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SNAP CONTACT/CALL CENTER ROLES AND SERVICES

SNAP Call Centers

In an economy with a growing demand for services and heightened expectations for expedient
and quality service delivery, States continue to look for administrative improvements to
improve service delivery to their citizens. One of the most common forms of interaction with
Supplemental Nutrition Assistance Program (SNAP) clients is the telephone. In many States,
these calls come directly to case workers who interrupt their work to serve clients. State
officials are asking: Would a call center alleviate some of the pressures on local offices in my
State? What do I need to have in place to provide good customer services in a call center?

While some local offices designate a worker or two to handle incoming calls (a mini-call
center) for their office, this may be less efficient than a true call center. In other States, the
calls are made to common 1-800 phone numbers, and the call is taken by dedicated call center
workers who have the ability to answer the vast majority of calls as they have access to the
case records electronically.

Approximately two-thirds of the States already have a call center operation that supports
SNAP operations, and it is expected that States will continue to establish new call centers,
expand existing call center operations, and/or replace older technologies. Call centers can
provide support to the certification process in local offices by reducing the time local
certification offices spend answering phone calls concerning:

General SNAP information;

Application and benefit status information;

Application and recertification interviews;

Customer complaints; and

Processing changes.

In some States, call centers go beyond these functions to directly certify and re-certify
households, thereby supplanting the local office for a portion of the application processing
workload.

While it is the focus of this report, it is not possible to discuss call centers in isolation. They
are frequently an important component of States' more general efforts to modernize the
administration of their human service programs, including SNAP. States that have enjoyed the
most success identified their business needs before determining the functions and services to
be provided in their call centers. For example, in many States, the call center is not the only
access channel in the service delivery model. States have taken a "hybrid" approach in which
SNAP beneficiaries and applicants can access services through the call center, as well as
through local offices or via the Web site. These call center services support and complement a
State's overall service delivery model and goals. For more information on how to determine
what services a call center should perform, refer to the Business Processes and Scope chapter.

SNAP Contact/Call Center Roles and Services
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Document imaging is generally a prerequisite, and telephonic signatures would facilitate
application processing in call centers. Placing this functionality in call centers can provide a
State with significantly increased flexibility in managing fluctuations in workload. While
States' experiences over the last decade indicate that call centers can help improve the
efficiency of their SNAP (and other program) operations, a number of factors need to be
considered before deciding to implement a call center.

SNAP Call Center Technical Advisory Group
The SNAP Call Center Technical Advisory Group is a joint effort by the Food and Nutrition

Service (FNS) and States with extensive experience operating call centers. The group's
primary goals are to:

m Facilitate sharing of information about designing and operating call centers for SNAP and
other State-administered income support programs.

m  Provide a framework for States to use in determining their need for call centers.

m Identify the critical factors surrounding the choices States make in determining the
functions call centers perform in relation to local offices.

SNAP Call Center Manual Overview

This manual is offered as a guideline for States to use in planning the implementation of a call

center. This manual refers to both call centers and contact centers, which are distinctly

different:

m Call Centers: Call centers use phones as the primary means for how clients interface with
their case workers.

m  Contact Centers: Contact center utilize multiple avenues for clients to interface with their
case worker, including one or more of the following: phones, e-mails, instant messaging,
chat, and text.

This manual identifies the key factors State officials need to consider before implementing or
modifying a call center. While this manual will not make decisions for State officials, it is
intended to provide enough background to help inform decision makers as they make choices.
Some of the most important considerations to factor into decisions regarding call center
implementation include:

m  Coordination of call center functions and responsibilities with local office operations;
m Level of investment in technology and staffing; and
= Impacts on customer service.

The primary focus of this manual is on call centers because States have established call centers
and have less experience with contact centers. However, the manual does describe some of the
services, channels, and related considerations for States moving towards a contact center.

There are several SNAP policies which need to be considered for waiver when moving to a
call center environment, including:

SNAP Contact/Call Center Roles and Services
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m Face-to-Face Interview: If the call center will conduct interviews over the phone, States
must request a waiver from SNAP in order to move forward with this over the phone
service.

m Scheduled Interview: If the call center is going to conduct over-the-phone interviews,
States should consider the impact of SNAP rules requiring a scheduled interview and
request a waiver.

Throughout the manual different terms are used to refer to the staff answering phones in call
centers (or responding to messages in contact centers.) These terms include "agent," "worker,"
"eligibility worker," "Subject Matter Expert (SME)," "Customer Service Representative
(CSR)," and "Customer Care Representative (CCR)." All are used in different states based on
the differing configurations and functions of their call centers. While all staff members need
training in the SNAP and other programs handled by the call center, eligibility workers are the
only staff authorized to make decisions to certify, recertify, or deny a household's eligibility.
While eligibility workers may answer incoming calls, it is more common to have
agents/workers/CSRs (i.e., administrative staff) answer calls, handle basic questions, and refer
other issues to eligibility workers or SMEs. All of these staff members are merit staff working
for the State unless FNS approves use of non-merit staff for certain tasks (see the Staffing and
FNS Merit Pay Policy section of this chapter).

The manual also uses the terms: "client," "recipient," and "household" interchangeably for
people participating in the SNAP and/or other programs. The term "applicant" is also used, but
the reference is specific to households that are still within the application process. "Customer"
includes all of the above and anyone calling a center.

Decisions

The decision to implement a SNAP (Medicaid, Temporary Assistance for Needy Families
(TANF), etc.) call center or expand a current center's functionality are generally based upon
two overriding considerations: Improving Efficiency and Improving Customer Service.
Within these two "decision drivers" are a variety of factors and considerations that must be
analyzed in detail to determine if a call center would improve a State's SNAP operation.
Intertwined with and dependent upon this determination are the questions of the call center's
functionality and its physical and telecommunication configurations. Questions to be
considered include:

m  What are the objectives and duties of the call center in context of the local offices' business
process models?
m  How will communication and coordination be established and maintained?

m  Should the call center operation be centralized or decentralized? Should a decentralized
operation be linked so that calls are seamlessly distributed between call centers (virtual)?

m  What are the costs to start up and operate a call center? What are the service and cost
implications of each alternative?

m  What technology should be used? Can it be hosted, or should States own and maintain the
technology? What are the benefits of each solution?

m  How will clients be informed and educated on the functions and uses of the call centers?

SNAP Contact/Call Center Roles and Services
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Answering these types of questions will help move the decision process toward more concrete
goals, as well as start the analysis of the various alternatives to get there. This analysis helps
give management a picture of the benefits and risks of different alternatives. Identifying the
gaps for each alternative between where the organization is and where it wants to be helps
determine the relative costs, both for one-time expenses and for ongoing maintenance. Gap
analysis provides a foundation for measuring the investment of time, money, and human
resources required to achieve a particular outcome.

When performing alternatives analysis, it is important to identify and standardize cost and
benefit factors for comparison between alternatives. The alternatives analysis should provide
decision makers with all the pertinent information they need to take appropriate action.

Some examples of the types of call center decisions that can be facilitated by alternatives
analysis include functionality requirements and whether to add employees, introduce a new
technology, purchase equipment, change vendors, implement new procedures, or relocate
facilities. This type of analysis can identify the "hard dollar" savings (actual, quantitative
savings), "soft dollar" savings (less tangible qualitative savings, as in reduced processing
time), and risks. For example, an inexpensive alternative to a "hard dollar" cost perspective
may also require a significant investment in the time and effort required to deploy needed
change management and, ultimately, get staff buy-in. It is important to not minimize the risks
when making any significant change in business processes, and for SNAP, it is critical to be
mindful of the potential impact of any new process on errors and application processing
timeliness.

Functionality/Services

A critical decision is whether the call center is intended to support the local offices or to
become the primary channel for all SNAP services. Current service delivery scenarios across
States include a wide range of options. Beyond inquiry, the following services are included in
State call centers:

Accept and resolve complaints;

Send alerts of reported changes to local offices;

Accept reported changes;

Process reported changes;

Return calls made to local offices;

Enter application data from applicant;

Schedule interviews with local offices;

Provide status of applications;

Send requests for verification and/or verify with collateral contacts;

Screen for eligibility;

Process initial applications;

Conduct interviews for initial certification and renewals; and

Determine eligibility.

SNAP Contact/Call Center Roles and Services -10-
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Exhibit 1 provides examples of State experiences surrounding the roles, benefits, technology
needs and key considerations applied in several different call center service options.

Call Center
Services
Category State Experiences Technology Needed
1. Data Entry Intended role of the call center: = Appointment
Cost: $ The intended goal for this level of service is to support the local Scheduling System
office staff by performing general data entry tasks such as = Database to track

2. Inquiries and
Status

Cost: $

appointment scheduling, complaints processing and data enter
reported changes and to set tasks/alerts for eligibility staff to act

on. [ ]
Benefits:
This option provides enough functionality to ease the burden on ]

eligibility staff while providing a convenient channel for clients to
access a wider range of services.

Items to Consider:

This level of service does not require eligibility staff to implement.
Data entry can be done by clerical staff or office technicians.

The technology must support the technician's ability to quickly
access and input client information. Additionally, it should support
the timely routing of tasks and information from the call center to
the local offices. Any system delays or difficulties could affect
handle times and caller satisfaction.

Pro: Enabling office technicians to perform clerical type functions

frees up the eligibility staff time to work on determinations

Con: Eligibility staff have no control over their schedules

Keys to continued success:

Develop standards for quality assurance and consistency.

Intended role of the call center: L]
The goal of an inquiry and status call center is to alleviate workload =
from staff by handling general inquiries and requests.

Iltems to consider: .
This level of service does not require eligibility staff to implement.

Data entry can be done by clerical staff or office technicians.

The technology must support the technician's ability to quickly

access and input client information.

Benefits and risks:

Pro: Alleviates workload from eligibility staff by answering client's
general questions and inquiries.

Con: In many instances, inquiries can escalate to action being

required on a case. In this model, a hand off would be required to

an eligibility worker if actions were necessary on the case.

Con: Client questions could require more knowledge than the
technicians skill set allows them to answer.

Keys to continued success:

To protect the initial investment, States could remain flexible and

adapt to changing demands by understanding reason for call and
client-preferred channels (e.g. Web, mail or local office).

SNAP Contact/Call Center Roles and Services

complaints and
resolution
Current Eligibility
system(s)

Phone System

Note: If the state is
operating in a
decentralized model, the
data entry technicians will
need access / training in
all eligibility systems being
used in order to get
tasks/alerts to eligibility
staff timely.

Centralized Imaging
Single eligibility
system

Phone System
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Call Center
Services

Category State Experiences

Technology Needed

Intended role of the call center:
Under this category of service, call center agents are empowered
to make decisions and take necessary action on case.

Under this category of service, the call center is an equally viable

access channel for SNAP services as opposed to the local offices.

Items to consider:

Given this model will have the most impact on technology, staffing

and policy, states should conduct an in-depth feasibility study

during the planning phase to consider the following:

= Access to the State's eligibility system and document
management and imaging applications;

= Appropriate skill sets for contact center workers;

This level of service requires eligibility staff to implement.

Need to determine the parameters for the types of calls and

service area for the call center (i.e. will they take calls for an entire

state, certain geographic area, certain programs, all programs, are

there certain populations that should be excluded from the call

center).

In order to provide consistent service to clients, states should have

one policy and procedures manual for call center staff to utilize.

Analysis of all offices where call center agents are located must be

completed in order to ensure adequate lines are available for

agents and volume.

Benefits and risks:

Pro: Allows for continuity of services and reduces hand-offs.

Pro: Workers are given protected (uninterrupted) time to process

cases.

Con: Worker spends a high portion of their time answering phone

calls and processing reported changes.

Con: Process is split between application and ongoing open case.

Keys to continued success:

Discuss plans to move to a call center environment with key

Federal agencies, community partners, and advocates to gain their

support.

Intended role of the call center:

Under this category of services call center agents are empowered

to act on changes, complete interviews and make case
determinations.

Under this category of service, the call center is an equally viable
access channel for SNAP services as opposed to the local offices.
Benefits and Risks:

Pro: Through business process management, states have the
ability to reach an extended population of clients and may also gain
efficiencies is service delivery.

Pro: The call center has flexibility to respond to growing caseloads
or policy changes.

Pro: Allows for workload portability, for example, staff in rural areas
can be given equal workloads with staff in urban areas of the state.
Thus maintaining rural jobs.

Pro: Single access point for clients to call for interviewing, case
status, and change reporting.

Con: Staff spends a high percentage of their work week answering

3. Change
Reporting
Cost: $$$

4. Eligibility
Determinations
Cost: $$$$

Centralized Imaging
Single eligibility
system

One policy and
procedures manual for
all service areas
Phone system with
IVR capabilities
Phone system with
call routing capabilities
Phone Lines

Centralized Imaging
Single eligibility
system

One policy and
procedures manual for
all service areas
Phone system with
IVR capabilities

Phone system with
call routing capabilities
Phone Lines
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Call Center
Services
Category

State Experiences

Technology Needed

5. Contact Center
Cost: $$$$

calls.

