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jm ccaig 1@ sym patico .ca 
 
 

I visit d o zens o f call centers each year and  every tim e I m eet with m anag em ent team s 
I start b y asking  the o b vio us questio n. W hat is im po rtant to  yo u and  ho w are yo u 
m easuring  the result? U sually, the d iscussio n will lead  to :  
 

� Ho w well is yo ur center perfo rm ing ?  

- Pro d uctivity; 

- Quality; 

- Sales. 

� Ho w d o  yo u kno w which team s are wo rking  well? 

- Key Perfo rm ance Ind icato rs (KPIs). 

� W hat is the o verall perfo rm ance m easured  fro m  0% to  100%? 

 
W hat wo uld  it m ean to  yo u if yo u co uld  m axim ize yo ur Quality, Pro d uctivity and  Sales 
results in term s o f:  

� D o llars?  

� Tim e?  

� Service Levels? 

 
Here’swhat I hear every tim e: 

� "W e co uld  d o  m o re"; 

� "W e are d o ing  well"; 

� "M o st likely o perating  at ab o ut 80-90% o f what’s po ssib le". 

 
I have spent o ver 20 years explo ring  the perfo rm ance o f call/co ntact centres and  
here’swhat I kno w to  b e true! 
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To d ay’s centers hire co m petent peo ple. M anag em ent spend s tim e o n ind uctio n 
training  and  pro vid es “Incub atio n Bays” to  b ring  ag ents alo ng  in their Kno wled g e 
and  Skill d evelo pm ent. They b uy so phisticated  Auto m atic Call D istrib uto rs (ACD s), 
Quality M anag em ent (QM ) system s, W o rkfo rce M anag em ent (W FM ) so lutio ns, 
teleco m  ro uting  infrastructures, speech analytics, and  Interactive V o ice R espo nse 
(IV R ) so lutio nsas well as im plem ent self- serve strateg ies. Typically,  they will create 
so m e d ashb o ard  o r repo rting  system  to  capture and  present all d ata fro m  ream s o f 
d ata so urces to  help Team  Lead ers to  m anag e perfo rm ance. U nfo rtunately, this is 
o ften a case o f to o  m uch d ata, which has no t b een pro perly seg m ented . 
 
Call Center m anag ers will find  g reat lo catio ns with d esirab le erg o no m ics and  pro vid e 
a m anag em ent structure that includ es o ng o ing  training , co aching , self-help system s, 
Team  Lead er – Team  M em b er ratio s o f 1:15 and  pro cesses to  help g uid e ag ents in 
their quest fo r hig h- perfo rm ance. 
 
In reviewing  the list o f item s ab o ve yo u wo uld  likely co m e to  the natural co nclusio n 
that all o f these b est practices will pro d uce g reat results. 
 
Think ab o ut Think ab o ut Think ab o ut Think ab o ut itititit!!!!    
    
    

 
 
 
 
 
    
    
    
    

    
    
    
    
Ho w is this Ho w is this Ho w is this Ho w is this ppppo ssib le?o ssib le?o ssib le?o ssib le?    
    
O ne W o rd  – "Peo ple""Peo ple""Peo ple""Peo ple"    
    
W hen I lo o k at the perfo rm ance o f the centers in term s o f Pro d uctivity and  Quality 
there is ALW AY S ALW AY S ALW AY S ALW AY S ro o m  to  im pro ve the b o tto m  line b y 20%to 30%.  Ag ents o ut o f 
incub atio n b ays, d o ing  sim ilar wo rk, always have 60% to  200% variatio n in their 
pro d uctivity. This m eans that so m e ag ents are d o ing  "twice" the am o unt o f wo rk o f 
o thers, which is surely a recipe fo r lo w m o rale, ab senteeism  and  unhealthy turno ver. 
 
The b elo w chart sho ws ho w this variance m anifests itself. It b eco m es very o b vio us to  
see that ag ents d o ing  like wo rk, with the sam e am o unt o f tenure, perfo rm  at 
rem arkab ly d ifferent rates. It also  d ispels the m yth that b y sim ply spend ing  m o re tim e 
with clients pro d uces hig her quality sco res. The d ata sho ws that leng th o f tim e and  
quality are no t as alig ned  as m any think and  in fact there are exam ples where tho se 

Great Techno lo g y 

Great Hiring  

Great Pro cess 

Great Infrastructure 70% o f what’s 

po ssib le 
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with the lo west Averag e Hand le Tim e (AHT) have the hig hest quality sco res. The b est 
practice fo r this center wo uld  sug g est that 300 AHT and  hig h quality is no t o nly 
po ssib le, it’s pro b ab le with Quality M o nito ring  and  Co aching  pro perly in play. 
 
