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What-If?
How to Provide Risk and Sensitivity
Analysis of Your Contact Center

By Ric Kosiba, Ph.D., Bay Bridge Decision Technologies (www.baybridgetech.com)

How many times has this happened to you? It's 2:00 PM on Friday agér&éor CEO, or Marketing
HOME Director, or your boss, or...) has a new “What-If" analysis for you:

Workforce Management— e What happens if we invest in new technologies that decrease oue tiame?

New Challenges and What happens if we add a new cross-sell program that will isefeandle times and increase
Opportunities revenues?

What if we close (or open) a center?

What if we change our service goals?

What if our new marketing program generates more calls than egfect

What if we have our premium customer agent skill group back up the bsalesaskill group?

WFEM Survey Results

WEM Survey

Evaluating Staff, Cost,
and Service Tradeoffs

In this paper, we will discuss how to use a discrete-eveniigiion model of your contact center to answer
these types of questions, still be home in time for dinner, apas the boss!

In the Fall 2002 issue of On Target, we discussed developing a diseegtiesimulation of your call center
Managing by the Numbersenvironment in order to determine your center’s optimal service dgamlshe sake of this discussion, we will
assume that you have developed a simulation model of your contact cehéee aeady to perform analysis.

Workforce Planning

Speadsheets Simulation Model Review

What If? Discrete-event simulation modeling is an analytic techniquectimabines customer behaviors (like abandon
and arrival distributions), center operations information (likeroating and employee schedules), and

Workforce Wizard employee behaviors (like handle times and historic break patietms) computer representation of your

contact center. In effect, the discrete-event simulation mmeimes a virtual call center—on your desktop—
with all the important attributes associated with your businesswstdmers. Once the model is created, you

JetBlue Airways Success can make changes to your simulated call center and seedbis eff those changes on your important

Story performance metrics, before you decide to change your actual operation.

Industry News Discrete-event simulation has none of the limiting assumpti@misaccompany Erlang equations (e.g., the
assumption that none of your customers will abandon), so you can usatisimid test many more important

Events Calendar business questions than the number of staff required to hit servisergaa hour. With commercial software

available, discrete-event simulation modeling is easier thamn e

Bright Ideas

That being said, it is very important that a rigorous procesgs filace to ensure that the model you develop
Thank You to Sponsors  accurately describes your contact center. The process is:

Join SWPP 1. Develop accurate distributions of customer and employee bavior. The information that drives a

- good contact center simulation model is mostly available from your sthA@D interval reports, an
includes distributions of handle time, employee availability, custgagence (time to abandon), call
arrival, etc... Make sure you choose representative time pgeagisdo not use data from seasonally
unusual time periods) to develop these distributions.

Visit our website at ) . :
2. Run and validate the model against actual performance to enseithe model is accurateThe mos
WWWSWDD OI'CI critical step in any analysis, be it using a simulation moaeEréang model, or a regression technique,
is to validate that the model is accurate.

Keep ACD data available that was not used to develop the modetydadeplicate the actual
performance of this hold out data with your simulation model. If your hpetéorms within a few
percentage points of actual call center performance on yourtanpanetrics (e.g., abandons, ASA,
service level) then you have a validated simulation of your contatgraenvironment.

Once your model is validated, you can be certain that your modehimiiic actual center performan
under a variety of what-if scenarios. You're ready to go.
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| 3. Develop what-if scenarios, run the models, interpret theesults, and display the results in

executive-friendly formats. Let's choose a few what-if scenarios and discuss how we wouttieise
/ simulation model to develop an answer.
*‘_
- - b
& J
your call volume and handle time forecast, select a representadinth and simulate the month (with the
fluctuations of call arrivals, handle times, and staffing by lgaoterval) over and over varying the mean

1 handle time (but still using the appropriate handle time distributiofixég percentages of the forecasted
handle times. In other words, simulate your center with the faeethandle time minus 5%, 10%, 15%, 20%,
etc... keeping track of your most important metrics. You should be@bliew the following two graphs:

What-If Analyses
WHAT-IF #1: What happensif we invest in new technol ogies that decrease our handle times?

The goal of this exercise is to determine how sensitive theatargater is to fluctuations in handle time. Us
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6508 Grayson Court HANDLE TIME VERSUS REVENUE
Nashwille, Tenmessee 37205
877-289-0004 By producing these graphs, you will explicitly show how handle timetsffenancial and service metrics.

WHAT-IF #2: What happensif we add a new cross-sell program that will increase handle time and increase
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revenues?

This is very similar to the previous what-if, but instead diging your handle times, you will simulate your
center with the forecasted handle time and then add 5%, 10%, 15%gt20%t0 the mean handle time. What
makes this analysis interesting is the revenue opportunity. If yoattach expected marginal revenue per call
associated with the cross-sell program, you can produce the follomongyaphs:

Time Analysis
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These graphs demonstrate, at a glance, whether the prograrmneffeme.

WHAT-IF #3: What if we change our service goals?

By fluctuating staff available (but keeping the distribution offstefoss the week the same) within your
simulation model and keeping track of service achieved, revenuespstsdyou can determine your optimal
service level. You can produce the following graph for an inbound sal&s:ce
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Using simulation to determine your profit maximizing service qualityetis will be revealing. You will see if
your current service quality goals, by leading you to either ovemstafiderstaff, are costing you profit.

WHAT-IF #4: What if our new marketing program gener ates more calls than expected?

By varying the call volume forecast while keeping all other magrits constant, you can predict performe

over a range of call volumes and can produce the following analysis:
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Given that call volume forecasting is part art and part sciénisealways important to understand how
sensitive your center performance is to fluctuations in call volurjuestin case your forecast is high or low.

Summary

Developing a discrete-event simulation model of your contact cemé@onment will make answering what-if
guestions easy and accurate. More importantly, you will understandérsitive your contact center
performance is to changes in your operation. By being able to focuswyamaviement efforts on those levers

most likely to make an impact on your business, you will be abkevi® (®r make) your company a lot of
money. And still make it home for dinner.
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Ricisa charter member of SAVPP. You can reach him at EDK@baybridgetech.com or (410) 990-1079.
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