to your customer. Two main types of systems exist:
automated response systems and speech-enabled systems.
(Actually, a third category of system is emerging: Web serv-
ices. This class is covered more fully in Part V.)
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CTI aids productivity
Computer/Telephone Integration (CTI)
refers to a system of hardware and
software that enables communication
between the telephone system and
the computer system, all with the goal
of better getting information to the
agent.

A common and popular CTI applica-
tion is the “screen pop,” in which the
system collects the caller’s telephone
number and passes this information to
the computer/telephone integration
system. The CTI system then looks up
the customer’s information in the data-
base. When a customer account is
found, the CTI system sends the call
and the customer information simulta-
neously to an agent’s telephone and
workstation. Estimates suggest that
the screen pop saves 10 to 15 seconds
in average call length.

Easy access to customer info by
phone number is just one example of a

computer/telephone integration appli-
cation. Some other neat examples
made possible by this technology
include:

� Mandatory data entry: CTI can be
used to make the entry of critical data
mandatory before agents can take
the next call.

� Coordinated screen transfer: This
function enables agents to transfer
what’s on the customer screen as
they transfer calls to another agent or
supervisor.

� Dynamic scripting: After the caller
has been routed to an agent, CTI may
prompt the agent with a customized
script or call-handling approach to
serve the specific customer.

� Call blending: Call blending occurs
when agents can be switched among
different types of work at any time.
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Interactive Voice Response systems
Interactive Voice Response (IVR) systems are known by sev-
eral names, such as Voice Portal or automated attendant. The
concept behind such systems is that the customer is presented
with a series of choices from which he or she can choose. The
choices made at any point in the call dictate the choices next
presented.

The idea behind automated response is to provide a quick,
efficient way for the customer to get the information needed.

For instance, whenever you’ve called your bank to determine
your credit balance and used the automated account lookup,
which reads your account balance in an automated voice,
you’ve used an IVR system.

Automated Response Systems are very cost-effective. The
cost of a service provided by IVR can be less than 20 percent
the cost of providing the same service using a live agent. The
payback on investing in an IVR can be very fast — well under
a year.

Speech-enabled systems
Speech-enabled systems go one better than traditional auto-
mated response systems — they allow your system to recog-
nize verbal customer commands. Traditional automated
response systems accept input through touch-tones. Speech-
enabled systems, however, can accept human language 
commands.

The immediate benefit of speech-enabled systems is that they
are easier and faster for customers to use. With a larger per-
centage of the calling public using cellphones, it becomes
cumbersome to continually look at the keypad and press a
number. Speech-enabled systems allow customers to speak
naturally and access the information they want.

See Part V for a real-life example of how Language Line Services
is using self-service and speech to enhance customer  service.
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Using Reporting to Keep Score
Without reporting you have no way of knowing how good you
are, if you’re improving, or if you’re actually getting worse. 
To be effective, reporting must be timely, complete, and 
accurate — all a lot easier said than done.

The reports you use to manage your contact center come from
a variety of sources. The following are a few examples of the
reports available from various systems:

� Agent performance reports. Typically available from
your ACD system, agent performance reports provide
statistics on each individual agent: how long the agent
took to service calls, how many calls were answered, the
amount of time that the agent was logged in, and when
they logged in.

� Queue performance report. A queue is an answering
group — it represents service provided and received by a
universe of callers with similar needs. Separate queues
are usually set up in an ACD system for callers with dif-
ferent needs, such as different languages. Queue reports
tell you how many people called, how fast you answered
the phone, how many customers hung up, how long it
took to service the average call, how many agents were
logged in to the system, and so on.

� Trunk performance report. Reports about incoming
telephone lines, or trunks, are helpful to ensure appropri-
ate facility sizing and line utilization. This report, available
through an ACD or predictive dialer, is great for deter-
mining how many lines you need to lease from your
phone company.

� IVR reports. Automated response system reports. An IVR
unit provides reports on calls received, options customers
selected, the length of time customers spent using IVR
services, and when they used voice response services.
(Figure 4-2 shows an example report for a customer opin-
ion survey application.)

