Document 3- PMF Definitions for Stand Alone Call Centres
Definitions
The following are the definitions and descriptions of the Performance Management Framework (PMF) metrics as used by ‘stand alone’ contact centres.  These metrics have been superseded for networked contact centres by a revised set of metrics designed specifically for virtual telephony networks (Documents 5(a) and 5(b)).  

1.  Demand Forecast Accuracy 
Demand forecast accuracy data is calculated by dividing the forecast demand by the total demand for the reporting period. A figure of 100 percent indicates a perfect forecast. An overestimation of the demand will produce a figure of greater than 100 percent and likewise an underestimation will produce a figure of less than 100 percent.  

The ability to predict demand accurately and ensure that sufficient capacity is available to meet it is a fundamental part of managing a call centre. However, forecast accuracy does not easily lend itself to simple analysis as demand is often volatile and 'accuracy' in prediction will depend on the sampling period chosen and how far ahead the prediction is taken.  

The current measure compares total forecast demand for a three month period against total actual demand over this period.  This measure has merit in that it is simple enough to apply to most call centres and the required data is likely to be available in even small contact centres. However, as the efficiency of the call centre is in reality dependant on what is happening on a minute by minute basis throughout each day, therefore a 100% score over the quarter does not guarantee a 100% performance on a day to day basis.   

2.  First Contact Resolution (FCR)  
First Contact Resolution is calculated by dividing the number of customer requests resolved during or following the customer's first call by the total number of calls. 

Often described as the most important measure in Contact Centre efficiency analysis, the ability to resolve a customer request or query on the first contact is a valuable indicator of the effectiveness of customer contact for an organisation. However, the ability to achieve high values for FCR will depend on the nature of the contact and the business of the organisation. Organisations handling simple information requests and transactions might expect values above 90%. Those engaged in more complex transactions and customer relationships may not expect to achieve FCR for the majority of calls.  This is therefore a measure that is most useful when applied to peer groups engaged in similar activities and analysis of barriers to FCR will also often drive process changes to increase efficiency. 

3.  Customer Satisfaction
This data is a summary of each contact centre's satisfied customers, as a percentage of those which were surveyed. 

This is an indicator that is almost universally applied to customer facing organisations. Although it is inherently subjective and influenced by how measurement occurs, it attempts to sample a key aspect of contact - was the customer happy with the service. The variation and subjectivity makes comparison between organisations difficult but this does not undermine its importance within a peer group.

4.  Avoidable Contact
The data figures for this section are the proportion of customer contacts that are not useful to either the customer or the organisation handling the contact as a percentage of the total volume of contact.  This Measure is one of the most subjective of the set and also potentially one of the most important in terms of monitoring the efficiency and effectiveness of service delivery. 

Typically ‘avoidable’ calls are ones that relate to questions such as ‘where is my…’, ‘how do I do…’, ‘why haven’t you..’ or similar situations where better communication or performance on the part of the service provider would have prevented the need for the call.  Avoidable Contact therefore requires a 'whole organisation' approach if figures are to be used to drive meaningful change. It requires management information regarding call types and call volumes to be available. It also requires areas of the organisation responsible for the service linked to the call types to make value judgements regarding whether the contact was avoidable. Thus the ability to report it implies a degree of maturity regarding the centres capture and use of management information. 



5.  Customer Consultation
The data for this measure is a simple 'yes' or 'no' response to whether the centre was consulting with customers in relation to services offered by the centre. 

Customer Consultation is an activity rather than a Measure and should be of relevance to the organisation well beyond the contact centre. In order to work effectively the experiences, views and needs of the customer should be used to drive and influence the way the organisation as a whole delivers service to them. It should not be limited to how contact is achieved and managed. Consultation is also one of the activities that support process improvement and avoidable contact reduction.

6.  Identification of Contact Type
This information comes from the section in the return where respondents are asked to list their top four contact types and the percentage of calls each contributed to the total calls.

This analysis evaluates how many returns identified each frequency of responses, from zero through to four. 

This is not a direct measure in its own right and nearer to a yes/no indicator of whether a Contact Centre is identifying contact types and the call volumes they attract.

As all contact centres should be aware of the most frequent causes of contact this indicator should show 100% reporting of their three main contact types. In time it is hoped that this Measure will become redundant and be replaced by one that captures how well contact is being analysed and segmented, rather than whether it is being segmented at all. 

It should also be noted that the ability to segment calls into types and associate demand volumes with them is a natural precursor to tackling Avoidable Contact. If segmentation cannot be achieved to the point where it attributes demand to specific areas of business it is unlikely avoidable contact can be accurately estimated or dealt with. 

7.  Customer Segmentation
The information in this section is the summary from a basic 'yes' or 'no' response as to whether the centres are segmenting their contacts.

The comments applied to identification of contact types apply equally to customer segmentation, in that it is essentially a Yes/No indicator for an activity not a variable measure. However, customer segmentation is a more 'advanced' indicator in that it implies that the organisation is seeking to understand the demographics of the caller, how these may relate to their contact and how it is best dealt with. 


8.  Use of Interactive Voice Response (IVR)
This section contains two separate pieces of information: firstly, it is noted whether the centre uses interactive voice recognition (or something similar); and secondly, if they do, what proportion of calls are dealt with in this way.