Con: If the call center is not adequately staffed, clients will endure
long wait times

Items to consider:

Given this model will have the most impact on technology, staffing
and policy, states should conduct an in-depth feasibility study
during the planning phase to consider the following:

m Access to the State's eligibility system and document
management and imaging applications;
The strong program skill sets needed for call center workers;
FNS approval to waive the requirement for in-person interviews

= FNS approval to waive the requirement for a scheduled
interview

= Telephonic signatures

Duration of time spent on a single call must be considered for

adding interviews to a call center.

Analysis of all offices where call center agents are located must be
completed in order to ensure adequate lines are available
considering the number of agents, volume, and duration of calls.
Consider implementing model to include telecommuting to reduce
brick and mortar costs.

Consider revising management structure to provide consistent
expectations.

Determine training strategies for implementation and ongoing
needs.

Keys to continued success:

Given the shift in service delivery under this model, states should
include an extensive stakeholder campaign during the planning
phase to include Federal, State, and local representatives and
assess the needs of the client population.

Intended role of the contact center:

The intent of the contact center is to give clients 24/7 access to
their case information.

Under this category, the center will increase access points for
clients to view access and submit changes. The Web is an equally
viable access channel for SNAP services as opposed to local
offices or the call center.

Benefits and Risks:

Pro: Clients can access case information 24/7

Pro: Clients can report changes 24/7

Pro: Reduce call volume to call center

Pro: Less hand-offs

Con: Clients can send questions and report changes 24/7, Monday

workload must be well managed

Items to consider:

Given this model will have the most impact on technology, staffing

and policy, states should conduct an in-depth feasibility study

during the planning phase to consider the following:

= FNS approval to waive the requirement for paper notices

= FNS approval to waive requirements for over the phone
interview

Secure Web site

Multi Media Platform
Centralized Imaging
Single eligibility
system

One policy and
procedures manual for
all service areas
Phone system with
IVR capabilities
Phone system with
call routing capabilities
Phone Lines

SNAP Contact/Call Center Roles and Services
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Call Center
Services
Category State Experiences Technology Needed

With the introduction of the multimedia platform and Web site

capabilities, states will need to consider the following for time

management purposes:

= Staff time to act on client e-mails and act on reported changes

= Staff time to act on changes reported online and act on
reported changes

Consider what the Web site can offer to clients to reduce the need

to talk / chat with a live worker.

Determine training strategies for implementation and ongoing

needs as staff in this model need a high skill set.

Contact centers do not need to be the last phase of state evolution

to virtual services; they can be implemented at any phase.

Keys to continued success:

Given the shift in service delivery under this model, states should

include an extensive stakeholder campaign during the planning

phase to include Federal, State, and local representatives and

assess the needs of the client population.

Exhibit 1: State Experiences with Call Center Services.

The chapters that follow describe the significance of performing business process analysis
prior to designing a call center or contact center. It is critical that States fully understand the
various processes and touch points between a client and the State systems and processes. In
general, however, there are certain aspects that need to be in place to enable an efficient call
center or contact center.
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Call Center

Self Service |
Portal

Eligibility
System

g i Imaged / Fielded Data

Responses

Exhibit 2: Multi-Channel Contact Center.

For all services listed in Exhibit 3 (with the exception of general program inquiries), workers
will be required to perform an identification verification prior to releasing information. This is
usually performed by asking for two to three separate pieces of information to confirm
identification (i.e. case number, social security number, name, address).
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Service

Information Needed

Enabling Business Process/Technology

General
Program
Information

Application
Status

Inquiry or
interaction
through
Interactive
Voice Response
(IVR)

Benefit Status

Apply by Phone

Make a change

Schedule an
Interview

Apply by
Internet

Apply by Fax

Call workers will need complete knowledge of
programs. In order to ensure consistent
responses, work instructions and call scripts
are recommended. The more consistent
processes are for workers, the greater
likelihood of managing timeliness, productivity
and quality.

To centralize the ability to respond to status
questions, workers need access to the actual
application’s status. This may be enabled
through a summary screen where workers
enter in a client’s case number or Social
Security Number, and the system will generate
either a summary screen or the actual case
itself (in electronic format).

The system is set up to allow a client to select
different options to retrieve different
information including: general information
(recorded), appointment scheduling (which
routes a person to an agent or has an
automated scheduler featured), application
status and/or benefit status, etc.

As noted above, workers retrieve information
through an electronic summary screen or
through access to the case file.

Workers accept applications by entering data
into an online application on behalf of the
calling client. This requires the client to provide
authorization.

Workers accept information by phone and
enter into the system the new information.
Workers require access to the system or must
send the change information to local office
workers.

As discussed in the inquiry by IVR. Note that
an interview could be scheduled over the
phone. The agent would have to have access
to the calendars and time slots available with
the workers performing the interviews. An
appointment letter confirming the date and
time selected would be required. This could be
automated or waived.

As discussed above. Establish a Web-based
application form available on a State portal.
Enable the client to send it via Web for
processing.

As above; however, allow clients to fax in
applicatoins.

Knowledge management software is commonly used to
help workers search a system for the right question/answer
to speed up the delivery of responses. An intranet or
Internet site accessible by call workers is needed.

As described in the Technology chapter, telephony
infrastructure and desktop computers with appropriate
software is needed.

This normally means that documents are imaged and cases
are Web-based so that they can be accessed by a remote
center. This requires a repository for the cases and images.
Note that to speed up the response time, it is advantageous
to produce an application that retrieves key information
from case files and presents it in a summary form. This
enables workers to answer a variety of questions without
paging through the actual application. It also means that
call center agents can be less trained than workers and still
provide accurate responses.

Normally Web services are set up to pull the answers from
files and provide the answers electronically through the IVR
system. Note that this system also requires the
implementation of an automated identification verification
step to ensure against Health Insurance Portability and
Accountability Act (HIPAA) violations.

See Applicatoin Status.

Workers need access to the Web-based system and then
release it as if they were the client applying directly.

This either requires access and permissions for call agents
to enter information into case files, or requires an ability for
agents to send tasks or e-mails to the specific queues or
local office case workers to enter the change.

The system needs to allow the agent to see calendars for
appointments. To mail letters, the system needs to allow
the agent to complete certain information so the letter can
be mailed and scanned in for future reference.

For best service, the system would enable the data to be
automatically entered into the eligilbity system off the Web-
based application. Alternatively an image version of the
application is sent to a centralized queue and workers pull
the image and re-enter the data into the eligibility system.

As above.

Exhibit 3: Contact Center Services and Business Process/Technology Requirements.
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Staffing and FNS Merit Pay Policy

There are some key elements that make SNAP call centers unique. Callers who are seeking
information about benefits have needs that represent wide ranges in call "talk-time" with
workers. The callers' issues are typically complex and critical to their daily lives, and they
expect the call center agent to know about their case and not require a lot of research while
they are on the call. Many low income callers use cell phones with a limited number of "free"
minutes. Depending upon the functions of the call center, agents may need deep knowledge
about SNAP to provide assistance to callers.

m  The level of expertise necessary for call center staff is directly related to the functions they
will perform. Clearly, fully trained eligibility workers would be needed to conduct
interviews and make eligibility determinations. However, it is important that any worker
answering the phone have basic SNAP policy training to provide accurate information to
callers, even when more difficult calls must be transferred to staff with greater expertise.
Finding staff with call center experience may be desirable, but policy knowledge is
critical.

m  While the number of expected calls can and must be estimated to determine the number of
lines and number of workers needed, contingency plans should be in place if the number
of calls exceeds these estimates or spike during certain times of the month. Ideally, the
system allows trained workers from other offices to be added to the phone queue as
necessary.

States may consider using vendors to design and manage certain aspects of their call centers.
The use of vendors may range from consulting on how to set up and staff call centers to
contracting for technology. Some States have used vendor staff for the call center telephony
infrastructure, as well as the staffing and operation of the center itself. There are pros and cons
to outsourcing or vendor-staffed call centers, and Federal rules may prohibit the outsourcing
of some functions. States considering using vendors in call center operations should consult
with the appropriate Federal agencies and study experiences in other States that employ this
model. There may be lessons learned and advice available from these States, which could help
provide insight on the decision making process.

Section 11(e)(6) of the Food and Nutrition Act (the Act) restricts the SNAP certification
interviews and final decision on eligibility determination to State merit system personnel.
Over the past few years, several States have used private contract staff to perform functions
traditionally performed by merit system personnel such as providing application assistance,
verifying information and answering case-specific questions. The outsourcing of these
functions resulted in a more complex and difficult enrollment process, added complexity to
the application process and confusion over the division of responsibilities between public and
private employees. Based on the results of these projects, FNS further restricted tasks that
involved any client contact to merit system personnel in our January 20, 2010 guidance
“Federal Support for Enrollment and Application Processing Costs.” States are required to
seek approval from FNS to use non-merit system personnel in a limited capacity in order to
ensure continued Federal Financial Participation (FFP) support.
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Current statutes and Federal regulations restrict SNAP certification interviews and final
decision on eligibility determination to State-merit system personnel. Recent Federal guidance
further restricts tasks that involve any client contact to merit system personnel. States may
seek approval from FNS to use vendor/private staff to interact with clients in a limited
capacity (see Exhibit 4). States who fail to receive FNS approval to use non-merit system
personnel to interact with clients may risk losing Federal funding to support State SNAP

operations.

SNAP intake and certification functions

Merit System Personnel Only
The following functions are reserved for State-
merit system personnel only

Vendor/Private Staff with Approval

The following functions are reserved for merit
system personnel but may be performed by
vendor/private staff with prior FNS approval.
Approval is on a case-by-case basis.

Interviews

Determining Eligibility

Screening for Eligibility

Handling Client Appeals Regarding Case
Eligibility/Benefits

Handling Client Complaints Regarding Case
Eligibility/Benefits

Providing Application Status

Providing Application Assistance
Providing Case Status

Pursuing Missing Information

Answer Client Questions About Missing
Information

e Recording Client Information or Accepting
Reported Changes (that require client
contact)

e Handling Complaints (Non-case specific)
o0 "Wait time is too long"
o "l want a new case worker"
e Taking Requests to replace Forms or Letters
e Providing General Information such as
o Office Location
o0 Contact Details
0 How to Receive an Application
e Providing General Program Information
e Provider Locations and Referrals
e Responding to Requests for Blank
Applications
e Scheduling and Rescheduling of
Appointments

Vendor/Private Staff

The following functions can be performed by non-merit system personnel and do not require FNS

approval

e Data Entry (that does not require client contact)

e Document Scanning

e Data Matching (that does not include follow-up with clients)

e Ancillary Support (i.e. building security, maintenance, technology support)

Exhibit 4: Seeking FNS Approval to use Vendor/Private Staff to Interact with Clients.

On a case-by-case basis, FNS may approve a State's request to use vendor/private staff to
interact with clients in a call or contact center. To seek FNS approval, States must submit a
formal request in writing to their FN'S Regional Office. The State's request should include

answers to the following questions*:

m Identify and describe, in detail, the specific function(s) vendor/private staff will perform.
m  Provide the rationale/justification for hiring vendor/private staff instead of merit system.
m  How many vendor/private staff will be working on the SNAP?

SNAP Contact/Call Center Roles and Services
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m  Will the use of vendor/private staff result in a reduction in the number of merit staff
working on the SNAP?

m  Through what organizational structure will the vendor/private staff be employed (i.e. State,
temporary staffing agency, contractor, etc.)?

m  How long does the State expect to use the vendor/private staff?

m  What level of expertise and/or training will the vendor/private staff have?

m  Describe State oversight and supervision the vendor/private staff will receive. If
performance of the vendor/private staff is less than satisfactory, what action(s) can the
State take?

m  What risks to customer service or SNAP program performance does the proposed use of
vendor/private staffs create?

m  How will the vendor/private staff be funded?

As each State's purpose for using vendor/private staff varies, additional information will likely

be requested by the Regional Office after the initial formal request is submitted by the State.

*Note: Questions provided are subject to change.

Centralization vs. Decentralization

The question of centralization versus decentralization requires the consideration of several key
factors related to cost, performance, and future needs to sustain States through case volume
growth, changes to policy, and unpredictable events such as natural disasters.

The benefits achieved from a consolidated model (centralized or "virtual") may include:

m  Workload is more efficiently balanced across a centralized workforce, thus requiring fewer
workers per work unit and allowing States to achieve cost efficiencies.

m Standards for consistent answer times, inquiry management, and quality can be more
easily monitored and maintained.

m Staff resources can be more easily adjusted based upon call volumes and growth in
demand.

