Reengineering
Customer Support

/

Presented by
- Dave Brown

A Step by Step Methodology to Achieve
Quantum Leap Improvement

Su@

Center
UNIVERSITY © Dave Brown 2008



Most processes become outdated
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ASOK, T NEED YOU
TO FILL IN AT TECH
SUPPORT FOR A FELJ
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YOU'LL BE THE GUY WHO
ASKS THE CUSTOMER
FOR TNFORMATION, THEN
TRAMSFERS THE CALL TO
ANOTHER PERSON LJHO
ASKS EXACTLY THE
SAME QUESTIONS.
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20% Improvement Opportunity

= 80%+ of companies can achieve
significant benefits through process
reengineering

= Today, you will learn the concepts,
methods, and key steps to achieve these
results
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Dave Brown

= 30 years experience
v 20 working for tech companies
v 10+ consulting/training

= Specialized expertise in Support Centers
v Assessment & Improvement Projects

v Staffing Models, Process Improvement, &
Change Management

= Author of 1 book & 40+ articles/papers
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Workshop Agenda

1. Introduction
v 8 Key Indicators
v The Assessment
v Change Management

2. Methodology
v Skills Definition
v Phone Menu/IVR
v Data Collection & Modeling
v Staffing Calculations

3. Q&A
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Introductions

Name
Company
Role/Title

Optional

v One thing | really want to learn is...

or
v I'm interested in learning about the ‘Reengineering’ because....
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Reengineering

Reengineering is not ‘incremental improvement’

The radical re-thinking...
...of business processes...
...In order to achieve...
...quantum leap’ improvement.

Source: “Reengineering the Corporation” by Michael Hammer & James Champy
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= ‘Clean slate’ approach

= |Intense...complex

« Dramatic change: Difficult and stressful
» Requires commitment & investment

» ‘Quantum leap’ performance improvement
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‘Quantum Leap’ Improvement
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8 Key Indicators

1. Customers are going around the process

2. Customers are seriously dissatisfied
with the speed and/or quality of service

Employee satisfaction/morale is an issue
Observable flaws in the current process

A “one size fits all” support model

Failed attempts to use technology
Headcount:Performance ratio doesn’'t compute

Operational metrics don’t compare well to
Industry benchmarks
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8 Key Indicators

= Are just indicators!
= They tell us...

v There appears to be a problem

v The problem is likely serious enough to
consider reengineering

v An assessment is warranted
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Do an Assessment 1st!

= “Complete Physical”

v People, Process, & Tools
v Plus strategy & performance measurement

= Validate initial hypothesis

= |dentify root cause of problems
= Current State vs. Future State
- Estimate level of effort and ROI
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Key Concepts

= 6 Major Steps
- 30-60 days
« Complete picture is critical

= But 100% accuracy is not essential
v Estimates are fine...

= Validate everything
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Operational Assessment

- Summary Report should include...
v Clear assessment of current state
v Root cause of identified issues
v Future state
v Gap analysis
v  Roadmap
v ROI

= Should confirm need and opportunity
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Managing Change

MY URGE TO HURL HAS
IMCREASED A LITTLE
BIT.

l THAT'S LWHAT
CHAMNGE FEELS

I/f\[}‘% LIKE. )

OUR DIFFERENTIATING
VALUE-ADDED STRATEGY
IS TRANSFORMATIONAL
CHANGE.

HOLJ LAS THAT?
DOES ANYONE
FEEL DIFFERENT?

i- ey 03005 Scott Adame, Inc./Dist. by UFS, Inc.

www. dilbert.com  scottadams®aal.oom

D LUFS, Ing,
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i

The Collaborative
Team Approach

v Better
results

v Buy-in
v Learning Teams produce

lasting results.



Roles

- Management Sponsor

= Project Manager

« Team Members (optimally 5)
- Team Facilitator(s)

« Resource(s) to teams

« Change Management Team
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Why do most Reengineer?

= Ineffective Call Handling Model
v Call-back model
v Traditional tiered model

v Task mixing/switching
= Ineffective call routing
= Focus on wrong factors

v Both model & measurements

v Backlog and time to resolve versus FCR and
effective call handling

Support
( Center
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Variations in Call Handling

= Traditional Tiered

= Ownership or “Touch and Hold”

= Hybrids and variations

= All are good for certain circumstances
= All have weaknesses
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Traditional Tiered Model

(

All issues come in to Level 1

Level 1 has limited ability to
resolve (50-70%) and
escalates

Level 2 is more experienced
and can resolve most issues
(up to 90% +/-)

Level 3 (SME) is “most senior
and resolves remainder
and/or goes to Development

SUEEEEE?’
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Customers

l

Level 1
Junior and/or Generalists

A A

Level 2
Senior and/or Specialists

A

Level 3
Subject Matter Experts
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Traditional Tiered Support (cont.)

