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Beware, my son, the Consultant- Part 2 
By Colin Taylor 

Founder & CEO 
 

So why do companies and organizations hire consultants? While intended as a rhetorical question, I hear some readers repeat the question 

out loud and in earnestéòReally, why would you!ò 

Letôs deal with some of the well known tactical reasons for a engaging a consultant. The most common reason for hiring a call/contact 

center consultant is to gain knowledge or a skill set that is not present in the client organization. This is often related to sub sets of 

call/contact center knowledge. 

Some centers require knowledge that can only be distilled through many years of operational expertise in call and contact center operations 

or simply by someone who has made far more mistakes than they have. Of course, not all engagements relate to esoteric knowledge, a 

number of organizations need help with the basics. In both scenarios the consultant is engaged to add a talent or skill. 

Some centers have veteran call and contact center experts in place; the challenge for these organizations is not that they donôt have the skill 

or knowledge internally. But rather that the resources that possess the knowledge are tied up on critical projects until well into the next 

decade. In this scenario the consultant represents additional bandwidth or bench strength. 

The second use of consultants is to drive change in an organization. All organizations develop constituencies that work well or not 

together. People and groups become wedded to ideas, concepts, solutions, processes and methods of thinking about problems faced. 

Consultants can bring fresh ideas, experiences and approaches to all sorts of challenges in and around the contact center. Astute managers 

employ consultants to create opportunities for change where before there was only inertia or stalemate. 

Finally there is the ñIôm a nice guyò engagement. This is where the consultant is retained solely to communicate bad news or execute 

difficult tasks. Beware the consultant who arrives with an axe, chainsaw or even a small paring knife. Their job is to cut and/or to 

recommend who or what should be cut. Often the client may already have their list, which they share with the consultant. All the while 

they plead that this is to be an objective process. Yes this is a bit distasteful, but it does happen. The use of the consultant in the órole of the 

call center chainsaw massacreô distances and separates the executives from the decision. Machiavelli s The Prince used the General to do 

distasteful things that the Prince could later repudiate but accept the benefits from the action. In these cases the role of the general today is 

the played by the call center consultant.  

 

Often consultants are employed just so the executive in charge has óplausible deniabilityô. These executives can join with their 

subordinates in damning the consultants. If you blame the consultants, then ownership for the distasteful decision is defused to the 

collective ñthemò from the ñusò. Of course this is not just true of cuts and headcount reduction, but in all areas. A fast way to determine if 

an idea or concept has ólegsô, is to have the consultant present the idea. Then wait for the reaction. If positive, then management can jump 

on board. If 
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negative, you can join in or listen to the chorus of óBoosô. This has been called the Pioneer Process as the consultant is the pioneeréand 

you can always tell who the pioneers areéthe ones with arrows in their back. This approach protects a managersô political capital within 

an organization allowing them to be the parent of good ideas or brilliant at firing consultants with poor ideas and approaches. Both ways 

management wins and heroes are created. 

Before hiring any consultant look at your organization; plum the depths of your internal call/contact center knowledge. Do a serious 

assessment of the knowledge and experience your contact center organization possesses. For each critical role look at your incumbent and 

ask yourself this questionéòif this was my $6 million dollar budget I would hand it to person X and feeléò Fill in the blanks. If your 

answer is: ñTerrified, petrified, afraid, concerned or similar, then give yourself 1 point. If you said you would be: ñConfident, Comfortable, 

Eager and Excited (and the latter is not just the meds talking), give yourself 3 points. If you said ñConfident, Comfortable, Eager and 

Excited (and it was the meds talking) give yourself 2 points. And lastly if you said ñConfident, Comfortable, Eager and Excitedò, but know 

that the initiative is doomed and you are only saying this because you have invested heavily in the competitors stock then give yourself 10 

points, because you will make so much money you wonôt need this job. 

If you have no answer because you canôt identify anyone in a critical role in the contact center, then you are clearly well on the path to 

senior management and need not trifle with the little people in the contact center. But for the rest of us who have not just potentially 

incurred the wrath of the SEC, your answer will provide insight into the role a consultant could fulfill. Of course, the higher the score, the 

less you are likely to need an external consultant. 