States that may not be prepared to create large centralized facilities to house call center staff
may instead establish "virtual" call centers. In this model, there may be dedicated call center
workers, but they are located in two or more centers, and the lines are consolidated to enable
seamless call routing and operational efficiencies. In a virtual model, with the proper tools and
management controls in place, call center staff can work from any location, including their
homes. The location of call centers is invisible to the callers. The criteria for comparing
centralization vs. decentralization are as follows:

m Staff Efficiency — The number and skill level of staff required to complete the workload
within the current service levels of the program.

m  Operational Control — The ability of management to understand future demand, direct
the organization's resources to satisfy this demand, understand what and how work is
being completed, and affect changes in processing as part of continuous improvement or in
response to outside forces such as policy changes or disasters.
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m  Service Level — The levels of service documented in contractual Key Performance
Requirements, as well as presented in others operational performance measures, reflect
client access, process integrity or efficiency.

m Leverage of Existing Assets — A description of how the operation uses existing
capabilities, like telecommunications infrastructure and facilities, versus needing to
reconfigure, build or buy new capabilities to execute the business process.

m Disaster Preparedness — The capability of the operation to address significant outages
due to failures in critical components such as office facilities, workers' communities,
networks, power systems and more.

m  Security — The ability to meet security requirements associated with staff in various
locations, including their homes, handling or accessing confidential information.

Much study in the field of operations research has been applied to the efficient allocation of
call center agent resources across numerous call center locations. Essentially, what has been
quantitatively proven is that staffing multiple locations with a lower number of resources per
location decreases workforce productivity in terms of the number of calls that can be handled
per worker. The following tables shows how distributing workers to multiple local offices to
take phone calls results in a staffing model that is less efficient than a centralized or a virtual
model.

Hourly Workload
Arrival Rate Hours (Call Number of Agent Head Staff
Number of Per Call Volume FTEs per Count per Total Agent Workload
Call Centers Center AHT) Call Center Call Center Head Count Ratio
12 500 41.7 47.4 48 576 1.14
6 1000 83.3 90.1 91 546 1.08
3 2000 166.7 174.9 175 525 1.05
2 3000 250 258.9 259 518 1.04
1(or virtual) 6000 500 510.2 511 511 1.02

Exhibit 5: Call Center Agent Resources Workload Distribution.

When deciding whether to implement a centralized or decentralized call center model, there
are a number of operational areas for consideration, including:

m  Management Controls — Management controls can properly ensure that consistent
standards and processes are employed by staff and enforced by State management. While
it is possible to achieve these controls in both centralized and decentralized call centers, it
can be more challenging in a decentralized environment.

m Disaster Response — A "virtual" model with several locations that have the ability to
handle cases in any area of the State is the likely the model best able to respond to a
disaster that shuts one or more facilities down, or results in a sudden increase in the need
for interviews.

m Facilities - In a distributed model, each facility would require sufficient space, work areas,
telephony connectivity, telephony equipment, and any other environmental requirements.
Application of the same standards for security and privacy should be consistent at all
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locations. Such requirements may be met using existing local offices or may require
additional offices. In a centralized model, it is likely that a (large) new facility would have
to be acquired.

m Training - Training may be delivered to all workers in centrally located facilities. With
workers located throughout the State, training would potentially need to take place on a
distributed basis, which may require additional training space outfitted for call handling
education and/or additional travel costs. Additionally, distributed classes may have fewer
participants per class, increasing the number of trainers required to train an equal amount
of staff in a centralized model. If current facilities do not have the capacity (space,
connectivity, computers, and telephony equipment) to hold classes, there would be either
significant costs associated with build-out requirements or substantial travel/hotel/per-
diem costs required to send employees to training centers. In-person training is more
difficult to accommodate in a distributed model, so robust e-learning capabilities may need
to be in place.

m Staffing - Using a decentralized or virtual model, States could enlist workers from local
offices, but leave them in place rather than relocating them to a single center. Strategies
would need to be developed to fill vacancies in order to meet workforce management
requirements.

m  Procedures — While each approach has, its challenges it is likely that spreading a call
center operation would required additional attention to management controls and the
development of procedures to promote uniformity in client services.

Approach Staff Efficiency Operational Control Service Level
Centralized and = Overall fewer FTEs m  Fewer workforce locations to manage m  Dedicated workforce to
Virtual required the following: service clients access via

= Workspace can be m Facilitates statewide workload queue 1-800 number
designed to facilitate high management m  Real-time monitoring of
volume processing. m Easier to manage consistency of service levels

management, execution and compliance m  Single point of service
level management for
entire State workload
m  Consistent policy and
procedure execution

Decentralized m  May require more staffto = Development and execution of new m KPR monitoring at each
complete: capabilities and procedures for location
« Task workload distributed workload management such  w  Statewide KPR reporting
 Operations management as. _ of Local office
S e Management reporting performance data
« Configuration and e Performance monitoring = Policy .and procedure
management of local e Workload forecasting e;(fgcu:|onf?ay el e
1 ! . office to office
office telephony « Workforce staffing and scheduling
* Resource could be ~|m Reduced visibility and control of
assigned to work on office statewide workload backlog

tasks to offset unutilized

) Local office management in direct
time

control of local workload assignments

m  Recruiting, staffing, training are directed
and managed across approximate many
office locations

Exhibit 6: Overview of Centralized and Decentralized Models.
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Conclusion

SNAP call centers are present in the majority of States. Their popularity has provided a wealth
of best practices and lessons learned knowledge. States that are considering implementing a
call center or States with long-standing call centers should continue to evaluate their business
needs to best determine the functionality of a SNAP call center. It is also important to
recognize that States' goals to minimize costs while also meeting customer needs are a shared
trend with the commercial industry. Remaining engaged with SNAP call center counterparts

as well as the commercial industry will provide a helpful backdrop for State planners.

Lessons Learned

Lesson Category:

Tactical

State

Utah

Inputs: What was the problem, what
were the assumptions / constraints

Working with Federal partners.

Process: Decision factors,
pros/cons

Prior to submitting the telephone interview waiver and the unscheduled
interview waiver, the team worked closely with the FNS Mountain
Plains Regional Office. The team was therefore able to keep FNS
informed of the planning process, as well as receive their input and
feedback on what was needed in the waivers (i.e. business processes
needed to ensure sufficient access to the SNAP program).

Outputs: Result or
outcome/decision

Both waivers were initially approved and then later approved as
amended.

Result: Did you solve it? Other
consequences good/bad

As a result of our upfront communication with Federal and local
partners, the state was able to implement its waivers and new
processes with few or no incidents.

Adjustment or Follow-up:

National & Regional FNS personnel made in-person visits to the state
to see firsthand how our business processes and technology worked.

Lessons Learned:

Upfront communication is vital to the success of change.

Lesson Category:

Policy

State

Utah

Inputs: What was the problem, what
were the assumptions / constraints

The department was implementing call centers and needed the ability
to conduct telephone interviews rather than face-to-face. The
department also needed the ability to conduct on-demand interviews
rather than scheduled interviews. SNAP regulation requires face-to-
face interviews and scheduled interviews.

Process: Decision factors,
pros/cons

Initially the call center was only in the central area of the state. The first
telephone interview waiver and unscheduled interview waiver were for
that area of the state. As SNAP was expanded to call centers
statewide, the waivers were amended and expanded.

Outputs: Result or
outcome/decision

All waivers were approved and unscheduled telephone interviews were
implemented.

Result: Did you solve it? Other
consequences good/bad

Unscheduled telephone interviews eliminated the need for several
manual processes, including screening for expedited (all SNAP
applicants are allowed to call within seven days for an unscheduled
interview), scheduling and rescheduling interview appointments.

Adjustment or Follow-up:

N/A

Lessons Learned:

It was difficult to have different processes in different parts of the state
depending on the technology that area had available.
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Lesson Category:

Tactical

State

Washington

Inputs: What was the problem, what
were the assumptions / constraints

Initial implementation of local call centers did not include customer
feedback to develop business processes, scope, or policies. This led to
a number of missteps related to customer expectations for call center
services.

Process: Decision factors,
pros/cons

During the transition from localized call center to a broader statewide
model, several customer focus groups were conducted around the
state to gather information related to:

e Scope of services

e Business practices, such as hours of operation

e Procedures

e Service levels

Outputs: Result or
outcome/decision

The results of these customer focus groups were incorporated into
business model and procedure development.

Result: Did you solve it? Other
consequences good/bad

There were fewer issues related to unmet customer expectations.

Adjustment or Follow-up:

N/A

Lessons Learned:

Whenever feasible, include the voice of the customer in development
of call center operations and procedures.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Equalization of workload between Western (over-complement) and
Eastern (under-complement) part of the state.

Process: Decision factors,
pros/cons

Utilization of existing experienced staff resources.

Outputs: Result or
outcome/decision

Creation of Customer Service Center (CSC).

Result: Did you solve it? Other
consequences good/bad

Added diversity of access for client to reach an eligibility worker.
Offered relief for local Eastern Offices.

Adjustment or Follow-up:

N/A

Lessons Learned:

There are various ways to get the job completed within resources
already in existence to improve production and decrease workloads.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Learning the necessary components of starting a CSC.

Process: Decision factors,
pros/cons

Learning experiences of others:
e Positive and negative.
e Potential problems and how to avoid.
e Identifying what worked best for others.

Outputs: Result or
outcome/decision

Visiting other State's call centers, including internal other department-
run centers.

Result: Did you solve it? Other
consequences good/bad

Gain of insight to situations, technologies, work-flow processes.

Adjustment or Follow-up:

N/A

Lessons Learned:

This process is highly beneficial in gaining perspective and overall
insight on managing and operation.
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Lesson Category:

Tactical

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Gaining local office buy-in to CSC concept. Local office needed to
release case-ownership belief.

Process: Decision factors,
pros/cons

The more the CSC could help in relief of workload resulted in more
buy-in and less case ownership.

Outputs: Result or
outcome/decision

Continuous communication of CSC capabilities and how they could
relieve local office workload. Consistent messaging that CSC staff are
eligibility workers, as in local office.

Result: Did you solve it? Other
consequences good/bad

Local office began realizing the importance of detailed narratives and
imaging — meant CSC could complete and/or lessen their workload.

Adjustment or Follow-up:

Ongoing messaging.

Lessons Learned:

Highly important in building a team concept between local office and
CSC. Naturally improves and enhances customer experience and
service.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Organizing; Assessing possible needs, and operation of CSC.

Process: Decision factors,
pros/cons

Help from outside source, outside the box concepts, experience.

Outputs: Result or
outcome/decision

Hired consulting firm.

Result: Did you solve it? Other
consequences good/bad

Additional resources provided with program management and
scheduling of tasks for go live.

Adjustment or Follow-up:

N/A

Lessons Learned:

Helpful in planning, preparation, and implementation. Assurance that
needs were met and work flow processes completely assessed.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Gaining client confidence that CSC can provide resolutions to
questions and needs.

Process: Decision factors,
pros/cons

Breaking barriers of belief client must talk to or go into local office.
Client lack of trust that anyone else can assist.

Outputs: Result or
outcome/decision

Brochures and advertisement of the benefits, such as not waiting in
lines or accessing assistance from a phone call. Advancing trust by
proving customer service and ability to assist with needs.

Result: Did you solve it? Other
consequences good/bad

Took time and continuous assurances that CSC could provide and
take necessary actions in resolving issues.

Adjustment or Follow-up:

N/A

Lessons Learned:

Local office buy-in is essential in the promotion of the CSC.
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Lesson Category:

Tactical

State

Indiana

Inputs: What was the problem, what
were the assumptions / constraints

In order to leverage staff and optimize efficiencies, department and
vendor decided centralized contact center was best design option to
meet the needs of department and clients. Using a central location, we
expected to leverage infrastructure costs and leverage staff.

Process: Decision factors,
pros/cons

Decision Factors:
e Determine location of centralized contact center
o Determine infrastructure requirements
e Determine staffing model

e Centralized location for staff

e One location to ease staff training and communication
Cons:

e Locating a building to house contact center
Cost of installing data/voice lines

Outputs: Result or
outcome/decision

Department experienced poor customer experience with centralized
model. Clients wanted face to face interaction with their case worker.
Documents scanned to the centralized location were lost. Due to
various reasons, contact center agent was not able to consistently
answer client question without conversing with state eligibility worker.
Clients experienced increased wait times.

Result: Did you solve it? Other
consequences good/bad

Department redesigned delivery model to increase client interaction
and client experience. Centralized contact center was dispersed to
regional centers with direct linkage with local offices. This model allows
clients to speak with employees locally to answer their questions in a
timely manner.

Adjustment or Follow-up:

Department and vendor monitor daily, weekly, and monthly call
volumes along with wait times and time to answer. Based upon these
inputs, continuous improvement efforts are initiated to streamline
operations.

Lessons Learned:

Define and verify business processes align with operating model. Once
the system was stable, it was determined that the operating and
subsequent business processes did not meet the States goals. Moving
from a centralized to local/virtual contact center was necessary to meet
agency goals and objectives regarding client satisfaction, timeliness of
applications, and quality.

Lesson Category:

Financial

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Staff housed in local office.

Process: Decision factors,
pros/cons

Pros: no increase financially with regard to housing
Cons: CSC Culture can be conflicting with local office perception and
rules.