Organizational structure mimics process
~ Formal tiers

Very popular...very effective...but has some
weaknesses

Pros

» Easier to staff and manage.

+ Good way to ramp up new people and provides clear
career path.

+ Predictable, well-defined model. Customers know what
to expect.
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Traditional Tiered Support (cont.)

Cons

v Not ‘working problem through’ is frustrating for reps (more of
an issue in low initial-contact resolution environments).

v Is difficult for Level 1 to learn/advance because they hand-off
all the more difficult support requests.

v’ Creates barrier between groups (and positions ‘phones’ as
negative).

v Does not adjust for customer knowledge or problem
complexity. More sophisticated customers may not approve.

v Customers with tough problems (some percentage) will have
to go through a hand-off and may experience delay in getting
a call-back.
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Ownership Model

(

||

Level 1

Generalists & Specialists |,

= T~

> Level 2 ) Level 3
Technical Advisors Experts

A 4

Su@

Center

Levels are still ‘formal’... level determines
what role you play in the process.

Use skill/product-based routing on inbound

Ownership of support request through
completion

Use resources to help resolve

© Dave Brown 2008



Ownership Model (cont.)

Pros

» Fewer hand-offs.

»Since requires higher skill level of staff, customers get to
talk to higher level (less likely to get junior).

» Improves resolution time (assuming higher level staff).
. Enhanced knowledge transfer between various levels.

Support )
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Ownership Model (cont.)

Cons

» Does not work well if you have a high % of junior staff.

. Makes staffing ‘tricky’ if handling all calls live (long and
short)...otherwise you have to provide ‘off-time’ to work
your ‘in progress’ calls.

»Since there is no hand-off, backlog effects all service
levels.

~ Expertise in all areas is required (potential training
requirements).
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Filtering Model

F'% Customers - Frontline is staffed
— 0 = with mix of skills and
ACD with “levels” of expertise
\ Skill-based Routing . Use Ski”'base d
7 . {} routing and resolve
Frontline or Incoming Queues hlgh % on FL
Skill j‘> <: Skill f‘> <: Skill . Pass long or tough
Group Group Group :
A B C problems to Backline
where they have
1T 1T 1T ~ time to work on
— ~= == . Staff rotates from FL
i | Specialist/Expert Specialist/Expert Specialist/Expert
[ Group A J [ Group B 1 [ Group C J to BL

Backline or Follow-up Queues

Support /
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Call Filtering Model (cont.)

Hybrid of Traditional and Ownership

» Takes best and eliminates the worst of both
Pros

v Utilizes staff where they are most valuable

v Provides career path...and development...and follow
through

v Gives customers the best possible service

- Quick response by keeping the Frontline
focused

. Majority of calls resolved quickly and efficiently
. Escalated if best for situation

Su@
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Call Filtering Model (cont.)

Cons

»Difficult to implement
~ More complex to operate and manage

Support )
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Lunch Break!
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A Common “Model Problem’:

Sorting

CUSTOMERS
=  Manual or Automated
= Directs callers to
specialized group or
individual v v v
SORTING MECHANISM
. EXtremer common (ACD, Separate phone #s, Gatekeeper, etc.)
= Very inefficient
Problem Problem
Solver Solver
GROUP A GROUP B
v
Problem
Solver
GROUP C

Ehﬁi;;;i>
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Effect of Splitting Queues

(

Calls per Hour 60 60 60
# of Queues 3 2 1
Calls/Queue 20 30 60

Target Service Level

75% in 45 seconds

Required Staff per Queue

5

7

13

TOTAL STAFF REQUIRED

15

14

13

ASA (minutes)

3.6

3.3

2.6

ADDC

8.3

7.3

5.5

Ehﬁi;;;i>
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Effect of Splitting Queues

13% less staff AND
34% shorter hold times!

H ASA
B ADDC

AU ST SN

3 Queues 2 Queues 1 Queue
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Sorting Model

Product/Module
Group A

Product/Module
Group B

Product/Module
Group D

Product/Module
Group E

Su@
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Lack of Skills-based Routing

= Not getting the call to the best tech...
v Increases handle time
v Reduces chance of FCR
v Wastes time of senior techs

v Frustrates all techs

= Combined with Sorting Model causes
much inefficiency

SUEEEEE?’
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Typical Call Routing
&

Calling for
Productiodule
A B orC?

Selects Product A

|

Mix of Calls

Easinst EasyiMedium e llnenHard Most
Calls Calls Calls Complex
Calls

.. ]
; Any Tech/Engineer i




Easiest
Calls

Skills-Based Routing Concept

ﬁ

Calling for
Product/Module
A,B,orC?