Avoid getting caught up in the maze of contact center reports
and reporting. The best solution is to combine data from the
various systems to create meaningful information about your
customer’s experience, your drivers, and your business 
performance.
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Figure 4-2: A contact center report.

With all the data available to you and an automated method of
pulling these data into meaningful information, you can under-
stand how you’re performing, why you’re getting your results,
and how you might improve performance, all giving you very
strong control. The payback of being able to read perform-
ance data and to rectify issues is immediate.

Contact Centers For Dummies, Avaya Limited 2nd Edition 48

07_288405 ch04.qxp:Layout 1  4/9/08  1:48 PM  Page 48



Part V

Technological
Enhancements: Getting the
Newest and Coolest Stuff

In This Part
� Using enhancements in technology to ensure continuous 

improvement

� Knowing how to recommend appropriate technology

As part of a strategy of continuous improvement, contact
centers are always looking at cool new technologies that

may provide improvements in their business practices.

Okay — maybe they’re not all that “cool,” but they definitely
make things work better!

Driving Improvement 
with Technology

Your contact center’s analyst is primarily responsible for iden-
tifying opportunities for improvement, but everyone contri -
butes ideas and recommendations. The manager of technology,
for example, is likely to read trade journals and visit with ven-
dors to keep abreast of new developments. He or she may
come across something that may offer a net improvement,
and so should generally have an answer when someone asks 
whether there’s a technological solution to affect a driver in a
particular way.
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In the following sections you find some examples of techno-
logical enhancements.

IP contact centers
VoIP is the transmission of voice conversations over an IP-
based data network. It represents a fundamental shift in the
way that voice messages are handled when compared to tradi-
tional circuit-switched phone systems. IP telephony is the col-
lective set of software-based voice applications that transport
voice via VoIP.

For several years, businesses large and small have been saving
significant amounts of money by converting traditional voice
systems to VoIP solutions. The savings is realized primarily
through a simpler network infrastructure (a converged voice
and data network) and avoiding costly toll calls by carrying
the majority of traffic on that network. Savings are also realized
through significantly simpler maintenance — moves, adds, and
changes are done in minutes instead of hours or days.

Some contact centers — perhaps yours — have already made
the switch to VoIP and are just beginning to realize the bene-
fits available through such a conversion. An IP contact center
leverages IP technologies to flatten and consolidate contact
center infrastructure, removing expensive network charges
and running many locations from one centralized set of appli-
cations (or maybe two for redundancy).

It is this “many locations” benefit that can give contact cen-
ters a competitive advantage that was never before possible.
Home agents, satellite locations, outsourced resources, and
resident experts are easily added as extensions to the same
contact center, all while maintaining centralized management
and reporting. Contact center capabilities can now be
extended to branch offices, providing affordable access to the
rich suite of contact center applications because these appli-
cations no longer have to reside on site.

For contact centers, the real value of IP is realized by imple-
menting a number of solutions made possible by the IP infra-
structure. These solutions include:
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� Server and application consolidation. Contact centers
can radically reduce application and infrastructure com-
plexity. The consolidation means it is not uncommon to
reduce capital expenditures by 30 percent or more and
ongoing maintenance and support by 15 percent. The
reduction in complexity makes your center more flexible
when responding to market changes.

� Virtual site consolidation. Assuming your company has
contact center resources in differing locations, an IP
infrastructure increases staffing efficiencies in the range
of 3 to 8 percent by pooling agent resources across the
locations.

� Resource optimization. Because you can utilize staffing
wherever it is located (on site or off), IP contact centers
typically reduce staffing costs by 3 to 9 percent and help
grow revenue. It is not uncommon to also increase cus-
tomer loyalty by more easily connecting the right agent
to the right caller at the right time.

� Globalization. If you’ve thought of expanding your con-
tact center to include offshore resources to provide a 24-
hour follow-the-sun contact center, an IP infrastructure
makes such expansion possible. Contact centers can
reduce operating costs by approximately 30 percent by
staffing the center with high quality, low turnover,
 college-educated agents from developing economies.

All of these solutions can easily cost justify themselves in
stand-alone implementations, but they become most attrac-
tive when you understand that such solutions are much easier
to implement in an IP contact center than in a traditional con-
tact center.