 

 
 
 
The variance presented  in the ab o ve chart is flat o ut to o  co stly. Anything  g reater than 
50% fo r ag ents d o ing  like wo rk is the M axim um  Allo wab le V ariance (M AV ) and  
practices, pro cess and  techno lo g ies need  to  b e in place to  ensure that yo u’reno t 
leaving  20-30% o n the tab le. In the case o f a 100-seat center, this wo uld  equate to  
b etween 20 and  30 Full Tim e Equivalent (FTE) em plo yees o r, in o ther wo rd s, assum ing  
an annual salary o f $40K fo r each o f tho se em plo yees, b etween $800K and  $1.2M  o f 
co sts that co uld  b e avo id ed  per year. 
 
W hat else d o es this co st yo u? 

� M o rale issues: 

- Ag ents will questio n m anag em ent’s ab ility to  estab lish a level playing  

field ; 

- This will lead  to  po o r quality. 

� Po o r service levels: 

- Hig her than necessary AHT; 

- Always in training  m o d e; 

- Greater Averag e Speed  o f Answer (ASA). 



 4 

� Attritio n: 

- 20% to  60%; 

- Co st o f training  is $25K/ag ent. 

� Hiring  o verruns: 

- 10% to  20% b uffers. 

    
So  So  So  So  wwwwhat ab o ut Quality?hat ab o ut Quality?hat ab o ut Quality?hat ab o ut Quality?    
    
It’s wo rse than Pro d uctivity. The variance in Quality is b etween 100% and  300%. I kno w 
m any o f yo u will d ism iss this no tio n and  say ‘no t in m y sho p’. Here’s what I’d  like yo u 
to  d o . 
 
Test it!Test it!Test it!Test it!  
 
Ho ld  a “m o nito ring ” wo rksho p with yo ur m anag em ent team  and  listen to  three 
rand o m  calls fo r each o f 20 ag ents. Have each perso n rate the call Excellent (100%), 
Go o d  (66.6%), Fair (33.3%) o r Po o r (0%) and  write co m m ents fo r each call. At the end  
o f each call g o  aro und  the ro o m  and  have each perso n g ive their sco re. Tab ulate the 
results. Afterward s, have each perso n g ive their o pinio n o n why they tho ug ht the call 
was Excellent, Go o d , Fair o r Po o r and  then re-rate the sco res to  see if quality is where 
yo u want it to  b e. M ake the d eterm inatio n o n whether the variatio n in Quality is 
hig her than it sho uld  b e. 
O ut o f the 60 ind ivid ual calls, what was the variance? 
 
If yo u are like o thers yo u will have co nsid erab le Quality variance and  this is m o re 
tro ub leso m e than hig h Pro d uctivity variance. W hat g o o d  is it to  have ag ents 
perfo rm ing  at m axim um  pro d uctivity when each client relatio nship is b eing  
d am ag ed ? The co st to  yo u in repeat calls alo ne can b e sig nificant. In o ne case we 
fo und  that three o ut o f 10 calls were call-b acks, b ecause the clients felt that they were 
no t g etting  the co rrect info rm atio n. The im pact o n Service Level had  Call Center 
m anag em ent b ehind  the eig ht b all every d ay until they co rrected  the situatio n with 
effective co aching . 
 
The no tio n that Quality is o b vio us is a m yth! The level o f kno wled g e and  skill required  
to  co nd uct a m eaning ful interactio n is co m plicated  and  requires an ag ent to  b e 
trained  and  practiced  at all aspects o f the call. It’s m o re than just b eing  nice o r 
kno wled g eab le ab o ut the co m pany. It requires a co m b inatio n o f kno wled g e and  
skills that allo ws ag ents to  navig ate thro ug h the interactio n at an expert level. 
Therefo re, each ag ent m ust b eco m e an expert at all levels and  d em o nstrate 
b ehavio rs that pro d uce hig h Quality and  Pro d uctivity. 
 
    
SALES SALES SALES SALES –––– O U CH! O U CH! O U CH! O U CH!    
    
So  if Pro d uctivity and  Quality have such sig nificant variance, what ab o ut Sales? O ur 
survey results sho w a variance o f b etween 200% and  o ver 1000%. Im po ssib le yo u 
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say? Test it! Take a m o nth sam ple o f Sales per call and  see where yo u stand . Y o u 
m ig ht find  it sho cking ! 
 