Selects Product A

Most
Complex
Calls

Easy/Medium Medium/Hard
Calls Calls




Skill Overlap Concept

(

su5555777

Center

Product/Module
Group A

Product/Module
Group B

Product/Modl:ll\\e
GroupD j

Product/Module
Group E
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Efficiency/Capacity Increase

Product/Module

Group A
Product/Module
Product/Module et
Group B
Product/Module
Product/Module Group B
Group D

Product/Module

Group E Product/Module

Group E

su5555777

Center
UNIVERSITY © Dave Brown 2008



The Solution
(the typical reengineering)

= Hybrid support model can be implemented
by most organizations
 SBR can be implemented even in small

organizations
v Get the call to the right person - as quickly as

possible
v Maximize ‘first contact resolution’ (FCR)

= Most organizations can improve efficiency
by 10-20% or more

SUEEEEE?’
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Approach: Small Sub-Projects

- Phase | teams... « Phase Il teams...
v Skill Definition v Phone/ACD & CRM
v Process/Workflow Design v Training
v Physical Design v Performance Measurement
v Career Path v Knowledge Management
v Troubleshooting Tools v Development-Support Relationship
v Communications v Premium Support Program
v Change Management v And possibly others...

Note: Example only — not intended to

be recommended approach.
SUEEEEE?’
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6 — 12 months

Customer Suppor Reengineering

Preliminary Project Plan VERSION 3

Task

Apr

May

Jun Jul Aug

Sep

Oct

Nov

Dec

Jan

Feb Mar

week #

T2

3 4

EEEE

I EER EEE EEDH

22] 23] 24] 25] 26

27] 28] 29] 30

31[32] 23] 34

35] 3] a7] a6] 39

I B3] B2

7 EEEEEEEE

Skill Category Team

Work Flow Design

SBRIFinal Phone Design Team

CareerPath/Training Team

WFM Team

Communications

Change Management

RNT Team

Performance Metrics

Premium Support

Knowledgebaze

Dev-Support Team

1
—

SUEE;;;7>
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Specific Task Team (estimated duration)

Throughout Project
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Skills Definition

= This is the foundation
= Make sure team is ‘best & brightest’

= Assumptions:
v Not every agent can handle any call (equally)

v Getting the right call to the right agent provides
many benefits

v Once we have the skills definition, we can
design the supporting structure

« We are NOT designing an IVR (yet)

Su@
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Skill Definition

= Design from the agent perspective
v Not for the customer & not for an IVR

= Goal is to organize to maximize resolution
and minimize handle time

= Best approach is several working sessions
and then 1-2 day workshop

SUEEEEE?’
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Skill Definition

« Step 1 — Create list of all the ‘reasons’ or
‘types of calls’ that customers call about.

= Techniques:

v Brainstorm reasons/types
v Ask, “When you talk about the kind of call...”
v Play: If you were the call router...

Su@
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Skill Definition

- Example
v 3 basic groups — anyone can get any call

v People ‘graduate’ from one group to another
v FCR=7

« Result
v Separated 3 groups into 4 basic categories
v Came up with 38 separate call types

Ehﬁi;;;i>
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Skill Definition

« Step 2 — Look at the list from several
perspectives — consider possible groupings
= Techniques:
v Create “Easy, Medium, Hard” matrix

v Discuss which skills ‘naturally’ go together

v Discuss which calls/problems require similar
background or technical skill (i.e. database)

v Group and re-group; move things in and out of
buckets; merge and separate — until it seems right!

SUEEEEE?’
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Skill Definition

« Example/Result
v 4 x 4 matrix (gen. categories x difficulty)
v 38 call types into 14 groupings (16 minus 2)
v Then 14 t0 9
v Then 9 to 12
v Then 12 to 10

= Final result is 10 “skill groups’ that each
contain 3-4 ‘call types’
v Groups cut across original 4 categories

Support )
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Skill Definition

= Step 3 — Test the logic

v Does each grouping make sense from a
training standpoint?

v Is it reasonable that someone could handle
any call within that grouping?

= There is no single right answer!

Su@
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Skill Definition:

Benefits

= Calls are more likely to get to ‘best skill’
= Handle time is reduced

- FCRis increased

- Escalation/Transfer is reduced

= Customers get better service

= Agents are more successful

= Initial training time may be shortened

- Agents become productive sooner

= Increases organizational capacity

SUEEEEE?’
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Designing Phone/lVR Menus

@ 2000 Randy Glasbergen.
www.glasbergen.com

AR

r“_\... - GLASBERGEN

"Thank you for calling Customer Service.

If you're calm and rational, press 1.
If you're a whiner, press 2.

/7 If you're a hot head, press 3...."
Support

( Center
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Menu/IVR

« From the customer’'s POV

v “Think like a customer”

v Use the initial list of ‘reasons’

v Must navigate into final ‘skill buckets’
« Guidelines:

v 3 levels/menus (max)

v 6 choices/options (max)

v Less is better

Ehﬁi;;;i>
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Menu/IVR

How?

v Agents know customers
v Trial & error
v |f you were receptionist...

Remember, we're not trying to troubleshoot!
v Ask enough to route to correct skill

Get customers to review!
Let’s look at a few examples...

