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�In 10 or 15 years, organizations may be outsourcing all work that is  
 
�support� rather than revenue-producing�.In many organizations a  
 
majority of the people who work for it might be employees of an  
 
outsourcing contractor.� 
 

[Peter F. Drucker, 1995] 



 

 

 
 
 
 
Abstract  
The rise in globalization has compelled companies to become more competitive. 
Competitiveness is not bound to better production, indeed it goes beyond this and value added 
services have now started to become the hallmark of competitiveness. Subcontracting 
(outsourcing) non core business processes have become a major source of competitive 
advantage lately. Customer services is a non core business function but plays a major role in 
creating good will of a company as well as accumulating a pool of loyal customers. 
Companies finding an edge in competitiveness are going for outsourcing their customer 
services through call centers. This research is aimed at studying the outsourcing of customer 
services through call centers. The call center components explained (i.e. strategy, technology, 
processes, human resources (HR) and facilities), were to be tested for their selection and 
adoption. To achieve the research purpose, case studies were conducted examining two 
telecommunications companies that have outsourced their customer services. The study found 
the differences and similarities between the companies as regards to the theories provided. 
The study also found that companies depending on their market situation and positioning 
differed on selecting the processes to outsource and the technology to adapt but showed 
somewhat similar patterns in terms of other call center components. It was found that the 
choice for formulating the strategy for outsourcing and selection of the customer support 
process is challenging as well as need to be molded to the situation of the company at 
question. While outsourced customer services through call centers is a way to be cost effective 
and maximize business performance, at the same time it also presents significant new 
management challenges, such as continuous improvement and effective control over HR and 
facilities for outsourced call centers. Lastly, the participating companies were in full 
agreement regarding the benefits that outsourcing gave their productivity and overall business 
operations. 
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1 Introduction 
In the first chapter of this thesis a background to the study will be laid. As an initiative to this 
the reader shall get some basic information about key concepts such as customer services and 
the need to compete as well as outsourcing as one of the factors to achieve it. Later a brief 
description of Business Process Outsourcing (BPO) and fulfilling customer service through 
call centers will be put forth. Finally, the problem area will be discussed.    
 

1.1 Background  
Globalization is not a phenomenon or just some passing trend, indeed it is an overarching 
international system shaping the domestic politics and foreign relations of virtually every 
country (Friedman, 1999). It can be incredibly empowering and coercive as it can democratize 
opportunity and democratize panic. While it is homogenizing cultures, it is also enabling 
people to share their unique individuality farther and wider. But it can also bring tremendous 
opportunities and benefits. (ibid) 
 
According to world leaders, countries cannot wall themselves against the economic 
globalization trends (Robinson, 2004). This new era of globalization has encompassed the 
business world as expected. Local and weak product names transforming into strong, 
established and globally recognized brand names are the aftermath of such evolution. Market 
leaders have had a good sight on shaping fragmented markets into one single global market 
because it happens to be an easy playground to further establish and enhance global brands. 
Such businesses can only take advantage of this era if their management fully understands and 
undertakes globalization into the context of their own particular business setup. (ibid) 
 
Specifically, companies need to compete on a global basis if they are to achieve economies of 
scale and keep up with the latest advancements and technology (Porter, 1980). This can be 
achieved only when companies fully concentrate on their core competence and mainstay. In 
order to achieve this, companies need to find a way to maximize their productivity by having 
an excellent business support system that would enhance the mainstay operations. This is best 
done by subcontracting the supportive operations of the company to an outside vendor that 
would provide exactly the same or rather better service in a cost effective manner or in other 
words by �outsourcing.� (ibid) 
 
According to Oltman (1995), to succeed in the contemporary competitive environment, 
corporations need streamlined and globally integrated operations. The companies need an 
absolute focus on their core i.e. mainstream business and that is when it becomes important to 
outsource their other non-core activities. Outsourcing facilitates this process and allows 
companies to become partners with experts in this field (ibid). It is slowly but surely 
becoming an integral part of modern management. The processes outsourced by companies 
include finance, accounting, IT, and customer services (Robinson and Kalakota, 2005). When 
it comes to outsourcing customer service, it becomes an even tougher decision as it is an 
extremely important process and not all businesses always know what the customers want 
(Bragg, 1998). 
 

1.2 Customer Service � The Customer Is Always Right 
According to Ward (2004), customer service is an organization's ability to supply their 
customers' wants and needs. Customers and business managers both like to talk about what 
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good customer service is? (www.sbinfocanada.about.com). As Brown (1997) suggests 
companies in all industries around the world are in a race, but there is never a winner. Each 
year the race gets more difficult every year with bigger and smarter competitors. 
Traditionally, companies have looked to marketing and product development for sources of 
competitive advantage. However, in today�s information-intensive environment, these 
advantages can soon be replicated and converted into competitive requirements. Hence, 
customer service has to be considered as a source of competitive advantage (ibid). According 
to ACA Group (www.acagroup.com, 2004) excellent customer service is the ability of an 
organization to constantly and consistently exceed the customer's expectations. Accepting this 
definition means expanding the thinking about customer service. If it is going to consistently 
exceed customers' expectations then the company have to recognize that every aspect of the 
business has an impact on customer service, not just those aspects of the business that involve 
face-to-face customer contact. Steneker (www.customerservicepoint.com, 2004) disagrees 
with the regular definition for customer service which is referred as, "Customer Service is a 
function of how well an organization is able to constantly and consistently exceed the needs 
of the customer." Instead he suggests an interesting and different �customer-central� 
definition where he puts the customer ahead of the organization. According to him, "a 
customer defines good customer service as how he/she perceives that an organization has 
delighted him/her, by exceeding his/her needs." It is interesting to note that the customer does 
not care all that much if you give others good service, as long as you will give him/her good 
service all the time (www.customerservicepoint.com, 2004). As Feinberg, Ruyter and 
Bennington (2005) puts it, though customers are demanding they do not expect companies to 
be perfect but if something goes wrong they expect it to be solved effectively. Ward (2004) 
further explains improving customer service involves making a commitment to learning what 
customers' needs and wants are, and developing action plans that implement customer 
friendly processes. Peel (1990) states, that good service starts before a transaction takes place 
and goes on after its completion, including the market research pre-ordering climate; the 
buying/ordering process; the period from order to delivery, packaging or presentation; 
transport and logistics; delivery, complaint handling; payment and debt collection and after 
sales support service.  
 
According to Eppinette and Inman (1997) for some time now, customer service has been 
emerging as a competitive weapon for business firms. It is becoming harder and harder to 
compete on manufacturing excellence alone. Manufacturers who thrive will compete by 
bundling services with products. Of course, the use of customer service as a form of 
competition does not apply only to manufacturers. With the economy becoming increasingly 
service based and new kinds of services being offered continually the input of customer 
service may be even more dynamic for non-manufacturers. It is probably safe to say that, in 
one form or another, all businesses are concerned with customer service. As early as 1972, 
Levitt (as referred by Eppinette and Inman, 1997) noted that everyone is involved in service 
and that the service sector of the economy includes everything from banking and airlines to 
product related services and sales/post-sales related services offered by manufacturers and 
retailers. Obviously, customer service has become part and parcel of all facets of economies 
and has gained specific importance for the survival of companies. (ibid) 
 

1.2.1 Significance of Customer Service  
According to Peel (1990) the importance of customer service to organizations of all kinds, 
whether in the public or private sector, has risen to be acknowledged. Cusak (1998), points 
out that customer service has become a fundamental survival tool for many companies. A 

http://www.sbinfocanada.about.com
http://www.acagroup.com
http://www.customerservicepoint.com
http://www.customerservicepoint.com
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company that bases its business success on outstanding customer service must be willing to 
demonstrate a commitment to building and maintaining resources that give the customer the 
needed response through what the customer considers as the most appropriate medium. A 
company that perceives customer service to be a competitive advantage will also focus on 
creating a reputation for after sales support that exceeds its customer expectations, thus 
encouraging greater customer loyalty (ibid).  
 
The climate of the recession-ridden early 1980s, when customers blithely traded away high-
quality service in exchange for price reductions or convenience is no more in practice. 
Instead, customers are demanding service again. Companies of all sizes are realizing that their 
strongest selling point can sometimes boil down to treating customers as they would like to be 
treated - or better. Consumers are beginning to feel that their needs have not been met, 
explains Bonnie Jansen of the U.S. Office of Consumer Affairs. "They're sick of getting poor 
service all the time." The message is getting through. According to Goodman (2005) 
President of the Technical Assistance Research Programs Institute (TARP), "In the past few 
years, companies began to realize that service was really a competitive factor, and began to 
view it as an integral part of their product." In fact, a recent three-year study by the National 
Federation of Independent Business (NFIB) in Washington, D.C. showed that small 
businesses which put heavy emphasis on customer service were more likely to survive and 
succeed than competitors who emphasized such advantages as lower prices or type of product. 
(www.business.gov) 
 
According to Clemmer (1995) customer service is definitely enjoying renaissance. It is no 
longer the sphere of influence of a few clever companies which have made it synonymous 
with their names. No business, whatever size it is, can afford to take customers for granted, 
because it is without a question a buyer's market and is becoming more so every day. To 
succeed, a business must give its customers what they want, not what the business thinks they 
want. Providing courteous, friendly and effective service to suppliers, current customers as 
well as other stakeholders is extremely important in order to attract potential customers. (ibid) 
As Wilson (1998) states, it is no longer satisfactory for the in-house departments in companies 
to respond to enquiries and customer needs on a first come first serve basis. Hence companies 
look for options to subcontract the customer service function to third parties.  
 

1.3 Outsourcing - Think Locally Act Globally 
Most of the scholars agree that Outsourcing is not new. In order to trace the roots of 
outsourcing one has to go all the way to the start of this world. Delegating work to third 
parties commenced at least since God sent Moses down from the top of the Mount Sinai to 
pass on the Ten Commandments (Wang, 1994). The recent emphasis that has been put on sub-
contracting non-core business is what is new. According to the research done by Johnson 
(1997), it is clear that outsourcing is not just another passing management fad, if it is applied 
correctly it can transform into a powerful management process that can reap huge benefits for 
those with the courage and the professionalism to get their organizational equations right. 
Often outsourcing is seen in the same critical light as downsizing which happens to be quick 
fix, cost cutting tool for contemporary managers. But in the hands of the right management it 
can be a true strategic weapon, which can pervade every corner of the management process. 
(ibid)  
 
For a concept that has had such a huge impact on so many organizations across the globe, the 
term �outsourcing� is notoriously difficult to pin down. The definition is permanently on the 

http://www.business.gov
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move, with suppliers slicing the market into ever more niches. According to Benn and Pearcy 
(2002, p.1), a streamlined definition of outsourcing would be: �Allowing a partner to manage 
a part of your business.� From this initial definition spring several categories � IT 
outsourcing, business process outsourcing (BPO), managed services and business service 
provision. (Benn and Pearcy, 2002) 
 
According to Chace, Assistant President of the public sector division of Unisys (Europe 
Middle East and Africa Division, EMEAD), �Outsourcing is a process whereby a company 
delegates responsibility for implementing a function to a third party. The company retains 
responsibility for control, strategic planning and integration, but the operations, people, 
materials and facilities transfer to the outsourcing company. In a managed service 
environment, the client enters a contract with a third party to deliver a service, but the service 
provider uses its own resources. There is no legal transfer of property or human resources.� 
(ibid, p.1) 
 
However, there are many other ways of explaining it. Some other leading authors would 
define it as, �The transfer to a third party of the continuous management responsibility for the 
provision of a service governed by a service level agreement� (Gay and Issinger, 2000 p.5). 
According to Charles Wang, CEO of software giant Computer Associates, outsourcing 
entered the CEO�s vocabulary in July 1989. In that month, Eastman Kodak Co. announced it 
was stripping away its computer operations, lock, stock and mainframe, and framing them out 
(Wang, 1994). When a global top-50 company had a whole new way of doing business, the 
world had to listen, watch and follow. While this happened, researchers came up with another 
concept of �core competence.� It meant as a selection of elements, the core parts being 
handled by the corporation itself, the other being bought in from third-party suppliers or 
partners (Peters, 1994). 
 

1.3.1 Business Process Outsourcing (BPO) 
According to Jones (2003), outsourcing as a field has transformed from a buzzword to an 
internationally accepted phenomenon. It is quite interesting to note that it has specifically 
demonstrated growth in Europe. This growth has helped in the emergence of new outsourcing 
model such as business process outsourcing quite often referred to as BPO. It must be noted 
that for many companies, business process outsourcing contracts include document 
management, e-enablement, and print and mail functions as a part of the business process 
outsourcing services. This represents another encroachment into the market by companies 
outside the traditional range of players. This type of outsourcing deals in identifying a 
complete business function for example office paper work and documents handling to an 
outside organization dealing in outsourcing functions and then takes care of the related 
activities and personnel. The importance of this type of outsourcing is clearly evident from the 
fact that many companies have now started to include this in its facilities offered lists. BPO 
occurs when an organization turns over the management and optimization of a business 
function to a third party that conducts the activity based on a set of predetermined 
performance metrics. (ibid) 
 
A thoroughly documented example of business process outsourcing is the Coca-Cola 
Corporation. For over 100 years, Coca-Cola has been producing syrup and bottled marketing. 
The actual production of Coca-Cola is done by its global partners � the bottling firms. By 
concentrating on protecting its core formula and brand image, Coca-Cola has managed to 
build a successful business where the vast majority of the supply chain sits outside it 
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operations (Benn and Pearcy, 2002). A BPO consultant has the task to manage people and 
processes whereas outsourcing consultants in general has a focus on life cycle management 
and enhancing machine and hardware output. According to recent statistics BPO has grown at 
more than 9% over 2001 and is expected to grow at approximately 15% per year (ibid). 
American market research firms claim that BPO is expected to grow nearly 20 percent 
annually through 2008, with the average enterprise sending 60 percent of its application work 
to low-wage countries by 2009 (www.techweb.com, 2004). Hence, BPO is a strong candidate 
for growth even across Europe. This market alone is expected to grow to almost $60,000 
million by 2005. (Jones, 2003) 
 
As outsourcing brings economies of both scale and skill, it is useful to break the outsourcing 
market into four quadrants based upon the type of benefits being applied as shown in figure 
1.0. Each quadrant has different characteristics and a different need profile. Traditionally, 
outsourcing has focused on business functions. In the old economy this typically meant 
functions that had no bearing on core business � example, cleaning, operating the staff 
transport or cafeteria, etc. However, with the never ending advancement of technology and 
the innovation, the list of functions suitable for outsourcing has grown to facilities 
management, marketing services, human resources (HR) administration, telesales, 
information technology (IT) and, of course customer service. But increasingly, the trend in 
outsourcing has been to broaden out services from pure business functions towards business 
operations i.e. BPO. (Benn and Pearcy, 2002)  
 
It can be seen clearly how the types of outsourcing differ by labeling the service outsourced as 
a shared or dedicated process, and whether it is aimed at a business or technical level. The 
Battenburg model in figure 1.0 (which is loosely based on the Gartner Groups model of 
outsourcing engagement), explains the difference. (ibid) 
 

 
Figure 1.0 Battenburg model of Outsourcing Categories. Source: Benn and Pearcy, 2002, p.43 

 
Services listed in the left-hand quadrants (see figure 1.0) offer better management process, 
standardization, business focus improvements and access to a wider pool of specific skills. 
Those in the right hand quadrants sacrifice uniqueness for significant economies of scale. 
Those appearing in the upper quadrants also offer improvements to the way in which a 
complete service is delivered to the client�s end customers, while lower-quadrant services 
promise benefits in terms of delivering services to internal clients. (ibid)  

http://www.techweb.com
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With BPO, complete business divisions are managed by third parties � delivering products, 
services or dealing with customers. The third party�s capabilities are built around these 
narrow business functions. BPO providers deliver their services with complete infrastructure; 
this makes BPO projects politically complex and sensitive. Though, BPO projects involve a 
great deal of analysis and careful planning, from a client�s perspective, the end results can be 
worth all the effort. BPO, if properly implemented provides organizations with an opportunity 
for radical improvement, not simply more of the same at a lower cost. (ibid) 

1.3.2 Types of BPO 
There are numerous business processes which can be outsourced. The typical outsourcing 
path that company follows starts with a function that has minimal strategic value and will not 
present a problem even if the supplier does a poor job of providing the service. If the 
company�s experience with these low-end functions proves successful, then company 
management will be more likely to advance to outsourcing those functions with more strategic 
value or with more company-threatening consequences if the provided service is inadequate. 
These functions include accounting, human resources, materials management and customer 
service. Finally, if the company continues to perform well with all or part of these functions 
outsourced, it will consider moving to outsourcing the most important functions. This 
progression is seen in Figure 1.1. (Bragg, 1998) 
 

 
Figure 1.1 The Typical Path for Outsourcing Functions. Source:  Bragg, 1998, p.6 

 
The above figure explains how strategically important processes take more time to be 
implemented. However, as it can be noticed, no matter how important a process is, a firm can 
outsource almost every corporate function (ibid).  
 

