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Having a contact center allows a company to give the sense to its customers that they are dealing
with an established business that cares about its customers. Generally there are two different options
for organizations to have their own contact center. One is to outsource the company’s contact center
requirements to an already established specialist contact center business. The other is for organizations
to set up their own in-house contact center. The argument is often made for outsourcing based on cost.
Supporters of outsourcing say that it is prohibitively expensive to open up a contact center in-house.
However, with technology continually evolving this has changed. The cloud offers opportunities for
businesses to cut back on many of the previously necessary major hardware expenditures that would
have been associated with setting up a contact center in the past. Nowadays businesses can lease
space in the cloud rather than purchasing hardware. This makes the option of an in-house contact
center more affordable for many businesses. In addition, when outsourcing the contact center function
that business is outsourcing direct communication with customers, ceding control of this business-
critical function to an external entity. By bringing the contact center in-house, businesses can retain
more of a sense of control over customer contact, and that is very appealing to many organizations.

For a business to set up an in-house contact center it needs to consider a number of important questions,
relating to strategy, channels, technology, staff, operations, management and measurement, and costs.
Strategy must be considered at the outset as it provides a framework for all of the other decisions that
must be made in setting up an in-house contact center. Each of the key areas is now considered in turn.

Strategy

In setting up an in-house contact center, the first essential step is understanding the reasons for taking
this step, and what it is hoped will be achieved by it. An approach with clear goals has a much greater
chance of successful delivery. A strategy for an in-house call center should involve a mission statement
and goals and targets. This will help to keep everyone on track as the business moves through the
process of developing the in-house contact center. It will also help to develop a road map of the different
tasks that need to be achieved. The strategy for the contact center must dovetail into the company’s
overall goals and strategy so that it does not conflict with these — which would create a barrier to
implementation. The overarching goal of in-house contact center should be specific. Vague objectives
like “provide good customer service” will be insufficient without further definition. The overall goal of the
contact center may be to retain a greater number of customers. It could be to try to lower the overall
cost of interaction with customers. Understanding where the in-house contact center is headed in the
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future will also be an advantage in investing in a solution that is fit to support the needs of the business
in the longer term. The strategy must also include defining the budget, as this will impact what is
possible within the available funds.

Channels

Before deciding on the technology or staffing or any of the other decisions that need to go into the
setting up of an in-house contact center, one of the most important decisions will be which channels the
contact center will use to communicate with customers. Customers will want to reach the organization
via the telephone, especially when they are not able to find the answer they need through other means,
so having telephone as one channel is probably essential. These days the range of channels aside
from the telephone include voice, video, email, social media, text, fax and chat. The contact center will
need to be able to provide a consistent service across all of the different channels selected, regardless
of what those are. Understanding potential volumes of contacts through each of these means is also
necessary to be able to make technology and staffing decisions. In fact, the decisions that are made at
this stage will have consequences for all of the rest of the stages of setting up the contact center, so it
is important to get it right at this time. It could be considerably more challenging to add a new channel
later on.

Technology

Technological decisions must be made in terms of both hardware and software, among other areas.
One of the most important decisions that the business needs to make is regarding the technology
that will support the contact center and facilitate its effective functioning — the hardware. This decision
has major implications for both cost and control. The biggest decision is whether the organization will
purchase hardware or whether this will be leased from cloud “hosted” providers. The most expensive
decision in terms of upfront costs is to buy the required hardware. Having decided on the channels to
be used and the likely volume of contacts the organization will get through each approach will help to
select appropriate hardware that will support the requirements. On the plus side, with this option the
business has complete control of its contact center. However, the more cost effective solution is to go
with a cloud solution. With this option the business shares both bandwidth and technical services with
others. This is excellent for the company as it does not have to try to manage areas that are not a core
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competency, allowing it to concentrate on what it knows. It is also considerably cheaper upfront and the
company can scale up for times of greater need, when more calls are expected, without having to retain
that same level of hardware all of the time. However, a compromise with this decision is that a third
party has control over the contact center. As a result, the business has a more limited range of control
over areas such as voice quality, and levels of service could be degraded if the host has to manage
crises for other clients at the same time.

I Regarding software, it is possible to purchase packages
that offer different channels, and that is one of the reasons
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scalable.

At a greater level of granularity, the telephone operation of your in-house contact center will require
the business to have Automatic Call Distribution (ACD) and Intelligent Voice Recognition (IVR). These
are used for skill based routing and fielding calls. Another technology to consider for phone calls is
virtual hold technology, which places customers in line and they effectively “reserve” a call. With this
technology sometimes customers can choose to be called back at a time that is more suitable, which
can increase customer satisfaction over waiting on hold for a long time.