Because IP technology represents a fundamental change in a
contact center’s technological infrastructure, a conversion is
not something to be done lightly. Fortunately, leading IP part-
ners, such as Avaya, know that you don’t need to change
everything at once. You can plan for an evolutionary change,
over time, that enables you to realize immediate benefits with-
out scrapping your current systems and grow into longer-term
changes that poise your company for continued growth.

Part V: Technological Enhancements 51

08_288405 ch05.qxp:Layout 1  4/9/08  1:51 PM  Page 51



SIP in the contact center
SIP, or Session Initiated Protocol, is making its way into the con-
tact center. Using the concept of presence, agents can instantly
see who is logged on and what work state each expert is cur-
rently in, putting your enterprise at the service of your cus-
tomers. This facilitates an agent being able to quickly invoke the
help of another agent, a supervisor, or expert elsewhere in the
enterprise to help with an answer for the tough questions —
leading to fewer transfers and faster call  resolution.

Service Oriented Architectures
You may have heard the acronym SOA tossed about at a cock-
tail party, or when you were attending an industry conference.
It seems to be used a lot these days, primarily because it rep-
resents a new way of approaching older applications — a way
that can result in future flexibility and less obsolescence in
your contact center applications.

SOA is short for service oriented architecture, and it represents
not a product or a feature, but a method of designing and
implementing services within an organization. In short, SOA
recognizes that there are certain services which are key to the
organization as a whole, and those services need to be stan-
dardized. (They may already have been standardized, but the
idea is that a standard for that service must exist.) Processes,
procedures, and software tools are then developed (architected,
if you will) to make use of those standardized services.

How does this relate to your call center? If your business sys-
tems are designed with SOA in mind, then you end up with
meaningful tools that can be reused and repurposed over time.
If done right, this means that there will be no software or
system “waste” — you won’t end up throwing away software,
but simply reusing it to achieve your changing business goals.

Cool, huh?

Web services
One of the quickly emerging software application technologies
is Web services. This term describes a broad collection of
services based upon standardized Web technologies. These
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Web services make it easy for applications to use common
services, such as making a call, answering a call, transferring
a call, conferencing calls together, and disconnecting calls.  

Web services are implemented using programming technolo-
gies such as WSDL (Web Services Definition Language) and
SOAP (Simple Object Access Protocol), which allow the Web
services to work across a range of hardware and software
platforms. Web services hide the implementation details nor-
mally involved in successfully accomplishing telephony tasks.

Web services are useful in two additional ways. First, they
allow you to re-use application components, such as a compo-
nent that is used to make a call or do a customer lookup.
Second, they help connect existing software by providing
applications with a consistent way to link their data.

For instance, your contact center may implement some sort of
chatting capability so that customers visiting your Web site
can interact — via text or voice — with one of your agents.
This capability can then be re-used in other applications,
making the customer experience more consistent across
applications.

Web services are positively impacting existing technologies as
tasks previously done in proprietary systems are being rewrit-
ten to utilize the Web-based technologies. This approach is
attractive to developers because it provides a more flexible
data environment enabling systems to share data more easily
and to be re-configured to meet changing business needs.

Because Web services is a leading-edge term, you’re bound to
hear it bandied about by some service providers, almost with
abandon. If you see the term used by a supplier or provider,
ask what that provider means by using it. You need to under-
stand exactly what is meant by the term in any given context.

Agent performance monitoring
Most contact centers do a great deal of quality monitoring. In
many cases, they do this by randomly listening to and grading
agent contacts. Occasionally, the supervisor (or a member of
a quality team) sits beside the agent and reviews the call with
the agent immediately upon its conclusion.
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Your growth, your way
When Language Line Services
launched “Your World, Your Lang -
uage,” the first free service that helps
limited-English speakers buy busi-
ness services, it needed a partner
that could leverage Intelligent
Communications to bring the offer in
on time and on budget, while laying
the foundation for future growth. That
partner? Avaya.