1.3.3 Outsourcing Customer Service 
As Peter (2004) puts it, �Outsourcing will continue, the tide cannot be reversed.� He also adds 
that one of the biggest challenges of the coming days is going to be the entry of 2.5 billion 
people from China and India into the global economy at an accelerating rate. The result is 
almost unfathomable, and will throw up exceptional challenges as well as amazing 
opportunities. Companies need to take the initiative to create useful global skills 
(www.economictimes.com, 2004). Other authors believe that outsourcing needs to be 

http://www.economictimes.com
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integrated into the organization�s overall business strategy. This means shifting from a view 
of outsourcing as a reactive tool; where opportunities are sought only in response to external 
pressures for change or a consultant�s report on the latest opportunity� to one of weaving 
outsourcing into the very fabric of the business�s decision making and operations. (Corbett, 
2004 p.5)  
 
According to Blacharski (www.entrepreneur.com, 2004), outsourcing customer service is a 
very common and successful strategy, used by companies of all sizes. This not only allows 
them to focus on their core competency but also save money and gain access to a first-class, 
high-quality customer service operation that would otherwise take millions of dollars to set up 
(ibid). Companies today not only have to deal with customers� increasing demands for 
support and service, but they also have to do so over multiple channels using the right 
technology (Tobin as in http://crm.ittoolbox.com, 2002). Smith (2003) emphasizes on the fact 
that every organization no matter what it produces or provides, need to revisit, review and re-
examine in order to improve or even stay on track. In a simple message Smith (2003) states: 
�To meet customer needs you do not change your customers; you have to change yourself� 
(ibid p.5). Similarly Clutterbuck, Clark and Armistead (1993) proposed a route map for 
change in order to achieve �inspired customer service� as seen in figure 1.2. 
 

 
Figure 1.2 A Route Map for Change. Source: Clutterbuck, Clark and Armistead, 1993, p.8 

 
Something called as the �Columbus school of Management� applies in the route map 
suggested. Columbus thought he knew where he was going � but he didn�t. Only by sheer 
luck did he arrive anywhere at all. Remarkably, Columbus made it back to his starting point 
and subsequently repeated the journey several times. Similarly, companies without a clear, 
viable vision often continue to sail on in ignorance and hope for years, without ever making 
landfall. In order to reach the intended destination, they usually have to return to their starting 
point and plan on a more vigorous basis. This vision can be based on either experience of 
excellent service from other service providers or from a conscious attempt to find out what 
others are capable of achieving. (ibid) 
 
At the same time experts point out the urgency of �providing memorable experiences.� The 
ideal of �satisfied customer� is no more relevant whereas companies need to focus on creating 

http://www.entrepreneur.com
http://crm.ittoolbox.com


                                                                                                               Introduction 

8 8

a scintillating, encompassing, dramatic, novel �customer experience� (Peters, 2003). 
According to Oliver (as referred by Buttle, 2004) customer satisfaction has been the subject of 
considerable research and has been defined and measured in many ways. It may be defined as 
�Customer satisfaction is the customer�s fulfillment response to a consumption experience, or 
some part of it.� (ibid p.21) 
 
Customer satisfaction is a pleasurable fulfillment response. The �experience, or some part of 
it� component of the definition allows the satisfaction evaluation to be directed at any or all 
elements of the customer�s experience. This can include product, service, process and any 
other components of the experience (ibid). Satisfied customers are the most profitable 
customers in any business and are the driving force behind sales and profit growth rates. As 
satisfied customers determine the profitability of a company, customer satisfaction is the best 
indicator of a company�s future profits. The difference between a successful business and an 
unsuccessful one is the level of satisfaction of the customers. (Kotadia and Srinvasan, 1997) 
 

1.3.4 Call Centers � The First Frontier in Business Process Outsourcing 
According to Bragg (1998) for many organizations, business function outsourcing began with 
call centers in the mid-1980s. The success of this market has been overwhelming. The driver 
for this success was undoubtedly the strong natural fit for business process outsourcing. 
Typically, call centers were set up in-house by major consumer facing organizations as a 
reactive base from which to field customer enquiries. As such they were seen as a cost centre 
whose real job was to shield the company from the trivia of dealing with customers� day-to-
day problems. This is a dangerous line of reasoning. On this basis, the sole objective of the 
call centre is to get rid of the caller as quickly as possible, with no focus on the quality of the 
customer experience or resolution of the issue. However, as the market matured, call centre 
outsourcing experts began to promise not only big savings, but also the ability to improve the 
customer experience � and maybe even generate some additional revenue (ibid).  
 
Taylor and Bain (1999) defined that a call center has three essential elements. First, a call 
center is a dedicated operation with employees focused entirely on the customer service 
function. Second, those employees are using telephones and computers simultaneously, and 
third, the calls are processed and controlled by an automatic distribution system or what is 
known today as Automatic call distributors (ACDs). Taylor et al. (2002) subsequently discuss 
the heterogeneity of call centers and note that the definition can be applied to a diversity of 
types. For example, it can be a call centre where relatively low skilled and low paid service 
workers are responding to customer requests within a tightly controlled, heavily monitored 
and time restricted system. In contrast, the definition can also apply to a call center where 
highly skilled, highly paid knowledge workers respond to calls from business customers about 
online service arrangements (ibid). 
 
Amongst the different business processes outsourced; customer relations and call centers have 
been at the forefront. As trends have revealed in the past it is an area that is expected to grow 
more. The amount of money spent on call centers has outstripped growth projections. In 1996, 
industry experts predicted that north American companies would spent $100 billion by the 
year 2000, but that benchmark was reached the very next year 1997, whereas outsourcing as a 
whole was predicted to grow four times the rate of call centers between 1996 and 2000. The 
economics of outsourcing trends of the future will continue to drive this growth in 
outsourcing (Brown, 1996). As the economic downturn continues, outsourcing remains one of 
the growth areas in the IT services and solutions sector. And within the general category of 
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outsourcing, it is business process outsourcing (BPO) that is the fastest growing segment � 
with growth of around 30 percent year on year, easily outstripping any other outsourcing 
segment. Analyst firm Ovum Holway predicts that by 2005, the UK BPO market will be 
worth £10.9 billion, representing some 24 percent of the total IT services market compared to 
15 percent in 2002. (Work Study, 2003) 
 
By outsourcing customer service trough call centers, a company allows all inbound customer 
calls to be routed to a supplier-owned call center that answers customer questions, routes 
field-service personnel to customer locations for repairs, enters service or product orders from 
customers, and courteously tries to persuade customers not to return products or cancel 
services (Bragg, 1998).  
 
The number of large companies that are taking advantage of the services of a customer service 
supplier has increased dramatically over the past few years. Companies can make better call 
center decisions if they can get good information on what they require in terms of their own 
specific needs and if the vendor has that function, referred to as functional alignment. Then 
other considerations are to see if the vendor is experienced enough and has worked with 
similar assignments, moreover it can satisfy cross-functional needs such as analyzing the data 
to extract strategic intelligence as well as work out the partnership and finally has a consistent 
and complete service. An important reason for using this service is that the company is 
dealing directly with the customer through this function and must present the best possible 
face to the customer, which is the primary expertise of the vendor company (Bragg, 1998). 
But it is a common misunderstanding that call centers are for large organizations only. Many 
organizations already are utilizing telemarketing functions with both inbound and outbound 
calls that maybe in-specialized departments such as sales, customer services or support 
(Andersson, 2000). By applying call center technology revenues and profits can be increased 
as well as costs can be reduced. There really is no template to indicate what type of company 
could benefit from a call center as it is actually opposite. Every time there have been industry 
specialists focusing on one specific segment, some other have emerged as the leading user of 
call center technology. Any kind of organization dealing with a customer, another company or 
organization can benefit from the use of call center technology. If they call it a call center is of 
less importance. (ibid) 
 
Call centers are used in sales organization, service organization and support departments from 
sizes of 5 service representatives up to 500, and these are obvious users of the trade.  Call 
center technology is even used in security departments where call centers are used to route 
emergency messages to available security officers. Without call centers access to e -
commerce, mobile phones and mail order companies would have not been possible (ibid). 
Call centers are doing a great job by representing the company in a manner that would keep 
customer attracted. E-commerce firms (also known as, dot coms) are sometimes started up 
and managed by people with no customer service experience whatsoever. They learn the hard 
way that they need call centers, or at the very least, to outsource their call and contact 
handling to a service bureau with experienced agents. Studies and consumer complaint 
columns regularly blast dot coms for terrible customer service and sales. Little                      
wonder the competition; a few smart online firms, brick-&-mortar business, and        
catalogue companies who know how to deliver people-based service are buying up many of 
them. The lead paragraph in the New York daily news May 16 2000, �Ask Asa� feature says 
it all: Emily Smith of Manhattan has a word of advice to retailers; �A product is only as good 
as the customer service offered with it� (Read, 2000, p.27). 
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According to Anton and Feinberg et al (as referred by Feinberg et al, 2002) to customer 
services entails conducting transactions, giving information, answering questions, solving 
problems and resolving complaints through call centers. Companies can build, maintain 
mange and further expand customer relationships in a less expensive fashion than face-to-face 
contacts through call center. Because of this today�s customer demand and expect round the 
clock support. It is clear that a customer  satisfied after telephone and (by analogy) Internet 
contact is more likely to repurchase, purchase more, and promote positive word of mouth, and 
that if you solve a customer�s problem they are more likely to purchase than the ones who are 
simply satisfied. (ibid) 
 

1.4 Problem Discussion  
The ever-expanding globalization makes the business environment competitive and business 
process outsourcing acts as a strategic tool for companies to improve their competitiveness. 
At one hand there are trade unions and politicians protesting against outsourcing and on the 
other hand management gurus strongly recommend it. Corbett (2004) advices although that 
the practice of business process outsourcing will continue to grow and project that leaders 
need a clearer understanding of how outsourcing benefits not just the company, but its 
customer, shareholders, and the larger economy. 
 
According to the consulting firm Capgemini (2004) outsourcing today is a fact of good 
business life recognized around the globe. It continues to grow in popularity and make its 
mark as a prime mover in cutting costs and generating efficiency. Recent figures released by 
another research firm TPI (2004) show that after a relatively quiet period, outsourcing 
contracts, especially Business Process Outsourcing (BPO) deals, are on the increase with 
Europe taking centre stage. In terms of the number of outsourcing deals signed, European 
companies have now overtaken the US for the first time and the value of the European 
contracts now equals those in the US (ibid). According to a research firm, there has been a 
major growth at the high-end of the European outsourcing market in 2003 with total value of 
100 largest European outsourcing deals signed in the year increasing by 74 percent to $44 
billion, an IDC study said. These deals were dominated by the government sector, by signings 
in the UK and by IBM Global Services both in terms of the number of deals signed and their 
aggregate contract value (http://www.idc.com, 2004). According to Gartner Inc, BPO is set to 
grow 4.5 percent this year to reach 25 billion Euros in Europe. �BPO is now the fastest 
growing segment within IT services,� says Rebecca Scholl, Gartner's principal analyst. 
Furthermore it is expected to grow 6.8 percent a year to reach 33 billion euros in Europe by 
2007� (www.gartner.com, 2004). 
 
Good customer service is an essential requirement to differentiate a company from the 
competition, yet new technology has opened up a gap between customer expectations and 
service delivery (Clegg, 2000). In the words of Dawson (2003), there is more to call centers 
than the face they present to the consumer. But it is a reality that people interact with call 
centers all the time and often come away frustrated and bewildered (ibid). The number of 
large companies that are taking advantage of the services of call center providers has 
increased dramatically over the past few years. Experts also reason out why did giants like 
Microsoft, Dell, Tesco, BT, Norwich Union and many more global businesses decide to 
contract out various aspects of business? Why should companies consider outsourcing 
customer service? If considered what would be the outcomes of it. The answer is not always a 
huge change in the bottom lines. The answers to these questions lie in two strategic choices 
that all organizations have to make. The first concerns the locations of organizational 

http://www.idc.com
http://www.gartner.com
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boundaries. In practical terms this means: what should the organization produce itself, and 
what should it obtain from the market? Usually companies choose to contract out (or 
outsource) activities that, while critical to the commercial success of their operations, were 
not considered to lie within their special capabilities. The second choice involves the structure 
of contractual relationships, under which there are numerous possibilities, but organizations 
tend to adopt different styles, some of which are more successful than others (Domberger, 
1998).  
 
This research entails BPO. Though there are various categories of business processes which 
can be outsourced, this study would investigate one of the most important business operations 
in today�s digital economy - customer service via call centers. As Clegg (2000) puts it, 
customer service through call centers and interactive voice response systems are on the 
receiving end of trouble-with-technology. Most people would understand what it is like to 
spend half an hour punching through telephone menus only to be told to ring a different 
number. It must be understood that technology is important but in the end customer service is 
not about technology, but about people, and providing customers with the products and 
services they are looking for in a way that they will appreciate. (ibid) 
 

1.4.1 Research Problem  
Bearing in mind all the phenomenal importance for customer service and the ever increasing 
need to determine ways to stay ahead, the focus of our study would be on one of the most 
important functions that has significant strategic importance � outsourcing customer service 
through call centers. This research would shed light on combining two extremely important 
strategic tools - outsourcing and customer service. It is interesting to note the way this sector 
has grown into an industry of its own.  
 
Based on the above discussion and the laid foundation, the research problem of our study 
would be to gain a deeper understanding on �How can outsourcing of customer service 
through call centers be characterized?�  
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2 Literature Review 
In the second chapter of this thesis the theories related to our study will be discussed. The aim 
of this chapter is to describe the components (i.e. strategy, processes, technology, human 
resources and facility) of a call center and present the most relevant theories. Models 
regarding each component will be discussed as well.  
 

2.1 Call Center - The First Contact Point  
According to Waite (2002) strategically, the call center is the point of entry for most customer 
communication. This is where a customer can make an inquiry or contact and expect a 
meaningful response. The processes, technology and people with the skills, training and 
motivation, all exist to serve this relationship. Once available to do business, a company 
establishes and advertises an entry point where an inquiry from a prospect or customer can 
expected to be answered. Through the telephone it can be either by a response via a toll-free 
number (a call not charged to the customer, commonly known in the US and UK as an 800 
number) or an outbound telephone solicitation (where the company representative calls a 
customer or a prospect). (ibid) 
 
As communication networks provide instant links to corporate and customer locations around 
the globe, companies, both large and small, are looking at new business considerations and 
geographical areas when setting up their operations (DeLottinville, 1994). Read (2000) 
explains, the call center industry is changing rapidly. In the digital economy the customers 
expect quick, efficient service whether they request a call back or dial a customer service 
representative. Today it is rare to find an industry that does not require a call center. In the 
past many dot com companies have neglected to establish brick and mortar call centers which 
resulted in lost sales and frustrated customers. As a result companies started to offer toll-free 
customer service numbers and if the company has not built its own call center, they have 
outsourced this function to third parties. (ibid)  
 
Waite (2002) also explains that the world has entered a sea change in connection technology 
that is bringing a shift from separate telephone, data networks and address identification for 
physical delivery, to telephony and data converging into a single Internet protocol-based voice 
and data network, broadly described as the Internet. As Bennington, Cummane and Conn 
(2000) states the usage of new technologies facilitates greater effectiveness and efficiency, 
more customers can be serviced at any one point in time. Customer can dial a call center and 
ask about a product�s features and price. If it is an existing customer one might want to check 
the account status or if the product does not work one can demand it to be fixed or replaced. 
The call center agent who takes the call may be hundreds of miles away, perhaps even in 
another country or continent. A call center can connect to wherever there are high-capacity 
phone lines. Today�s technology let agents sound so close, as if they are right next door. In 
some cases they very well could be; as some call center employees and outsourced agents 
work right out of their homes (Read 2000).  
 

2.2 The Call Center Components 
According to a leading research firm Prosci (2005), which specializes in the call center field, 
the first step towards delivering world-class customer service in today�s environment is to 
separate the different components that contribute to a successful call center. Today Customers 
demand service 24 hours a day, 7 days a week � with no exceptions. They also expect a 
greater number of services and more complex options. (ibid)  
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As Prosci�s (2005) model explains in figure 2.0 call center components can be broken down 
into five key components � Strategy, Processes, Technology, Human resources (HR) and 
Facilities. (ibid) 
 

 
Figure 2.0 Prosci�s Call Center Business Model, Source: (www.Prosci.com, 2005) 

 
The business �strategy� is the critical starting point for planning a call center. Before 
selecting the site for the call center, or designing processes, systems or organizational 
structures, organizations should define the role that the call center will play in the success of 
the business. The mission of the call center and the competitive position it gives to the 
organization should be considered. The core of the call center operation will be the business 
�processes.� Here �processes� are referred to the call center processes. The organization 
needs to consider how to handle the customer interactions, the day-to-day operations and the 
kind of customer support would be offered. �Technology� plays a critical role in the delivery 
of customer service. Telecom innovations add even more decisions, and technology must be 
part of the overall goals and objectives of the call center. Once it is defined how customer 
interactions and business processes will be handled, the need to design the appropriate 
technologies is a must. Other two important components are �human resources (HR)� and 
�facilities� which would define the entire people element of the call center and the physical 
facility. Organizational design, recruiting, hiring, training and internal and external 
communications would fall under the HR category while selecting the physical place and the 
size of the call center would fall under facilities (ibid). The next section discusses each of the 
call center components with references and theories stated by some other prominent research 
authors.   
 

2.2.1 Strategy � Formulating the Right Model  
In order to formulate a strategy Robinson and Kalakota (2005) suggest two generation of 
business models for outsourcing processes, depending upon the combinations of location and 
ownership. In each model, the relationship between the company and the third party provider 
is structured uniquely. In order to understand the business models, it is important to 
familiarize with the two dimensions of these business models: 
 
Relationship structure (external vendor, joint venture, or subsidiary), and  
Geographical location of the function (onsite, offsite onshore or offshore). (ibid) 
These dimensions are explained as: 

http://www.Prosci.com
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Relationship structure 
Pure contract outsourcing (buy or third party) 
Pure outsourcing is the phrase used to describe a company that relinquishes control of a 
function to an external service provider. The external third party provider takes over the 
function and does much of the work using cheaper labor. This is a make-versus-buy decision.  
 