Outputs: Result or
outcome/decision

Converted two local offices into main CSC sites with limited local office
presence. One site has local county work distributed to other counties
for processing. One site was a district office in which main county
office took the caseloads.

Result: Did you solve it? Other
consequences good/bad

Time for client acceptance. Initially and some ongoing increase of call
volume to CSC as calls were automatically routed to CSC.

Adjustment or Follow-up:

N/A

Lessons Learned:

Rate of success in where site is housed is mainly dependant on
attitude and buy-in of CSC site and local office.

SNAP Contact/Call Center Roles and Services
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Lesson Category: Strategic

State Pennsylvania

Inputs: What was the problem, what | Started on a very small scale.

were the assumptions / constraints

Process: Decision factors, Assessed ability to handle call volume and tasks in place. Afforded the

pros/cons ability to assess needs without immediate stress of being
overwhelmed.

Outputs: Result or Initial implementation of one site with 20 workers and few local offices

outcome/decision routing calls.

Result: Did you solve it? Other Flexibility to design as need arose.

consequences good/bad

Adjustment or Follow-up: Completed and used as ongoing model when adding sites and/or
tasks.

Lessons Learned: Necessary in assessing needs and impact.

Exhibit 7: Lessons Learned—SNAP Call Center Roles and Services.*

! Section 11(e)(6) of the Food and Nutrition Act (the Act) restricts the SNAP certification interviews and final decision on eligibility
determination to State merit system personnel. Over the past few years, several States have used private contract staff to perform functions
traditionally performed by merit system personnel such as providing application assistance, verifying information and answering case-specific
questions. The outsourcing of these functions resulted in a more complex and difficult enrollment process, added complexity to the
application process and confusion over the division of responsibilities between public and private employees. Based on the results of these
projects, FNS further restricted tasks that involved any client contact to merit system personnel in our January 20, 2010 guidance “Federal
Support for Enrollment and Application Processing Costs.” States are required to seek approval from FNS to use non-merit system personnel
in a limited capacity in order to ensure continued Federal Financial Participation (FFP) support.
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BUSINESS PROCESSES AND SCOPE

The primary activities of the call center approach for States to consider should include:

Determining the scope of programs to be served by the call center.

Determining the services to be provided within the programs served by the call center.
Planning and mapping call center business processes and functions.

Anticipating workload, staffing, as well as call center technology and infrastructure needs.
Employing Business Process Management (BPM) practices.

Ensuring plans are in place for continuity of operations and redundancy.

States should first determine the programs and services to be offered in their call center(s).
Existing (and proven) call center methodologies, protocols, processes, and technologies should
be identified, particularly in new or expanded call center operations. State and Federal
program needs and requirements must be incorporated into this process. Data needs to be
collected beforehand to determine appropriate call center system and infrastructure needs, as
well as to estimate anticipated staffing needs. Agent scripts, guides, and templates associated
with the call center's specific function need to be developed or leveraged from other proven
call center operations.

States should consider working with other States that have similar call center operations.
Vendors and Subject Matter Experts (SMEs) can also be accessed to confirm an understanding
of the core call center business processes, to seek guidance if needed, and to take advantage of
existing processes. Other States who have already developed what is needed would likely
share their expertise and processes.

To determine the programs to be served, States should consider the information contained in
the Scope of Programs section of this chapter. After determining the types of programs that
could be served by a call center, States should determine the scope of services to be provided
within those programs, as described in the section labeled Range of Services.

Exhibit 8 provides the features and benefits of various service components that are available to
call centers. The technologies required to deliver these components are described in the
Technology chapter of this manual.
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Telecommunications Component

Features/Benefits in an Operations Environment

Interactive Voice Response (IVR)
Automated Call Distributor (ACD)

Call Recording and Live Call Monitoring
Automated Outbound Dialing

Bilingual call center agents and
Translation Services

Telecommunications Device for the
Deaf (TDD)/ Teletypewriter (TTY)

E-mail

Web Chat

Short Message Service (SMS) or Text
Web Collaborative Browsing

Social Media

One 1-800 Number (Vanity Number)

Multiple Call Center Numbers

After Hours Messaging
Updates on Wait Time for Callers

Virtual Queue

Web Call-Back

Caller self-service provides updated client information 24/7.

Efficient call routing results in fewer abandoned calls.

Real-time views of call center activity enable proactive management.
Skills-based routing capability.

Effective means to monitor calls for compliance and quality assurance.

Automatically places calls - frees up staff time for client interactions.
Enables greater call center agent productivity and more attempts at client
contacts.

Translation and bilingual services ensure that callers with limited or no English-
speaking skills receive equal service.

Provides equal access for hearing- and speech-impaired callers.

Ensures client service e-mail interactions are handled according to a uniform set
of business rules.

Increases worker productivity with tools that reduce response time for e-mail
queries.

Increases productivity by displaying multiple simultaneous chat interactions for
the worker.

Improves the client experience by providing consistent service across all
channels.

Routes chat to the best worker available to solve the client's problem.
Provides comprehensive reporting, including transcriptions of chat interactions
saved in client history, for worker reference.

May be preferred by clients with hearing impairments.

Increases the effectiveness of client interactions.

Streamlines client communications.

Reduces Web form abandonment, increasing self-service containment.
Prevents frustrated clients from visiting local offices or calling the call center.

Agencies can publish messages directly to large client populations at once.
Allows agencies to react to negative feedback, answer clients' questions that
might not have been addressed otherwise, and monitor the degree to which
clients are succeeding in using social networking channels to augment their
client service mix.

An easily remembered number on all materials.

Provides improved customer service because there is no need to try to find a
different phone number for each of the various offices or departments.

Ability to route calls to a specialized queue without the use of an IVR.
Provides the flexibility to use different numbers on various forms and other
printed material.

Provides services to callers after the normal hours of operation.

Helps distribute calls more evenly throughout the week by providing callers with
the option to call back at a less busy time.

Provides better customer service by setting expectations with callers.

Allows callers to select the option of having a worker call them back once they
are available or schedule a time to contact the call center at the caller’s
convenience.

Limits the time a caller is actually on hold with the call center.
Allows an on-line customer to request a live voice call-back.
Reduces the time a client is on hold.

Exhibit 8: Features and Benefits of Telecommunications Components.
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Scope of Programs

Questions to Determine Scope of Programs

Once States have determined the main . .
What are the policy requirements of each program?

_focus of their CE}H center, as discussed Do any of the eligibility requirements require in-person office
in the Introduction chapter, they should isits, including finger imaging, income verification or

consider the appropriate scope of work  interviews?

the call center should perform. What programs use the same system for determining eligibility
or enrollment?
Several factors determine the optimal What programs are used by members of the same household?

Are there plans to streamline any programs in the future?

What is the proportion of clients that are enrolled or eligible in
multi-programs?

Is the purpose of the call center to phase in a replacement of

program scope of the call center,
including the State agency's needs, the
purpose of the call center, the types of

programs to be served, the policy and local offices or to reduce the burden on local offices?
procedural requirements of those What is the size of the programs?
programs, outsourcing options, and What policy changes are expected in the future?

other factors unique to the State agency  What are the most common inquiries or services received?

or the programs to be served by the call
center. State or agency budget
considerations may be a factor in these determinations. Policy requirements must be taken into
consideration, including those of the Food and Nutrition Service (FNS) ombudsman, State or
Federal legislation and policy, or by prior agreement with other entities. For example, if State
policy requires finger imaging of applicants, it may be impractical to offer a call center related
application process or interviews. Breaking the application/certification process into too many
tasks performed in local offices and call centers could result in overlap, duplication and an
inefficient process as well as misunderstandings of the services available through the call
center.

Exhibit 9: Determining Scope of Programs.

The types of programs to include with the Supplemental Nutrition Assistance Program
(SNAP) in the call center operation should be analyzed for similarities. The most efficient call
center may include providing services for clients or programs that are similar in structure,
eligibility support systems, and policy. For example, some programs may have similar
processes and policies, where customers are supported by the same State eligibility system. It
may be appropriate to include these in the call center scope of operations. Similarly,
efficiencies may result if call centers handle a combination of programs that provide various
program benefits to individual households.

Some call centers serve recipients of only one program while other call centers may provide
services to customers receiving combinations of program services, including for example,
SNAP, Medicaid, Temporary Assistance for Needy Families (TANF), child care, fuel
assistance, women's health, and general assistance. If it is known that programs will be
consolidated or streamlined in the future, it may be efficient to anticipate, and possibly include
them into call center service provision.

A critical factor is the overall purpose of the call center as it relates to local offices. The
purpose of the call center may be to:
m Phase in a replacement for local office processes;
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m  Reduce the workload at local offices by assuming responsibility for portions of the local
office workload; or
m  Provide another channel for customers to seek assistance or make inquires.

A fully consolidated call center should improve accessibility and customer service by
providing an alternative for customers to receive services or make inquiries, rather than
requiring customers to go in person to an office. This could reduce or eliminate barriers,
including travel distance, office location, transportation issues, work schedules, daycare
issues, crowds, and long wait times, which can prevent beneficiaries from visiting local
offices. Additionally, local offices may not have adequate staff, which could result in both
long wait times and phone issues. A call center can reduce the burden on local eligibility
offices by absorbing workload, thereby freeing up local staff so they are able to focus on the
needs of clients, and the associated casework. Both accuracy and timeliness could benefit.

Other unique factors may need to be considered when determining the scope of the call center.
For example, it may be efficient to consolidate programs within some call centers, even if all
of the call centers are not currently consolidated. This could help improve processing
efficiency, streamline management, and reduce overhead costs. The consolidation of smaller
programs in one location could provide efficiencies for economies of scale, as opposed to
having or maintaining several smaller, individual operations for each program area. Similarly,
the volume of calls per program will help to determine if a consolidated call center will bring
about cost savings.

Management should always consider future policy changes when determining the scope of a
call center. Programs that may be streamlined in the future could affect call center decisions
and benefit from being included into call center processes.

The most common inquiries across program lines should also be evaluated. These
commonalities could be a consideration when determining the scope of a call center. If the
most common inquiries for several programs are similar, it may be most efficient to include
those in the call center function.

Range of Services

After identifying the programs that Questions to Determine Services
will be handled by the call center, the What is the expected volume of calls?
range of services within those Are there any staffing constraints?

programs should be considered. The
program requirements, population of

Callers? t?’Pes of calls eXpeCted an.d the What telephone numbers are currently published and/or used
accessibility needs of the population by clients?

What is the language need of the population?
What is the technological capacity of the population?

will help determine the services

offered by the call center Exhibit 10: Determining Services

Considerations for language preference, education levels, and Internet access should also be
taken into account when planning for and designing the call center. To achieve this, States
should:
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m  Collect and analyze historical data based on needs and anticipated workloads.

m Evaluate whether and how program services can be effectively provided through a call
center model.

m  Determine if services might be unacceptably deteriorated or fragmented through a call
center model.

Seek insights and similar data from other States that utilize call centers.

Seek feedback from key employees, partner agencies and service providers.

Develop process simulation models.

Conduct validation sessions for the process simulation models with key stakeholders and
SMEs.

m  Develop system redundancy and business continuity plans to ensure ongoing operations in
the event of a business interruption, whether planned or as a result of a disaster or other
emergency.

The anticipated size of the caller population, the volume of calls expected, and the nature of
the anticipated calls are all critical factors when determining call center staffing levels,
necessary agent skill sets, and call center self-service options. While it is not always possible
to estimate the exact call volume or the type of call expected prior to implementing a call
center, forecasts should be developed to determine the optimal staffing and training needs.
States should also carefully determine their need as it relates to the technology necessary to
support the call volume and routing, and usage of automated self-serve features for client
access to routine information (that which does not necessarily require a live call agent's
involvement). The forecasts will need to be continually refined to improve accuracy and
accommodate changes in call volume, scope, call center service, or self-service options.
Forecasting is discussed further in the Staffing chapter.

Some call centers find it most efficient to provide multiple self-service options, while others
prefer offering live workers to all callers. While many callers prefer to talk to a "live person,"
others would rather secure accurate and timely information through a well-designed and user-
friendly automated self-service option, without having to speak with an agent. Staffing
availability and funding should also be taken into consideration. An effective Interactive
Voice Response (IVR) could divert a significant percentage of calls away from live call
agents, reducing labor costs and possibly freeing up limited staff for other purposes.

As further explained in the Technology chapter, some forms of technology, such as an [IVR
system, will help to determine which self-service channels can be offered. Any form of call
center technology or system infrastructure can require a large front-end investment, but this
could be offset in the long term by substantial cost savings and improved customer service.
When deciding which self-service channels are most appropriate for expected callers, be
aware that other States and vendors have experienced knowledge of call center products and
operations, and can provide recommendations and solutions that are focused on customer
service and cost effectiveness. States must also consider Federal and State policy limitations
when identifying self-service options, as not all telephonic solutions available are allowable.
Staffing may also be an issue.