SUEEEEE?’
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866-505-9100 Customer Support Quick Reference Guide

Thank you for cllng XP Systems Press 1 for XP Support. MES  Back office
Press 1 for Custemer Support. Press 2 for Electronic Sevice Support. 3 & operations
iymwGate Sotutions Senfarg

, |
CUSTOMER SUPPORT M IN MERL

e ey Prass 9 for Emengendy calk

| EMarpour SR8 oo o oo oo oo ——— - — 1 - Press 1 for existing Semice Requests.

Press I tooopen a pew Servlce Request.
Enter CUTD &

FREES [ ember Sepsices
1  &Teller Functions

Teller & Operstor Furctons

dcoounting, Share Drafs

& EFTFAICH
—1 Mastk Card Jobs
3rd Party, . MT35,
Hoame Bank 5
Address Match & 5 CNOM Jobs
Options & All Other 3 Loan Jabs
Member Serdoes Bsuess a
1 M & Share Drafts, ACH & EFT
— 3 All Other
— 2 Lending Applications, mmm:'
Options, Collections,
] Crecht Buresu & Insurance
b P
# - retum to previous menu

— 3 Rate Transactions,
- transfer to Operator 3rd Party Lending & All Other Software & Al Gther

L=




Welcome to the Ontario Systems Product SUpport CBNber.  — tascm wperia®oam aisn by dulsg ™ st i targ

O —————
thh srosxcETa .
- Product Support Center | enter yourchent umber, ollowed by the poundsign. | gzt —
ONTAUMOSystems Please ' .
A 765.751.7200 | St yous e sl e e | e
ettt Sty | If you are calling concerning an existing investi gation, Press 1. | m;--u i
| Otherwise, Press 2. | e et

Main Menu

eming one of thete ) of Slgnature IR, Press 1.
cerning a Link on on a Link vendor, Press .
r systern hardware, Press 3.

T have amy menu repested, Press 8. To back up to the previous menu, Press 9.

Telephony Support
You are in the
Telephony Support Menu

Iyour dialer is down, Press 1.

IFyou heve o support issue or general
question abeout the dialer, Press 2.

|

You are in the

Dialer Support Menu
For disler systems parameters including
stoppiregy/starting, area oode/ imezores
and all other parameterissues Press 1.
For collector issues, including logging on
the dialer;throwing accounts,and all ather
collsctor issuss, Press 2.
For disler management issues, including
pesod buiibdireg, cdialer statistics and
inbound setup, Press 3.
ForVoice Trak, unattendad messaging,
CTView or GC Monibor, Press 4
For dialer hardware issues, including new
dialer setup,T1 or phone line sues,
network conrectivity, atterdant stations
of hardwars issuss, Press 5.

For ary oter diskeriszues, Press 6.

Iyou bevve a support issue or general
question about Signature (VF), Press 3.

Link Menu
You are inthe
Link Support Menu

For skip tracing issues, Press 1.
For better vanidor relabed issues Press 2.

For issues related to retrievireg credit
report information on accounts, Press 3,

Forall other Link related issues, Press 4,

SAS Menu
ou are i the
Systems Administration
Support Menu
If yaur system is down, Press 1.

To schedule a rew installation, upgrade or
project, Press 1.

If your system is running windows, Press 3.
If yaur system is running UMY, Press 4.

Far all other operating systems, Press 5.

|

You are in the
System Level Menu
For printer related issues, Press 1.

For space redated issues including disk or
storage configuration questions, Press 2.

For backup issues, Press 2.
For canrectivity issues including file

tranisfer, or user acosss to the server Press 4.

Forissues relating to ermor troubleshooting
of sysbem perfomance, Press 5.
For all other issues, Press &,

CTVision

You are inthe
CT Vision Support Menu

Ifyau b issues with windows, user
maragement or Event Tactics, Press 1.

For reparts, letters, console mesages or
spooled reports issues, Press 1.

For database, meenu or night job issues,
Press 3.

Forimports, exports and acoount issues,
Pressd.

For Logic Blocks, ermorsand phase
ternplate issues, ncluding workflow ssues,

=]

FACS

You are inthe
FACS Support Menu

For finamcial issues,induding cash,
staternents and statistics, Press 1.

For data processing issues,including
Enable and tape formats, Press 1

For account flow issues including
Everit Tactics, tying and assignnrent,
Press 3.