While I have written about and potentially offended and derided those consultants whose primary experience lies within a corporate 

captive center, and then those who came from the vendorsô world, there is a place for all three camps. Those with corporate, captive center 

experience can be very comfortable in larger bureaucratic organizations with decision cycles that are more deliberate. These consultants 

though may be unaccustomed to dealing with floor and line staff and issues where speed to decision is critical. 

Similarly who better to deal with vendors, than someone who has been on their side of the table and know the parlour tricks and points of 

vulnerability? Who better to spot a ringer than a ringer? In the words of Pogo ñI have met the enemy and he are weò. 

How to go about hiring a ñcall center consultantò? 

The internet is a great resource and a quick Google search can help you narrow down the field of candidates to 32,000,000. Bing with its 

highly touted ability to narrow searches with pin-point accuracy gives us a far more manageable count of 9,070,000 matches. While both 

of these searches are helpful, you may wish to drill down further. A search on LinkedIn identifies 423 results, but balloons to 132,000 with 

the quotes removed. In spite of these findings, you may also want to look at industry groups such as the ATA or CCNG.  

Regardless of how you build your candidate list, be sure to ask for referrals and check references. You want to understand the potential 

ófitô. Have they done the similar work before, in the same vertical, for a center of the same size and maturity? 

Interview the consultants and not just the head of the firm but the folks you will actually be working with. Ask the tough questionséwhat 

you would do in this situation or that situation. Try to get some insight into their personality and ask yourself: Can I work with this person? 

Would I like to work with this person? All other things being equal; you want someone you will enjoy working with. For some it is 

important to have a sense of humor: (Because, of course, if you donôt have a sense of humor, itôs just not funny). 

Regardless of credentials, some buyers will only purchase from large behemoth consulting firms, go on be a tiger. This is the ñno one gets 

fired for buying IBMò mental model. While big might be comfortable remember that many firm are selling their pyramid of staff. By this I 

mean you meet the senior staff until you buy. Then youôll spend the majority of the assignment trying to figure out where they went and 

who all these twenty-something IROCôs (Interchangeables Right Out of College) are; and why they are embedding themselves in the 

organization. Often it is a critical element of their business model. This can be worse than the guest that wonôt leave as the tentacles spread 

out from your contact center. Out, out damn spot. 

Also important is how the consultant will price and quote your project. Time and Materials can sound like a safe way to go, but if 

combined with a vague Scope of Work and it can be a license to print money for the consulting firm. Fixed price project costing provides 

budget certainty and is a better approach for most clients. 

A fixed price combined with a robust Scope of Work controls costs better. It prevents you from finding call center consultants roaming the 

halls of your offices six months from now, muttering something about scope change and the fact that they need a new watch. The fixed 

price, fixed scope model also allows for easier calculation of the project ROI. When should you hire a call center consultant? Only when 

you can identify what you need to get done.  You should have a robust scope of work in mind, have confirmed that you cannot complete 

this task employing existing resources or donôt want to try to complete this with existing resources and get palpitations at the thought. You 

should also have the budget or be confident that you could get the project funded with an appropriate Return on Investment. 

Consultants are people too, well at least most of us are. Regardless of where we came from we are all products of our experiences. 

Understanding your needs you are better equipped to select a consultant with the best chance of success. Good Luck! 

http://ataconnect.org/
http://www.ccng.com/i4a/pages/index.cfm?pageid=1
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Let us know what you think of this article, please visit www.thetaylorreachgroup.com or send us an email at 

ctaylor@thetaylorreachgroup.com.       
 

The Workforce Management Manifesto 
By: George Xourafas 

 
Regardless of the particular product or service supported by any contact center, customers expect three main things:  

 

¶ Customers expect their contacts (i.e. calls, e-mails, chat sessions) to be answered quickly.  

¶ Customers expect to deal with somebody with enough knowledge and skill to respond to their specific needs.  

¶ Customers expect cheerful, motivated, and responsive interaction. 

 

Hitting that sweet-spot of cost-driven operational improvements and excellence in service quality is what workforce management (WFM) 

is all about.  In order for WFM to be a successful endeavor, its presence needs to empower managers and individual agents as well. Sounds 

like common sense, does it not?  

