Outsourcing

The following are 10 keys or steps that I think you should follow to

successfully outsource your call center.

Understand what you want

Look for Potential Partners

Brief Potential Partners

Select a Partner

Understand how Training will be conducted

Know the team who will be answering your phones
Ensure there is good Quality Control

Define your Reporting requirements and timetable

°
°
°
°
°
°
°
°
® Agree how the Account will be managed going forward
®  Agree an Implementation plan

I will go through these individually.

1. Understand what you want to achieve by Outsourcing this function?

» Ask yourself do you really understand where the work fits into your
business cycle. The how, the why and when of the function. You
require a total understanding.

» Only then can you determine why you want to outsource the function

and what you are going to achieve by doing this.

Understanding what you want from the outsourcing service provider is

imperative.

Some of your reasons to outsource maybe
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» To provide better customer service

» Or to run a more efficient and cost effective function, or

» You may not want to set up an infrastructure around the function, or

» You only want to manage the function at a high-level, it is not a core

business function you want in house

Let me give you an example of one of our client's. They wanted to outsource
their directory assistance function. This was the selection on their IVR where no
other option matched the caller’s requirement or so they thought. They examined
and documented the how, when and why of the function and this is what they
found

» How - the work was carried out by a number of people over a variety of
business areas (this made the function difficult to control)

» When — the work was carried out between the hours of 8:30am to 5:00pm
Monday to Friday but only when people were not to busy doing other
things (This meant the customers suffered) and finally

» The Why - Their callers selected this option on the phone.

They now knew their service delivery was less than satisfactory so they looked at

outsourcing as an alternative.

So what did we promise them that convinced them to outsource. We promised

» Consistent standard of service — they now set the standard and we

consistently provide that standard of service
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» Prompt answering of calls — people management has gone, sickness, leave
and break worries are a thing of the past. We manage the rostering

» We also promised to deliver calls to the right people or business area — we
train our staff to deliver the calls correctly

» By outsourcing their commodity calls their technical experts are left free to
work in their areas of expertise — why pay experts to answer commodity

calls.

So what links the service provider to the client? It is the Business Manager. To
achieve success you must assign the function to the right business manager. This
person manages the relationship just as they would manage internal relationships.

The difference is that it is now managed at a strategic level.

A word of caution here - you can move the accountability to a service provider

through a service level agreement but you cannot move the responsibility, you

must have someone manage the relationship.

Now that you think outsourcing could be a viable option you are in a position to

brief a Service Provider on your requirements.
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2. Finding the right Partner

Who is the right partner to outsource with?
» Take you time and talk to several service providers.
» Talk with Service Providers early on in the process as they may provide you

with very helpful information and ideas

Your first approach will be at a high level to see if there is a rapport between the

two companies, for example do they have experience in your type of work.

You should think of your service provider as a critical partner in your business so

get the most out of the relationship by selecting against your criteria.

There are some positive indicators you should recognise when you have

potentially met the right service provider to partner with. The signs are

e They will share your companies values and work ethics
¢ They will have expertise in your work area
¢ They will have excellent communication skills for examples
» A professional presentation - both in their people and their proposal
» They will be interested in your business, helpful and enthusiastic
» They will want to understand the big picture how your business
operates so they can provide a seamless service - right down to

knowing where the car parks are for your sites
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» They will make innovative suggestions - even if it means less income

for them
» They will be stretching you with their questioning
» They will invite you to visit their call centre to observe their

operations

e Another observation you should make is that a good service
provider will be selective of their clients. They will target clients
based on their competency to deliver excellence. They will have
experience in their target market.

» Talk to them about their current customer base and see if they have
experience in the type of work you require
» Get them to give you a case study on the work they have done, and

» Talk to their referees

Once you have talked to a few service providers and you have narrowed it
down to a couple which you think will compliment your business, then you will

look at your detailed requirements with them.
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3. Brief Potential Partners

To receive a quality proposal from the Service Provider a quality brief is required.
You can give them this because you put the hard yards in when you did the work
on understanding and documenting your requirements. Throughout the briefing
process and within the proposal document you should continue to see
demonstrated
» Excellent communications skills, and
» A professional proposal, with solutions tailored to your requirements - ie
you get a good understanding of how they will integrate your requirements
into their business.

» Guarantee of both service levels and continuity of service

Lets look for a minute at the brief we received from our client regarding

their Directory Assistance

They wanted us

e To Improve their customer service by answering calls promptly - 80/20SL

e To Direct callers to the appropriate person or business area

e To achieve the targets set to minimise calls escalated due to lack of
knowledge, information missing or staff training, and

e To Train their customers in using their IVR and therefore reduce the number

of calls to directory assistance
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We have achieved the targets they set and as a consequence

¢ Their customers are getting through to the right person faster

¢ Training customers to use the IVR correctly has reduced the calls to directory
assistance, and

+ Working together to document and train our staff in directory assistance Calls
has resulted in a reduction in the calls escalated to their Help Desk to well

below the targets set.