Business Processes and Scope



USDA United Stales Department of Agricultsne
_ Food and Nutrition Service

For example, an increase in volume of calls and limited staff would increase the need for an
IVR and other self-service options. Additionally, other program functions that can be provided
through technology, such as Web chat or online self-service portals, may be suitable for a
particular population.

As State agencies understand, it is a requirement of the Americans with Disabilities Act
(ADA) to make accommodations to support persons with disabilities, including those who are
visually impaired and those who are speech or hearing impaired. State agencies should review
the various program services they wish to offer via the call center and determine what
technology exists to accommodate persons with disabilities. Telecommunications Devices for
the Deaf (TDDs) and Teletypewriters (TTYs) are tools that help callers with hearing
impairments communicate with call centers. Service providers are available in many areas to
assist impaired callers in their navigation of call center processes. Other alternate forms of
communication can also help accommodate clients with disabilities, including e-mail, Web
chat, Short Message Service (SMS) or text, Web collaborative browsing, and social media
applications, as further explained in the Technology chapter.

Removing language barriers, being sensitive to cultural differences and providing interpreting
services at the initial point of encounter is critical to achieving accessibility. The type of
bilingual and/or interpretation services to be offered and corresponding staffing levels should
be determined with consideration of the language needs of the call center's target population.
The proportion of callers speaking other languages will determine if bilingual call center staff
are necessary, or if a translation service would be more appropriate. Language interpretation
for callers can also be provided through a combination of hiring bilingual or multilingual staff,
and contracting with translation services. Clients should generally not be required to provide
their own interpreters. It is best to avoid using client family members as interpreters due to
confidentiality restraints, including those related to the Health Insurance Portability and
Accountability Act (HIPAA) regulations. Utilizing State merit staff or certified private
interpreters is recommended.

When considering a consolidated call center, it must be determined if a variety of telephone
numbers will be used or if there will be one number for all callers. The numbers currently
published and known to callers should be analyzed to determine how widely they are used and
if there is an advantage to migrating to the use of one number. Management should exercise
caution when modifying service numbers by implementing strategies for change that will
minimize service disruptions and maintain customer satisfaction.

While considering the use of 1-800 numbers, States should take into account whether the
numbers are shared by clients, similar programs, or specific client groups. While it may be
least complicated to use one number, separate numbers may be most appropriate for client
groups that do not need to enter the general IVR. For example, service providers may need to
be connected directly to specialized staff, rather than have them access the call center IVR.
Apart from possible caller wait time, call center staff may not be able to adequately address
the specific needs of the caller.
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The cost of multiple numbers, complexity of an IVR and volume of calls should dictate the 1-
800 numbers used. Agencies should also consider that the cost of using a 1-800 number would
increase with the length of time a caller is on hold.

States should develop system redundancy (restoration capability) and business continuity
plans to ensure ongoing operations in the event of a system failure or business interruption,
whether planned or as a result of a disaster or other emergency (see the Continuity of
Operations section for more details).

Call Center Business Processes

The following processes are typically part of a call center. The level of integration and
complexity with the following will depend upon the size and scope of the call center. When
determining which processes to implement, call center management should strive to balance
efficiency and good customer service with cost effectiveness.

For example, it may not be cost effective to have several queues or 1-800 numbers for a call
center that is staffed by a few workers or answer only one type of call. Additionally, it will not
be efficient to have one queue for a call center that handles calls for multiple program areas or
a variety of skill types.

Once the scope and functionalities of the call center are determined, management, program,
policy and technical teams need to work together to create an online manual for all staff to
utilize. This comprehensive manual should include policy, procedure and best practices for
handling various situations and processes that help guide the worker.

Interactive Voice Response

Incoming calls can be directed to an [IVR, which may have the capability to authenticate the
caller, direct the caller to a specialized queue, and provide the caller with self-service options.

An IVR can be configured to provide the following information to callers, which can improve
customer service and reduce call volume:

General information about programs.

Eligibility application package request information.

Hours of operation.

Mailing addresses and fax numbers.

Answers to frequently asked questions (FAQs).

Eligibility screening tool to help clients understand the programs for which they may
qualify.

m  Application and benefits status.

The IVR should not be difficult for a caller to navigate. The fewer options given to a caller up
front, the quicker they will get to a worker to conduct their business. Having educational
and/or informational messages played while on hold is another means of getting information
to callers quickly as the need arises.

Business Processes and Scope
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Authentication

Depending upon the scope of the call center, nearly all callers will need to be authenticated
before the worker can proceed with the call. Certain call types, such as requests for general
information on programs and first time applicants should not require authentication initially.
However, other call types, including application status, status of assistance and scheduling of
appointments, require initial authentication to ensure that the caller's identity is properly
validated and that he or she is permitted to receive the information requested.

Authentication processes should be clearly defined and rigorously audited to ensure that they
are done in accordance with all program requirements, laws, and other regulations. The system
that the worker would be authenticating the information against should be immediately
available the second the call comes through. Generally, the confirmation of the beneficiary's
name and social security number, date of birth, or case number should validate the identity of
the caller and permit the worker to proceed with the call.

Queues

Call centers may find it most efficient to have dedicated queues for specialized programs or
call types. For example, Spanish-speaking callers may be directed to a queue that is answered
by Spanish-speaking workers, and callers inquiring about benefits for a program with a more
complex application may be directed to a queue staffed by workers equipped to handle the
inquiry. The need for a specialized queue may also come from callers, such as providers, that
can route their calls to a specialized team trained to handle the complexity of the call.
Although not all calls may need to be routed to a queue, the system should have the capability
to transfer and release a call to a specific worker that is not part of a designated queue.

The complexity of the call center workflow will be determined by the scope, services, and
skill level of call center workers. Workers should have a clear understanding of what
management has set as the level of expectation of work that is required with each caller.
Business processes should be designed so that the number of transfers is minimized to provide
quality customer service and reduce costs.

Transfers and Escalations

If a worker is not able to assist the caller, the call should be escalated to a supervisor, more
skilled worker or a specialized queue prepared to address such inquiries. In addition,
transfers/escalations may be required to certain types of staff based on Federal policy
requirements.

For example, if a non-merit system call center worker receives a SNAP benefit question, the
call would need to be transferred to a merit system employee (for more information on the
SNAP policy requirements for merit system personnel, please see Exhibit 4). The goal should
be to avoid multiple transfers and/or escalations; however, escalations may be necessary to
answer all inquiries. To expedite prompt customer service and avoid unnecessary transfers, it
may be best to establish requirements for mandatory escalation and/or transfers.
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Complaints

States should have a formal process for handling complaints from callers. Complaints may be
regarding community-based organizations, civil rights, customer service, eligibility
determination and benefit calculation, fraud referrals, and self-service systems. Call center
workers can attempt to resolve the complaint or forward the complaint to an entity that is
capable of resolving the issue.

Outbound Calls

Workers may have the need to make outbound calls to providers, employers, or other entities
that assist in clarifying information provided by the client. These types of calls can be handled
while the client is still on the line using conferencing calling or after the client call has ended.
Workers should use discretion while making these types of calls. Management should
communicate outbound process and policy so workers have a clear understanding of when an
outbound call should or should not be made.

Reporting

The IVR should be able to provide reports that give detailed information and insight into
current call center performance, which may be used by management to improve current
business processes. The ways in which various reports can help to improve call center
management are further discussed in the Staffing and Management Practices to Ensure
Customer Service chapters.

Contact Center Options

States may want to consider whether to add other methods of communication to the call
center. More advanced forms of technology can allow additional channels for reaching clients.
For example, Web chat and social media may help to reach more clients.

Web chat allows clients to make inquiries via a computer rather than a telephone. Clients can
access the Web chat feature through the organization's Web site and begin talking (typing) to a
live worker without the use of special software. Workers are able to communicate with
multiple clients at once. The skill sets and training required for Web chat workers may be
different from those needed for traditional calls due to the interactive nature of the
communication. For example, workers speaking with a client while searching for information
to share verbally are interacting differently than a worker staff who is awaiting a typed
response from the client in order to provide information.

Social media is growing increasingly popular and may be an alternative method of contact for
a call center. Social media solutions offer low-cost, real-time communications strategies for
reaching clients and connecting them to the right programs. Examples of social media include
providing general information about programs, services, events, or emergency services to
clients via Twitter, text messaging, Facebook, YouTube or smart phone applications (for more
details on alternative media options, see the Technology chapter). Exhibit 11 provides
examples of how States could utilize existing social networking tools to further reach clients.
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Social Media Media Design and Function Features/Benefits in an Operations Environment
m Facebook = An online Web site that provides = Individuals can proactively "opt in" to participate and
a means for users to interact become a "fan" of a State or business page.
over the Internet. States could provide information on programs,

eligibility, on-line services, contact information, link to
State Web sites, etc.

m States could also use as a forum or blog.
= Blog (short = A type of or part of a Web site, m States could use a blog to address programs,

for Web typically providing regular enrollment, choosing a health plan, and community
log) commentary and description of meetings.
events. m Forums could be used to engage the public, address

myths, explain the "why" of policies and procedures,
or announce new initiatives.

= Twitter = A micro-blogging service offering This may be a venue for disaster updates and
instantly updated information in announcements about program changes.
posts of up to 140 characters.

Exhibit 11: Alternative Communication Tools

These and other networking tools could act as an additional resource for information and
provide an innovative way for States to connect clients or providers. The ideal outcome of the
use of this type of media is a reduction in call volume (inbound and outbound), printed
correspondence, and local office client traffic, without the need for clarifying phone calls from
clients. It is important for States to select a strategy on multi-media communications that
embraces integration of all channels into the same "system.” What this means is that no matter
which message medium is used, each interaction is saved, and thus available to be accessed at
a later time.

If social media is used, it should be implemented with caution and States need to ensure that
any sites used are secure. Factors to consider include privacy/HIPAA requirements, the
appropriateness of each type of media and its uses and exposure. Social media, interactive
media, and text messaging are extremely popular but may carry privacy and confidentiality
risks that need to be managed. It is important to develop a full understanding of the risks of
using multi-media contacts and to discuss specific plans with FNS regional offices.

While social media demonstrates significant potential for using technology to more effectively
serve clients, as well as reduce inbound calls and office traffic, risks and constraints must be
considered.

m  HIPAA rules may limit the type of information communicated through public channels.
Security concerns (chiefly due to loss of confidential information) are an important
consideration to the implementation of social networking tools.

m States need to determine if (and how) content would need to be stored for audit, legal and
open records reasons.

m States must allow clients an opportunity to "opt in" to alternative notification systems.
Clients must also have the ability to "opt out" at any time.

m  States need to consider the period of client and staff education and shift in expectations
needed to change client and staff behavior to ensure maximum utilization while
maintaining quality service levels.
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m  States should develop mitigation strategies for any risks to State agencies.

m States must ensure policy issues limiting alternative technology usage to provide SNAP
services are approved. Where technology is used to supplant or supplement the duties of
merit staff or where communication with applicants or participants changes the way
applications are processed, changes reported or notices to participants are delivered, States
should notify their FNS regional offices to ensure that the new processes are in compliance
with SNAP policy or identify which waiver requests might be necessary.

m States must ensure all methods of communication meet accessibility standards and do not
pose a barrier to clients with disabilities (e.g., ensure compatibility with screen reader
software, etc.).

m States must also ensure system and information technology resources are available to
perform the tasks (e.g., chat services may require a large amount of system resources and
specialized software due to streaming bandwidth).

Business Process Management

After the scope, services, and methods of communication are determined; the business
processes should be planned, mapped, and implemented. State planning methods must ensure
consistency. Business Process Management provides the framework needed to define, record,
automate, and manage business processes. BPM helps realize established goals at any stage of
an organization's development and maturity. With BPM, processes are looked at holistically,
i.e., as the client experiences them, rather than within the organization, department or other
fragments.

The benefits to call center operations that come from well-implemented BPM strategies
include:

m Increased Improvement Opportunity Identification: Knowing where to focus to
achieve the next gain in efficiency most easily.

m Agility: Easier identification of specific business processes affected by policy changes and
ability to respond to them quickly.

m  Risk Reduction: Accurate determination of the impact of policy changes on underlying
business process and systems.

m  Operational Efficiencies: Effective staff instruction and process monitoring to ensure
staff process an application or other task the same way.

m  Governance and Compliance: Understanding of the processes that helps establish
standards and ensure compliance.

m  Knowledge Sharing: Transferability of business processes reduces the need to re-
engineer for every organization.

BPM within a call center environment can involve implementation of complex systems or less
robust tools, which have limited capabilities but may be more practical for smaller
organizations with limited budgets. While it is not required, States may also consider
consulting with a third party to establish process models and controls in order to design and
implement the most efficient and cost-effective call center solution for the organization.
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The use of BPM provides States with visibility into process performance and reduces the risk
of issues resulting in a significant number of adversely affected clients. In addition to
documenting and understanding the business process, the BPM identifies and documents: (1)
How to monitor the business process so that problems are detected before they affect the
caller; (2) Who fixes a problem when it occurs; and (3) How to fix problems.