 
W hat is W hat is W hat is W hat is the the the the answer? answer? answer? answer?     
Executio nExecutio nExecutio nExecutio n    
 
The ro ad  to  success is in the m anner that yo u execute the perfo rm ance principles. 
So m e o f the critical areas invo lve: 

� Build ing  a co o perative im plem entatio n structure where m anag em ent and  staff 
take o wnership o f perfo rm ance; 

� Creating  a Quality System  that pro vid es d eep und erstand ing  o f any ag ent g ap 

areas; 

� Estab lishing  d efinitio ns fo r all KPIs that are fair fo r each em plo yee; 

� Build ing  a m etho d o lo g y that tackles the issues related  to  chang e 

m anag em ent; 

� Believing  in the fo und atio n principle that Kno wled g e and  Skill b uild ing  will 

m axim ize results; 

� Creating  an integ rated  structure where all d ata is fused  to  co aching  

im pro vem ent. 

    
SIZ ESIZ ESIZ ESIZ E Y O U R  PR IZ E Y O U R  PR IZ E Y O U R  PR IZ E Y O U R  PR IZ E    
    
I o ften share this type o f d ata with m anag em ent team s and  I’m  surprised  at their 
respo nses. M o st o ften they ag ree with the analysis and  while so m e will try to  explain 
it away, m o st say "yes that’s ab o ut rig ht". I respo nd  b y asking  why is it O K to  leave 
this "Burning  Platfo rm " in this co nd itio n? 
 
I have co m e to  the co nclusio n that Co ntact Center m anag em ent team s all kno w the 
"what" and  in m o st cases they ag ree that the ro ad  to  success is thro ug h co aching , 
training , refined  pro cesses and  superio r techno lo g y. W hat’s m issing  is that the 
executio n required  to  shrink variance is no t well und ersto o d  and  quite o ften co aching  
is co nfused  with quality and /o r helpful tips. 
 
Co ntact centers have d evelo ped  analytics fo r alm o st every co m po nent o f 
o peratio ns; ho wever, they are m issing  analytics d irectly attached  to  the sing le m o st 
im po rtant activity in their center. 
  
Co aching ! Co aching ! Co aching ! Co aching ! M o st centers have co aching  in play; ho wever, the executio n o f the 
co aching  plans is m issing  critical elem ents fo r success. Successful co aching  executio n 
is the sing le m o st im po rtant elem ent o f Kno wled g e and  Skill b uild ing  and  the Quality Quality Quality Quality 
System sSystem sSystem sSystem s are the m ain feed  o f critical perfo rm ance info rm atio n. The integ ratio n o f 
Quality M anag em entQuality M anag em entQuality M anag em entQuality M anag em ent, Pro d uctivity and  Sales m anag em ent is required  to  b e 100% 
successful.  
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D o  yo u have this info rm atio n at yo ur fing er tips? 

� Ho w m any co aching  events are und erway in m y center? 

� Ho w m any co m m itm ents have targ ets and  g o als set, and  what are they? 

� W hat are m y peo ple co aching  o n? 

� W hat is the result o f their co aching  effo rt? 

� W hich co aching  is pro d ucing  the b est result? 

� W hat is the return o n m y co aching  investm ent? 

� Ho w d o  I kno w that Team  Lead ers and  Ag ents are eng ag ed ? 

� Are there peo ple no t b eing  co ached , and  why? 

� W ho  is strug g ling , and  o n what? 

� Is there o ne truth ab o ut the d ata? 

� Can yo u see yo ur hierarchy and  m o vem ent o f staff with the current d ata? 

� Are there alerts when co aching  is no t pro d ucing  the d esired  result? 

� Ho w m any staff m em b ers have “W ill” versus “Skill” issues? 

� Can yo u see stand ard ized  ‘Kno wled g e” training  activities acro ss the entire 

o rg anizatio n? 

� Ho w m uch tim e per week are we investing  in co aching ? 

� W ho  are o ur to p co aches? 

 
These analytics and  o thers are all necessary to  im plem ent practices and  pro cesses 
that shrink ag ent variance to  50%. M o st call centers have co aching  practices and  
pro cess in place; ho wever, witho ut a co m prehensive platfo rm  to  g ive yo u the pro per 
analytics it will b e im po ssib le to  see whether yo u are winning  o r lo sing  the 
perfo rm ance b attle. In fact, the 20-30% b o tto m  line "Prize" will no t chang e unless yo u 
eng ag e Co aching  and  Quality M o nito ring  at a rig o ro us level acro ss yo ur 
o rg anizatio n. W itho ut well-im plem ented  Co aching  and  Quality M o nito ring , yo u can 
alm o st g uarantee leaving  perfo rm ance o n the tab le. 
 
Y o u d o n’t have to  accept it! There’s "BETTER" way! 
 