 

Surprisingly, this is more of a guerrilla mindset than one would think. With WFM processes, tools, and technology focused on agent 

empowerment and customer experience, the most significant challenges facing contact center managers today become solvable, simple 

problems. A robust and effective WFM implementation should: 

 

¶ Achieve Accurate Forecasting 

¶ Enable Perpetual Intraday Excellence 

¶ Co-ordinate a Multi-Skill Contact Center 

¶ Empower Agents Through Self-Service Capacity 

¶ Eliminate Conflicts Pertaining to Service Level Ownership 

 

Achieve Accurate Forecasting 

The root of contact center success is an ability to consistently meet both short-term and long-term goals. Workforce management provides 

the insight necessary for contact centers to build comprehensive plans by first providing accurate forecasts of contact volume and resource 

requirements. It is crucial that organizations get this right, because even small variations from the plan can have a tremendous impact on 

the performance of the center. The most accurate forecasts automatically account for recent daily trends as well as historical volumes, 

seasonal trends and expected contact handling times, while appropriately minimizing the impact of anomalies. 

 

Enable Perpetual Intraday Excellence 

You need to understand, and remind yourself constantly that the contact center operates continuously, and that continuous excellence is 

required. Complacency is an expensive proposition. Achieving targets on a monthly, weekly or even daily basis means nothing if 

customers are falling through the cracks; every abandoned call represents direct impact to revenue and customer loyalty for the company. 

 

Improving the customer experience requires more than simply enabling optimal schedules. Companies must avail of technology that 

enables the immediate impact assessment of schedule adjustments, and allows for flexible changes to be made on a moment's notice. 

 

The flexibility to make scheduling changes with rapid precision, down to the quarter-hour is a necessity. These rapid changes allow contact 

centers to quickly arrange overtime with agents already present during heavy contact volumes or save unnecessary expenses by sending 

people home on unusually quiet days. Even in situations where a change in schedule is not necessary, real-time adherence monitoring 

allows coaches and supervisors to take immediate action when agent adherence or customer service levels fall below the target, or to 

exploit opportunities for additional coaching and training events. Rather than waiting for yesterday's report which merely tells you a 

problem existed, managers can intervene to resolve the difficulties agents are experiencing and bring the center back into compliance on a 

real-time basis. These strategic decisions must be supported with ongoing, real-time analysis, monitoring the impact of intraday staffing 

decisions; this will ensure that such decisions can be made with greater accuracy and certainty each time. 

 

Co-ordinate a Multi -Skill Contact Center 

Hold on to your hats; explaining this could prove to be complicated, but don't under-estimate this important aspect for one second. 

http://www.thetaylorreachgroup.com/
mailto:ctaylor@thetaylorreachgroup.com
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Effectively coordinating a multi-skill center is the backbone of first-contact resolution and overall cost-containment.  

 

In the real world, scheduling agents based on expertise can be difficult because many agents will have different levels of mastery over a 

wide range of customer contact drivers and service topics. A holistic view of the multi-skilled agent population is imperative. 

 

You need to be able to accurately forecast demand based on the required skills to handle each contact driver, and then allocate agent 

availability that is proportionally balanced to put the right amount of talent into the right contact queues. By doing so, you can ensure that 

more customers will reach appropriately skilled agents on the first attempt, decreasing operating costs, and increasing net promoter scores 

and agent satisfaction. You can't do this using MS Excel. You have to spend money to make it--or prevent losing it through substandard 

service and poor first-contact resolution, so start looking into investing in a workforce management technology solution that is the right fit 

for your organization.  

 

Empower Agents Through Self-Service Capacity 
Giving agents control over their destiny can pay tremendous dividends. Not only will agents see themselves as a key long-term component 

of your strategy, but better morale leads to greater productivity and a more pleasant experience for customers.  

 

WFM should never be allowed to be misconstrued as dictatorial. If that happens, your implementation is misguided and you have deviated 

from the path of agent empowerment as a means of achieving customer service excellence. WFM should provide agents with the ability to 

input their preferences, request vacations and facilitate schedule trades with little management intervention. Self-service tools should also 

include agent performance tracking, allowing agents to view their performance compared to goals and to peer groups. Make sure to 

augment this functionality with proper education and interaction with agents and supervisors to ensure purpose and objectives are clear and 

harmonic.  

 

In empowered environments, agents will feel like partners to change implementation, rather than merely tactical targets of change. They 

will better-comprehend their impact on the objectives and vision of the contact center operation, and will inherently take ownership over 

making such objectives a perpetual and successful reality. 