Ideally, BPM should be completed prior to the implementation of the actual business process.
The preliminary analysis greatly reduces risk of unintended consequences once a business
process or change is implemented. The BPM should be efficient and allow flexibility without
complexity. States should be able to apply BPM principles to any process.

The re-engineering of business processes may be necessary to integrate improved technology,
incorporate efficiencies learned through modeling, make incremental improvements to
continue gaining efficiencies, and improve customer satisfaction.

Continuity of Operations

After considering the scope of the call center operations, it is imperative for a call center to
have a business continuity plan to ensure that the infrastructure and all staff are prepared to
respond to a disaster or other business interruption and continue operations. The impacts to
both business and operational processes will need to be evaluated relative to the severity of a
service interruption. A proper business continuity plan should include appropriate escalation,
activation of disaster recovery sites, timely recovery and a coordinated, well-planned
response. The voice and data network architecture for the call center should be designed to
ensure business continuity and system redundancy for mission-critical applications. It should
also eliminate single points of failure, including ensuring that computers, servers and network
equipment are deployed in a redundant manner. Exhibit 12 provides suggested approaches for
meeting the objectives of a comprehensive business continuity plan. For additional details on
disaster recovery and business continuity planning, please refer to the Transition chapter.
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Objective Approach
Appropriate = Maintain up-to-date escalation procedures, communication plans, and contact information for key
Escalation personnel Project Disaster Response (DR) team members.

Maintain escalation policy identifying the specific steps taken in the event of a system interruption
Train employees on the DR plan procedures, roles, and responsibilities.

Ensure the plan includes comprehensive, detailed steps for resumption of business operations in
the event that an operational location becomes unusable.

Activation of DR m  Maintain up-to-date communications plans, contact information, and documentation to implement
Backup Sites the switch of certain activities or operations to the designated site for that function.
m  Cross-train employees on mission-critical functions to ensure continuity of key activities at the
backup site.
Timely Recovery m  Establish Recovery Time Objectives (RTOs) and identify key personnel assigned to each area of
recovery.

m Clearly delineate roles and responsibility to ensure appropriate and timely response at critical
times including:
® Detection and definition of the problem;
® Determination of the problem's impact;
e Facilities, hardware, software, or networks affected; and
®  Steps for problem escalation and resolution.

m  Maintain a complete list of databases, files, and other elements that must be recovered and
documentation of workstations and network hardware and software recovery steps, including
source code, data files, and documentation housed on local file servers and at offsite storage

locations.
Coordinated, Well- m  Participate in joint disaster planning exercises with affiliated organizations to ensure smooth,
Planned Response effective performance if the need arises.

m  Revise and update risk assessment and responses in conjunction with changes in personnel,
locations, functions, equipment, technology, and other operational factors.

Exhibit 12: Disaster Recovery Objectives.

Risk Mitigation

It is also important to perform risk analysis to identify potential risks associated with systems,
technology, people, processes, facilities, natural events, and man-made incidents. A risk
assessment helps identify existing and potential physical, environmental, and operational
issues that could result in a service disruption or declaration of disaster. Exhibit 13 provides
mitigation strategies for various potential risks to business continuity.

Potential Risks Mitigation Strategies

Lack of Access to Data m  Carefully consider current and potential future needs for data prior to negotiating the contract
with the hosted solution provider(s).

Delays in Desired = In collaboration with the solution provider, develop and document a detailed change

Modifications to System management plan prior to implementation.

Higher than Expected m  Run analyses as part of the decision-making process for selecting the type of telephony

Cost solution; use historical and expected call volume and length of calls to determine the
expected cost of services.

Concerns over m Incorporate clearly defined security policies and procedures in all contracts, including

Information Security personnel contracts; provide access to systems for remote workers via secure password-

protected Internet connections; incorporate use of privacy screens for laptops used in non-
secured areas as part of security policies and training.

Exhibit 13: Potential Risks and Mitigation Strategies.
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Disaster Recovery

There are three classifications of a disaster providing a natural progression of response and
relative degree of preparation. In each of these classifications, there are further degrees or
levels that dictate the type of preventive action to take in an effort to reduce risk and loss of
operations. Disasters should be classified when there is an interruption with data, hardware, or
facilities that prevents normal activity. The three classifications are as follows:

m Incident: Anticipated downtime is less than one day. Damage could be to a file(s),
software, hardware, mechanical equipment, electrical equipment, or the facility.

m Disaster: Estimated downtime is two to six days. This would include loss of all data,
major damage to hardware or the loss of the facility due to localized problems.

m Catastrophic Disaster: Estimated downtime is more than one week. Damage is extensive
including loss of facility, loss of computer room and all equipment. Restoration of services
requires full plan execution.

The cycle from the occurrence of a disaster to the full restoration of normal operations has
four phases. A comprehensive disaster recovery plan should include each of these phases:

1) Initial Response.

2) Preparation for Temporary Restoration of Business.
3) Temporary Backup of Business.

4) Restoration and Return to Permanent Operations.

Backup Plans

In order to ensure continuity of operations, it is essential to have a data backup plan, hardware
backup plan and call center and telecommunications backup plan. This will help ensure that
operations can continue despite an interruption resulting in loss of data or infrastructure.

The data backup plan should specify the procedures for the call center's data protection. The
backup procedures should require that all servers be backed up on tape, CD or similar media,
and stored at an off-site secure facility or backed up as part of a secure, online data vaulting
process. It is recommended that backups should be executed on a daily, weekly and monthly
schedule, with each version being retained in the active tape/CD library for a pre-determined
period.

The hardware backup plan should specify the procedures for various levels of equipment
failure, as well as the agreements that are in place with selected vendors to ensure rapid
replacement of equipment, should it be necessary.

Another call center or backup equipment should be available to deploy on an emergency basis.
Server, switch and router configuration information and files should be stored on secure,
removable media for easy mobility.

For disaster recovery planning purposes, a toll-free redirect feature can help with redirecting
calls in the event that the call center is not functional. This carrier-based service solution can
quickly divert inbound toll-free calls to an alternate location, if necessary. Another call center
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can be used to answer the rerouted calls. Alternatively, a recorded message can instruct
individuals calling the primary number that there is a new number to call. If it is not possible
to reroute calls or record a message for callers, an alternate number can be printed on materials
so that callers can use in the event the first number is non-operational. In addition, Facebook
and/or Twitter can also be a venue for disaster updates and announcements about program
changes.

Conclusion

A call center is dependent upon many factors, and it is critical to adequately evaluate all
factors before establishing the call center. The scope of programs and services should be
determined based on customer need, efficiency and cost savings to the State. Next, successful
business processes and BPM will help to further create efficiencies. All programs, services,
and processes that comprise the call center should be re-evaluated regularly and modified as
necessary to ensure that they meet the needs of clients, and are in line with policy
requirements and future trends.

Lessons Learned

Lesson Category: Transition

State Utah

Inputs: What was .the problem, \{vhat = Department was asked to streamline and standardize processes for
were the assumptions / constraints eligibility determination while reducing the number of staff by 99.

= The department was previously structured under five regions with five
directors having oversight and different process/ procedural manuals.

= Reduced call centers from five to one, giving customers one phone
number to call statewide.

Process: Decision factors, pros/cons Decision Factors:

o Consolidate the five procedure manuals into one for consistent
processes statewide.

¢ Move management of five regions under one governing body.

e Set up phone system that would allow customers calls to route

statewide.

Set up teams to allow for work load portability and keep rural jobs

rural.

Determine method for training staff statewide.

Analysis required of all offices with call center workers to determine

phone line and bandwidth capacity prior to implementation.

e Early buy in from community partners and advocates.

Pros:

o Consistent processes throughout the state. Customers received the
same message no matter which office, team or worker they talked to
regarding department processes.

e Management support in delivering consistent expectations.

e Early buy in from management and staff allowed for an organized
implementation.

¢ IVR and web messages allow us to quickly notify customers of
problems or changes to service.

Cons:

¢ Due to the nature in which our department is set up, we were

required to implement the move in a live environment.
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Outputs: Result or outcome/decision

Achieved reduction in staff without a RIF.

One statewide call center with one local and one toll-free number for
customer and consistent processes statewide.

Result: Did you solve it? Other
consequences good/bad

Successfully implemented the statewide eligibility model and achieved a
reduction in staffing despite growing caseload sizes.

Adjustment or Follow-up:

Based on the current economy and caseload sizes, we have had to make
adjustments to call routing, IVR, and team structures.

Lessons Learned:

We learned that re-engineering processes for our Department takes
coordination, analysis and planning.

Customer education is vital to the success of business process changes.
We found that by placing strategic messages on our IVR and web page
could give customer additional information about our services and
process changes that allows for easier access to services and directs
them to correct avenue for communication with our department.

Lesson Category:

Policy

State

Texas

Inputs: What was the problem, what
were the assumptions / constraints

In a face-to face office visit, multiple case worker-level staff members are
available to answer clients’ questions. In the call center setting, seconds
count towards performance, so the need to have staff adequately trained
to address callers' questions at the first level is critical.

In instances when the first level Customer Care Representative (CCR) is
unable to assist the caller, various levels of escalation need to be
available to further assist the caller.

Process: Decision factors, pros/cons

Decision Factors:

e Many calls are more complex than inquiring simple benefit amounts
or directions to the local office.

o CCRs experience complex policy questions, questions about how
reported changes impact benefits and challenges on benefit
amounts and agency actions.

e Lack of adequate knowledge affects the caller's perception of the
competence of CCR staff.

¢ A visit to the local office may incur an unanticipated wait.

Established peer support during training and included an observation time
of significant length to increase confidence levels. Often this is referred to
as OJT. In our setting, the OJT occurred at two points in the training
cycle; both included observation periods listening to live calls and
recorded calls. When staff in training was "partnered" with tenured staff
through OJT in an established unit, the trainee staff demonstrated
significant improvements in performance and confidence levels upon
completion of training and answering live calls.

Ensured staff members were cross-trained with other programs supported
and associated with the agency. Having cross-trained staff may reduce
caller frustration when multiple programs are within a single household.
Levels of Escalation:
e The escalation avenues the vendor utilized are: Quality Control
queue; Supervisor queue; and Specialized Escalation queue.
e The vendor has available a State Support Staff (SSS) queue to
assist with policy clarifications.
¢ Incorporate complaints into escalation unit to provide resolution
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rather than continue the complaint.
¢ Establish Fair Hearings process within the escalation unit to ensure
timely processing to state hearing officers.

Outputs: Result or outcome/decision

CCRs are able to better assist callers and resolve issues resulting in a
reduced number of repeated callers.

Result: Did you solve it? Other
consequences good/bad

The increased number of adequately trained staff has improved customer
services, alleviating the need of traffic at the local office.

Adjustment or Follow-up:

None

Lessons Learned:

Adequate training allows the same level service as the local office to be
effective and efficient, thereby removing burden from the local office.

Lesson Category:

Strategic

State

Indiana

Inputs: What was the problem, what
were the assumptions / constraints

Department and vendor determined existing centralized contact center
model was not meeting client expectations. Therefore, department
initiated an IVR redesign to route calls from centralized model to local
offices based upon client zip code. We went to a virtual center model vs.
centralized to ensure calls are quickly routed to the proper queue for
resolution.

Process: Decision factors, pros/cons

Decision Factors:
e Technology did not match new business model
o Client experience was suffering due to long wait times and multiple
transfers
¢ IVR too complex
Pros:
¢ IVR selection tree simplified
e Calls routed to local office for resolution
Cons:
¢ By adding additional local office staff to call queues, additional
contact center software licenses were required
o Effort to train local office staff on phone technology

Outputs: Result or outcome/decision

By making this change, Department is confident calls are quickly routed
based upon a simplified IVR to local office agents for resolution.

Result: Did you solve it? Other
consequences good/bad

Yes, the call wait times are lower and client experience is improved.
However, simplifying the IVR call selection was time consuming and
required extensive testing.

Adjustment or Follow-up:

We monitor call metric reports and if necessary make adjustments.

Lessons Learned:

When selecting a technology solution for contact center, make sure
software is flexible to allow for business model or legislative changes.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Adding tasks and/or actions.

Process: Decision factors, pros/cons

Pulling workers off of calls to handle "back-end" work/actions resulting in
the inability to handle call volume and increased wait times.

Outputs: Result or outcome/decision

Limiting the amount of tasks as well as type of tasks, assessing the
complication factor of a task.

Need for additional Staff.

Result: Did you solve it? Other
consequences good/bad

Review, research and piloting of any additional tasks.
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Adjustment or Follow-up:

Ongoing analysis and follow up.

Lessons Learned:

Biggest asset to finding efficiencies and improved processes are from the
workers doing the job. CSC workers determined there were certain tasks
that did not increase processing time or affect local office
procedures/workload.

Lesson Category:

Strategic

State

Washington

Inputs: What was the problem, what
were the assumptions / constraints

60+ statewide call centers operated independently of one another with
varying business models and processes. This resulted in an inconsistent
customer experience, redundancy of services, inefficient service delivery
and no consistent method to measure performance. It was not widely
accepted that consistency was important between the 60+ independently
run call centers.