Generally speaking, when choosing technology it is always worthwhile to research new options that are
becoming available. Such options may provide ways to further increase customer satisfaction.

Staff

Some staffing decisions for the in-house contact center have to be made at the same time as the
technology decisions because they are closely linked. One of the questions to consider is how many
people there will be and where they will be physically be located. Just because the contact center is
in-house, does not mean that the CSRs have to also sit under the same roof. In fact, providing them
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office space adds costs to the business, so it may be more appropriate to have them at a remote site,
or even working from their own homes. Some software packages provide this opportunity. If employees
are going to be located in-house, the business needs to determine where they will sit and the costs of
facilities to locate them.

Location is not the only factor to review. The actual staff selected is also extremely important. It is
necessary for the organization to define in advance the skills that will be needed to work in the contact
center. In assessing this many organizations focus solely on cost, going for minimum wage workers,
which can be a mistake. Generally, the requirements of contact center staff are higher than they have
ever been. That is because by the time a person gets to the point of getting in touch with the contact
center they will already have carried out troubleshooting themselves, and answered easy questions
through use of the website. When they call the contact center they are looking for answers to more
complex questions that require a detailed knowledge. Also, if CSRs are to handle tasks such as cross-
selling, this requires a greater level of skill than answering a simple question about account balance,
for example. Creating job descriptions to enable hiring of suitable CSRs needs to consider the level
of technical ability the individuals have and what languages they speak, as well as how fast they type,
their ability to cross-sell, and their telephone manner, among other areas.

Operations

The operation of the in-house contact center requires significant thought and planning during set up
phase. There are a range of different questions that should be answered, most of which relate to how
knowledge is transferred so that CSRs can answer customer questions, even very complex queries if
required. Ability to answer calls effectively will have a direct impact on customer satisfaction with the
contact center, and with the organization overall, so it is important to get this right. Knowledge must be
available so that CSRs are able to pinpoint exactly what they need and answer questions effectively
and efficiently. Process support software can be used effectively in this area to make sure that CSRs
are led to the right solution for the customer, based on asking certain questions.

The planning of the contact center operation needs to consider the forecasted number of contacts, how
these will be distributed between the different channels and approximately how long it will take a CSR to
answer each customer contact. These timings also need to bear in mind other work that CSRs need to
do. As an approximate rule it can be assumed that 60 percent of a CSR’s time will be taken answering
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calls or other forms of contact, and the other 40 percent will be carrying out other activities such as
administration relating to the contact after the discussion is over (“call wrap up”). This planning should
also review the types of activities that customers can do on their own by using website support and
help. This will back up the in-house call center, and if implemented effectively can reduce the number
of contacts. Some functionality that can help to cut back on calls are allowing customers to schedule
their own appointments using software, or letting them track the status of deliveries or issues online.
Forecasting numbers of CSRs needed at different times should take into account seasonal demand as
well as other factors that can influence the number of contacts made.

Getting into the nitty-gritty, contact details need to be defined, as well as how each CSR specifically
gets contacted. Decisions should be made on whether CSRs read (or write) from pre-prepared scripts,
and if so, these need to be prepared.

Management and Measurement

Management of the in-house contact center involves decisions to be made on reporting, levels of
supervision and what is measured. All of these factors will have implications for the technology that is
selected. In terms of supervision, supervisors may need functionality that allows them to monitor calls, or
step into calls as required. An important requirement of the

technology may be the tracking of interactions, recording I_

calls or chat sessions for monitoring purposes, or even

legal purposes at a later date. It may also be necessary Customer SatiSfaCtion and
for a supervisor to contact a group of CSRs quickly to get emp|oyee engagement
them a message, if a lot of calls are being received — for . .

can indicate the success

example, relating to downtime or a promotion.
of an in-house contact
Measuring success is one of the most important areas center.

of decision making that has to be thought about for
management. Call centers have typically measured based I_

on the number of contacts a person can deal with in a day

or hour, but this is perhaps not the best approach since quality of response and customer satisfaction
is also required. It is especially useless as a metric if CSRs will also be cross-selling during calls. Other
typical measures include cost per contact and calls abandoned. Better measures might be customer
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satisfaction and employee engagement, as these will most likely provide a better indication of the
success of the in-house contact center.

Costs

Businesses setting up an in-house contact center must create a budget to keep spending in check.
Preparing a budget for the in-house contact center needs to consider a variety of different costs. These
will include the costs of a hosted call center solution or hardware such as servers and space for servers.
Software adds costs to the technology budget and may be charged per CSR. There are also labor
costs that should be factored in. Telephone company expenses will comprise a weighty portion of the
overall bill, depending on the solution selected. The budget may constrain some of the other choices
that are made along the way, but at least understanding the costs allows businesses to make the right
compromises for them, based on available funds.
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