With “Your World, Your Language,”
consumers dial a toll-free number to
talk in their own languages to a host
of participating key businesses, any-
time and at no charge. It was critical
that Language Line maximize its
agents’ productivity by connecting
customers to interpreters as quickly
as possible. According to Tom Sterns,
Director, Advanced Technology
Development, “Our goal is to make
that connection in 12 seconds or less,
every time, every day.” Yet Language
Line’s legacy infrastructure was
proving too costly, too cumbersome,
and too limited to get the job done.

“We needed a larger feature set to
keep up with our growing product
line and wanted better text-to-
speech and speech recognition serv-
ices than the old system could offer.
We also wanted to be able to expand
more flexibly and cost effectively
than our existing systems allowed,”
Sterns says.

Language Line was also being
restrained by its communications
infrastructure, which was composed
of several disparate systems. “We
hungered for the interoperability and
reliability that a single, comprehen-
sive communications platform would
afford,” Sterns explained.

With the October 2006 launch of
“Your World, Your Language,” Lang -
uage Line needed a platform that
would move its business forward.
They considered six vendors for the
job. Avaya was the only one that was
able to work within the launch time-
line and within Language Line’s exist-
ing Conversant environment. Avaya
Voice Portal and Avaya Dialog
Designer were able to interoperate
with the company’s own homegrown
systems and legacy switches.

A Web services–based software
platform, Avaya Voice Portal enables
Language Line to deliver efficient
voice self-service applications by
combining the power of open stan-
dards, Web, and IP telephony. A
single Avaya Voice Portal serves all
seven of Language Line’s large inter-
preter centers. It supports voice self-
service applications within Language
Line’s existing IT environment and
includes best-in-class integrations
with the latest in IP telephony and
speech recognition, making use of
Service Oriented Architecture (SOA).
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Other times, the supervisor may record the call remotely and
review it with the agent at a later date. This method can be
effective, but it has its drawbacks. Most significant is that it 
is very time consuming for the supervisor. Some supervisors
have claimed that they can do about one call per hour when
they include feedback.

Because the process is so labor intensive, it’s difficult and
impractical to target specific agent needs — such as long call
length, low customer opinion, poor sales, or high returns.

For most contact centers it’s beneficial to purchase an auto-
mated quality monitoring system and integrate it into your
infrastructure. Such systems can dramatically increase your
supervisors’ productivity and enable them to provide to the
agents a greater volume of feedback with more specific detail.

The system automatically captures complete agent phone
calls — recording both the voice conversation and a screen
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Language Line uses several voice
self-service applications to improve
its responsiveness to customers and
interpreters alike. These include an
inbound customer service line with
an auto attendant feature that routes
callers to the correct resource.
Home-based interpreters also use
voice self-service applications to log
in without a PC, registering them-
selves as available to take calls. By
making home-based interpreters
extensions of the contact center,
these applications ensure business
continuity and flexibility.

Language Line uses Avaya Dialog
Designer to quickly and easily pro-
gram Avaya Voice Portal so they can
bring their applications online more
quickly. The result is that Language
Line is more responsive to customers
and more competitive in their market.

Avaya Voice Portal and Dialog
Designer are improving Language
Line’s efficiency, improving customer
satisfaction, saving the company
money and space, and preparing
Language Line to continue to flatten,
consolidate, and extend its network
at its own pace. Avaya Voice Portal is
also contributing to improved agent
productivity.

The “Your World, Your Language”
service is proving to be a boon not
only to limited-English speaking con-
sumers, but also to business clients.
AT&T, which uses the service to sell
their own consumer services, credits
Language Line with helping it achieve
a phenomenal 57 percent close rate.
Results like that can’t help but give
Language Line a strong competitive
edge.
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capture of the agents’ navigation of the systems. When super-
visors are ready to review agent calls, they simply log in to the
system from their workstations, retrieve sample calls from 
the agents or services that they want to review, and begin
scoring.

Scoring is also done through the system. After a supervisor
finishes scoring, he or she can e-mail the results to the agent,
with comments. The agent can also retrieve and review the
call. The supervisor is relieved of the administration and wait
time associated with manual quality monitoring. As a result, 
in some contact centers using this technology, supervisor pro-
ductivity has more than tripled.