For system management issues,
ncluding dient maintenance, Press 4.
For all ather FACS related issues,

Press 5. ncluding S0L, Press 5.
For all other issues,induding S0L, Press 6.
1. Aranl LData Procassing
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North Amerl . Europe, Middia East, and Afr)
15032233023 Technical Support Phone Menu P as qn:ma:azar::r;? -

Main Menu:
For NetiQ's WebTrends Web Analytics products, Prags 1
For Perfarmancs and .I’L'.I'.Elllilllllltjl' prn:-r.luc:s, sLCh 35 .FLFFIMEHEIQ-EF and SGEL _IZI{:IE-, Pregs 2
Far Adminlstraticn FFIZI[I.IG‘.E. ELCh 35 Dlrec'.nn' @nd Resounsa Adminlstrator, Flke Secy I'IT!|' Administrator, ar E-r-::up F"I:Illl:j' Products, FPrees 3
For Securly preduets, such as WigliEnt preduets and Firewall Reporiing Producis, Prass 4
Far Metwark TEEI:hg Flr-:IZIL{HE-. suech a5 Charot and 'I.I'I'I.'II'IEIZ.I’LEGE'-E-E-EII, Pregs 5
For Il.-'bgmﬂnn FII'D-HI.IEI.‘E-. sUch as Domalr r.-'llgrau-:-r' Adminkstrator and Exl:nang-e Il.u'l-grat-:r. Praga &
Faor a complete product Isting, Press O

n n Far VigllEnt S=sourtly Agenic cuch ac 1Zerkss or Unlx, Frecs 1
For Wl Tramde Log Snalyzer, WwebTrande Anslyele Jults, WabTrands
Feporiing Cantsr and WebTrende Live, Prece 1 For ¥iglEnt Ent=rprics Products cuoh ViglEnt Ssourly Managsr or Poloy
enter, Praco 2
For WabTrends Intslliganes Sutlts and Smarid owrss Data Sollsotor,
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Do kb Pape 2.
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For Appklanager, Frecs 1 For Saouriy Analyzer, Prece B
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o S Page 3 .
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Faor EndZ=nd, Prece 8 For Insfallation, Confliguratlon, Upgrade, or Satup, Frecs 4
S0 e Pape I ..
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n Far all eihar lesuss, Prece 8
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Designing Phone/lVR Menus

© 1997 Randy Glasbergen. E-mail: randy@glasbergen.com www.glasbergen.com

SIASBERGEN
“At this time, we’d like to remind you
to eat and drink at regular intervals.

Thank you for continuing to hold.”
fﬂﬁi;;zi> y 8
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Data Collection:

A )Y

= Data required to...
v Produce a call forecast
v Develop a high-level staffing plan
v Create staff schedules
v Simulate performance
v Develop a training plan

Su@
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Data Collection:

What

- Data required...
v Volume (calls & emails)
v Handle time
v First contact resolution (FCR)
v Follow-up time (non-FCR)
v Arrival Patterns
- By skill
= Need relational

v atleast AHT & FCR
Su@
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Data Collection:
How

« Existing systems
= Ticksheets

v Manual
v E-form

= E-Ticksheet

Ehﬁi;;;i>
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Data Collection:

(

Analysis

32272002 |LINK 1 1 1
Week All
Total Groups 332 J32 24 109 84 aa a7 M6 4
100% 179 31% 2% 18% 1% g84.38
7% 43% 7T2% BA% GE%
18t Contact Resolutien by Group 1567
we 322 we J28  |we 33 Avaraga risuls ¥
FACS 133 45% 5%  |50% 8
SAS 35 3E% 45%  [35%
GC 105 T4% 8%  [72%
CTV 42 51% 5%  |54%
LMK M A2% Fl%  |48%
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Data Collection:

Analysis

030602

SAS

030602

SAS

03002

SAD

030a02

SAS

TOTALS

ALL

413

213

12k

106

32

41

kS
cum. %

13%

35%

26%

13%

10%

13%

I=-1‘;':

th-:

A%,

%

15 zn=§.l\

89% of
1Et-:|:ﬂ|3m
ragoiutions

nappen In 30
mhLies of less!

f' 7% of
185 El:ll'ltaﬂt

resolutions

15t Contact Resolusion by Group

FACS 192 6%
SAS 5 35% happen in 20

GC a5 T3 minutes or less!

TV IT: 4%
LINK a0 4E% s A N y

Chack Sum 413

Support /
( Center
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Data Collection:

Analysis

Su@

( Center

J2EIZ  |SAS 1 1 1] &7
2802  |BAS 1 1 1 a
2802  |BAS 1 0 1] 45
2802  |BAS 1 0 1 a
2802  |BAS 1 1 1 a
TOTALS ALL 5 350 1| 170 150 122 118 | 364k
14% 26% 23% 19% 18% a3
14% 40% 63% a2% 100%
Incaming Volume by Group
FACS 281 40%
SAS 164 25%
GC 104 16%
CTV 4k 13%
LINK a7 6%

© Dave Brown 2008



Data Collection:

Analysis
i o m
o E'? i s
v = 3 s m
E E g : 3 E £3 S o
o | & | E & @ g |[BEB2 = | <
B | 2| - = < v (BT
— ™ ™ ' 2 @
2| v 3 §
i =5
1730 | 0 ] 887 | &4 | 191 | 178 [ 10,168 [ 1318 | 412
% Calls 52%  27% 1% X 57 ) T8%  24%
Minutes 8072 B3S2 5157 10188 31748
% Minutes 26%  26%  16%
Cummulative  23%  52%  G63%  100%

SuEport /
( Center
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Ultimate Goal

= Determine (by skill/queue):
v Incoming (new case) volume
v AHT for FL based on defined ‘limits’
v FCR based on limits
v Amount of BL work
* VVolume
« AHT

Su@
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The Key to Success

= Secret is to dissect the calls

= |nitial call handling

versus
« Follow-up/research
= Point of diminishing return

= Design the process to optimize each
step!