Joint ventures (partner agreement) 
A joint venture is the product of two or more companies pooling their combined resources to 
create a new entity to perform a business project together. Uniqueness about joint ventures is 
their independence. They have their own management and the organizational freedom to 
develop a culture and practices different from either parent.  
 
Fully owned captive subsidiary (build it or in-source) 
Initially companies pursued outsourcing via joint ventures. As business evolved, companies 
eventually discovered that it was better to build their own subsidiaries. Firms began to 
establish captive subsidiaries or foreign subsidiaries that completed all the BPO work.  
 
Geographic Location 
Location of the work plays a key role in structuring outsourcing. Call centers can be setup 
onsite (on the premises), offsite (outside the premises but in the same country), or offshore 
(outside the premises and outside the country). (ibid)  
 
First Generation Model 
As Robinson and Kalakota (2005) explain their first generation outsourcing delivery model 
(see figure 2.1), eight different models are suggested based on two dimensions (i.e. 
relationship structure and geographic location) the internal delivery model is perhaps the most 
commonly used where an internal department provides services. The internal department and 
the business unit involved mange the relationship directly. 
 

 
Figure 2.1 First generation business model, Source: Robinson and Kalakota, 2005, p.32 

 
The offsite onshore shared services approach eliminates the duplicate processes, activities and 
staff that individual business units have and brings them together to achieve overall benefits. 
Taking shared services and housing these services offshore would lead to the captive shared 
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services model. The product of �this do-it-yourself� offshore model is dedicated to serving the 
different business functions. This model is very common in multinational firms that wish to 
control their BPO operations. Cosourcing is the term that describes companies that execute a 
shared center with an external vendor. Cosourcing, a fancier term for joint venture, is a 
collaborative relationship based on shared objectives that reflect the appropriate balance 
between control and flexibility. Joint ventures with offshore vendors would form an offshore 
development center (ODC). An ODC is dedicated, customized, and secure development 
center established by a vendor for a customer. Probably, the oldest onsite outsourcing model 
is staff augmentation, contracting, or temporary services. In this model, corporations leverage 
supplemental staff to contain costs and handle overflow work. Pure outsourcing is the most 
classic of the first-generation models. In this model, companies delegate one or more business 
processes based on predefined and measurable service level metrics. The authors point out 
that even though the first generation models provide low-cost solutions, the customer service 
environment requires ongoing interaction. Hence, the classic hand-off model is not a good 
match. (ibid) 
 
Second Generation Model 
Robinson and Kalakota (2005) states that the revelation of the shortcomings in the first 
generation model and with evolving customer needs, the second generation models (see figure 
2.2) started to emerge. 
 

 
Figure 2.2 Second Generation Business Model, Source: Robinson and Kalakota, 2005, p.40 

 
These models tend to be more sophisticated and had the ability to span multiple first 
generation models.  These models are basically a combination of other sub models that relate 
to global delivery or blended outsourcing, hybrid delivery model, global shared service center, 
built operate transfer (BOT) model,  offshore multisourcing model. The global delivery model 
also referred to as blended outsourcing is used by companies who outsource to a multinational 
service provider. Examples of such multinationals include companies such as Accenture, 
Unisys, EDS and IBM that offer a blend of offshore, onshore, onsite and offsite facilities. The 
global delivery model is specifically used by large global vendors. The hybrid delivery model 
combines onsite and offshore services while delivering results at a low cost. This type of 
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outsourcing is also known as the dual shore model. It is hard and fast becoming the business 
model for mid sized service providers based in offshore stations such as India. Global shared 
service center or captive centers and also know as offshore insourcing are combinations of 
onshore shared services and offshore captive centers. The objective is to create a customer 
focused mindset which enables high quality cost effective and timely service. In the built 
operate transfer (BOT) model the firm contracts with an outsourcing partner to build a shared 
service or call center and operate it for a fixed interim period. The second generation model 
practiced by experienced conglomerates referred to as offshore multisourcing model combines 
the use of multiple offshore business models and suppliers. Firms benefit from this type of 
outsourcing to have an advantage of best of breed strategy that also allows flexibility. (ibid) 
 

2.2.2 Processes � Customer Service via Call Centers 
The modern day customers have changed a lot from that of the yesteryears. They are more 
demanding and aware of the current technological advancements. Companies realize this that 
customers will ultimately come with high expectations from them with the passage of time. 
Especially the world wide web these days have created a customer with a totally new profile, 
one who is fully equipped with more intelligence about prices and greater services 
expectations and is driving companies to focus effort and money towards specialized 
customer care (Robinson and Kalakota, 2005). However, customer care is not just about 
creating loyal customers and maintaining them but it goes a step forward in solving their 
problems and making them satisfied throughout the process of dealing with the company. 
This customer care function has sub categories as indicated in figure 2.5 that need to be 
addressed with importance such as support, marketing, sales, technical support and customer 
analytics. Support encompasses responding to the customer�s initial inquiry, product queries, 
status update to the invoice query and order confirmation. This support is mainly carried out 
via call centers. (ibid) 

 

 
Figure 2.5 Outsourced Customer Care Categories.  Source: Robinson and Kalakota, 2005, p.61 

 
As illustrated in the figure (see figure 2.5) customer service is to be found on the top under 
support. There is a high cost that companies tend to pay in the form of loosing customers and 
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their goodwill if they do not concentrate properly on their customer service. Many authors 
also try to elaborate the customer in terms of internal as well as external customers while by 
internal customer referring to the organizations employees. The sales loss recorded by one 
such researcher is around 10 percent whereas this does not take into account the hiring firing 
and retraining costs associated with dissatisfied employees. On the other hand those firms that 
offers customer service that creates satisfied customers achieve a 12 percent return on sales , a 
higher market share, low employee turnover, better products and productivity and most of all 
the worth striving thing i.e. a solid satisfied customer base. (Brown, 1997)         
 
According to Lewis and Gabrielsen, (as referred by Miciak and Desmarais, 2001) handling 
customer service is a concern for every big or small organizations, and call centers play a 
pivotal role in this experience. The moment a customer comes into contact with a call center 
he/she expects a prompt reply as well as solution to the problem at hand. The expectation they 
have is to be treated with importance as well as by a person who is a knowledgeable customer 
service representative (CSR) and also expect the process to be as smooth as if they are 
standing in front of the CSR. Thus call centers has the benefit of being the modern day voice 
for many companies as being the primary source of contact for companies for their customer 
services offer (ibid). Bencin and Jonovic (as referred by Prabhaker, Sheehan and Coppett, 
1997) stated that there are lots of different ways to make use of the available contemporary 
technology to gain an edge over the competition. One of these approaches is to provide some 
advantages to the customer as faster, accurate, and personalized service with more 
convenience. To sum up it up in a nut shell these are the key attributes of a successful modern 
day call center. (ibid) 
 
The commoditization of many products has shifted the attention from products towards the 
customer service that is a part of it. Telecommunications bring customers close to their 
companies as is being realized by more and more companies these days (ibid). Linchitz 
(1990) estimated that billions of dollars were used on call centers as another major medium of 
marketing in the 90�s This trend has ever increased now but the major advantage is that the 
price of this technology has been declining. But in comparison to this the return on investment 
in this medium has relatively been high as far as around 20%. The telephone used to its full 
potential has broken grounds to reach the hearts of the customers providing with efficient 
solutions and making call centers a new marketing medium. Technologies keep on 
transforming and provides with more ease of use and accessibility to continuous research. 
Thus call centers have also been transforming to the wishes of the companies and as such 
benefiting the ultimate customer with its vastly improved capabilities in the marketplace. 
(ibid) 
 
Outsourcing the call center to an outsider vendor who is not directly involved in the 
mainstream business of the outsourcing company is very complex task and can give some 
uneasy moments to the concerned managers. As these days more and more companies are 
competing on the basis of the service quality they are offering with the product so customer 
services have increasingly become an asset to companies. When the company starts the 
outsourcing process it is basically handling out an important corporate asset to a third party 
(Sharp, 2003). More and more companies come to the decision that the relationship with 
customers should not end at the end of the transaction. They have started to realize that the 
customer service part adds to the essence of the transaction and it starts to be in the shape of a 
relationship rather than a one time exchange. (Feinberg et. al, 2000) 
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In the late 90�s some authors have been of the view that no specific literature suggesting some 
variables to caller satisfaction is available. But they suggest that there are some books that 
discuss call center management and operation that indicate a set of common operational 
measures that are helpful to achieve excellence if monitored in the right way (Feinberg et al, 
2000). Furthermore, the argument is that nothing as average speed of answer (ASA), 
abandonment rates etc. can take the place of first hand knowledge, tracking and strategically 
considering how satisfied the callers have been with their usage of call centers (ibid). 
According to the researchers if the findings of their study regarding determinants were 
stronger and the relationships more convincing then they would recommend that call center 
managers stop using their time by measuring and strategizing using metrics that are unrelated 
to caller satisfaction. According to the same researchers, if they were  more certain of the 
relationships they  would have recommend that only the two �determinant� metrics be used 
and that all strategic design and implementation of call centers be organized around 
�resolving the problem and answering the question� and �making certain they get through the 
first time�(ibid). Apart from these determinants when the customer service is outsourced key 
element like service level guarantee (SLG) is also highlighted by authors like Cleveland and 
Mayben (1997). 
 
Talking about service there are many points that can be brought about. According to 
Cleveland and Mayben (1997), a company can be achieving its service level objective but at 
the same time creating extra work and low quality. They argue that it has been proved that an 
overly narrow focus on service level does not account for quality (see figure 2.3). 
 

 
Figure 2.3 Quality versus Service Level, Source: Cleveland and Mayben, 1997, p.33 

 
As is shown in the above figure 2.3 the poor service level tends to be a vicious cycle. The 
authors explain that the more call centers would focus on achieving the service level 
guarantees offered to the clients, the more it would compromise on the quality. The call center 
personnel can make some big blunders at times that may include misunderstanding caller�s 
requests, putting down the wrong information, conveying wrong information to callers and 
making them mad, failing to accomplish the setout purpose, calling repeatedly without any 
need and last but not the least missing opportunities to capture valuable feedback. These sorts 
of mistakes can be very dangerous for the firm as they contribute to unnecessary wastage of 
the firms� resources and time. These may also lead to higher complaints and callbacks all of 
which drive the service level down further. All in all the author has concluded that there is no 
such thing as quality versus service level at least not in the long run but rather both must go 
hand in hand. (ibid) 
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According to Feinberg, Ruyter and Bennington (2005) the growth of call centers reflects the 
growth in the significance of customer satisfaction for corporate chief executive officers 
(CEOs). As shown in figure 2.4 CEOs and decision makers see customer satisfaction as top 
priority. They will be looking for ways to create and ensure best customer service standards 
that are maintained by using call centers as the primary weapon.  
 
 

 
Figure 2.4 Ernst and Young Survey of 750 CEOs. Source: Feinberg et al, p.5 

 
According to Feinberg et al, (1997) call center is the best means of controlling customer 
satisfaction after providing products and services that meet customer needs in an efficient, 
friendly, entertaining environment. Call centers help in the recovery of customer satisfaction 
by offering solution to the customers� problem. According to researchers it is also important 
for call centers to get the know-how about measuring callers� satisfaction or in other words 
predefine some appropriate metrics. They argue that to build an expensive call center without 
forming the basis for measuring callers� satisfaction is useless. (ibid) 
                      

2.2.3 Technology � The Anywhere Anytime Assistance  
Call centers require the integration of several different technologies to maximize the use of 
information and to streamline the activities of call center operators. The computer and the 
telephone are two of the major and most familiar tools of technology that have converged to 
make call centers more efficient (Sharp, 2003). According to Prabhaker, Sheehan and John 
(1997), advances in communications technologies, computer technologies allow business 
organizations with vastly improved capabilities in the marketplace. By combining such 
technologies and forming other hybrid technologies, such as call centers, provides 
sophisticated ways to achieve specific business goals. The same technologies also provide 
customers of products and services with vastly improved choices in meeting their needs 
(ibid). In recent times experts like, Robinson and Kalakota (2005) highlighted the philosophy 
of global giants like Dell, which focuses on �call anywhere, resolution anywhere.� 
 
Figure 2.6 explains how the proper mix of technologies can be used to provide anytime 
anywhere customer service. According to (Sharp, 2003) the core technologies of a call center 
involve many underlying components including: 

• Public switched telephone network (PSTN) 
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• Computer Telephony Integration (CTI) 
• Automated call distribution (ACD) 
• Voice over internet protocol (VoIP) 
• Hardware and software (switches, routers and customer database) 

 

 
Figure 2.6 Call Center Technology, Source: (www.ctiforum.com, 2005) 

 
Companies need to determine how to integrate these core technologies with the systems and 
applications including: 

• Internet 
• Interactive voice recorder (IVR) 

 
The call is distributed automatically through the (automated call distribution) ACD, if the 
agents are busy the (interactive voice recorder) IVR puts the caller in the queue. Using the 
router and the switch, a call can be routed to any remote location or remote call center agent 
(ibid). Jelassi and Enders (2004) state, e-telephony (or IP-telephony) is the use of the internet 
to make voice calls and send faxes or video-sequences. From a business viewpoint, it can 
significantly cut cost, as these are reduced to local internet access costs even if calls are made 
world-wide. Computer-based telephony uses standard components (usually ethernet with an 
interface to the web) and specialized software. Computer-telephony integration (CTI), which 
manages telephone calls with computers. It is commonly used in call center where calls can 
be routed to the �right� agent, who then automatically receives the customer�s data history on 
their computer screen. (ibid) 
 

2.2.3.1 Technology Takes Call Centers to Next Level 
Today�s call centers are complex operations that require a combination of technology, 
process, and human talent in order to succeed (Miciak and Desmarais, 2001). Although, 
technology plays an extremely important role in today�s 24/7/365 (round the clock, round the 
year) world, it does not replaces the people component of this complex equation (Feinberg, 
Ruyter and Bennington, 2005). According to Swann (2003) call centers or customer 
interaction centers, no matter what it is called, embodies the same concept: understanding and 

http://www.ctiforum.com
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serving the customer. The new breed of call centers is a streamlined, consolidated service, and 
it can often handle both e-mail and phone queries. Also, customer relationship information is 
being channeled into a single source, giving call center agents, effective tools to provide 
service and support. Figure 2.7 shows how this new breed of call centers operates.  
 

 
Figure 2.7 Centralized call centers, Source: (www.atlantictelecenter.com, 2004) 

 

Call centers have become more technologically advanced over the last few years. While 
traditional call centers are still common, technological advances have brought the integrated 
customer interaction centers into wider use. Technologies like interactive voice response 
units, automatic call distribution, screen pops, automated number identification and dialed 
number identification service allows a call center agent to know quite a lot about the 
customer. (Swann, 2003) 
 

Gianforte (2003) states that with the advent of the internet and the ever increasing use of the 
web, today�s customers communicate in a variety of ways. They call, they send email, they 
visit a web site. Each of these communication channels are to be managed as effectively as 
possible. But it has now become critical to manage these channels collectively. He explains 
that customers are bouncing between phone, email and the web with greater fluidity than ever. 
They send an email about problems that they have already discussed with a call center agent. 
They visit the web site to double-check information they got from the call center agent. So an 
organization has to be able to communicate across all channels in a common manner. To be 
effective, a cross-channel center must possess and provide Common incident tracking, 
reporting and histories across all channels and use of a common knowledge base across all 
channels. The business impact of this unified approach is substantial. Unified centers deliver 
competitively superior service at a dramatically reduced cost. (ibid) 
 
The new hi-tech call centers use a �hub-and-spoke model� as suggested by Vinckier (1994). 
According to him in order to support a single new business initiative, firms need to be able to 
integrate IT support across business processes, preferably suing existing systems without 
spending heavily on new development projects. The hub-and-spoke approach first emerged in 
the early 1980s, as companies set up call centers to have access to all of the information and 

http://www.atlantictelecenter.com
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capabilities needed to give customers whatever they wanted. The IT challenges in meeting 
this business imperative were immense (ibid). In the hub-and-spoke model, all applications 
connect through a central server. The integration server manages all communication, data 
translation, and process interactions among the connected operating systems and applications. 
When a new operating system or application is connected, it is automatically integrated with 
all other systems (www.searchcio.com, 2003).  
 
According to a recent study by the research firm Prosci (2005) the usage of Computer 
Telephone Integration (CTI) has dramatically increased in the year 2004. This study was 
conducted in the US with inputs from over 120 call centers. Figure 2.8 shows the current 
usage levels of different technologies. 
 