9.  Non-telephone Contact
Non-telephone contact includes communication made with a contact centre through email, SMS, webchat and any other channels, excluding face-to-face. The data comes from a numerical value entered under 'emails handled' and another one for 'Web-chat, SMS, other channel'.

The totals for each return have simply be added together and grouped under the relevant organisation type. To provide some sort of context, these have then been compared with the total number of total contact.

The quality of the data is considered to be similar to that for IVR. Establishing a figure for accuracy is likely to be difficult as, unlike telephone contact, figures for the activity are very likely to be compiled manually. It should also be noted that unlike agent mediated contact this measure does not attempt to establish whether there was 'resolution' of the issue as a result of the e-mail of SMS exchange. 

10.  Cost per Contact Minute
This is one of the most quoted efficiency measures for Public and Private Sector Call Centres and is likely to remain a key measure of performance. The measure relies on sound input data relating to costs and contact hours.

Feedback from workshops suggest that many smaller Local Authority Contact Centres struggle to separate their contact centre costs from the costs of the larger organisation and that there are differences in accounting methods for those that can separate costs.  However, this remains a useful metric and good performance in other indicators is usually translated into a lower cost per contact minute.  


11.  Resource Planning Accuracy
This measure compares the forecast requirement for Full Time Equivalent (FTE) Agents vs. the actual number available. Where availability is less than forecast requirement the measure gives a value greater than 100%. In principle it should provide an indication of how effectively personnel are managed in support of the service.  

12.  Wait Time per Call
This section gives data for the average time a centre takes to answer each call.

This measure is significant in two regards, it measures something that will probably influence the customer's perception of the whole of the contact - 'how long was I kept waiting' and it measures how good a centre is at matching supply of contact time with demand.

Despite the apparent simplicity of the measure, actual application and interpretation of the data is not simple. This measure requests averages for the quarter so inevitably it is a 'low resolution' measure of a complex issue. Given that a period of a few days or weeks out of a quarter with very long waiting times can have a profound effect on perception of an organisation it would be useful to have more detail.  


13.  Staff Utilisation
This measure is derived from the percentage of time 'paid for' which is used on customer contact or follow-up work. At present there are no plans to 'factor out' statutory obligations or factor for disparities in leave allowances etc. as the fact that it is a measure of 'absolute' utilisation makes it more useful in understanding how variations in local employment practice affect utilisation.

Owing to the nature of the measure it needs to be applied to similar call centres to give meaningful comparisons. If it is applied to very different centre types differences in training time or team support work could create a misleading picture.  In smaller Local Government centres it is important to identify if staff are also working as receptionists answering e-mails or acting as face to face advisors.  



14.  Staff Availability
This measure should be complimentary to Staff Utilisation in that it should highlight situations where staff members were available for work but not utilised. It should give insight into the factors that affect utilisation and help model how absence impacts on performance of a centre.  

15.  Agent Cost and Salary

The PMF currently requests average annual salary values. From looking at the minimum salary values it can be seen that a small number of respondents may be including part time workers and not converting these figures to full time equivalents.  However, overall it shows average values that are consistent across the sector and comparable with private sector rates.   

16.  Seat Occupation
This measure is derived by dividing the number of FTE Agents employed by the number of call seats a call centre has. It is an indirect measure of infrastructure utilisation and requires a degree of interpretation. In the case of like for like comparisons of call centres engaged in similar activities it should give an indication of the return, in terms of contact provision, gained from the investment made in providing contact centre seats. In principle the higher the occupancy the more efficiently the call centre is being used. 

In practice the data needs to be interpreted in the context of the service being provided. Emergency Services should have inherently high occupancy levels as they will be offering a service twenty-four hours a day seven days a week every week of the year. Organisations offering working hours only services will by their nature have lower occupancy rates.  In all cases organisations may choose to maintain a degree of spare capacity to deal with peak demand or emergencies. 

17.  Staff Attrition
This is a measure of staff turnover which may indicate retention problems, staff engagement problems and in turn imply higher training costs, knowledge drain and higher net recruitment costs. 

18.  Absence
These figures show the absence from work of agents as a percentage of all contracted or paid agent time. The obvious application of this figure is in benchmarking and identifying factors that affect absence figures so that avoidable absence can be reduced. 

19.  Investment in Staff
In principle this is a useful measure of how investment in training of staff affects costs, performance, recruitment and of benchmarking training costs for types of call centre operations.  However, some work is still required to ensure that internal training is counted as well as externally delivered training courses.  

Interpreting Data from Stand Alone Contact Centres

The data set for all participants using this question set have been provided in the form of an excel spread sheet.  This spread sheet has one worksheet per quarter and covers eight quarters in total.  Each worksheet contains all data for that calander quarter as a sigle data table where each row represents an individual contact centre e.g. Q1 08 is January to March 2008.  

It should be noted that at the start of this period all contributors used the same question set.  However, as the larger organisations moved to services provided through national virtual networks it was necessary to develop a new system approriate to networks.  The larger organisations were then moved to the new data set which is also explained and published as part of this data set.  
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