CRM technology
Customer Relationship Management (CRM) is a business term
that refers to the process of relating to your customers to
maximize the length and value of that customer relationship.
It involves data collection and analysis to better understand
your customers’ needs and wants. It also includes customized
strategies for addressing unique customer needs. The whole
point of CRM is to get new customers, to keep the customers
you’ve got, and to maximize the value of the relationships you
have with those customers.

The core of any CRM strategy is to create a philosophy and
plan on how you want to treat your customers, what you want
to get from your customer relationships, and what you plan to
give customers in return. The execution of the CRM strategy
requires careful advance planning and evaluation. With such
planning and evaluation you can improve your customer rela-
tionship management and your business results.

CRM applications can help a contact center totally shift their
focus to the customer in ways never before possible. If your
CRM applications are meaningfully integrated within your infra-
structure, then your customers’ experience is enhanced and
operations effectiveness is improved.

Don’t forget to make data analysis part of your overall CRM
strategy. This analysis can be as simple as preparing reports
and conducting database queries, or as complex as building
predictive models in an effort to forecast the future behavior
of your customers.
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How to Recommend Technology
Okay, you’re a technology genius and you found some tech-
nology that’s going to make a big difference. So what’s next?
How do you go about getting approval so you can start saving
the company money? Why not keep it simple? Try the one-
page cost-benefit analysis.

The one-page cost-
benefit analysis
The most appropriate and effective way to submit a proposal
for technology enhancements is with a one-page cost-benefit
analysis. It’s easy, and only two specific rules apply:

� The analysis should easily fit onto one letter-sized piece
of paper.

� The argument for spending money on new technology
should be communicated in one minute or less.

Certainly, some proposals are going to be a lot longer than
one page. The point is that the business case for new technol-
ogy needs to be so clear and so focused on business objec-
tives and drivers that it can easily be summarized in one page.
And you know what? Few decision makers ever read those
other pages anyway.

The easiest way to meet both of these rules is to use the busi-
ness model outlined in Part II. The model says that all busi-
ness activities go toward the key objectives of generating
revenue, minimizing cost, and satisfying customers. To make
the case for new technology, you have to define the benefit of
new technology in terms of those key business objectives.

To make your business case, you have to show that the new
technology can affect at least one of the performance drivers
in a manner that results in a benefit to your company substan-
tially larger than the cost of that new technology.
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Considering the technology 
payback
Any technology recommendation needs to take into consider-
ation payback — after all, that is the reason that any cost-
benefit analysis is done. The goal of the analysis is to show
that the payback of any technology investment is greater 
than the investment.

When considering payback, you must also consider intangi-
bles. For instance, if a new system can decrease average call
length by 30 seconds, that’s an easy savings to quantify.

If the same system can also increase agent satisfaction, how
do you quantify that? Further, how do you even determine
that increased satisfaction is a potential payback until you’ve
had agents try the new system?

These are questions that analysts face every day. As you are
working on your recommendation, consider working with
your existing analysts; they may be able to identify and quan-
tify items that you never considered in your research. They
definitely can help you identify current costs and measure-
ments so you can compare them to the anticipated costs and
measurements of the target system.

When considering any technology investment, work closely
with your vendor or technology partners. Chances are good
that they have experience in identifying and quantifying differ-
ent ways that your investment can provide the payback you
need.

Also consider payback in terms of strategic positioning —
does a proposed system help position your contact center for
greater growth or competitive advantage? Such intangibles
are important in any business, and rightfully enter into any
payback consideration for contact centers.
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Part VI

Ten Ways to Improve 
Your Contact Center

In This Part
� Make automation work for you

� Get a handle on call processes

� Make your contact center larger

� Mix types of work for better agent utilization

� Train during idle time

� Look for ways to offload unnecessary contacts

� Enhance customer support with speech

� Add work-at-home agents

� Invest in your staff

� Become a proactive manager

G enerally speaking, contact centers provide a very effi-
cient way to communicate with a large number of cus-

tomers. However, since contact center expenditures are
frequently one of the larger line items for corporations, the
costs are usually closely scrutinized.