Process: Decision factors, pros/cons

1) Division HQ held a traveling "road show" for all managers statewide to
communicate the issues with the current state; demonstrate the benefits
of consistency in business model and practices; propose possible
solutions; and gather feedback and concerns.

2) Statewide management team made a consensus decision to move
forward with a consistent business model and consistent processes.

An implementation team, including line staff subject matter experts, was
charted to implement the new business model and develop consistent
business processes.

Outputs: Result or outcome/decision

A single, statewide call center business model using consistent
processes. These principles and processes are contained in a statewide
call center procedural manual that is used by all agency staff.

Result: Did you solve it? Other
consequences good/bad

The initial processes implemented were developed with the understanding
that they were not perfect. Continual improvement would be necessary.

Adjustment or Follow-up:

A subsequent standing workgroup was chartered to develop and
implement new procedures and improve existing procedures.

Lessons Learned:

It is important to get buy-in at all levels that consistency of process and
business model is a goal that should be achieved. Include line staff in the
development of processes.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

What services to provide.

Process: Decision factors, pros/cons

Provide decreased phone interruptions to local office to increase
productivity.

Outputs: Result or outcome/decision

Providing general information regarding office location and hours, benefit
programs, local agency resources, how to apply, alternative resources
available via Web site, Medicaid category coverage, application and/or
benefit status, verifications needed.

Result: Did you solve it?

See above.

Adjustment or Follow-up:

Ongoing Analysis based on statistics for call to CSC.

Lessons Learned:

Found general information, IVR messaging highly useful to decrease
gueue volume not pertaining to case-specific information. Some general
information services could be routed and handled by non-merit workers,
reducing financial cost.
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Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

What tasks, actions, eligibility determinations to provide.

Process: Decision factors, pros/cons

Help relieve local office workload without hindering or adding work.

Outputs: Result or outcome/decision

Limiting the amount of tasks as well as type of tasks, assessing the
complication factor of a task. Need for additional staff.

Result: Did you solve it? Other
consequences good/bad

Review, research, and piloting of any additional tasks.

Adjustment or Follow-up:

Ongoing analysis and follow up.

Lessons Learned:

Time consuming tasks could have adverse effect on call handling ability.
Possible need for additional staffing.

Lesson Category:

Strategic

State

Washington

Inputs: What was the problem, what
were the assumptions / constraints

Due to a lack of clear objectives, scope of services, business practices
and processes, the first iteration of call center implementation resulted in
60+ call centers in silos across the state with no consistency in any of
those key areas.

Process: Decision factors, pros/cons

A team was charted to inventory all the various business models and
practices occurring throughout the state and provide recommendations for
a consistent future business model.

Outputs: Result or outcome/decision

A comprehensive call center report that included 40+ actionable
recommendations to improve call center operations.

Result: Did you solve it? Other
consequences good/bad

Nearly all recommendations have been implemented (only exceptions are
the technology solutions that have just recently been funded).

Adjustment or Follow-up:

N/A

Lessons Learned:

Develop a clear vision, objectives, scope of services and business
processes prior to implementation of a call center.

Lesson Category:

Tactical/Policy

State

Tennessee

Inputs: What was the problem, what
were the assumptions / constraints

The appeals unit was created 7-1-05 due to the TN Care Disenrollment
that was taking place statewide. A new center was opened and was
intended just to handle appeals. There was two to three week training for
staff, and their only job was to register appeal requests for all programs
that are administered through the Department of Human Services.

Process: Decision factors, pros/cons

Management anticipated many appeals due to the disenrollment, and this
was going to affect a large population in TN. By having this group of
employees, it would prevent customers from calling the county offices or
visiting the county offices for an appeal request.

Pros: Central location for all appeals. The group is specialized and trained
specifically for only appeals. The correct procedures are followed and
submitted timely.

Cons: Staff is not able to go from appeals queue to other queues without
additional training.

Outputs: Result or outcome/decision

All requests are completed timely and accurately. All requests have a
recorded call if it becomes necessary in a dispute.

Result: Did you solve it? Other

The appeals queue has proven very beneficial and necessary. It is a
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consequences good/bad

process where customers have a right to dispute an issue regarding the
decision by a particular action on their Food Stamp, Medicaid, or Family
First case.

Adjustment or Follow-up:

It is important for customers to know they have an avenue to voice their
concerns or issues.

Lessons Learned:

Because this process is highly important, we need to ensure we have
provided the most accurate training on policy and procedure. We also
need the most efficient equipment and programs for the staff to complete
the task. This is a very successful team and important part of our work.

Lesson Category:

Tactical

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Need for each site to have time off from calls for meetings and trainings.

Process: Decision factors, pros/cons

Necessary for staff to keep up to date with policy changes, trainings, etc.

Outputs: Result or outcome/decision

Each site receives 2 hours of time monthly to be off from calls on lower
call volume days throughout the week. NEVER a Monday or day after a
holiday.

Result: Did you solve it? Other
consequences good/bad

Impact of call statistics dependant on if small or larger site off calls.

Adjustment or Follow-up:

Completed and ongoing analysis. At times, due to urgent policy changes,
extra time is needed an evaluated. Ongoing scheduling.

Lessons Learned:

At first this time was not built in, the importance of keeping staff up to date
was recognized and a monthly meeting schedule was developed.

Lesson Category:

Technical

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Added messaging of services available while callers on hold.

Process: Decision factors, pros/cons

Callers tuning out and not recognizing when an agent answered the call.

Outputs: Result or outcome/decision

Decreasing possible need to speak with agent from information gained by
listening to messaging.

Result: Did you solve it? Other
consequences good/bad

Added bits of music in between informational messaging.

Adjustment or Follow-up:

N/A

Lessons Learned:

More callers able to take advantage of other services, how to apply,
online services.

Lesson Category:

Technical

State

Tennessee

Inputs: What was the problem, what
were the assumptions / constraints

The Data Warehouse reporting system collects and collates information
about the content of each call based on the information the employee
inputs in a "Work Order" at the end of each call. Much of the content
information is entered via "codes" in order to facilitate the collation of
information. The Date, Caller Name, Caller County, Case Number, and
Worker Number (for County Worker and Call Counselor) are entered on
each Work Order for tracking purposes. The Program, Reason for Call,
and Action Taken are entered via code. A brief narrative and time spent
on the call is also entered on each Work Order.

At the time of the call, Work Orders are either "resolved" (caller's issues
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were addressed and no follow up is required) or "unresolved"” (the caller's
issues could not be completed during the call and require follow up).
"Unresolved" could mean the EC is awaiting verifications to complete a
reported change, or they could be awaiting a response from another
source to resolve the caller's issue.

Process: Decision factors, pros/cons

Pros:

¢ Reports can be generated for the state, district, county, or individual
worker detailing the reason for calls to the Service Center, and the
action taken on those calls. This information can be used to monitor
trends or possible problems. In many cases, subjects or geographic
areas that require extra clarification or training can be identified
through this information. This can range from policy training
statewide to individual procedures in a particular county.

e Reports can be generated based on timeliness. This allows a
consolidation of work orders based on the date they were
generated. This helps make sure issues are addressed and
completed in a timely manner.

Cons:

¢ Information is input to the Work Orders via code by individuals who
are often hurrying to get to the next call. The information is only as
good as the worker who input it. Errors can occur.

Outputs: Result or outcome/decision

It takes a long time to set up individual reports, because each column has
to be added individually, and in a specific order. It is sometimes
necessary to run multiple reports to obtain all the information available on
a specific set of work orders.

Result: Did you solve it? Other
consequences good/bad

Data Warehouse contains a wealth of helpful date concerning the content
of the calls the FASC receives.

Adjustment or Follow-up:

N/A

Lessons Learned:

This call content tracking system is complicated and not user friendly. It
takes a lot of time initially to set up reports, and these often need to
change as individuals in the group change. Very few of the authorized
users of this system even attempt to access the information available.

Lesson Category:

Tactical

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Providing Service to non-English speaking callers.

Process: Decision factors, pros/cons

Using a language line increases time spent on call and at times frustration
for caller. Clients are more comfortable speaking directly to someone who
speaks their language.

Outputs: Result or outcome/decision

Created a Spanish-speaking site to address service to highest language
need. Language service provider contracted to address other language
needs.

Result: Did you solve it? Other See above.
consequences good/bad
Adjustment or Follow-up: N/A

Lessons Learned:

English speaking callers have pressed the Spanish option in an effort to
avoid possible longer wait times on English side.

Lesson Category:

Tactical

State

Florida

Inputs: What was the problem, what

Out-of-State Inquiry Process: It was discovered that throughout our
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were the assumptions / constraints

normal workday, hundreds of calls were attempted from agencies around
the United States to verify case status of clients that relocated from
Florida but were unsuccessful in reaching the call center or the local
service centers.

Process: Decision factors, pros/cons

Develop a single point of contact via e-mail for agencies throughout the
U.S. to send their requests for case status information.

Centralized this function in one location, which allowed better tracking and
monitoring.

Pros: Agency received requested information in a timely manner that
helps prevent overpayment or dual benefits being issued.

Cons: A large workload that needs consistent monitoring that entails
dedicating specific staff to ensure timely completion.

Outputs: Result or outcome/decision

An Out-of-State Inquiry e-mail was developed and centralized. The e-mail
address was provided to all government agencies for contact when case
status was needed for customers that relocated from Florida.

Result: Did you solve it? Other
consequences good/bad

Implementing this procedure has successfully eliminated calls and
provided timely and accurate responses on case status to other agencies
(averaging more than 2,200 inquiries/requests monthly).

Adjustment or Follow-up:

This is an ongoing process that we continually monitor to ensure timely
and accurate services are provided.

Lessons Learned:

Make sure to select the appropriate staff with the skills, knowledge, and
ability to review and ensure policy and procedures are followed and
correct service is provided.

Lesson Category:

Policy

State

Tennessee

Inputs: What was the problem, what
were the assumptions / constraints

Effective Date - June 2006

The State was failing to complete the child support Non-Cooperation
alerts for the Families First Program. This led the State to be sanctioned
by the Federal government. The decision was made to task the Family
Assistance Service Center with processing these alerts for the entire
state. It was assumed if this one function were to be completed by a
specialized unit, the chances of it being completed timely would be greatly
improved. These alerts were divided among the three Service Center
locations open at that time. It was decided in early 2007 to centralize the
process at the Clarksville Center due to its proximity to the State Office.
This would also keep the project in one location with one supervisor
decreasing the chance of errors.

Process: Decision factors, pros/cons

Pros:

e The process for working these alerts was developed, and a protocol
manual was written. This ensures all alerts are worked
appropriately, and the cases are documented in an organized and
complete manner.

o After the first year of working these alerts at the Service Center, the
percentage of alerts not worked was below the Federal tolerance
level and the sanction against the State was removed.

Cons:

¢ Having this unit of 12 people and one supervisor devoted to this
project, removes this group from the Service Center's main task
which is to answer calls from clients and to support the county
workers by making changes to the clients' cases.

Outputs: Result or outcome/decision

The number of workers in this unit has decreased from 18 to 12 over time.
This has happened because the number of calls received by the main
gueue has increased each year. Consequently, it has been necessary to
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reduce the number in the Non-Cooperation Unit and increase the number
in the main queue. The unit has been able to absorb the increase to their
workload up to this point. However, in July 2010, during a Federal audit, it
was found that there were Non-Cooperation alerts being entered into the
Tennessee Child Support Enforcement System (TCSES) that never
crossed over to the ACCENT system. The state office provided a report to
the Non-Cooperation unit of alerts that needed processing from an
Infopac report. The belief was that all the Non-Cooperation alerts input
into TCSES were crossing over to ACCENT properly and showing up on
this report. The result of the audit showed this to be incorrect. Once this
was identified, a joint effort was made among members of the Service
Center staff, the state office staff, the Child Support Services staff, and
OIR staff to correct the issue. It was found that almost one-half of the
alerts entered into TCSES were not crossing over to the ACCENT reports.
The decision was made to provide the TCSES reports to the Non-
Cooperation unit for their use in processing Non-Cooperation alerts to
ensure all alerts entered into that system were processed. This increased
the workload for that unit, and it has led to the need for overtime. We have
also had member s of our staff not in the Non-Cooperation unit trained to
help them with these alerts during overtime hours in order to keep up the
workload. A report was run to identify any cases that had never been
worked due to the computer issues and a "backlog” report was generated.
The unit has also been responsible for working this backlog of cases to
ensure there are no cases with alerts not worked when the next audit is
done this fiscal year. Result: The backlog of cases will be completed by
May 20, 2011. The list of alerts generated and sent to the Non-
Cooperation unit to work each day is a complete list. The data continues
to be monitored to ensure the accuracy of the report.

Result: Did you solve it? Other
consequences good/bad

The relationship between DHS staff and the Child Support Enforcement
staff has greatly improved as a result of this project. The staff of each
entity understands the role the other plays in the process much better and
they are able to communicate with each other in a more meaningful way.
This will also help to ensure problems do not happen in the future.