Remember a big plus for you in Outsourcing is that once you have handed over
the function you then only have to manage it at high level. Upon evaluating the
proposals against your requirements you should be in a position to go into the

finer detail of negotiation with one call centre

4, Select a Partner

It is vital that your selection is based on a partnership.

The proposal you receive should include standard information on the job

specification, pricing, systems and continuity plans. Take the time to grade and

weight these key components and make sure your requirement will be met. They

must have the proven expertise. If not go back to the market place and start

again. Quality is what you are looking for.
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In addition the proposal should contain information about the following:
» Staff
» Training
» Reporting
» Quality Control
» Account Management

» Managing your Changing Requirements

The service provider can assist you with doing a cost benefit study so that you are

comparing like with like.

5. Training - is a key ingredient

Again by using your initial documentation a quality training program can be
designed and delivered. A good service provider would only present a call to a
Customer Services Representative who has completed the training and been

evaluated competent against the standard.

Training options vary depending on the complexity of the work, but your options
to consider are
1. You write and deliver the training programme, or

2. It can be a combined effort, or
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3. The service provider will write and deliver the training after you have

signed off on the content

% The service provider will have a trainer who will work through the
training program with you and that person will determine the staff
assessments that will be required to be completed and passed prior to a

Customer Service Representative taking your calls

¢ Our directory assistance client required our CSR's to know a vast amount of

knowledge and to have good questioning skills

We worked in partnership with this client to build the database of knowledge and

to train our CSR's.

6. Know the People

It is always nice to know who will be answering your phones. A good way to do

this is to visit the site and met the team. Particularly the client champions who

are the group of customer service representatives who have been selected to

receive your calls first.
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You may have special requirements and therefore the service provider may recruit

and train specifically for your work. Examples of special requirements can be

% You require CSR's with foreign language skills, or
% CSR's with a technical background, or
% Your calls could be business to domestic requiring specific hours of

operation

Mystery shopping is a great way to monitor the service your customers receive.
Your service provider should actively encourage key people in your organisation

to phone in and experience the service first hand.

The service provider will be able to show you a variety of controls they will have

in place to ensure they are delivering a quality service to your customers.

7. Quality Control — How do we know we are delivering quality?

Results achieved against key performance indicators (KPI's) are critical to
reviewing our performance with our clients The results show the areas of success
and the areas we need to work on to improve performance. I will go over the

KPI's and measurements later.
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8. Reporting

Reporting can be split into two areas - standard reporting and customised
reporting. Reporting is one way you can monitor performance

Some examples of Standard Reporting are

+ Service level

+ Average Wait Time

+ Average Ring Time

¢ Average Talk Time

+ Calls Abandoned

+ Total Calls

Your business type and call type will determine your customised reporting
requirements. Work with your Service provider to decide on your reporting

requirements and reporting frequency.

9. Account Management

It is important to set realistic expectations between the service provider and
yourself. They cannot work miracles, even though you would like them to - but
they can work with you to deliver a quality service to all your customers.

» The service provider is an integral part of your business - they should get the

same respect any other internal customer would get
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» Manage the relationship at a strategic level with the service provider through a
Service Level Agreement. Expect reporting of variances against the Service
Level Agreement. Work together to make changes that will improve the

quality of the service.

e Take time to ensure informal and formal reviews of the account happen.
Decide who will attend meetings and work to the rule of no surprises.
Discuss the good and the bad and action any changes as appropriate. The
meetings are a great place to instil the discipline of passing on important

information

If you are too busy to monitor the performance and to meet the Service Provider
you are probably slowly or even rapidly loosing control of the function. I cannot
stress enough that the relationship with the service provider must be one of
partnering. The Service Provider will be flexible but as with everything the more

lead-time you have to plan and implement the better the solution.

So now you have looked at the finer detail of the service that will be provided,

you should agree the contract and move onto implementation.
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10. Implementation

You are nearly there. Set a realistic timeline for your implementation - IF
POSSIBLE. The following should be used to implement a successful service.

Make a Plan

Do the Implemention

Measure the Outcomes, and

Make Improvements

Feedback on the services in the first few weeks is so important. Even with the
best plans in the world there will be things that have been overlooked so be
flexible and available so that the additional information requirements of both

parties can be actioned as soon as possible.

I am now going to talk further on three subjects that I have already

touched on.

The first is Communication

Communication is the key

Communication

Communication

Communication
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I cannot stress enough the importance of open lines of good communication so

that together the required results are achieved

The next is

KPI's

An effective tool for managing any part of your business whether it be in
house or an outsourced function is the use of Key Performance Indicators

(KPI's).

Setting Key Performance Indicators creates a discipline where you have to think
about the target results you want out of a function and then you go about
measuring achievement against those results. The high level results
indicate areas of both good performance and those areas where you need to
review and perhaps retrain to ensure the performance standards are met. Our

industry has a range of KPI's that can be split into three different areas

+ System generated KPI's from Q'master our telephone smarts

+ Client Reviews

+ Staff Reviews

When examining the results from all these measurements the exceptions are what

we are looking for. The exceptions tell us the areas that require improvement.
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