 
Figure 2.8 Usage of technology, Source: (www.Prosci.com, 2005) 

 

According to Prosci�s (2005) study although there are a number of advanced technologies that 
are offered for call centers, there are many call centers that do not use the most up-to-date 
technology. Email and voice response systems, equally considered, have become the most 
frequently used vehicles for customer contact other than voice calls to agents. As the different 
forms of technology have become more readily available and more widely used, 
implementation and development times have decreased. (ibid) 
 
Cleveland and Mayben (1997) states that new capabilities in call center technologies are 
changing call center dramatically. These developments would result in empowerment of call 
center agent and efficiency, but new technologies are not passive, and they often present new 
management challenges. To get good results, they must be implemented with foresight and 
planning (ibid). Vinckier (1994) indicated that newer technology has to be blended with the 
existing technology and strategy of the firm. Scrapping old systems and rebuilding from the 
scratch usually takes too long and cost too much. In worst cases a number of projects are 
cancelled half way, after huge time and cost overruns (ibid). Read (2000) points out when a 
company sorts out technology it has to be kept in mind if it is truly of value to the company 
and its strategy. Often companies end up investing in technology which can be seen as a 
seemingly valuable but, in reality, worthless tool. Another extremely important point which 
unfortunately many companies ignore is that no matter how fancy and advanced the 
technology is, it must not be forgotten that at the end, it is for the customer. If the customer 
does not like it or is not satisfied with it, then it does not add value to the call center (ibid). As 
Amistead et. al, (2002) indicated the development of e-commerce might well change the 

http://www.searchcio.com
http://www.Prosci.com
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nature of business models and value chains. The future effect of these developments on call 
centers would appear to be a mix of Web and voice interaction with customers, applying to 
both business-to-business and business-to consumer interactions (ibid).  
 
Caparras (2004) points out that technology has created as much questions as it has answered. 
It has solved a lot of problems yet created new ones. The technology is already here. It is 
ready, it can do inbound and outbound from anywhere in the world to everywhere in the 
world as well as monitor and manage real time anywhere in the world. The real question is 
would the business model of the company benefit from having such technology on its side? 
(ibid)  
 

2.2.4 People and Facilities � The Magic Potion 
As people are involved in every aspect of a call centers operation so the human resource 
management (HRM) function is of primary importance. People are the foremost valuable 
asset and at the same time most costly line item accounting for 50% of most call center 
budgets (Anton, Gustin and Spit, 2000). Mangers in call centers are responsible to create a 
�free range� environment designed to needs of the staff at work so they can be more and more 
involved in the day-day operations of the call center (Crome, 1998). A   call center�s ability to 
perform efficiently is rested upon its HR. The employees have to be active and fast in replying 
the calls as that is the key function of any call center. But the problem is that not many 
mangers in the call centers business realize the importance of the motivation of their 
employees. Recent studies regarding motivation in call center employees, conducted on 25 
leading call centers in the UK reveal the fact that more than 50 percent of the staff felt that 
their morale was low in the workplace while 40 percent were unhappy with management 
support and direction. That is why it is easily understandable that the employee turnover rate 
in call centers typically goes above 30 percent per annum. The employees get frustrated as 
they are force fed to a stream of continuous call from customers. This is why they even get 
disillusioned and start to leave the firm (ibid). As Butler (2004) discusses that technology 
within the call center industry is considered as a panacea (universal remedy) and it is critical 
to success and can help in routing calls more effectively, data analysis, storage, retrieval and 
measuring metrics of the organization. However, it must be clear that technology is a tool, and 
this tool is only as effective as the least effective call center agent of the organization. He 
suggests that no level of technology can make a poor employee into a good employee, just as 
a good employee is good irrespective to the level of technology available. Therefore if the 
organization spends a considerable amount of time and money on technologies (physical 
capital) and disregards the call center agents (human capital), the ideal balance between these 
two and the goals of the organization would not be achieved. According to Bocklund and 
Bengston, (as referred by Butler, 2004) the alignment of goals, human and physical capital 
has to be considered. According to them, �companies need to align the business strategy, with 
the call center (process) strategy and technology.� (ibid, p.112) 
 
Call centers in UK face the challenge of creating a model of excellence where the focus is on 
not only delivering excellent customer service but also to deliver it through employees who 
are more than satisfied with their work. In recent years call center�s management has started 
to realize this and now want to design such an environment that would assure satisfaction 
through high quality management that has good emphasis on satisfaction, morale and 
motivation of employees. This approach of management has substantial benefits like lowering 
turnover, saving costs of employee recruiting and maintaining the goodwill of employee 
friendly company and most of all the customer service levels are enhanced. (Crome, 1998) 
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 According to Arussy (2002) the employees of a company working directly with customers 
who keep on calling can be an excellent source of idea generators as they can provide the 
management with ample feedback on latest customer service ideas and ways to improve the 
existing setup. He elaborates the idea that since the call handlers are as the gate keepers to the 
companies so they can act as idea hunters as they are ideally situated to spot innovative ideas 
from the conversations they go through each day with calling customers. Even companies 
these days are using the same call centers to find out their future managerial staff as the call 
handlers or as sometimes referred to as call agents have the best knowledge about customer 
problems and the related solutions. An example of this can be stated from an Israeli cell phone 
operator, Pelephone, for which the call center acts as the primary source of hiring new 
employees. (ibid) 
 
Read (2000), further explains that despite this all realization and efforts managers have still 
not really solved the great problem of hiring and retaining the best employees who can work 
efficiently in a call center. Being efficient in office works and having good face-face 
communication skills does not imply that the call center agent would be good on phones. This 
is also no guarantee that they can handle all the phone calls with ease and calm and at the 
same time suggest viable solutions to their problems. Employee hiring may seem to be hard 
but many a time�s training costs and efforts exceed that of hiring. Managers sometimes get 
into the illusion that it�s the products that are running the company and not employees not the 
other way round and this is what takes away their attention from hard (technical/practical)  
and soft (call handling) skills training to more of product training. These can be the basic 
drivers that can shift a customer from one company to its competitor and unfortunately it 
happens quite often. Consultants recommend refresher training sessions to keep skill levels up 
to the mark as well as provide with new techniques in this fast paced technology driven 
industry. (ibid) 
 
Last but not the least retention becomes the focus of many call centers� HR activities. To 
achieve optimal return on substantial human resources call centers have to retain their best 
agents and attract more from around the industry competitors. This can be best done by 
proving the call center �the best place to work� and the employees �the best people to work 
with�. To achieve this, managers must tend to be leaders who are firm but fair, empathetic but 
not sympathetic. They need to be constructive motivators and must take interest in the work 
of their employees as well as be active in helping out them through their problems in the day-
to-day job. Read (2000), further suggests three important ways to retain call center agents the 
first and foremost of which is listening and responding in time to them, the second is to 
recognize and reward  them for their performance while the third one is to help them develop 
personally as well as in terms of their careers.  
 
When it comes to call center facilities, Butler (2004) states that call centers are found almost 
everywhere and in every type of building. Whether a center is above an airline hanger or in an 
old church, the important consideration is whether a center�s size, layout, and location help in 
effectively managing it. Read (2000) presents a list of items to be examined when selecting 
facilities for call centers. These items include, access, competition, security and reliability, the 
condition and the layout and the expansion and contraction rights of the property. By access 
the author means the ability for workers to find the call center within reasonable commuting 
time. Too much competition around the location will drive up labor costs. To avoid this 
problem, the facility should not be too close to other call centers but at the same time it should 
not lose the vital access variable. It is important to check that the physical building is in 
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proper condition and secured. Security and data protection is a necessary requirement for the 
call center industry. Reliability of voice/data/power or in other terms redundancy, is critical to 
call center operations. Many organizations with more than one center will have built into their 
call centers� architecture the concept of redundancy allowing one center to go offline with an 
automatic switching of calls to another center without losing a call. If there is only one center 
which takes care of the call center operations, the idea of redundancy takes on more important 
challenges. (ibid) 
 
According to Sharp (2003), the location and the size of the facility is important to corporate 
growth and the bottom line, so it must be planned carefully. With the communication and 
computer technology available, it is very easy to locate call centers in any area where high-
speed, high-quality communication resources are available, and many organizations chose to 
establish call centers in rural where it is more economical as well as room for expansion. The 
size of the call center refers not only to square footage but also to the number of call center 
agents required, telephony and local area network (LAN) equipment, hardware and software 
(ibid). Bragg (1998) suggested that one of the major advantages of outsourcing customer 
service is that the best suppliers have great experience in acquiring and training new staff as 
well as in rapidly locating and installing new facilities and building any required links to the 
company�s computer system - and all in record time. (ibid)  
 
Bragg (1998) also recommends that in order to have proper control and create possible control 
points over the outsourced customer service, there needs to be a lead person who directs and 
monitors the supplier�s performance. This can be a functional coordinator, reporting directly 
to the Vice President of sales and marketing. The coordinator needs to monitor the 
performance of the service provider, make sure that the standards are met by the supplier�s 
staff, ensure the supplier act in accordance with the security and reliability issues, collect 
information regarding customer complaints, and make sure that the company�s customer 
service goals are met. The coordinator also needs to verify the supplier�s activity reports by 
working closely with the company�s internal auditing team in order to ensure that the reports 
are accurate. Thus, the functional coordinator tends to be a mid-level manager with minimal 
staff. (ibid) 
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3 Frame of References 
This chapter will provide the reader with the research questions, derived from the research 
problem, and then delimitations of the study will be stated. Furthermore, a frame of reference 
based on the models mentioned in the literature review will be developed. 
  

3.1 Research Questions 
Experts point out that enterprises have begun looking at the non-dollar (cost) benefits of BPO. 
They realize that outsourcing allows them to focus on their core competencies while selecting a 
proper strategy (Schwartz, 2005). While the call center industry is expected to grow as more 
corporations outsource their services, the performance statistics on the call center operations 
may be underestimated since many businesses may carefully choose to outsource in order to 
maintain better control and service quality. In addition, well-run call centers are the primary 
contact points to provide much needed business intelligence for a company�s marketing and 
operations functions (Arussy, 2002). 
 
In the following section, research questions will be developed based on the research problem 
mentioned in the introduction, �How can the outsourcing of customer services through call 
centers be characterized?�  
 
Companies are outsourcing their customer services by and large these days through call 
centers. Without an ample strategy nothing works in the long run for any kind of business rest 
a progressive phenomenon like outsourcing (Feinberg et. al, 2000). The question basically 
addresses this specific issue of how the companies plan in the long run for the handling of 
outsourcing customer service through call centers. These points to ponder led towards the 
formation of this first question. 
RQ1. How can �the strategy for outsourcing customer service� through call centers be 
described? 
 
There are different kinds of support processes that a company can think of outsourcing e.g. 
telemarketing, sales, technical support and analytics which are referred to as outbound and 
inbound support processes such as customer queries, order billing , account activations , new 
customer registration and complaints handling (Robinson and Kalakota, 2005). Since these 
support processes are pivotal in customer care so companies need to select quite carefully 
which of these they really want to outsource and how to do it? This second question would 
address this selection issue and we will try to grasp an understanding of this choice of the 
companies in answering it. 
RQ2. How can the selection of support processes to outsource through call centers be 
described? 
 
As Butler (2004), has indicated that technology is just a tool which can be used by companies 
to drive the strategies they make but it can only be effective if it is employed and used 
properly. Bocklund and Bengston (as referred by Butler, 2004) further adds that a technology 
has to be in alignment with the right business strategy because only use of technology will not 
assure the achievement of the call centers goals. Thus the issue of strategy and technology 
remains one of the challenges for companies which outsource customer service through call 
centers. This leads to the third question that explores how companies work towards achieving 
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the compliance between the adopted strategy and technology when outsourcing customer 
service via call centers.  
RQ3. How can changes in call center technology affect the current strategies for 
outsourcing customer service?  
 
In a business environment there are always controllable and non controllable elements. The 
outsourcing companies need to make sure the call center they are outsourcing to, have the best 
kept human resources (HR) and facilities. As Bragg, (1998) states, this assurance does not 
suffice. This question would go into describing how companies can exercise control regarding 
this issue.   
RQ4. How can the control of human resources (HR) and facilities in the outsourced call 
center be described? 
 

3.2 Delimitations 
Though there can be different perspectives to look at the research questions, the study would 
aim to answer the above research questions from the perspective of the company/organization 
which has outsourced its customer service via call centers. Organizations use call centers for 
inbound operations (example: customer service and help desk) as well as outbound operations 
(example: telemarketing and market research), this study would focus only on inbound 
operations where customers call up to enquire or to seek assistance. The study would describe 
how companies which outsource customer service though call centers control the activities 
rather the efficiency of the outsourced call centers� HR and facilities.  
 

3.3 Frame of References 
According to Miles and Huberman (1994) a frame of reference is explaining either graphically 
or in narrative form, the main things to be studied and the presumed relationships among them. 
As the Prosci�s (2005) model suggest, there are five main components of call centers: strategy, 
processes, technology, HR and facilities. After reviewing different models and theories by 
other authors it can be noticed how they point out the importance of blending and aligning 
these components. The conceptualization will be based mainly on this model and will be 
discussed for selecting the most suitable and relevant theories for each research question for 
developing the frame of reference. 
 

3.3.1 Strategy for Outsourcing through Call Centers 
The first research question i.e. how can �the strategy for outsourcing customer service� 
through call centers be described? as explained earlier, deals with the strategy part in the 
Prosci�s (2005) model. Robinson and Kalakota (2005) have given two models that explain the 
ways a company can select between strategies. They call it the first generation model and the 
second generation model. These two models suggest the strategies for an outsourcing firm. 
They provide with choices like outsourcing within the organization or outside, within the 
country or out of the country and other strategic choices like in-sourcing, multi-sourcing, co-
sourcing, joint venturing, pure outsourcing, global delivering etc. It would be interesting to 
note how companies practically formulate and develop strategy for outsourcing customer 
service. Bragg (1998) explains how companies begin to outsource low-end functions before 
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moving to outsourcing the other important functions like customer service. Though call centers 
were initial seen as a method to cost reductions, Bragg (1998) claims that companies need to 
notice the ability to improve the customer experience through call centers. Read (2002) states 
how companies need to allocate resources by using technology and hiring call center agents 
who can answer calls from another continent or right from their homes. That is why the work 
of Bragg (1998), Robinson and Kalakota (2005), and Read (2000) is also considered as they 
discuss the importance of good planning and resources allocation for the call center to succeed 
in achieving the set targets.  
 

3.3.2 Selection of Processes 
Brown (1997) suggests that improper attention towards the customer may lead into loosing 
customers and goodwill and the company have to invest more into finding a new customer 
base. Robinson and Kalakota (2005) has presented a model identifying the key categories of 
the customer support processes that indicates the importance and reveals how vital it is to 
select the correct processes to outsource. We chose Robinson and Kalakota�s (2005) model for 
our research question two because it has a clear cut detailed list or kind of a menu wherefrom 
the company in question can figure out in terms of importance and other situations on what to 
outsource and how to do it.  
 
Authors like Sharp (2003) and Feinberg et. al, (2000) suggest that companies want to find out 
what processes they can outsource without the risk of lowering their customer support. They 
suggest that when companies outsource their customer services they are basically handling out 
an important corporate asset, since the aim through providing customer services is to create an 
ongoing relationship. Customers� first contact point to reach the company is the call center. 
Customers expect a prompt response as well as an in-time solution to their problems (Lewis 
and Gabrielsen, as referred by Miciak and Desmarais, 2001). The process of handling the 
problem and resolving it by the call center is not easy. It consumes a lot of time and energy for 
the management to arrange it in a smooth manner. Products have become commodities and as 
such the focus has shifted towards the service attached with the product. (ibid) 
 
Customer services are an essential differentiating mark between companies for customers. 
Companies even see these as a competing tool towards being better than competitors. 
Customer service processes encompass telemarketing, sales, technical support etc (Robinson 
and Kalakota, 2005). A company has to decide whether to outsource any of these processes or 
not and if it has decided to outsource then, to whom and how? These are the questions that may 
pop up in the heads of the executives of companies before making a decision about 
outsourcing. Moreover, customer support process has to be in a satisfactory level and in a 
quality that is acceptable to both the customer as well as the outsourcing firm. Cleveland and 
Mayben (1997) mention the importance of the outsourced customer service quality level. They 
suggest that service and quality levels are not things that can surpass each other and in cases 
when too much emphasis is given to one, it may affect the level of the other and vice versa. 
They rather see a vicious circle being formed by the two. This way they raise the issue of SLG 
and debate its importance. Their argument is that many times the company maybe achieving 
service level guarantee but still creating extra work and low quality. The aforementioned 
researchers� models that have been selected would be used to describe this selection choice of 
the companies that is stated in question two i.e. How can the selection of support processes to 
outsource through call centers be described? 
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3.3.3 Compliance of Technology and Strategy 
Sharp (2003) states that in order to maximize the use of information and to streamline the 
activities of call center operators, call centers require integrating several different technologies. 
In these different technologies the two most prominent are computer and the telephone. Some 
other authors like Prabhaker, Sheehan and John (1997); Robinson and Kalakota (2005) 
highlight the advances in communications technologies and emphasize the importance of 
combining technologies to achieve specific business goals. Swann (2003) and Gainforte (2003) 
both lay emphasis on formulating a unified customer interaction call center and its benefits. 
Vinckier (1994) points out a hub-and-spoke model to be used for blending IT with the business 
strategy. Though most of the authors including Butler (2004) consider technology to be an 
important tool, Vinckier (1994) lays more importance properly blending the existing 
technology and strategy with the new technology.  
 
The third question i.e. How can changes in call center technology affect the current strategies 
for outsourcing customer service?, would be addressing this issue of balance or compliance 
between the two vital components of the Prosci model which are strategy and technology. 
Business goals such as those of fulfilling customer service outsourcing can be achieved 
efficiently by conjoining technologies or as in the words of Prabhaker, Sheehan and John 
(1997) by hybrid technology. According to Miciak and Desmarais (2001) today�s call centers 
are made up of complex operations that require a combination of technology, process, and HR 
talent in order to succeed. Technology definitely has advanced in the last few years but the 
need today for managers in the real word is to determine if their company strategy can 
accommodate the changing technology. Strategy is not something changing day by day; indeed 
it is a long term commitment of a company. But not adopting the latest technology would make 
a company lag behind from competition if the competition is already adapting to it. That is why 
it has become of prime attention to call centers to find a way in which they can ensure that the 
strategy and technology compliance is convened. But has this issue got enough attention that it 
should be addressed with and what are companies doing to make sure the compliance is 
achieved? The theory stated by Miciak and Desmarais (2001) would be the most relevant to 
investigate the third research question. Moreover, this conceptualization of achieving balance 
between strategy and technology would be highlighted in the emerged frame of references by 
laying equal importance on strategy and technology.    
 