Adjustment or Follow-up:

The supervisor of this unit constantly monitors to make sure that all alerts
are received and processed. We have improved teamwork with other
inter-office personnel to make sure that all work is accounted for.

Lessons Learned:

Since the Service Center has taken on this task, the procedures for
completing the Non-Cooperation alerts have evolved. A Protocol Manual
was written by FS1 for the unit, which outlines a very efficient method of
working the alerts. This manual outlines the steps involved in working the
alert and the required documentation required in the case record.
Ongoing updates to the manual are made as new procedures are
designed or as problems are solved.

We have found that good communication between divisions is absolutely
necessary. Not just communication between Family Assistance staff and
Child Support staff but also the technical staff that effects the changes in
the computer systems. If they understand the process better, it is easier

for them to determine how to provide us with the information we need.

Lesson Category:

Strategic

State

Tennessee

Inputs: What was the problem, what
were the assumptions / constraints

Customers found they could call in to the FASC and choose the Appeals
option and speak to a counselor faster than if they chose the option for
the Main or Status Queues. This made the data for the Appeals group
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unusable in determining performance measures since a large majority of
the calls they received had to be transferred out to another queue. It was
decided on Friday May 1, 2009 that we would have an LVR (Live Voice
Response) queue and that all calls that had selected the option for
Appeals at the initial phone message would route through this group. The
LVR group would determine the reason for the call and then route the call
to the appropriate queue.

Process: Decision factors, pros/cons

Pros:

¢ This would eliminate calls to the Appeals queue that were not truly
asking for an appeal and would create more accurate data to be
used in measuring performance for the Appeals team.

e Customers would soon learn that choosing the Appeals option would
not get them to a counselor any faster, and would result in them
choosing the correct queue option at the initial greeting.

Cons:

¢ We would have to take counselors out of the main queue to staff the

LVR queue.

Outputs: Result or outcome/decision

Decided that we needed an LVR queue on 5/1/09, and it went operational
on 5/6/09. Staff kept up with the number of calls they took, and to which
gueue or what type of call it was. It was found that basically only 25% of
the calls actually wanted to file an appeal.

Result: Did you solve it? Other
consequences good/bad

Developed performance standards for the Appeals group that were
accurate based on "clean" data. The LVR group handles a huge volume
of calls daily, but does have some time between calls. By not doing
casework, this group could lose some of their policy skills. To offset this,
some of the group does changes for their teams, allowing them to stay
current on policies and procedures for casework, and also helping with
the workloads.

Adjustment or Follow-up:

Management had this group to keep up with how many calls were actually
Appeals calls when this queue was originally created, and it was found
that only 25% were. This greatly improved the efficiency of the Appeals
staff, since they could now focus on appeals and not have to transfer 75%
of their calls to another queue.

Lessons Learned:

LVR queue can direct calls to the appropriate place, resulting in higher
efficiency of specialized queues.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Started on a very small scale (one site and only a few local offices routing
calls)

Process: Decision factors, pros/cons

Assessed ability to handle call volume and tasks in place.

Outputs: Result or outcome/decision

Afforded the ability to assess needs without immediate stress of being
overwhelmed.

Result: Did you solve it? Other
consequences good/bad

Flexibility to design as needs arose.

Adjustment or Follow-up:

Completed and used as ongoing model when adding sites and or tasks.

Lessons Learned:

Necessary in assessing needs and impact - could narrow down
specifically to what impacted what.
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Lesson Category:

Technical

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Handling a disaster and CSC sites lose service.

Process: Decision factors, pros/cons

How to achieve continuous service when an emergency or disaster
occurs.

Outputs: Result or outcome/decision

Having multiple sites is a benefit when one or more sites lose service.
Having a phone system to automatically recognize a site down and re-
route calls. Web-based phone system means agents can log in anywhere
and take calls if there is a need to relocate for an extended period of time.

Result: Did you solve it? Other
consequences good/bad

Ability to add messages advising closure to affected county offices is a
plus.

Adjustment or Follow-up:

Completed

Lessons Learned:

Having an intelligent phone system is an important factor in providing an
instantaneous solution to emergencies. Having multiple sites located in
different areas of the state has been beneficial when weather patterns can
be vastly different.

Lesson Category:

Strategic

State

Pennsylvania

Inputs: What was the problem, what
were the assumptions / constraints

Area Structure vs. Statewide Structure (or Centralized vs. Virtual
Structure).

Process: Decision factors, pros/cons

Pros: More knowledgeable of service area. Area Managers can move
staff positions.

Cons: Inconsistency to routines among all sites. Inefficiency as some
areas have lower call volume than others.

Outputs: Result or outcome/decision

Attempted both structures. Started statewide, went to Area Structure, and
have now returned to Statewide Structure.

Result: Did you solve it? Other
consequences good/bad

Statewide or "virtual" improved consistency of expectations, routines, and
overall statistics. Able to handle more calls as one unit. Some areas were
overtaxed while others waited for calls.

Adjustment or Follow-up:

Ongoing analysis and dependant on state governing options.

Lessons Learned:

Pros and Cons to both structures: Overall Statewide Structure appears to
encompass our needs and goals. Important value in consistency within
multiple sites and ability to answer more calls.

Exhibit 16: Lessons Learned—Business Process and Scope.l

! Section 11(e)(6) of the Food and Nutrition Act (the Act) restricts the SNAP certification interviews and final decision on eligibility

determination to State merit system personnel. Over the past few years, several States have used private contract staft to perform functions

traditionally performed by merit system personnel such as providing application assistance, verifying information and answering case-specific

questions. The outsourcing of these functions resulted in a more complex and difficult enrollment process, added complexity to the
application process and confusion over the division of responsibilities between public and private employees. Based on the results of these
projects, FNS further restricted tasks that involved any client contact to merit system personnel in our January 20, 2010 guidance “Federal
Support for Enrollment and Application Processing Costs.” States are required to seek approval from FNS to use non-merit system personnel
in a limited capacity in order to ensure continued Federal Financial Participation (FFP) support.
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TECHNOLOGY

The use of call centers and the development of call center specific technology have grown
immensely since their beginning in the 1970s with the introduction of call routing devices
called Automated Call Distributors (ACDs). Today, call centers can account for more than 10
percent of large companies' total operating expenses, running into the hundreds of millions
annually. This large expense has motivated management to make sure that call centers run at
peak efficiency and are accomplishing business goals. As depicted in Exhibit 15, technology,
on average, accounts for only 25 percent of a call center's costs. However, technology directly
impacts the quality of the caller's experience and how effectively the remaining 75 percent of
cost, which is mostly associated with staff, is managed.

Call Center Costs

B Technology

| Staff

75%

Exhibit 15: Average Allocation of Call Center Costs.

While this highlights the relative financial impact of call center technology, it does nothing to
address how technology supports an organization's business objectives because technology is
only a support function. The business objectives must guide the technology implementation in
a call center by clearly defining what business goals and objectives it must support.
Supporting technology should be used as a tool that can help the operation become efficient
and effective relative to the identified business goals. Exhibit 16 illustrates how technology is
integrated to support operations through telephony systems, departmental applications,
business applications, and management reporting.
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Exhibit 16: Technology Integration.

In addition to the need to define business objectives, the organization will need to develop
operational requirements that impact the overall call center technology design. The following
key operational considerations should be discussed and documented to help technology
decision making:

m Call Center Size — The number of staff a center and its infrastructure must accommodate
is a critical factor in planning for resources and costs. The call center staff calculation
should be based upon expected call volume and duration, in addition other factors. As
further explained in the Staffing chapter, this information can be input into staffing models
that help determine how many agents, supervisors, managers, etc., will be required.

m  Number of Worker Locations — The number of physical locations housing call center
agents can have a significant impact on the overall call center technology design. The
organization should decide if distributed workers will be used in the delivery model prior
to making technology decisions. Internet-based technologies continue to evolve, making
this factor less burdensome, but it is still a meaningful consideration when making design
decisions.

Technology
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m Existing Infrastructure and Resources — Because technology is an investment, careful
consideration should be given to leveraging what already exists, when possible. For
example, there may be ways to share call distribution switches and connections to the
phone company's network with minimal impact to the current user. Lack of availability of
components to leverage may impact the purchasing decision in terms of building on-site
capability or purchasing a solution hosted by a service provider.

m Availability and Reliability — Call centers often rely upon a large number of components
to work in concert. Consequently, the overall business requirements for business
continuity should be clearly defined. The technology design should ensure that the
availability and reliability requirements for each component are defined to support the
overall business objectives for normal operations and recovery objectives in the case of
business interruptions.

m  Service Levels — Service levels, which are metrics that measure performance, such as
Average Speed to Answer (ASA), call Abandonment Rate (AB Rate), Call Blockage Rate,
Interactive Voice Response (IVR) Containment Rate, and many others, are critical to
defining the architecture requirements of the call center. The level of service the call center
is required to achieve, as defined by these metrics, will impact the center design, technical
components, and performance levels of those components, disaster recovery planning, and
other elements of the call center technical infrastructure.

Technology Solution Approaches

As technology requirements for a call center are defined, a variety of potential solutions will
surface. The general components of a call center technology solution are largely the same for
call centers. However, their scale, robustness, and sophistication vary greatly by call center
operation size and unique business requirements. The technology supporting a call center is
wide and deep. Numerous resources exist that help implement an appropriate solution. These
include fellow agency staff experienced in implementing call centers, existing service
providers, call center technology providers, consultants, and call center vendors. Exhibit 17
shows the technology components and some key characteristics generally found across small,
medium, and large call centers.
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Component

Less than 100 Agents

100 to 500 Agents

More than 500 Agents

Telephony Network

Data Network

Call Routing/Automated Call
Distributor (ACD)

Interactive Voice Response

System (IVR)
Computer Telephony
Integration (CTI)
Outbound Calling

Translation Services

Call Monitoring and Recording

Call Center Reporting

Management Reporting

Telecommunications Device
for the Deaf (TDD)/
Teletypewriters (TTYS)

Workforce Management
System (WFM)

Knowledge Management
System (KMS)

Handsets and Headsets

Workstations

Solution Approaches

Shared or dedicated carrier
connection

Use existing connection to
enterprise data network

PBX , PBX with ACD
functionality, shared ACD or
dedicated ACD

Automated attendant, Shared
or dedicated IVR

None to limited integration of
voice and data

None

Used as a service except in
very small centers

Business requirement
dependent in very small
centers

Implemented with standard
reporting

Simple reports derived
manually from detailed call
center system reports

Implemented with equipment
or a third party service

Manual or use simple office
applications like Excel

Simple application with
searchable text content

Hardware based handset with
agent headset

Standard PCs with different
applications for managers

Leverage Existing
Infrastructure, Hosted, Carrier
in-network

Shared or dedicated carrier
connection

Shared or dedicated
connection to enterprise data
network

Dedicated ACD

Shared or dedicated IVR

Limited integration to full
integration of voice and data

Some outbound calling
automation

Purchased as a service

Implemented as part of a
hosted or premise
infrastructure

Implemented with customized
reporting and shared reporting
team

Simple to complex reports
derived both manually and
automatically with reporting
tools accessing detailed call
center system reports

Implemented with equipment
or a third party service

Simple office applications or
integrated system with a
dedicated WFM administrator

Simple application with
searchable content or use a
knowledge management tool.

Hardware based handset with
agent headset
Standard PCs with different

application suites for
supervisors and managers

Build, Hosted, Outsourced
custom solution

Dedicated carrier connection
with redundancy

Dedicated connection to
enterprise data network

Dedicated ACD

Shared or dedicated IVR

Limited integration to full
integration of voice and data

Some to full outbound call
automation

Purchased as a service

Implemented as part of the
premise infrastructure

Implemented with customized
reporting and a dedicated
reporting group

Simple to complex reports
derived both manually and
automatically with reporting
tools accessing detailed call
center system reports

Implemented with equipment
or a third party service

Integrated with call center
infrastructure technologies;
dedicated WFM administrator
and group director

Implement or leverage an
existing knowledge
management tool

Hardware based handset with
agent headset
Standard PCs with different

application suites for
supervisors and managers

Build, Outsourced custom
solution

Exhibit 17: Traditional Call Center Components by Size of Call Center.

As Exhibit 17 illustrates, there are various ways to configure a call center solution. As the
scale of a call center changes, so, too, does the underlying technical architecture. While there
is not a "one-size-fits-all" architecture, the following example (Exhibit 18) is representative of
many call center implementations.
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Exhibit 18: Typical Call Center Architecture.

Fundamentally, the infrastructure will be provided by way of a variety of methods.
Implementing organizations can:

Build their own;

Leverage existing resources;

Obtain hosted services;

Obtain carrier in-network services; or

Seek out assistance.

Government organizations are faced with unique challenges given the amount of change and
uncertainty surrounding many programs. This often makes it difficult to plan how to best
implement the required infrastructure. The costs associated with the solution approaches
should be carefully weighed against the value of flexibili