 

Eliminate Conflicts Pertaining to Service Level Ownership 
Who owns, and is ultimately accountable for service level performance? Aside from Bodog, where I had the opportunity to build a WFM 

structure from scratch with complete autonomy, I have seen in every contact center operation I have encountered a conflict pertaining to 

the overarching authority over service level performance between operations and workforce management professionals. 

 

This is counter-intuitive. Service excellence is the responsibility of the entire organization, for it is with an organization's multiple moving 

parts that a holistic and sound service offering is possible; therefore, it is ridiculous to assume any one single functional group has ultimate 

authority and responsibility for service level performance. 

 

WFM is responsible for accurate forecasting, recruitment planning, scheduling of existing staff, and intraday optimization; supervisors and 

managers are responsible for execution on that guidance, the quality of customer interaction, and the career development of their agents. 

By satisfying these group-specific objectives that are unique and only mildly connected, and striving for targets that are completely within 

each group's scope of control, you eliminate conflict, yet achieve a collective contribution to overall service excellence. 

 

The only sure-fire way to differentiate yourself from your competitors in this day and age is by beating the pants off of your competitors 

when it comes to providing service and support. An effective WFM implementation is imperative in the pursuit of this lofty goal, and will 

help you address all three requirements each and every customer has ï to be helped quickly, knowledgeably and with passion. 

 

This column was written by George Xourafas. George is an industry veteran with a passion for WFM and customer service, George is 

available for consulting projects. You can reach George directly at george@xourafas.com  

 

Let us know what you think of this article, written by our guest columnist please visit www.thetaylorreachgroup.com or send us an email at 

info@thetaylorreachgroup.com.       

 

mailto:george@xourafas.com
http://www.thetaylorreachgroup.com/
mailto:ctaylor@thetaylorreachgroup.com
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Inside TRG 

Research Study Availability extended to Dec 31st 

We have extended the free download period for our popular research report titled óTowards a Multi-Channel Contact Center, Email, and 

Chat: Emerging Contact Center Technologiesô until Dec.31
st
. . In this 23 page report examines channel adoption, best practices, hosted 

versus premise based solution and the advantages, shortcomings, and trends for both Email and Chat as contact center channels. To get a 

copy of this report please click on this link- Towards a Multi-Channel Contact Center 

Customer Reach Readership Survey 

We are conducting a new readership survey to help us to better serve our readers and we would like to ask for your help. Please click on 

this link http://www.surveymonkey.com/s.aspx?sm=8Ig_2bja_2b4IPTLKw2B6R8Ang_3d_3d  to participate in this 5 minute survey. We 

will conduct a draw from all participants who register to win their choice of one of TRG published research studies. 

Holiday Wishes 

As another year comes to a close it is a good to reflect on the year thatôs winding down. Did you achieve what you had hoped, was it as 

bad as you feared or better than expected? Certainly 2009 has been a bad year for a lot of people, weak economy, job losses, flu pandemic 

etc. But as you count down the days until 2010 I encourage you to look ahead and see yourself meeting your goals for the year. They say 

positive thinking is all in your head. A positive outlook may not make things better; it certainly wonôt make them worse.  

On behalf of all of us at Customer Reach and The Taylor Reach Group I would like to wish you and your families a happy and safe holiday 

season and great happiness, health and success in 2010. 

Speaker Bureau 

Do you need a speaker for an upcoming event? The senior partners at TRG speak regularly on all things contact center. If you 

would like to discuss our speaking or just to hash around discussion topics please contact us phone at 416-979-8692 ext 200 (John) 

or ext 200 (Colin) or email jcockerill@thetaylorreachgroup.com ctaylor@thetaylorreachgroup.com  

Upcoming Events that TRG is a part of 

The following events will feature TRG prominently as a speaker, presenter, or facilitator.  We will post more details and site links once 

these are available. 

Malaysia- Employee Attrition and Retention Strategies for Call Centers, January 19 & 20, 2010, Kuala 

Lumpur  
Colin Taylor is conducting this two day intensive workshop.  Malaysiaôs outsourcing sector could be worth more than US$5 billion 

(RM17.55 billion) in 10 years if local firms can win bigger deals internationally, said Outsourcing Malaysia (OM) chairman David Wong. 