3.3.4 Control over HR and Facilities 
Feinberg, Ruyter and Bennington (2005) states that technology plays an important part in 
today�s businesses but nothing can replace the HR component. Customers interact with HR 
(employees) in the call centers and no matter what it is called the same concept of customer 
satisfaction and serving is embodied (Swann,2003). The fourth research question i.e. How can 
the control of HR and facilities in the outsourced call center be described?, will revolve 
around the theories suggesting that HR and facilities, is a vital component of the call center and 
that HR cannot be eliminated at any cost.  
 
When it comes to HR, Anton, Gustin and Spit (2000) and Crome, (1998), state that people are 
the most valuable asset and the call center�s efficiency is related to its people. Butler, (2004) 
explains that even latest technology without proper human resource (HR capital) would be of 
no use to a call center. Read (2000) suggests ways to train and retain staff in the best possible 
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manner. About facilities, both Read (2000) and Sharp (2003) state the importance of the actual 
size of the facility and a list of other important issues, access, competition, security and 
reliability, the condition and the layout and the expansion and contraction rights of the 
property.  
 
However, Bragg (1998) not only explains the importance of HR and facilities but also, 
indicates the need to create possible control points by appointing a functional coordinator. The 
functional coordinator should be closely involved with the internal departments of the 
company as well as the supplier. The role of the functional coordinator influences the over all 
performance of the outsourced customer service. This theory by Bragg (1998) would be the 
basis for the fourth question as it brings about the perfect combination of creating control 
points as well as maintaining control over, HR and facilities of the outsourced call center.  
 

3.4 Emerged Frame of References 
From the conceptualization, a frame of reference has emerged that will guide our data 
collection and help us achieve the purpose of this research study. Figure 3.0 gives an overview 
of how the research questions are related to each other.  
 

 
Figure 3.0 Emerged Frame of Reference 

  
The figure above illustrates the five interrelated components of the call center excerpted from 
Prosci�s (2005) model of call center components. As illustrated in the model (see figure 3.0), 
strategy and technology is shown at the same level to ensure that equal importance is given to 
these two components. Strategy has to be interlinked with technology and HR. Similarly, HR 
and facilities are interlinked, where as technology supports facilities as well. All the four 
components (i.e. strategy, technology, HR and facilities) have to be carefully collaborated to 
deliver the call center processes. The first component strategy is the building block of an 
organization as the whole running of the operations rest on it. (RQ1) Outsourcing strategy; 
focuses on this component. Formulation of the appropriate strategy enables a firm to select the 
customer care process that has to be outsourced. (RQ2) selection of processes to be outsourced; 
covers this aspect. Technology is an important component of the Prosci model but is not the 
sole driver of the call center. As Vinckier (1994) and Sharp (2003) suggests that in order to 
stay ahead of competition firms  needs to adapt to changing technology, but at the same time 
every firm may not be in a position to accommodate the change in the technology because of 
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its own specific strategic preferences. This has made up strategy and technology in conjunction 
with each other in the emerged frame of references. (RQ3) compliance of strategy and 
technology; highlights this relation. Finally in (RQ4) controlling HR and facilities for 
outsourced call centers; the critically important components like HR and facilities are 
described as how these are employed to adapt to an outlined strategy for the firm. The 
component in the middle i.e. processes is what is carried out by the uniform functionality of all 
the other four components.    
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4 Research Methodology 
This chapter will present and describe the methods that will be used in carrying out this 
research. Initially the entire research process will be discussed; starting from the research 
design and purpose to the data collection tools and analysis approach. Finally, the 
methodology problems and what has been made to overcome these problems in order to 
strengthen validity and reliability of this study will be discussed. 
 

4.1 Research Process and Design 
When a research problem has been identified, the research objectives and questions stated, it is 
necessary to indicate how the research objective would be achieved (Walliman, 2001). 
However, various authors have mentioned a different process to be followed in order to 
achieve the research objective. According to Leedy (as referred by Walliman, 2001) a spiral 
view of the research process is necessary which changes the conventional view on research as a 
one-time act. Flick (1998) indicates the problems where a linear model (see figure 4.0) is used 
to evaluate research. He states that the linear model of research process would take away the 
possibility of the overall view of the research and would be judged on the traditional way of 
validation.  
 

 
Figure 4.0 Linear Model of the Research Process, Source: Flick (1998) p.45 

 
According to Zikmund (2000), it is somewhat of an oversimplification to state that every 
research follows the same path. Therefore, he presents the phases of the research process in a 
cyclic manner (see figure 4.1). 
 

 
Figure 4.1 Phases of the Research Process, Source: Zikmund (2000) p.54 
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Flick (1998) states that circularity in the process forces the researcher to permanently focus on 
the entire research process and on particular steps in the light of other steps (ibid). Zikmund 
(2000) explains the stages of the research process as 1) defining the problem, 2) planning a 
research design, 3) planning a sample, 4) collecting data, 5) analyzing the data and 6) 
formulating the conclusions. He suggests a circular-flow concept as conclusions from research 
studies usually generate new ideas and problems that need to be further investigated. (ibid) 
 
According to Philliber, Schwab, and Samsloss, (as referred by Yin, 2003), a research design is 
a blueprint. Dealing with at least four problems: what questions to study, what data are 
relevant, what data to collect, and how to analyze the results. Every type of empirical research 
has an implicit, if not explicit, research design. In the most elementary sense, the design is the 
logical sequence that connects the empirical data to the study�s initial research questions and 
ultimately, to its conclusion. It is logical plan for getting from here to there, where here may be 
defined as the initial set of questions to be answered, and there is some set of conclusions 
(answers) about these questions. According to Yin (2003), a research design should include 
five components i.e. 1) a study�s questions, 2) its propositions, 3) its units of analysis, 4) the 
logic linking the data to the propositions and 5) the criteria for interpreting the findings. We 
have presented the research questions and the frame of references in the earlier chapter. After 
presenting the research design, sampling and data collection methods, we would analyze the 
data and state conclusions and possibilities of further research. Hence, this study follows the 
research process stated by Zikmund (2000) which follows a circular pattern. 
.   

4.2 Research Purpose  
According to Yin (1994) the purpose for a research can be, to explore, to describe, or to 
explain. Similarly, Zikmund (2000) further distinguishes the difference between purposes into 
categories. They divide research into three different categories: exploratory (ambiguous 
problem), descriptive (aware of problem) and explanatory or casual research (clearly defined 
problem). The uncertainty of the research problem is related to the category of the research 
Zikmund (2000).  
 
Exploratory study should be designed by stating a purpose and stating the criteria to judge the 
exploration successful (Yin, 1994). Zikmund (2000) states this type of research is conducted 
when the researcher is very uncertain about the nature of the problem. 
 
Descriptive research is carried out to make complicated things understandable by reducing 
them to their component parts (Bernard, as referred by Miles and Huberman, 1994). Zikmund 
(2000) elucidates descriptive research as, when the research problem is known but the 
researcher is not fully aware of the situation.  
 
Explanatory research approach could also be used when the study aim to explain certain 
phenomena from different perspectives or situations with given set of events. Trying to explain 
or analyze a strategy that resulted in the particular action would classify a study as an 
analytical/explanatory study (Yin, 1994). Zikmund (2000), states that this type of research 
requires sharply defined problems, even though the uncertainty about the future outcomes 
exists.  
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This study would describe and explain how companies outsource customer service via call 
centers. Though existing theories can be found related to certain aspects of the investigated 
area, there are certain areas which lack research, therefore, this study would be exploratory. As 
we endeavor to describe the discovered patterns of the research area, our research will 
primarily be descriptive. Hence, it would be apt to mention that this study would be 
exploratory and descriptive. 
 

4.3 Research Approach 
Potter (1996) explains that an approach is a particular kind of perspective on research that is 
conducted by scholars who are trying to examine a phenomenon, develop insights and report 
those insights to others. To simplify the term it is basically a composed set of assumptions, 
goals and methods or it is the way a particular research problem should be addressed. (ibid) 
 

4.3.1 Quantitative and Qualitative Approach 
Yin (2003) suggest two main approaches to conduct research specifically in the social sciences 
as he terms it; the quantitative and qualitative approach. The quantitative approach uses more 
generalized concepts and makes use of processed results of figures that have come up in the 
investigation while that qualitative approach makes a description out of the situation as a whole 
without basing it on generalizations. Both methods have strengths and weaknesses and the 
choice of any of the approaches mainly depends on the study�s specific research problem and 
accompanying research questions (ibid). Our research will have a qualitative approach keeping 
in mind our research problem and the formulated questions. This specific approach is most 
suited to our research problem as we want to get a better understanding and have a description 
of how companies outsource customer service using call centers. This is also because of the 
fact that our particular research problem needs detailed information about the choices the 
companies are making in this regard. Using the frame of reference emerged in the last chapter 
we will try to gain an in-depth view into understanding this whole phenomenon.  
 

4.4 Research Strategy 
According to Walliman (2001) a research strategy is the particular way the researchers want to 
collect data. Research strategies are most often put into five major categories that are 
experimental, survey, archival analysis, historical and case study. Some researches blend the 
combination of some strategies e.g. the most common combination is that of historical and case 
study methods. Anyhow, each of these choices in the strategy has its own pros and cons but 
still can be used in all three customary purposes of research i.e. exploration description and 
explanation (ibid). The table on the next page (see table 4.0) will further elaborate the forms of 
research question and the type of strategy to be used in combination with it.  

 
Taking into consideration our specific research questions and as Yin (2003) explains that when 
the research questions are of �how� and �why� type then the superior choice with the 
researchers is the case study method, we are interested in using the case study method as we do 
not have much control over the behavior of the respondents. 
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Table 4.0 Research Strategies 

 
Source: Yin, 2003, p.5 

 
Since all of our questions are the �how� type questions so it makes the selection of case study 
method a natural choice for us. The components of a call center i.e. strategy, the process, 
technology, the human resources and facilities act as our variables as we do not have control on 
how these may change with respect to different call center.  
 
Yin (2003) also states that a case study can involve single and multiple case study methods. 
The former method makes it easy to study an individual entity or organization in itself without 
making any possible comparisons with any other entity while the later has much to do with 
comparisons and that is why it is called as multiple-case study. Miles and Huberman (1994) 
explain that the use of multiple-case study adds to the richness and validity of the findings. In 
our particular research, the later fits more as an investigation of two different companies is 
intended, while putting them into comparisons for the same questions. The multiple-case study 
method will help us compare the results from each case and conduct a cross case analysis 
which validates the results. 
 

4.4.1 Sample Selection 
According to Miles and Huberman (1994), looking at contrasting cases can help understand a 
single-case finding. If a finding holds in one setting and given its profile, also holds in a 
comparable setting the finding is more robust. Although contrasting cases are used, a sampling 
frame is needed, guided by the research questions and the conceptual framework (ibid). 
Sekaran (2000), states sample is a subset of population and sampling is the process of selecting 
a sufficient number of elements within a sample. There are two major types of sample 
selection: probability sampling and non-probability sampling. In probability sampling, the 
subset has some known chance or probability of being selected as sample subjects. Whereas in 
non-probability sampling no such predetermined chance of being selected as subject is known 
to the subset. Each sampling type has different sampling strategies. Depending upon the extent 
of generalizability desired, the availability of time and other resources, and the purpose of the 
study, different type of sampling strategies are used (ibid). According to Sekaran (2000), 
researchers would resort to non-probability sampling when data has to be gathered in an 
expensive way. Two broad categories of non-probability sampling are: convenience sampling 
and purposive sampling.  
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Convenience sampling: As the name implies, it involves collecting information from a sample 
which is conveniently available. Such a sample is a convenience sample. Purposive sampling: 
Instead of obtaining information from those who are most conveniently available, it might 
sometimes become necessary to obtain information from specific target groups. Purposive 
sampling is confined to specific types of people or organizations who can provide the desired 
information, either because they are the only ones who posses it, or conform to some criteria 
set by the researcher. Furthermore, there are two types of purposive sampling: judgment 
sampling and quota sampling. Judgment sampling involves the choice of subjects who are in 
the best position to provide the information required (ibid). Under judgment sampling, the 
researcher selects what he/she thinks is a typical sample (Walliman, 2001).  Quota sampling, a 
second type of purposive sampling, ensures that certain groups are adequately represented in 
the study through the assignment of a quota (Sekaran, 2000).  
 
In this study the sampling frame was set to companies that outsource their customer service 
function through call centers. Regarding how many cases a multiple-case study should consist 
of, Miles and Huberman (1994) state that it depends on how rich and complex the within-case 
sampling is. In order to focus effectively and fulfill the exploratory and descriptive purpose of 
the research; we decided to include two companies in our sample, as this fit into our time frame 
and allowed us to compare the differences and similarities within the same industry. 
 
As many companies under various industries outsource customer service, in order to find the 
appropriate companies, we tried to investigate the outsourcing practice among various 
industries and decided to select the mobile telecommunications industry. The European mobile 
communications market has seen new entrants in the past few years. The British market is one 
of the most competitive within Europe and has been given the name, �zoo� with aggressive 
new entrants triggering fresh battle (Reuters, 2005).  
 
According to Gartner (2005), United Kingdom (UK) is one of the most competitive mobile 
phone markets in Western Europe with four established service operators as well as it is one of 
the emerging industries in the European market as regards to outsourcing. Customers for 
mobile telecom service providers require on demand service for various functions and it was 
found that more and more companies are outsourcing their customer service function. In order 
to select such a sample, we used judgment sampling.  
 
Two mobile telecom providers in UK, where selected for our research. Outsourcing is a 
function that many companies are trying to adapt to but many a time�s companies do not want 
to disclose their outsourcing deals to the general public. The reasons can be several, one of 
them being customer trust issues. Usually companies prefer not to disclose the details of 
outsourcing deals in order to avoid back lash from unions and to avoid losing competitive 
edge. Keeping this in view and the wish of the participating companies and due to 
confidentiality reasons, the selected companies choose to stay anonymous.  The companies 
would be referred to as company A and company B. Company A is an established giant in the 
European market, whereas Company B is comparatively new entrant in the UK market. 
Selecting companies there in the UK provided an ease in explicitly communicating in English. 
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4.5 Data Collection Method 
Yin (2003), states there are six available forms for collecting qualitative empirical data. He 
refers to those as sources of data collection. These six sources of evidence are as 
documentation, archival records, interviews, direct observations, participant observation and 
physical artifacts. A major strength of case study data collection is the opportunity to use 
several different sources of evidence (ibid). Sekaran (2000) claims data collection methods 
include interviews; face-to-face interviews, telephone interviews and through electronic media; 
questionnaires and observation (ibid). According to Yin (2003) depending on the design of the 
case study, the data collection source has to be decided. Figure 4.3 explains how to select the 
data collection source.  
 

 
Figure 4.2 Data Collection Source vs. Design, Source: Yin, 2003, p.76 

 
As the above figure (see figure 4.2) illustrates, in a case study where an organization is 
investigated about how the organization works, why the organization works; data can be 
collected from an individual of the particular organization or directly from an organization. 
While collecting data from an individual of the organization interviews can be used (Yin, 
2003). The collected data can further be grouped into primary or secondary data (Sekaran, 
2000). When collecting primary data the researcher has a specific purpose to carry it out and 
specific respondents� opinions on specific issues are sought, whereas secondary data is 
collected for a different purpose. Examples of secondary data include, company records, 
government publications, academic journals, industry analysis offered by the media, web sites, 
and the internet (ibid). Interviews as a collection method are one of the most significant 
sources for obtaining case study information (Yin, 2003). The positive aspect with interviews 
is its �targeting� possibilities. What the interview does is that it concentrates directly on the 
case study topic (ibid). Sekaran (2000) elaborates interviews can be unstructured or structured. 
When the interviewer conducts the interview without a planned sequence of questions that will 
be asked to the respondent, it would be an unstructured interview. Whereas, structured 
interviews are conducted when it is known at the outset what information is needed. The 
interviewer has a list of predetermined questions to be posed to the respondents. Through this 
process, new factors might be identified and a deeper understanding of the particular topic 
gained. After a sufficient number of structured interviews carried out, the data is analyzed. This 
helps the researcher to find answers to the research questions (ibid). We collected secondary 
data in terms of industry analysis offered by the media, web sites, and the internet. This 
information was used to anticipate for describing the company and backgrounds. The positive 
aspects brought up by Yin, (2003) and Sekaran (2000) are the reasons why we have chosen 
structured interviews as a method of collecting primary data. 
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In order to conduct interviews for primary data collection, Sekaran (2000) convoluted, 
interviews can even be conducted online through the medium of a computer apart from 
personal or telephonic interviews. Each type has its own advantages (ibid). According to Frey 
and Oishi (1995) the advantages of telephonic structured interviews are its cost-efficiency and 
speed of data collection (ibid). Sekaran (2000) also points out the ease of gathering data across 
the country or even internationally through telephonic structured interviews (ibid).  
 