Ehﬁi;;;i>
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Predict Performance

= Data used for preliminary staffing model

« Determine headcount required
v Frontline
v Backline
v Overall (based on other factors)

« Let's do some staffing math!!

Su@
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Q. Dol need to learn complex

equations?

Ehﬁi;;;i>
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Q. What is Erlang?

= Since 1917

« Infinite demand, Queued,
FIFO

- Flaw: Assumes no abandon

= Erlang = Load

Ehﬁi;;;i>
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Why Erlang-C Tables?

= There are very few inputs to the equations
- Call Volume (by hour)
- AHT (talk time + wrap-up)
- Service target

= No software or other tools are required
« Good for small/medium support centers

Note: You cannot use “X % of calls picked
up in Y seconds” when using the tables

/j%anual method)
Support

Center
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Calculating Erlang

An “Erlang” is a unit of measure,
comparable to Ohms or Gallons

« Determine Average Handle Time (AHT)

= Average Talk Time + Average Wrap-up Time (in
minutes or seconds)

- AHT x Hourly Volume = Load

v Use Peak Hour

« Load + 60 (for minutes or 3600 for sec
= Erlangs

Su@
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Determine a viable

Service Level Target

= Traditional is ASA
- Flaw is “averaging”
- Used with Erlang C Tables
= Service Level becoming more
popular
- Provides better picture

- Most ACDs can report
- Erlang utilities calculate

= Best when combined

Su@

( Center
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8 Steps to Accurate Staffing

Step 1: Calculate workload (in Erlangs)
20 calls x 15 min. AHT = 300
300 /60 = 5.0 Erlangs
Step 2: Determine ADDC factor
Don’t want customers to wait more

than 6 minutes
6/15= .40 ADDC

Su@
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8 Steps to Accurate Staffing

ep_o. OcCale load In eriang

Find 5.0 Erlangs in column 1

Erlang C Tables
Workload Staffing Delayed Average Delay
(in Erlangs) Level Portion of Delayed Calls
N
5.0 6 0.5875 1.0000
5.0 7 0.3241 0.5000
5.0 8 0.1673 0.3330
5.0 9 0.0805 0.2500
5.0 10 0.0361 0.2000
5.0 11 0.0151 0.1667
5.0 12 0.0059 0.1429
5.0 13 0.0021 0.1250
Su/m/
C I:)pCenter
© Dave Brown 2008




8 Steps to Accurate Staffing

Step 4: Locate 1st row < ADDC factor
Find .40 or less in column 4
Erlang C Tables

Workload Staffing Delayed Average Delay
(in Erlangs) Level Portion of Delayed Calls

5.0 6 0.5875 1.0000

5.0 7 0.3241 0.5000

5.0 8 0.1673 0.3330

5.0 9 0.0805 0.2500

5.0 10 0.0361 0.2000

5.0 11 0.0151 0.1667

5.0 12 0.0059 0.1429

13 0.0021 0.1250

%.0
Support

( Center
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8 Steps to Accurate Staffing

Step 5: Note coinciding staffing level
Staffing = 8 /
Erlang C Tables /

Workload Staffing Delayed ,Average Delay
(in Erlangs) Level Iﬁ/of Delayed Calls

5.0 6 _~0.5875 1.0000

5.0 7 / 0.3241 0.5000

5.0 8 0.1673 0.3330

5.0 9 0.0805 0.2500

5.0 10 0.0361 0.2000

5.0 11 0.0151 0.1667

5.0 12 0.0059 0.1429

13 0.0021 0.1250

%.0
Support

( Center
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8 Steps to Accurate Staffing

%4

Step 6: |dentify Delayed Portion %
1673 (17% will be delayed)
Erlang C Tables
Workload Staffing Delayed AveragZdD}af
(in Erlangs) Level Portion of D@ Calls
5.0 6 0.5875 _~1.0000
5.0 7 0.3241 0.5000
5.0 8 0.1673 0.3330
5.0 9 0.0805 0.2500
5.0 10 0.0361 0.2000
5.0 11 0.0151 0.1667
5.0 12 0.0059 0.1429
%.O 13 0.0021 0.1250
Support
ppCenter

UNIVERSITY
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8 Steps to Accurate Staffing

Step 7: Calculate ADDC
ADDC will be .33 (times the AHT)
or 5 minutes

Step 8: Calculate ASA
.33 ADDC x .17 delayed x 15 min. AHT
= .84 minutes or 51 seconds

Support )

Center
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What does that tell us?