In this part you find some general tips for improving your con-
tact center by implementing efficiencies and decreasing over-
all costs.
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Automate the Hard Stuff
Contact centers need to be constantly vigilant to determine
what can and should be automated. The fact is, if you can
automate processes that you previously did manually, you
free up agent time (and management time) for more produc-
tive revenue generation. And automation can improve cus-
tomer satisfaction, too: Many customers prefer an immediate
self-service option to waiting in queue for an agent.

Fortunately, contact center software is becoming much more
sophisticated, and what used to be difficult to automate can
now be routinely handled by the software. 

A case in point is the handling of priority customers — those
who have the greatest chance of benefiting your bottom line.
In days gone by, it took human interaction to identify and
route such customers to the proper agent. New software
(such as Avaya Business Advocate) that can automatically 
prioritize and route such calls has become available.

Each call center is different, of course, because a task that is
automated at one location may not be automated at another.
Make sure you analyze your particular situation and start a
process of automating what you can.

Improve Call Control and 
Map Call Processes

Implementing a better call control strategy can have an imme-
diate impact because reducing call length without sacrificing
service is an effective way to reduce costs.

A good way to improve control is through the development of
a contact guide. Guides can be as simple as an outline of the
general flow and content of each contact — perhaps on one
piece of paper — or can be very complex, using sophisticated
scripting software and logical branching.

Any control mechanism you put in place for phone calls can
also be generalized and adapted for other contact methods 
as well — including Web, chat, e-mail, and self-service. The
idea is to improve the customer experience by ensuring the
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contact never takes longer than is necessary to achieve a sat-
isfactory resolution.

Mapping your processes for handling various types of cus-
tomer calls is another useful exercise. Start by identifying the
eight to ten primary reasons customers contact your center.

Then sit down with a group of agents, perhaps a supervisor or
two, and a trainer to map out (on paper or in software) how
each contact is to be handled.

After you map the top call types, you can ask the group, “How
might this be done better?” Simplifying and improving
processes can result in tremendous improvements to call
length and other call objectives.

Enlarge Your Contact Center
You can enlarge your contact center in many ways — and not
all of them involve using more physical space. In general,
larger contact centers are more efficient than smaller centers.

The easiest way to make your contact center bigger is to
work together. If your contact center is running separate  call-
handling groups (customer service and collections, for exam-
ple), then by merging these two groups you can take advantage
of the economies of bigger contact centers.

You can continue to have call-handling groups logically sepa-
rated, but with the ability for available agents in one area to
handle overflow in the other area.

Implementing an IP contact center can help make your opera-
tion more scalable, which means you can enlarge without
costly build-outs or investments in your plant. Instead, 
you can utilize and manage agents — through your IP 
infrastructure — as if they were physically in your office.

You can also expand your contact center to take advantage of
personnel in lower-cost labor markets. If your contact center
is located in the heart of Capital City you may have access 
to lots of the best-qualified people, but they’re likely to be
expensive.
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It often doesn’t cost as much for the same quality of staff in
Rural City, USA; Frostbite Falls, Canada; or Farfaraway, India. 
If you have an IP contact center, expanding in such markets is
much easier than in traditional contact centers.

Blend Work
You can benefit from improved agent occupancy by blending
inbound and outbound contact center work. A classic exam-
ple of blending is mixing outbound telemarketing into an
inbound sales or service queue. In this case, you make use of
agent idle time — time agents spend waiting for incoming
calls — to do your outbound work. As a result, your agents
are busier (more occupied) overall. Should inbound volumes
increase or spike, your agents stop making outbound calls
and are automatically allocated to handle the inbound calls.

Outbound collections calls and customer-service “welcome”
calls can also be used for blending, perhaps as an alternative
to telemarketing. Or other types of work can be blended in,
such as answering e-mail, chat, or regular mail.

Provide your agents with tools to maximize their efficiency. By
providing screen pops of relevant information, an easy-to-use
agent desktop, perhaps softphone, and the ability to access
experts for the tough questions, you increase the number of
one-call resolutions and customer satisfaction. And you
decrease the overall volume of calls to your contact center.