When conducting our interviews for the case studies, respondents included the personnel 
involved or those who had been active in enabling the outsourcing process and handling the 
customer service operations. We have chosen to conduct structured telephonic interviews due 
to time and resource limitations. An interview guide developed from the frame of reference 
(see Appendix I) was sent to the respondents over e-mail before conducting the interviews. The 
interview guide was pre-tested on peer groups for feedback. A few questions were re-phrased 
and redesigned as per the feedback before it was forwarded to the respondents. The choice of 
respondents was based on the managerial post and the knowledge of the personnel. This 
provided a firm base to the data gathered. The same interview guide was used to conduct both 
interviews in English, one with each company. Though the interviews where telephonic the 
respondents were allowed to talk freely with the interview guide as a base. Notes were taken 
throughout the interview and the interview guide followed, except when the respondent wanted 
to add something further to a particular topic. Each interview lasted for approximately 35 
minutes.  
 

4.6 Data Analysis 
Analysis is not simply a matter of classifying, categorizing, coding or collating data. Most 
fundamentally, it is about the reconstruction or representation of social phenomena (Coffey and 
Atkinson, 1996). Material collected through qualitative methods is invariably unstructured and 
unwieldy. A high proportion of this data is based on text, consists of verbal transcriptions 
excerpted from discussions and interviews as well as field notes or other written documents. 
The qualitative researcher has to provide some coherence and structure to this unmanageable 
data. As well as he/she should retain good hold of the original accounts and observations from 
which the data is derived (Ritchie and Spencer, as referred by Huberman and Miles, 2002).    
 
Yin (2003) states data analysis involves examining, categorizing, tabulating or otherwise 
recombining the collected data. Every investigation should have a general analytical strategy in 
order to determine what to analyze and why. Two general strategies are suggested. The 
researcher can either follow the theoretical propositions that lead to the case study or develop a 
descriptive framework to organize the case study (ibid). When analyzing the data collected 
from the interviews, the intentions were to find answers connecting to the earlier stated 
research questions. This research presents a multiple-case study, and therefore, the 
comparisons will be conducted within the different cases and theory as well as between the 
cases, in a cross-case analysis. Miles and Huberman (1994) explain that a qualitative data 
analysis focuses on data in the form of words. They conclude that the data analysis process to 
be consisting of three concurrent flows of activity. The first activity is called data reduction 
and involves the process of selecting, focusing, simplifying, abstracting, and transforming the 
data. The purpose of this kind of activity is to organize the data so that final conclusions can be 
drawn and verified.  The second activity is termed as data display and involves the 
consideration of the reduced data and displaying it in an organized, compressed way so that 
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conclusions can be more easily drawn. The third and last activity termed as conclusion 
drawing/verification is deciding what things mean, checking the regularities, patterns, 
explanations, possible configurations, casual flows and propositions. Miles and Huberman 
(1994) highlighted the use of with-in case analysis and cross-case analysis for qualitative data 
while conducting multiple case studies.  
 
Within-case Analysis 
According to Eisenhardt (as referred by Huberman and Miles, 2002) analyzing data is the heart 
of building theory from case studies, but it is most difficult and the least codified part of the 
process. The importance of within-case analysis is driven by one of the realities of case study 
research; a staggering volume of data. The volume of data is all the most daunting because the 
research problem is often open-ended. Within-case analysis can help researchers cope with this 
overflow of data. This type of analysis involves detailed case study write-ups for each case. 
These write-ups are often simply pure descriptions, but they are central to the generation of 
insights. Because they help investigators to cope early in the analysis, process, with the often 
enormous volume of data. However, there is no standard format for such analysis. In fact, there 
are probably as many approaches as the problems addressed and the researchers. The over all 
idea is to become intimately familiar with each case as a single stand alone entity. Within case 
analysis may also allow specific patterns of each individual case emerge before the researcher 
push to generalize the patterns of cross-cases. Last but not the least, this provides the 
researcher to a rich familiarity with each case that in-turn accelerates the cross-case analysis. 
(ibid)  
 
Cross-case Analysis 
To overcome the draw backs of within-case analysis; for example: leaping to conclusions 
based on limited data, being overly influenced by vividness or by more elite respondents, 
ignoring basic statistical properties or inadvertently dropping disconfirming evidence; the 
cross-case analysis is used. The key to better cross-case analysis is counteracting the above 
mentioned draw backs by looking at the data from different angles in many divergent ways. 
One way can be to select specific dimensions and then to look for within-group similarities 
coupled with inter-group differences (ibid).  
 
Through a within-case analysis the data will be reduced according to each research question, 
where the cases will be compared against the frame of reference. Further, the data will be 
displayed through a cross-case analysis where each case will be compared against another. 
Finally, conclusions from these analyses will be drawn based on the patterns of similarities and 
differences identified, answering each research question based on the analysis.  
 

4.7 Validity and Reliability 
The best way to gauge the quality of the research is to check it on two basic criteria i.e. validity 
and reliability. Validity refers to how the research has been conducted within the outlined 
measures i.e. if it has measured what it was supposed to measure. Chisnall (1997) also explains 
validity as the way a specific research method measures what it is intended to measure. In 
order to ensure the validity of our research study we formulated the questions in the interview 
guide by the help of the available literature mentioned in the second chapter of this study. As a 
further step we counter checked the appropriateness of the questions through some peer group 
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of students involved in other research studies as well as through our research supervisor. For 
the data collection, it was made sure that the selected respondents play an important 
management role within the company and have proper knowledge about the topic, i.e. 
outsourcing customer service. Since our interviews were conducted on the telephone an 
interview guide was also sent to each respondent in order to ensure they understand each 
question and have ample time for the interview. Moreover, any unclear answers or confusing 
remarks were clarified simultaneously. Finally, if confusions were found later on, the 
interviewees agreed to clarify it within two working days time. We also took notes during the 
interviews. These notes were both answers and reflections that came from the respondents. 
Furthermore, to increase the validity it was made sure not to ask leading questions or to 
comment on the answers from the participants. 
 
Reliability is concerned with whether alternative researchers would reveal similar information 
conducting a similar study (Saunders, Lewis and Thornhill, 2003). According to Sekaran, 
(2000), the reliability of a measure indicates the extent to which the measure is without biased 
and hence offers, consistent measurement and across time. Yin, (2003) indicates it is important 
to remember that reliability is not measured, it is estimated. There are two ways that reliability 
is usually estimated, test/retest and internal consistency (ibid). Sekaran, (2000) explains that 
the reliability coefficient with the repetition of the same measure on a second occasion is called 
test-retest reliability. Simply put, the idea behind test-retest is that you should get the same 
result on test 1 as you do on test 2. Regarding the test/re-test issue, we measured our 
responding companies with the use of interviews, which were intended so seek out patterns of 
correlation. Yet only one interview per company was made. In order to make this study 
relatively reliable, we have used the latest and most relevant theories to provide a brief 
overview of the research problem, develop the research questions, and to design the interview 
guide. The theories used were current and appropriate for the research study. The authors were 
unbiased while reporting and analyzing the data collected. Continuous quality checks have 
been carried out at every stage of the research to make sure the research is continued in the 
proposed way presented. These checks included proof reading and feedback from the research 
supervisor. 
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5 Empirical Data Presentation 
This chapter will present the data and then the information collected through the interviews 
will be presented individually for each company. The data is presented in the same array as the 
research questions. Due to anonymity of the companies, only an overview of each company is 
presented without any specific details.  
 

5.1 Company A 
Company A was established in early 1990�s as a German network, then it acquired its eastern 
European operations in 1996, the British network in 1999, followed by its acquisition of the 
American chapter in 2001 and then another major European operator a year later. It is now a 
large European integrated telecommunications company and a parent company of another 
international mobile company that has some of its operations in the US and is also a worldwide 
wireless carrier. The company focuses on different areas that it has identified as its main 
growth areas in the industry. Among these areas the most prominent are broadband, business 
customers and mobile communications. The company is represented in 65 major countries 
around the globe as the brand is termed as �global.� The company�s parent group is the largest 
in the world. It has wholly owned operators in major parts of Europe, the US, as well as major 
stakes in eastern European countries (with 45% share in Poland�s major telecom company) and 
a major share in a Russian telecom company. UK, that is regarded as the most competitive 
market in Europe with respect to mobile telecommunications has over 12.5 million subscribers 
of company A as compared to 10.75 million that it had when the company re-branded in 2002. 
Moreover, the company serves the need of more than 87 million people worldwide. The 
company is one of the four strategic divisions of the parent group and is Europe�s largest 
telecommunications group.  
 
The company�s US chapter is also growing throughout the US and offers many value added 
services including digital voice, messaging, and high speed wireless data services to more than 
17.3 million customers in the US alone. The company has been successful in operating with the 
same global brand name in northern America as well as major parts of Europe and uses the 
same digital technology standard i.e. the global system for mobile communications (GSM) 
standard. This offers the customers the advantage of using their wireless services when 
traveling worldwide. The company is one of the few companies having a group-wide 
technology platform that is based on GSM. It is regarded as the world�s most successful digital 
wireless standard. The company is also a leader in seamless transatlantic communication 
because of its advanced network. The group has six universal mobile telephony systems 
(UMTS) or as referred to by the general masses as 3rd generation (or more simply �3G�) 
licenses covering most of its major markets including countries like Austria, the Netherlands, 
Germany and the UK. This establishes a platform for it to offer some of the best and fastest 
data services on a transnational level. Company A has an approach to be collaborative and has 
joined hands with leaders in the latest 3rd generation mobile communication technology to 
establish the world�s largest general packet radio system (GPRS) roaming network covering 
more than 25 nations. This has helped it build its strategic reputation as becoming one of the 
top three players globally.  
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5.1.1 Outsourcing at Company A 
The Assistant Manager, customer services (AMCS), at company A was interviewed. The 
company initially decided to outsource in the early 2000�s but to avoid sudden job losses and 
agitations it finalized the deal in a step by step process. In the initial stages the company 
outsourced its basic customer services and support processes. This was preceded by the 
outsourcing of some more business processes that had the potential to benefit the company�s 
overall strategy. The decision was made in the company�s interest to save around a targeted £1 
billion and to offer the services through more specialized and professional staff in the call 
centers. Examples of other business processes that were considered at forefront to be 
outsourced included but were not limited to business processes such as IT, billing, new 
customer prospecting, telemarketing, operating service�s fault handling and repairs and some 
other direct sales methods. 
 
Outsourcing Customer Service via Call centers 
According to the respondent at company A, customer service is central to the success of the 
company in the long term strategy. As this helps the company being cost efficient, that is why 
they were really careful in outsourcing and selecting the partner for outsourcing. He added that 
since one of their company�s sister concern specializes in outsourcing and has already helped 
other companies successfully, so the hesitation and fuss of selecting the outsourcing suppliers 
and then the problem of how to make sure if it is reliable, was much relieved. Company A 
offers customer services via call centers located throughout the UK. The customer contacts the 
call center in case of need and the customer support representative (CSR) helps resolve the 
problem. The call can be further transferred to specialized personnel depending on the nature 
and technicality of the problem. He added that; �customers make our business happen that is 
why they are always at the central heart of our business strategy.� In order to make it easy for 
the customers to contact customer support a hotline is offered. The number is simple and free 
to dial which provides round the clock help. Most of the mobile service packages offered by 
the company are accompanied with telecommunication equipment (i.e. mobile telephones in 
agreement with mobile phone companies) and because of this the company offers long enough 
warranties in case the customer experiences any difficulty with the product or the service. The 
call centers help the company maintain the customer service levels by the important function of 
solving the problem at question first hand while at that same time doing it in an efficient 
manner and a way that should satisfy the querying customer.  
 

5.1.2 Outsourcing Strategy for Call Centers  
The respondent stated in this regards that; basically, from the start they have not been 
outsourcing through any offshore supplier anywhere. The reason being the fact, the company 
did not want to create a big fuss about the job losses and related issues. But since the firm to 
which the company had outsourced its customer service is located within the country, so it 
went for it without any major problems. The AMCS further added that in the beginning it was 
on a trial basis as many people especially in the middle management had doubts about it, that is 
why it could have been called a short term experimentation in that time but after its smooth 
operation over the years the company has been committed to the outsourcing supplier and hope 
that this proceeds as it is developing. Therefore, the experimentation phase is over and now 
under this particular time period the commitment can be termed as a long term one. 
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To the query about the reasons why company A initiated outsourcing the respondent agreed to 
the reasons put in our close ended question. He said that basically all these reasons played an 
important role in making the company agree on the proposal of choosing to outsource its 
customer services. These reasons are mentioned for the reminder of the reader as; focusing on 
the core business by the help of outsourcing, higher service level because the outsourced 
service would be offered through professionals specializing in the related fields and last but not 
the least the important factor of cost savings. On the question if the respondent could identify 
some other key factors for outsourcing beside these stated above the reply was that he could 
think of more but could not remember any  at that particular time. He also added that 
�outsourcing has added to the quality of customer services we were offering and hope that it 
would be doing so in the years to come as we excel in value added customer services.�  
 

5.1.3 Customer Support Process Selection 
When inquired about the company�s decision of selecting the customer support process it is 
going to outsource, the respondent replied that they initially started with their customer service 
(general enquiries) which they outsourced to the call centers. The reason to choose was the fact 
that it is not the mainstay of the company (which is telephone operating services) and since 
they wanted to use their human and capital resources more towards that core business function 
that is why they decided to select customer service in particular for outsourcing. They selected 
it also because they thought a professional agency specialized in the particular operation could 
handle it better and with low cost. Later on they also proceeded with some of the IT processes 
such as data processing and billing. He further added that �since our outsourcing supplier is the 
sister company within the greater parent group so it can be sort of called an in-house 
operation.�  
 
The customer services were initially chosen as discussed earlier and the reason these were 
chosen were to give the company a new vision into better customer support as well as to 
benefit financially and more professionally. Lastly, he commented that they have to make sure 
that the outsourcing of one process does not affect another process in a negative manner. This 
was defended as; �instead we try to bring every support process in alignment so that the whole 
customer service process is an integrated effort and does not hinder each other.�  
 

5.1.4 Compliance between Strategy and Technology  
While responding to the issue of strategy and technology compliance, the AMCS at company 
A answered that the company has always been formulating strategy and later chose the 
technology that suited its target achievement. But agreed to the fact that these are both hand in 
hand components and complements each other as both are no ends in itself but rather a mean 
towards an end (i.e. the company�s overall goals of being profitable). He further added that the 
reason why technology most of the time molds towards the strategy is simple as many a times 
technological advancements are nice and easy to adapt to but may not be applicable to a 
particular situation of a company. That is when the company has to either change the strategy 
as regards to the changing competition or if it does not seem to be the requirement then the 
company has to choose to stick to the prevailing technology. Figure 5.0 illustrates the way the 
respondent replied, when asked regarding the importance given to each component. As evident 
from the figure (see figure 5.0), at company A, strategy is the driving force as it accounts for 
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more than 50% of the management attention followed by the other components. Technology 
follows next as it is a force not controlled by the company but instead keeps on emerging with 
the passage of time. Since the company has outsourced to call center so it has little but any 
control over the human resource and facilities as will be explained later in the last component. 
But even then it can participate in their check and balance through its HR department. 
 

 
Figure 5.0 Importance of components at Company A 

 
While answering the question about the role of IT department in the formulation of business 
strategy, the respondent replied that it definitely had a positive role and say in the strategy 
formulation. He said that the IT department has to make sure that the strategy that is adapted 
by the company befits the IT infrastructure of the company in terms of the technology available 
and if the case is different i.e. the technology does not fit the new strategy then the IT 
department has to make sure it is made capable of the latest equipments and trends prevailing 
in the market to bring it in compliance with the strategy and thus be able to compete well. In 
response to the query about the kind of IT model the company can suggest to the call center the 
respondent replied that they try to keep themselves abreast the latest trends in data sharing and 
information processing. He cited an example when the call center has to access the customer 
data base within the company�s network.  
 
According to the AMCS the company uses a specific vendor that provides the latest data 
sharing technology. The model thus used is more of hub and spoke. He further explained that 
since the UK chapter has nothing to do with the parent company in terms of the outsourcing 
decisions that is why it selects the model in its own particular favor that would help the call 
center access the customer data base but not modify or alter it. The respondent added in the end 
of this topic that technology is changing at a rapid speed and needs attention if the company 
has to benefit from it in anyway. But since the company can only use that technology that has 
relevance to its long term objectives so the company is careful in opting it and tries to let both 
work hand to hand.  
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5.1.5 Managing HR and Facilities 
The company has a policy of keeping an ample control on the performance of the call center. 
To ensure this the company makes use of its quality control department. The department keeps 
a close check on the performance of the call center employees. It is allowed and has the 
possibility to track down the performance of each individual employee working at the call 
center. This department can contact dissatisfied customers, take their complaints and report 
them to the outsourcing company with which it remains in a close coordination. The human 
resource management involves in proposing different training and motivational programs to the 
call center via the top management in case they feel the need for it. The company gets reports 
regarding the performance of the call center on a weekly and monthly basis. Moreover, the 
reports received are stored in the central database of the company which makes it possible to 
retrieve any required data anytime the top management needs it. The top management makes 
sure it has a smooth two way communication process with the call center. This is vital for the 
company as it can help reduce the problems that the call center can face. It also adds to the 
confidence of the call center employees as well as the outsourcing company�s satisfaction 
level. The future of outsourcing seems to be progressive as it has held ground in nearly every 
industry specially industries like ours, he added.  
 