- Staffing level (8@peak)

= % of calls delayed (17%)

= % of calls not delayed (83%)
= ADDC (5 minutes)

= ASA (51 seconds)

SUEEEEE?’
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What else can we determine?

= What If...

v Reduced staffing by 17
v Volume increased?
v AHT increased/decreased?

= What If...

v We combined or split groups?

SUEEEEE?’

Center
UNIVERSITY © Dave Brown 2008



How does combining

queues effect staffing?

Step 1: Determine staffing requirements of
the two separate groups

Step 2: Estimate AHT for combined groups
using weighted average formula

Step 3: Recalculate staffing requirement to
meet the target service level using the
combined workload estimate

Su@
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Sample Staffing Model

ACME Software: Preliminary Staffing_] Model

ASSUMPTIONS (Call Center Oriented)

Queue/Path Names Queue | Daily % AHT |Resolve|Fllw-up
# Volume [ of total | (min) Rate [ (min)
A 30 3% | 8.0 95% 60
B 300 30% | 13.0 95% 60
C 140 14% | 18.0 95% 60
D 200 20% | 17.0 85% 60
E 300 30% | 17.0 85% 60
F 20 2% | 18.0 90% 60
G 0% ] 0.0 0% 0
H 0% 0.0 0% 0
| 0% | 0.0 0% 0
J 0% ] 0.0 0% 0
990 [ 100%
Call Center Basics
Avg. CC hrs. per person 5.7
Weighted AHT (in seconds) 940.6
Daily Volume (new incidents) 990
X% | Y secs.
Service Level Target 80% 60

ASSUMPTIONS (Non-call center work)

% Calls passed to 2nd level 10%
Daily Volume (2nd level calls) 100.5
Weighted Avg. Handle Time (hrs) 1.0
Non-Call Ctr. Hrs/person 1.8

ASSUMPTIONS (Additional Staffing Requirements)

Sick/Vacation Factor

8%

Training Factor

4%

Management/Supervision

10%

Administrative Support

5%

Other Overhead/Shrinkage Factor

0%

(Man-hrs Required)

Enter data from
Merlang (or
Erlang)
calculations
(outside
process)..AFTER
other data fileds
completed!

Traffic by Hour New Tech Staffing Rgmt. |
% Calls Merlang
5.0% 50 17
7.0% 69 22

10.5% 104 32
12.0% 119 36
9.0% 89 28
9.0% 89 28
12.0% 119 36
10.5% 104 32
9.0% 89 28
7.0% 69 22
5.0% 50 17
4.0% 40 14
0 0

0 0
100% 990 312

Staff Required

Headcount for CC coverage

55

Headcount for follow-up work

56

Greater of 2 requirements

56

Other Staffing (frm other sheet)

Sick/Vacation/Other coverage

Total Direct Staff

62

Overhead Staffing (Mgmt/Admin/Other)

Total Staff Required

71




WFM Alternatives for

Small-Medium Support Centers

« ASP Model
= Spreadsheet & Erlang-type calculator

= A new option will be on market “soon”
v Subscribe to our newsletter to be notified

Ehﬁi;;;i>
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Skills Inventory:

What and Why

= Determine the skill profile of each
iIndividual agent

= Necessary to...
v Program ACD for SBR
v Develop SB staffing schedule
v |dentify skills gaps & create training plan

Su@
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Skills Inventory:

How

= Agent Self-Ranking (survey)
v Expertise scale can vary
v Rank each new skKill
v Possibly break down skill to components

» Results to be confirmed by management

Su@
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Skills Inventory:

Sample Survey

PLEASE RATE YOUR EXPERIENCE IN THE DATABASE REPORTING SKILLSET:

Expert Intermediate Novice Unskilled

RWDB - Running RWBUILD (Required)

RWDE - Creating and Running
FWSPEC's (Raquired)

RWDE - Running CwikWriter (Required)

Using Crystal Reports  {Requirad)

DB2 Reparting  {Required)

Using Data Explorer - New version
(Raquirad)

Data Explorer - Old version (Required)

APlusage (Required)

FEECALC (Requirad)

DBUPDATE  iRecuired)

Ehﬁi;;;i>
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Skills Inventory:

Sample Results

Aaron

Technical Skills Survey

dordon

John

— — Asbunhan Joyos Young  Matn Fay  Pefs Soocla  Ryan Ballob
Technical Foundation Skillset
farrams Dornert preeciys | Imeesdes = Fcsics riemedse | paamg | IREecs
el P i 3 Sofm broweage bramreciss | Imerdys Tiper eaice remeds | e Eupert
emneral berap Enomeladge frzeciyz | Ireriedes et hesice riemedsi | pamngt | Reedss
Tachoicel Ciagnasic 2d pramecids | Imersdye Tipet (A rismedne | g Exper
[p2siz FEC Opermtons Knomiedge bramrecisr | Imersdys Tipet esice remeds | e Expert
T D frzecsz | Imeredye et csice riemedri | peamng Epert
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Frontline Hourly Staffing Requirements

e e e = 2 o - - - -

= IE IE i [ [ aE aE 2E ZE EIZE = E
D o T & o+ ed 0L L L fL [ L [ [
L= o0 &0 — +— +— +— 4 ©F W WIS [e- o0