The business process outsourcing (BPO) and call center markets in Malaysia are fast catching up with countries like India, the Philippines 

and China. Regarded by analysts as an emerging market for BPO, the local shared services outsourcing industry is worth about RM750 

million and growing at 30 per cent per year.  

 

There are now 600 call centers in the country, employing about 25,000 people. The call center and BPO industry is one of the most labor-

intensive which, based on estimates, currently has a work force of around 200,000 employees for the entire industry and still continues to 

grow rapidly. Being an industry that relies heavily on labor supply for continued growth, the attrition rate, which has averaged around 

19%, is of great concern. 

 

Employee retention is one of the major problems of call centers and BPOs given the unusual work conditions, the unusual work hours and 

demanding responsibilities on the employees, which many find generally exhaustive and draining. But, since this industry relies heavily on 

manpower for continued growth, it becomes imperative that they are able to adopt and implement effective talent retention strategies if 

they want to become competitive in the market. This 2 day intensive training course will help call center managers and team leaders to 

identify the crucial ingredients to manage staff attrition 

  

This intensive 2 days training course will enable participants to identify the main causes of attrition in call centers, BPOôs and shared 

services and to come up with effective strategies that can be put in place immediately to increase staff retention. Training courses of this 

http://thetaylorreachgroup.com/multi-channel-contact-center/
http://www.surveymonkey.com/s.aspx?sm=8Ig_2bja_2b4IPTLKw2B6R8Ang_3d_3d
mailto:jcockerill@thetaylorreachgroup.com
mailto:ctaylor@thetaylorreachgroup.com
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type which focuses on staff retention issues in call centres, BPOôs and shared services are very few in the region. Therefore, do not miss 

this opportunity to attend this intensive training course. It is truly a must attend for all Call Center Managers, Supervisors and Team 

Leaders to address the number one problem haunting call centres, BPOôs and shared services today - high turnover and staff retention. 

 
For more information please visit the conference web site http://www.jfpsgroup.com.cn/kltrainings/AttritionM  

 

6th Annual Istanbul Contact Center Conference & Expo, Istanbul Turkey, Oct.  25 & 26, 2010. The 

conference theme is   The Value of Delivering Extreme Customer Satisfaction. 
Colin Taylor will be speaking on The Customer Roadmap, customer Experience and Customer Satisfaction- Planning the Journey and 

Executing the Plan. More details to follow. 

 

IQPC Call Center Summit and Call Center Exchange January 26 to 29
th

, 2010.  
TRG is a sponsor and will be attending this event in beautiful Orlando Florida and holding many meetings. If you are attending and are 

interested in getting together, please drop Colin a note at ctaylor@thetaylorreachgroup.com . For more information please visit the event 

website http://www.callcenterevent.com  

 

Case Study 
Improved Service Quality, Red uce Cost and create a Profit center  at Specialty Retailer  

 

The Challenge: 

An International specialty retailer never expected Ecommerce to become large and successful. What started out just a few short years ago 

as a couple of people answering phones in support of the website grew to more than 50 people. The call center was increasingly viewed as 

a cost center. Management was reluctant to keep adding staff to what was seen as adding little value to the company 

 

The Process: 

A Strategic Assessment end-to-end review of each of the 'moving-parts' within the call center infrastructure was conducted to establish a 

baseline and identify priorities. The engagement assessed the people in the call centers, their skills and competencies, the processes, 

procedures, operational methodologies, technologies, quality and service practices and business objectives. The results were compared to 

proven operational practices. The comparison gap and the business objectives were analyzed to find the high value high return projects and 

tasks that could be completed by the management themselves.  

 

The Solution: 

TRG recommended and implemented a number of initiatives including redesigning the operational model, empowering agents, introducing 

multiple channels (email, chat and IVR) and shifted from a call center to a contact center.  

 

The Result: 

The center went from a cost center in 2008 to more than million dollars profit in 2009. Productivity improved by 54%, while the cost per 

contact declined by 47%. At the same time reduced call handle time, improved first call resolution, increased answer rate by 33%. Service 

Level attainment improved by 50% over the year. With the work still in progress we anticipate even more improvements in 2010. 
 

 

 

http://www.jfpsgroup.com.cn/kltrainings/AttritionM
mailto:ctaylor@thetaylorreachgroup.com
http://www.callcenterevent.com/
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