The future seems to be promising as outsourcing of business processes especially customer 
services has paid of in this initial period. The AMCS also added that; �I personally see 
outsourcing on a rise as more and more companies are benefiting from it in the long run as they 
have sorted out their major problems related to customer support services by the help of 
professional call centers.�  
 

5.2 Company B 
Company B is a new entrant in the mobile market and is the first 3rd generation video network 
operator in Europe offering services that customers could only have dreamed about a few years 
ago. It offers an unrivalled package of voice, content and video services at a sustainable price. 
It is a company that is a young business challenging the existing market and its practices but 
has a strong patron and an experienced management team. It is backed by strong and 
experienced shareholders and is building a business that provides first class products and 
services. The company employs over 1,700 people in offices throughout the UK. It has created 
a new network, with new rules that changes the whole mobile proposition. The video mobile of 
company B�s network means it can offer basic voice and data at much lower prices than other 
operators. It claims to be at the forefront of this exciting technology and think they are blazing 
the trail as leaders in the video mobile industry. Furthermore, they think they have the largest 
amount of spectrum which is a significant advantage in being able to deliver the most 
compelling range of multimedia services.  
 
The parent company holds 65% stake in it, while the other major share holders are Japanese 
(20%) and a Dutch mobile company (15%). Company B also has sister companies in many 
other countries around the globe e.g. Australia, Austria, Denmark, Hong Kong, Israel, Italy, 
Ireland and Sweden. The sister companies have an agreement to offer services with the same 
brand name. There is a big advantage of being a part in this group as the newly started sister 
companies take advantage of economies of scale, support and each others wealth of experience 
to draw upon.  The company�s parent group is also one of Hong Kong�s largest companies and 
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has excelled in new business venturing. It also has five core businesses in 24 countries i.e. 
ports and related services, telecommunications and e-commerce, property and hotels, retail and 
manufacturing and energy and infrastructure. The parent company springing from its 
hospitality and retail businesses has given company B advantage even though the fact that it is 
a new entrant. Collaborating together the group and company B developed a successful 
telecommunication provider and sold it later on. Company B�s East Asian sister company 
launched one of the pioneer 3rd generations services and has around half a billion customers as 
it has the advantage of offering the latest GPRS. Because of these advanced communication 
technologies it can provide its service while the users are even flying. We interviewed the 
customer relationship (CR) manager at company B. As the respondent states �this designation 
has been relatively new in organizations, but it is considered extremely important when 
customers no longer want to visit a store for each and every problem or enquiry they have.�  
 

5.2.1 Outsourcing at Company B 
Outsourcing for company B has been a part of the business strategy right from the time when 
operations where launched in UK during early 2000. As the operations started in UK and other 
countries, the company had to make sure that it has a streamlined way of running operations. 
The parent company had been operating in many countries, and had operations outside UK. So 
the company always had outsourcing options to look at. The company outsources quite a few 
functions including IT implementation, software development, telemarketing and customer 
service.  
 
Outsourcing Customer Service via Call centers 
At company B customer service is seen as one of the main differentiation with competitors. 
Anytime service is offered to customers and opportunities for continuous growth are foreseen. 
Customers can reach customer service for free through their mobile phones, or through fixed 
phones and email. There are various divisions of customer service; new sales, guarantees, 
repairs and so on. All these issues are taken care via call centers. A part of the call center 
operations is carried out by the company itself.  
 
According to the respondent, company B tries to have a comprehensive product detail, 
frequently asked questions, and an e-mail enquiry form on the website in order to use it for 
delivering customer service. However, as the company offers latest technology, it is kept in 
mind that customer prefer talking to someone (a human) when making a decision or when they 
are upset about any feature of the service, therefore call centers play a vital role while 
providing customer service. As customer service has been an extremely important aspect 
Company B makes sure that even when customer service is outsourced, it has to be delivered in 
accordance with the company�s service level and quality. The respondent points out that in 
order to match the quality it is sometimes tough to outsource the entire customer service. 
Hence, various divisions of customer care are outsourced.  

5.2.2 Outsourcing Strategy for Call Centers  
When asked about the strategy for outsourcing through call centers, the respondent described a 
combined model used by company B. The most important reason for the company to outsource 
apart from focusing on the core business, achieving higher service level and cost savings; is the 
need to stay global. Outsourcing helps in offering globally adaptable business strategy in order 
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to have the competitive edge and the other benefits add up to the company�s goal of becoming 
one of the best and most cost efficient mobile communication providers. 
 
Depending upon the customer service function outsourced; the company implies an appropriate 
strategy. Within the UK, certain aspects of customer support are outsourced to suppliers in 
different locations. Apart from the call centers in UK, there are purely outsourced contact 
centers in Asia which handle the generic issues. The company has its own subsidiaries in Asia 
as well which handles the email as well as call support. Having a subsidiary in the same 
offshore country allows the company to have a better control on the purely outsourced centers. 
However, using the proper technology the company is able to balance the divergence of the 
entire outsourcing process. Replying about the commitment to the call center the respondent 
replied that most of the outsourcing contracts are short term, but there are plans to finalize 
some long term contracts with a few call center providers in UK. The CR manager explained 
that it is not very easy to have longer contracts without properly analyzing the suppliers� 
quality and the company�s strategy and purpose for outsourcing.  
 

5.2.3 Customer Support Process Selection 
The respondent claims that as the company had been outsourcing since its inception, the 
selection of �what� to outsource is not a demanding task. The selection is done based on the 
importance of the function within the customer service stage. Currently customer retention has 
become an important function, so while outsourcing this bit; the company makes sure that it is 
done with the suppliers which have provided exceptional service earlier. General inquiries 
about product and packages; and telemarketing are outsourced, provided that the service levels 
are maintained. Critical customer complaints are escalated to the second line support (higher 
level of handling) and refunds are taken care by in house (owned by the company) call centers. 
Prospecting and after sales service is again done by in house call centers whereas, technical 
support and corporate accounts are taken care by the experts within the company. Customer 
billing enquiries are taken care by the subsidiaries due to the data protection issues.  
 
The respondent says �the selection depends on the technology available as well, usually when 
it has to be outsourced offshore, as we need to keenly decide on the selection of the customer 
process as well as the technology.� The company has been looking at various options and 
vendors to single-source (using one supplier) for outsourcing different customer support 
processes, but suitability to the company�s operations remains a top priority. There have been 
instances where the company tried aligning email support and a category of phone support 
through a single supplier but the results have not been satisfactory. The respondent highlights 
the fact that none of the customer support processes are outsourced using a single source 
(supplier). The company makes sure that it works with the best business partners.  
 

5.2.4 Compliance Between Strategy and Technology  
When asked to rate the significance of each component in the call center, the respondent said, 
�Especially when we have to try a new model for outsourcing, technology remains of foremost 
importance�. Figure 5.1 illustrates the emphasis on technology.  
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Figure 5.1 Important of components at Company B 

 
The respondent was asked to mark the importance of each call center component in terms of its 
importance. The above figure (see figure 5.1) shows the comparison of technology and strategy 
with the other components. As the respondent puts it, �the most important and crucial step 
while outsourcing customer service is to decide whether to formulate the strategy then choose 
the technology to deliver it or the other way round.� In order to avoid or minimize failures, in-
depth analysis of the technology available as well as the existing technology and the proposed 
strategy is conducted. The technology team, along with the business analysis team assists the 
customer relations management (CRM) department. The reasons for using such an approach 
are many; the important ones are technology intelligence, technology forecasting, technology 
strategy formulation, technology decision-making, and strategic technology control. By using 
such an approach the company is able to get the best out of its existing infrastructure as well as 
use the services offered by the suppliers. The company calls it a hybrid IT model, through 
which it aspires to stay ahead of the competition in every aspect of business, including call 
centers. Especially when it comes to maintaining the databases and updating the outsourced 
call centers, it is kept in mind to match the same applications to make the transition as smooth 
as possible. 
 
Since company B keeps on innovating and offering the latest and the best telephone operation 
services to the customers, finding the right kind of business partners to match up this feature is 
difficult. Hence, while formulating a strategy, technology is treated as relatively important. The 
respondent said, �It is all about getting the right mix of technology, strategy and the other 
components, however, if one has to be chosen, it would be an unfeasible choice.� 
 

5.2.5 Managing HR and Facilities 
The respondent, the CR manager, is mainly responsible for managing the customer service 
functions, both within the company as well as the ones outsourced. The CR manager works 
under the Head of operations. The respondent is closely involved with the IT and HR 
departments with-in the company as well the suppliers�.  
 
As the company would expect the agreed service levels from the supplier�s call center, the 
company makes it a point to know how the supplier manages to reach this level. Hence, 
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complete co-ordination is maintained. The respondent explains that the more company B works 
with certain outsourcing suppliers, the more comfortable and knowledgeable it gets about the 
strengths and weakness of the supplier. The respondent lays a lot of emphasis on the existence 
of trust between the company and the supplier. He said, �The more the trust, the better would 
be the results of the outsourcing deal.�  
 
Various reports including hourly, daily and weekly, concerning the performance of various 
outsourced customer functions are demanded from the outsourcing suppliers. The metrics and 
methods used for measuring the performance of customer service are common for both in-
house as well as the purely outsourced call centers. The respondent states that this allows the 
company to maintain top quality and continuously assess the in-house call centers against ones 
outsourced. Further outsourcing decisions are based upon this comparison. Apart from the 
detailed reports the company officials have an option to remote call barging. This function 
allows the company to listen to a call by logging on to a system remotely. Irrespective of where 
the call center is located and who is taking the call, the company officials can listen to the 
entire call without the customer or the customer service representative (CSR) noticing it. 
Furthermore, external research firms are used to assess the quality of the outsourced service. 
The supplier is made aware of this and is expected to co-ordinate with such research firms.  
 
The company demands to have a permanent full time client manager at the supplier�s end and a 
subordinate of the CR manager is assigned at the supplier�s site. E-mail portals and a dedicated 
internet protocol (IP) hotline phone are used for updates and urgent communication 
respectively. About the security and back up issues the supplier is expected to have a 
secondary backup of the information and data every 12 hours apart from streamlined live 
backup.  
 
The respondents also points at the need to protect intellectual property of the company when 
dealing with outsourcing suppliers. When replying about the control over human resources 
(HR), the respondent said, �Our Company would rather call it co-operation rather than control 
over the outsourced HR.� Company B helps the suppliers with the recruiting and training of the 
call center staff. The company screens the recruited employees by the supplier. The company 
also conducts contests and encourages incentives for the outsourced call centers� employees, 
thus, enabling the staff of the outsourced call center perform at its best. The outsourcing 
contract is designed in such a way that it covers all these issues and concerns. 
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6 Data Analysis 
In this section the data will be analyzed within each case by comparing to the previous theories 
mentioned in the conceptual frame of reference. The data will then be analyzed across the two 
cases. The analysis will follow in the same structure as the research questions. To begin with, a 
within-case analysis for each case will be presented individually. In the end, a cross-case 
analysis will be presented where the cases will be compared against each other in order to 
detect and examine common patterns as well as variances.  
 

6.1 Within-Case Analysis for Company A 
As suggested by Benn and Pearcy (2002), outsourcing has had a huge impact on global 
conglomerates. Company A has noted such impacts, and accordingly passed on the innovations 
to various divisions across the company as well as across the group. For an elaborated analysis 
each research question (RQ) would now be discussed with regards to company A. 
 
RQ1. How can �the strategy for outsourcing customer service� through call centers be 
described? 
As proposed by Prosci (2005), the �strategy� is the critical starting point for planning a call 
center. Companies need to be in a strong position to define the role of the call center in 
reaching the business objectives (ibid). To do this, Robinson and Kalakota (2005) 
recommended two different models. Each model presents a different strategy to outsource 
business processes depending upon the relationship structure and the geographic location. 
Company A has adapted some of the options suggested by the theory. It outsources its 
customer service functions through its own sister concern which provides outsourcing service 
to other organizations. This would come under internal delivery within the first generation 
business model suggested by Robinson and Kalakota (2005). 
  
Though the company started to outsource the customer service function as a trial, as the results 
were not known, but it has recognized outsourcing as an important strategic tool for delivering 
customer service through call centers. Initially, cost reduction was scene as the major reason to 
outsource, eventually the company has started to recognize other benefits from outsourcing 
like; better level of service and concentration of core components. This again reflects the 
theories by Bragg (1998) and Read (2000), where they emphasize on resource allocation and 
proper planning. Company A preferred to take advantage of its sister concern in order to first 
try outsourcing, rather than going through external vendors. The company adapted a step by 
step approach towards outsourcing in order to avoid retaliation about job losses.  
 
RQ2. How can the selection of support processes to outsource through call centers be 
described? 
When tested out against Robinson and Kalakota�s (2005) categories for outsourced customer 
care, it can be noticed that company A not only outsources the customer support functions like 
customer service and billing enquiries but also outsources sales and customer analytics 
functions like, direct sales and data processing respectively. The processes where selected in 
order to improve the level of service as well as reduce the cost. Company A makes sure that the 
outsourcing of one customer care process does not hinder the smooth running of another 
process.  
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Many authors like Miciak and Desmarais (2001) and Feinberg et. al, (2000) have laid emphasis 
on customer service (customer satisfactions level). However, Cleveland and Mayben (1997) 
specifically stated about the importance of the outsourced customer service quality level. They 
mention that service and quality levels are to be maintained in such a way that none is 
compromised (ibid). Company A, definitely tries to improve the quality of its customer service 
through call centers by outsourcing but at the same time it was kept in mind that it is not the 
core function of their business. Moreover, using a sister concern to outsource the customer 
service functions through call centers eased up the selection of the processes to be outsourced.  
 
RQ3. How can changes in call center technology affect the current strategies for 
outsourcing customer service?  
Authors like Sharp (2003) and Read (2000) highlighted the requirement for properly 
integrating technology and also to bear in mind whether the technology for call center is truly 
of value to the company and its strategy. Similarly, Miciak and Desmarais (2001) states that 
without adapting to the latest technology, companies increase the chances of loosing the 
competition battle. They also state that strategy of a company remains rather long term whereas 
the changes in technology are expected to be a lot quicker. However, at company A, it was 
observed that more emphasis was given to the strategy for outsourcing rather than the call 
center technology. Though the company agrees that strategy and technology complements one 
another, the company believes it is rather easy to mold technology most of the time towards the 
strategy. This reasoning can be very evident from the fact that company A has a specific IT 
vendor which keeps it updated on all the latest technology. Company A considers the strategy 
for outsourcing as the leading component then followed by technology. The IT department of 
the company is expected to make sure that it adapts to the changing strategies for outsourcing. 
At the same time it is interesting to note that there is a specific single IT vendor which is used 
to technology updates. 
 
Authors like Prabhaker, Sheehan and John (1997) indicate the use of conjoining technology, 
Swann (2003) and Gianforte (2003) recommend a unified IT model whereas Vinckier (1994) 
suggests blending existing and new technologies and adapting a hub-and-spoke model. Each 
model has its own advantages and limitations. Company A, ensures that the latest trends in data 
sharing and information processing is adapted in order to stay ahead of the competition. Using 
a specific IT vendor that provides the latest data sharing technology the company is able to 
access database all across the company. The model used is more of a hub-and-spoke. 
Moreover, the company is independent to select any IT model depending upon the outsourcing 
decisions. The company is aware that the call center technology is constantly changing and in 
order to benefit from this change the company aims to adapt technology very selectively and 
only that which has relevance to its long term objectives.  
 
RQ4. How can the control of human resources (HR) and facilities in the outsourced call 
center be described? 
Theories regarding the control of HR and facilities in the outsourced call center, covered 
recommendations from Feinberg et. al (2005), Anton Gustin and Spit (2000) and Crome (1998) 
who laid emphasis on HR when it comes to the efficiency of the call center. Company A, has a 
dedicated quality control department which keeps proper control on the performance of the 
outsourced call center. It tracks down the performance of individual call center agent or the 
customer support representative (CSR). Bragg�s (1998) theory of appointing a functional 
coordinator is not to be seen at company A. However, the functions of the quality control 
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department are very similar to that of the functional coordinator. This department is 
responsible for closely monitoring the over all performance of the outsourced service. It is also 
responsible for providing various activity reports to the top management. Apart from this 
department, the human resource departments of company A, works in close coordination with 
the quality department and propose different training and motivational programs to the call 
center. This has to be done with approvals from the top management. The top management 
makes sure it has a smooth two way communication process with the outsourced call center to 
ensure timely flow of communication.  
 
Both Read (2000) and Sharp (2003) focused on the factors regarding facilities. These items 
include, access, competition, security and reliability, the condition and the layout and the 
expansion and contraction rights of the property. While, one states it is important for 
companies to consider competition around the location of the call center, check that the 
building is secured, and redundancy, the other emphasizes on the location and size of the 
facility. Sharp (2003) relates the location and size of the facility to the corporate growth and 
the bottom line of the company.  
 
Summary of the Within-Case Analysis for Company A 
Table 6.0 exemplifies the way company A outsources its customer service function through 
call centers. The company had a step by step approach towards outsourcing. The major 
objective was to reduce cost and at the same time provide satisfactory customer service. As 
Porter (1980) stated, by outsourcing (subcontracting) the supportive operations of the company 
to an outside vendor that provides exactly the same service in a cost effective manner, the 
company is able to enhance its core operations. 
 