Turn Idle Time into Productive
Training Time

Even in larger, more efficient contact centers, idle time can
make up 15 percent or more of an agent’s day. You can moni-
tor agent activity and inbound call loads, and when an agent
has sufficient idle time, a CTI system can send training mate-
rial to the agent’s desktop. If the application is sophisticated
enough, material can be customized to the needs of the indi-
vidual agent, and testing can also be added.
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Eliminate Unnecessary Calls
Unnecessary calls come from a variety of sources, including
calls handled poorly on the first attempt, confusing marketing
materials, incorrect or confusing invoices, misdirected calls,
and so on. Reducing them is a basic step in increasing contact
center efficiency. Here are three quick ways to reduce unnec-
essary calls:

� Implement self-service. Using an integrated voice
response — where automated voice prompts are used to
service customer contacts — offers customers a fast and
efficient means of self-serving their calling needs 7 days a
week, 24 hours a day. Depending on the environment, an
IVR can offload between 5 and 25 percent or more of your
center’s call volume.

� Use Web pages. The use of company Web pages to pro-
vide customers with self-service options has a bright
future. Self-service through a company Web site is
cheaper than via an IVR, it’s generally always available,
and the complexity of transactions that can be done
through the Internet is greater than any IVR solution. In
addition, Web Services can be used to feed information
from Web sites into self-service applications that can
enhance your contact center and ensure that you’re con-
veying a consistent company image.

� Analyze why customers are calling. A slightly more
complex way to reduce unnecessary calls is to track the
reasons for the contacts. Tracking, in detail, why cus-
tomers call highlights the number of call types that are
unnecessary and avoidable.

Add Speech Self-Service
Although speech self-service can reasonably be considered a
method of eliminating unnecessary phone calls, the technol-
ogy’s promise to leverage existing Web investments really
makes it stand out. In a speech self-service system, your
“automated agents” can understand normal human speech
and provide the information needed by customers. Beyond
automated agent interactions, today’s speech automated sys-
tems use open standards technologies like VoiceXML to better
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leverage existing Web self-service investments. This informa-
tion can be provided quicker over any telephone and with less
frustration than with a more traditional touchtone system.
(Customers can get tired waiting for “press 1 for this, 2 for
that, and 3 for something else.”)

Consider Work-at-Home Agents
Many companies expand their contact centers through the
use of work-at-home agents. Four basic motives lie behind the
use of such agents, and each motive can help improve cus-
tomer service, agent satisfaction, and the company’s bottom
line. These four key motivators are:

� A desire to find and retain the best agents: This task is
made easier if you can offer those agents the opportunity
to work where they are, rather than coming to where you
are. In addition, if you remove the need for a person to
physically come to your location, you’ve immediately
increased the pool of potential agents.

� Saving expenses on work-at-home agents: You no longer
have to provide physical space for the individual (desk,
chair, parking, and so on), which can be quite expensive.
You can instead focus on the data network that makes
work-at-home possible; after all, it is much easier to
move data than it is to move bodies.

� Ability to enhance business continuity: Because work-
at-home agents are scattered hither and yon, you don’t
have to worry about a single point of failure that could
damage your presence in the market. Multiple agents,
widely dispersed, mean that a loss of one or several of
them won’t take you down completely.

� Environmentally conscious company goals: In this day
and age, work-at-home agents have less of an impact on
the environment since they no longer have to commute.

Spend More on Staff
Sooner or later, most contact centers fall into the trap of
focusing too heavily on cost of labor. In fact, much of the 
outsourcing industry has been stuck in this dilemma.
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It goes like this: Senior management wants the lowest possible
cost of service. As a result, you reduce wages. You then spend
more time than usual sifting through recruits trying to find the
best cheap labor. You might even spend a lot of time training,
but you don’t want to overdo it because training is expensive.

After the agents are active, you do your best to monitor, coach,
and program them to make them the best that they can be.

What you end up with is cheaper labor with reduced skill and
motivation. As a result, although the cost of your service is
low, the capability is also low. Results of this cheaper service
include longer calls, less revenue generation, the need for
more training, substantially higher levels of errors and call-
backs, and, ultimately, dissatisfied customers who may stop
doing business with you.

Bottom line: Consider spending a bit more on labor upfront.