Create Staffing Model and

Preliminary Schedule

Frontline Schedule V4

Frontline Staffing required
Schedulzd work shift
Frontline work schadule
Lunzh

Hour 1 Hour 2 Hour 3 Haour 4 Hour 5 Hour & Hour 7 Hour & Hour2 | Hour 10 | Hour 11 | Hour12 | Hour 13
mequired |Start Time| Lunch SAM BAM TAM BAM QAM 104M 114M 12PM 1PM 2PM 3PM 4P 5P
Apps

Apos

ApDs

Ginean Williams F:00 AM | 9:00 AM
Demetrious Dargan | 8:00 AM | 10:00 &M
Erica Henderson f:30 AM [ 11:00 &M

Sean Alva 8:30 AM | 10:20 AM

Christing Smith 700 AM [ 11:00 &M

Lynn Peraza 730 AM | 11:20 AM

Julio Porres 8:30 AM [12:20 PM

Thomas Henschel | §:00 AM | 1:00 FM

Jennifer Aguinaldo | 9:00 AM | 1:00 PM P e R PR P e
Christogher Day 6:00 PM

|5hil| Required |Start Time| Lunch SAM BAM TAM BAM SAM 10AM 114M 12PM 1PM 2P 3P 4PN EPM

|Lnan
|Loan
|Loan
Mancy Schumacher| 5:00 AM | 2:00 &AM
Thomas Carnes 6:00 AM | 10:20 &M

|Mike Burau B30 AM [10:20 &AM
Jazon Tiglman 7:00 AM [ 11:00 AM
Chrizti Moore 8:30 AM [12:20 PM

IMelanie Jackson | 8:30 AM | 12:00 PM
|valerie Jacobellis | g:00 Am | 1:00 PM




Training Plan

= New training program must match new skKill
groups
v If current training exists, this is just reconfiguration
= ‘Schedule requirements’ versus ‘skills
inventory’
v Typically not a huge issue!
v Highlights weak spots

= Training in new policy, procedure, & changes
in tools

SUEEEEE?’
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Phone/ACD

= Typically one of the more complex
components

= Many variations on approach and
capability for SBR

« SBR can often be implemented even when
vendor says it is not a feature

SUEEEEE?’
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Skills-Based Routing Concept
yiy

Calling for
Product/Module
A,B,or C?

Selects Product A

Easiest Easy/Medium Medium/Hard
Calls: Calls: Calls:
Queue A Queue B Queue C

BASIC SBR:

> Calls are routed to target
queue.

> If no agent available, calls
overflow to secondary
queue.

> Agents are assigned to
primary queue, but get calls
that overflow in.

Most

Complex
Calls:
Queue D




Skills-Based Routing Concept
yiy

INTERMEDIATE SBR:

> Calls are routed to target
queue.

> If no agent available, calls
overflow to secondary
multi-skilled queue.

> Single-skilled agents are
assigned to primary queues
and multi-skilled agents are

Selects Product A assigned to

secondary/overflow queues

Calling for
Product/Module
A,B,or C?

Easiest Easy/Medium Medium/Hard Most
Calls: Calls: Calls: Complex

Calls:
ueue B
Queue A Q Queue C Queue D




Skills-Based Routing Concept

Easiest
Calls:

Queue A

Agent 1

Skill A=3
Skill B=3
Skill C=2
Skill D=0

Easy/Medium
Calls:
Queue B

ﬁ

Calling for
Product/Module
A,B,or C?

Selects Product A

Medium/Hard
Calls:
Queue C

Agent 2

Skill A=2
Skill B=2
Skill C=3
Skill D=1

ADVANCED SBR:

> Calls are routed to target
skill/queue.

> Each agent can have any
combination of skills and
priority/expertise per skKill

> System routes call to
available agent with highest
priority/expertise for the
required sKkill

Most
Complex
Calls:

Queue D

Agent 3

Skill A=2
Skill B=2
Skill C=2
Skill D=1
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Are we there yet?

Determined a call handling model
Defined the ‘skill groups’ that form foundation
Developed Phone IVR/Menu
= Collected data necessary for planning
Determined total headcount and service level capability
Developed skills inventory
Determined SBR framework for implementation
= Created training plan
Built staffing schedule

Su@
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Comments and Questions?

« Dave Brown

v dave.brown@SupportCenterU.com
- Debbie Riegel

v debbie.riegel@SupportCenterU.com

= Main Phone
v 303-494-4932

www.SupportCenterU.com
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