Proactively Monitor and Manage
You meet two types of managers: reactive and proactive. Those
in the former group are perpetually behind the gun, racing to
get on top of some problem or catch up with the competition.
Those in the latter group analyze data, anticipate problems,
and plan for changes that head off the competition.

If you want to be proactive, learn what reporting capabilities
your systems have and how you can best use the data they
provide. If you’re running an IP contact center, pay attention
to reports generated not only in your contact center applica-
tions, but in your network management systems. Over time
you can identify opportunities and circumvent potential prob-
lems, all to the benefit of your organization.

If your converged network is brand-new, don’t be afraid to
seek outside help from qualified vendors — such as Avaya —
to help you make sense of the new management tools you’ll
have available.

Part VI: Ten Ways to Improve Your Contact Center 65

09_288405 ch06.qxp:Layout 1  4/9/08  1:52 PM  Page 65



Effective communications improves
doctor/patient relations

Every year Privatärztliche Verre -
chnungsStelle (PVS) Schleswig-
Holstein processes more than 1.5
million patient invoices for doctors in
a number of countries. The company
focuses on putting the business inter-
ests of those doctors first, and has
been doing so for 80 years. PVS stays
at the forefront of its industry by using
the most up-to-date IT, printing, and
logistics technology available.

The telephone remains the most
important means of contact between
PVS, its 3,300 clients, and the patients
of those clients. The PVS call center
receives approximately 12,000 calls
per month from both clients and
patients. A reliable telephone system
and efficient call center management
are therefore crucial to the success
of PVS.

Avaya has been a long-time partner
of PVS, providing key technology and
support that is critical to the organi-
zation’s success. PVS combines the
fail-safe IP telephone system with
the Customer Interaction Express
contact center solution. This combi-
nation allows the intelligent distribu-
tion of calls throughout the call
center and prevents callers from
waiting in a queue for long periods.
The addition of a unified messaging

solution increases the capability of
the  technology to meet the demands
and needs of PVS employees.
Through an easy-to-implement inter-
face, the Avaya system is also con-
nected to an internal Lotus Notes
installation.

Technical staff can use the solutions
provided by Avaya to create detailed
usage statistics that aid management
in making timely business decisions
for PVS. They are easily able to iden-
tify and react to peak calling times.
The result is better agility and the
ability to flexibly meet the needs of
both clients and patients.

Through the solutions provided by
Avaya, PVS is able to attain a high
level of customer focus. The benefits
to those customers are a short wait
time and the delivery of skilled staff
to where they are needed.

PVS is also able to optimally use their
in-house resources through intelli-
gent call distribution and detailed
analyses of call-center metrics. All of
these help to ensure smooth and effi-
cient communication.

The bottom line is that Avaya solu-
tions help PVS to better serve the
needs of both doctors and patients in
a high-demand industry.
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IT'S A NEW ERA IN INTELLIGENT COMMUNICATIONS.

Deliver more effective customer contact with intelligent communications 
solutions from Avaya—advanced IP-enabled business communications 
applications that enable you to interact, share information, and work 
together in real time—anytime, anywhere, from any device. These 
applications allow you to connect your business to your customers; 
connect customer service personnel to internal customer databases; 
access expert resources within your enterprise; and provide status 
on process outcomes in other enterprise applications—increasing 
productivity while lowering costs.

SPEED TRANSACTION TIMES. 

CLOSE DEALS FASTER. 

MAKE CUSTOMERS HAPPIER. 

WITH THE AVAYA CUSTOMER INTERACTION SUITE.

This award-winning technology—a comprehensive integrated contact center 
software suite—is so effective because it is

•  Fully IP-based, supporting a highly distributed architecture that 
can enable you to consolidate and extend your contact center 
applications 

• Highly available, scalable, and secure 

•  Built on open standards to integrate with other business applications 

It’s all part of Avaya’s unique approach of embedding communications 
into the core of business, helping make people more effective, 
processes more intelligent, and customers more satisfied. Partner with 
a global leader in contact centers and turn your contact center into a 
strategic asset for growth.

LEARN MORE ABOUT AVAYA CONTACT CENTER 
SOLUTIONS AT WWW.AVAYA.COM



The importance of a positive customer experience is the 
key to your company’s success. For anyone managing a 
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