The table on the next page (see table 6.0) highlights each call center component (i.e. strategy, 
process, technology, HR and facility) with respect to company A comparing it with the theories 
outlined in the earlier chapters. It can be noticed that the company started outsourcing on a trial 
basis and later on consolidated the process. While considering the processes to be outsourced, 
the company chose certain customer care processes along with IT outsourcing. When 
considering new technology to be implemented the company deals with specific IT vendors 
which have been providing solutions over a period of time. The company also has a dedicated 
quality department which deals with all aspects of the outsourced call center functions. 
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Table 6.0 Within-case Analysis, Company A 
Prosci�s (2005), Call Center Components 

Strategy Processes Technology HR & Facility 
 
 
 
 
 
 

Frame 
 

Of  
 

Reference 

 
! Robinson and 

Kalakota�s (2005) first 
and   second 
generation models. 
(Internal Delivery, 
Shared Services, 
Captive Shared 
services, Offshore 
Development Centers, 
Cosourcing, Pure 
Outsourcing, Global 
Shared services, Build-
operate-Transfer, 
Global delivery model) 

! Bragg (1998) and 
Read (2000) for 
planning and 
resource allocation. 

 

 
! Robinson 

and             
Kalakota�s 
(2005) 
model for 
customer 
care 
categories. 

 
! Cleveland 

and Mayben 
(1997) for 
focus on 
customer 
service 
quality level. 

 
! Miciak and 

Desmarais (2001) 
- Compliance of 
strategy and 
technology. 

! Prabhaker, 
Sheehan and 
John (1997) - 
Conjoining 
technologies. 

! Vinckier (1994) - 
Blending new 
and existing 
technology, hub-
and-spoke model  

! Swann (2003) 
and Gainforte 
(2003) - unified 
customer 
interaction.  

 
! Feinberg et. al 

(2005), Anton 
Gustin and Spit 
(2000), Crome 
(1998) - 
importance of 
HR. 

 
! Bragg (1998) - 

Functional 
coordinator. 

 
! Read (2000) and 

Sharp (2003) - 
factors 
regarding 
facility. 

 

 
 
 
 
 

Company 
A 

 
! Started as trial, now a 

long-term 
relationship. 

 
! Internal Delivery. 

 
! Co-operation with 

sister concern. 
 
 
 

 
! Customer 

Service. 
 
! Data 

processing. 
 
! Billing. 
 
! Direct Sales. 

 

 
! Hub and Spoke 

model. 
 
! Specific IT 

vendor for latest 
updates. 

 
! Careful selection 

of new 
technology. 

 

 
! Quality control 

department. 
 
! Involvement of 

top 
management.  

 
! Smooth      

communication 
with the 
supplier. 

 

6.2 Within-Case Analysis for Company B 
As suggested by Johnson (1997), Jones (2003), Peters (1994), outsourcing can transform into a 
powerful management tool that can reap huge benefits if it is applied correctly. This proved to 
be very true for company B, as they tried outsourcing right from the time when operations 
where started. The company made sure that it has a streamlined way of running operations and 
outsourcing had been at the core of the companies over all strategy. Company B takes 
advantage of its global presence and used options to outsource. For an elaborated analysis each 
research question (RQ) would now be discussed with regards to company B. 
 
RQ1. How can �the strategy for outsourcing customer service� through call centers be 
described? 
The Prosci (2005) model�s first component i.e. �strategy� is the building block for every call 
center. This building block determines the long-term priorities of a company. Robinson and 
Kalakota (2005) suggest that a company has to select amongst different available options for 
choosing their entrance into the outsourcing scene. There are various strategies which can be 
used by companies, based on relationship structure and the geographic location. Company B 
uses a combined model to outsource its customer service functions. The company carefully 
selects the appropriate strategy depending upon the customer service function outsourced. For 
certain functions it adapts the internal delivery model, whereas for some other functions it uses 
pure offshoring through multiple sources. The relationship for most of these multiple sources is 
short-term. Apart from these models, the company also has subsidiaries in Asia which handles 



                                                                                                                                               Data Analysis 

                                                                                                                                          54

a part of the customer service as well. One of the major reasons for company B to outsource 
using multiple models is to have a global delivery model. In fact, the need to stay global was 
one of the reasons that the company started to outsource its functions right from the time it 
started its operations. The advantage of having subsidiaries as well as purely outsourced 
suppliers is to have a better control on the external suppliers. It is interesting to note the way 
various models are used by company B in order to have a competitive advantage.  
 
Though the purely outsourced contracts are not long term, company B plans to finalize some 
long term contracts with a few call center providers in UK. The company avoids getting into 
long term contracts with suppliers without properly analyzing the suppliers� quality and the 
company�s strategy and purpose for outsourcing; instead the company tries different suppliers 
and tries to find the best business partners.  
 
RQ2. How can the selection of support processes to outsource through call centers be 
described? 
There are different customer support processes that companies may take into consideration to 
outsource. Robinson and Kalakota (2005) have represented this in a model that identifies the 
key customer support processes in different categories. The main points that were highlighted 
in the model�s customer support section included key elements such as customer services, 
billing inquiries, taking orders, activation of account, new customer registration and complaints 
handling. This all indicates the importance of the customer services in a company. Company 
B�s situation contradicts the theories here slightly as it is evident from the company�s 
tendencies towards being active in outsourcing from the beginning. The company was more 
interested in whom to outsource rather than what to outsource. The selection process of 
company B cannot be described as a difficult, complicated or complex in this way. It had a 
clear vision right from the beginning to outsource and from its inception (since it was founded 
in times when outsourcing had become the trend) it had decided to outsource non-core but 
other wise important functions.  
 
Brown (1997), Sharp (2003) and Feinberg et. al, (2000) all share the same view on the 
importance of customer service. They argue that if delivered in a fashion that produces 
satisfied customers it can help reduce other costs that companies may incur due to customer 
loss and market share loss.  Company B have shown the importance it attaches to the customer 
support process but it seems that the selection process came very naturally to them because of 
the top managements commitment to outsource. The company also outsourced functions like 
email support along with outsourcing customer service. The company was of the view that 
outsourcing all these would be beneficial for the long term commitment of the company that 
was to bring a global face to the company. An analysis of the company also discloses the fact 
that none of the customer support processes are outsourced using a single outsourcing partner 
because the company wants to make sure that it works with the best business partners. The 
company is keen to select the processes on an analysis of the available technology as well. 
 
RQ3. How can changes in call center technology affect the current strategies for 
outsourcing customer service?  
Robinson and Kalakota (2005) states that the high technological advancements in today�s 
world have equipped the customers with more awareness and choices. They expect more from 
the companies and can switch suppliers on the basis of better support available to them (ibid). 
Caparras (2004) states that the big question is no more the availability of technology but rather 
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the question if the available technology complies with prevailing strategies of the company. 
Company B seems to be more concerned about the technology and is in pursuit to mold its 
strategy towards adapting the latest technology. Sharp (2003) suggests that a proper mix of the 
latest technology can prove to be a winning formula. Company B agreed to this issue but it 
showed a deeper tendency to change its strategy according to the transforming technology. 
Some authors suggest that the advancement in technologies have made it possible for many 
organizations to adapt hybrid technologies (Prabhaker, Sheehan and John, 1997). A close 
investigation of company B divulge the fact that it is using hybrid technologies and its strategy 
is a progressive one based on the conception that it should be flexible to the changing 
technology. 
 
Company B�s selection of hybrid technology is based on the in-depth analysis that it conducts 
through its professional team consisting of the customer relations manager and IT the 
department, and some representatives from middle management termed as the business 
analysis team. Since company B keeps on innovating and offering the latest and the best to the 
customers, and has a target of achieving a global brand status so they treat technology 
relatively more important.  
 
RQ4. How can the control of human resources (HR) and facilities in the outsourced call 
center be described? 
Bragg�s (1998) theory of appointing a functional coordinator was not to be seen at company B, 
though the designation of the customer relations (CR) manager was found. The CR manager 
performs similar functions as the functional coordinator and is mainly responsible for 
managing the customer service functions, both within the company as well as the ones 
outsourced. The CR manager works under the Head of operations and works closely with the 
IT and HR departments with-in the company as well that of the supplier. As company B 
understands the importance of trust between the company and its outsourcing supplier, 
complete co-ordination is maintained. Company B not only receives various activity reports, 
but also employs external research firms to measure the performance of the outsourced 
functions and the performance of each customer service representative (CSR). Company 
officials also have an option to remote call barging. Apart from this, company B assists the 
suppliers with the recruiting and training of the call center staff. The company screens the 
recruited employees by the supplier.  
 
Company B also considers factors regarding facilities as referred by both Read (2000) and 
Sharp (2003). These items include, access, competition, security and reliability, the condition 
and the layout, and the expansion and contraction rights of the property. In order to have a 
better control the company demands to have a permanent full time client manager at the 
supplier�s end, and a subordinate of the CR manager is assigned at the supplier�s site. In order 
to have proper communication, E-mail portals and a dedicated internet protocol (IP) hotline 
phone are used for updates and urgent communication respectively. With regards to 
redundancy, the supplier is expected to have a secondary backup of the information and data 
every 12 hours apart from streamlined live backup. The management at company B is keen on 
working with the best business partners globally. Hence it tries to carefully select the 
outsourcing suppliers and ensures to have proper control on HR and facilities.  
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Summary of the Within-Case Analysis for Company B 
The following table (see table 6.1) highlights each call center component (i.e. strategy, process, 
technology, HR and facility) with respect to company B comparing it with the theories outlined 
in the earlier chapters. As mentioned earlier, company B always seemed to be interested in 
outsourcing ever since it started operations.  

 
Table 6.1 Within-case Analysis, Company B 

Prosci�s (2005), Call Center Components 
Strategy Processes Technology HR & Facility 

 
 
 
 
 
 

Frame 
 

Of  
 

Reference 

 
! Robinson and 

Kalakota�s (2005) 
first and   second 
generation models. 
(Internal Delivery, 
Shared Services, 
Captive Shared 
services, Offshore 
Development 
Centers, Cosourcing, 
Pure Outsourcing, 
Global Shared 
services, Build-
operate-Transfer, 
Global delivery 
model) 

! Bragg (1998) and 
Read (2000) for 
planning and 
resource allocation 

 

 
! Robinson and     

Kalakota�s 
(2005) model 
for customer 
care 
categories. 

 
! Cleveland and 

Mayben (1997) 
for focus on 
customer 
service quality 
level. 

 
! Miciak and 

Desmarais (2001) - 
Compliance of 
strategy and 
technology 

! Prabhaker, 
Sheehan and John 
(1997) - Conjoining 
technologies 

! Vinckier (1994) - 
Blending new and 
existing 
technology, hub-
and-spoke model  

! Swann (2003) and 
Gainforte (2003) - 
unified customer 
interaction  

 
! Feinberg et. al 

(2005), Anton 
Gustin and 
Spit (2000), 
Crome (1998) - 
importance of 
HR. 

 
! Bragg (1998) � 

Functional 
and its role 
coordinator. 

 
! Read (2000) 

and Sharp 
(2003) - 
factors 
regarding 
facility. 

 

 
 
 
 
 

Company 
B 

 
! Internal Delivery. 

 
! Pure offshoring, 

multi sourcing. 
 
! Short-term 

relationship. 
 
! Global delivery 

model. 
 

 
! General 

customer 
enquiries. 

 
! Telemarketing. 
 
! Email 

enquiries. 
 

 
! Hybrid delivery 

model. 
 
! In depth analysis. 
 
 

 
! CR Manager. 
! External 

research firms 
to monitor 
service. 

! Client 
Manager. 

! IP Hotlines. 
! Involvement in 

recruiting. 
! Primary and 

secondary 
backups. 

 
 
Since, it had a positive view towards outsourcing; selection of the processes to be outsourced 
seemed easy, the company chose quite a few functions including telemarketing and general 
customer service. While considering new technology, company B prefers to stay ahead in 
implementing new technology and is enthusiastic about trying it out. The company has created 
a post of customer relation (CR) manager to handle and monitor the outsourced call centers� 
functions as well as its human resources (HR) and facility.  
 

6.3 Cross-Case Analysis 
In this section both the cases at company A and company B will be compared and analyzed 
with respect to each research question. Ward (2004) suggests that customer service is the 
ability of a firm to satisfy its customer�s wants and needs. The customer service processes need 
to be objective, committed to adapt to the changing needs and wants of the customer as well 
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ready to develop action plans that implement customer services in a smooth manner (ibid). 
Both of the companies have made such customer services plans and are handling customer 
support processes in a manner that would lead them to produce their mainstay jobs more 
efficiently.  
 
RQ1. How can �the strategy for outsourcing customer service� through call centers be 
described? 
For strategy component in the Prosci (2005) model the frame of reference provides the model 
presented by Robinson and Kalakota (2005). Theories presented by Bragg (1998) and Read 
(2000) where they lay emphasis on planning and resource allocations have also been taken into 
consideration for this component.  Robinson and Kalakota (2005) have explained that a 
company when choosing its options for outsourcing can either choose from what they term as 
the first or second generation model. These models put forth choices such as internal delivery, 
global delivery, shared, captive-shared services, co-sourcing, pure outsourcing, and offshore 
development centers and build operate model. Since company A started outsourcing on a trial 
basis in the beginning and did not want to risk its better-off reputation as it is an already 
established company in its industry so its natural choice was onshore single sourcing. The 
sister concern of company A ran call centers already so they helped out company A. On the 
other hand Company B extended its outsourcing deals to offshore partners along with doing it 
onshore initially, but the main difference found within the strategy component for both was 
company A�s initiation of outsourcing on a trial basis that was slow and steadily converting 
into a long term relationship whereas, for company B it was a long term commitment right 
from the beginning.  
 
The situation discovered well befits Robinson and Kalakota (2005) model that predicts that 
companies most of the time choose their outsourcing strategies on the basis of size, location 
and ownership. Their joint venture paradigm (in the ownership options) is quite evenly found 
to be followed by company A on the other hand company B pursuits the third party 
outsourcing exemplar. The model also points out the importance of geographic location 
consideration. Both the companies have assessed their own individual need for whether 
outsourcing onshore or offshore. Bragg (1998) and Read (2000) stated that in order to succeed 
in their outsourcing quests companies need to plan and allocate resources efficiently. Company 
A as stated earlier initially experimented with the concept and only tried it on shore through its 
sister concern and later opted to be in the scene on a full-fledge basis while company B being 
aggressive as its nature befitted (being a company newly introduced in the market and trying to 
steal market share) opted for a global delivery model wherein it chose to make outsourcing 
deals with global partners as soon as it found them helping towards the company�s growth and 
cost effectiveness.  
 
RQ2. How can the selection of support processes to outsource through call centers be 
described? 
Regarding the support processes that can be outsourced through call centers, Robinson and 
Kalakota (2005) presented a customer care model defining some basic categories of those 
customer support process that can be outsourced. They specifically pin pointed customer 
service, billing queries resolution, order taking, account activation, new customer registration 
and complaints handling. In the explanation of the model they also discuss the importance of 
customer services. Companies tend to loose customers as well as goodwill if they do not 
concentrate properly on the way they are handling their customer service (ibid). The 
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management at Company A seemed to be quite positive about the outsourcing of customer 
service. Depending upon the complexity of the customer support process, the company selects 
the process to be outsourced. Brown (1997) explains that researchers have discovered that due 
to dissatisfied customers, a sale loss of 10 percent without taking into account the hiring, firing, 
retaining costs of employees and of producing dissatisfied employees. Firms that do consider 
customer service as an important area to consider on the other hand registered a 12 percent 
higher return on sales as well as a higher market share, low employee turnover, better products 
and productivity (ibid). It is evident from the data analysis that both companies have identified 
the importance of customer service. Feinberg et. al, (2000), states that customer service process 
adds to the essence of a transaction, be it related to a product or in addition to a mainstay 
service in the form of a value added service, both companies seemed to be in agreement with 
this. Sharp (2003) on the other hand has explained that selecting the particular customer 
support process to outsource is not a very easy task that can be decided overnight. It has to be 
beneficial for the outsourcing company both in terms of cash benefits as well as customer 
generation and retention (ibid). According to the Assistant Manager Customer Service 
(ACMS) of company A they had realized the importance of customer service process right 
from the beginning but the changing trend in the industry to contract this important function to 
an outside vendor had made them ponder upon. The importance of the customer support 
process was realized deeply by the respondents of both companies. Clevland and Mayben 
(1997) suggested the service level guarantee (SLG) to be an important factor for companies 
when considering outsourcing of customer service. They also warned that a company may be 
achieving its SLG but still producing extra work and low quality. (ibid) 
 
The ACMS in company A addressed these issues and talked about the fact that the customer 
service they provide should be such that it would produce satisfied customers. The company is 
a leader in the mobile telecommunications industry and is well reputed so that was a major 
reason it was suspicious while deciding to outsource and had hard time choosing the particular 
process. But as discussed already within the parent group there were firms that had already 
outsourced and one of the sister company�s main concern was a call center so company A�s 
decision making process was a bit facilitated. The respondent concluded that company A thus 
decided to initiate with customer service and later on extended to billing and data processing. 
Feinberg, Ruyter and Bennington (2005) states that the growth of call centers reflects the 
growth in significance of customer satisfaction for corporate chief executive officers (CEOs) 
and they see it as a top priority. Company B opted for outsourcing its customer service right 
from the beginning realizing this importance. They started up with outsourcing general 
customer inquiries, telemarketing and email enquiries altogether. According to the Customer 
Relations (CR) manager of company B the company�s outsourcing these functions would be 
beneficial for the company as it was new in the market and they thought that since their 
mainstay is telephone service providing so they can outsource these mentioned support 
processes to the hands of professionals which can handle them better than the company itself. 
The company seems to disagree to the fact the choice of the process to outsource is a difficult 
task. It can be noticed that for company B the process selection was done based on the 
importance of the function within the customer service stage. For them customer retention was 
an important function and the company had to make sure that their outsourcing was done 
through trusted suppliers. The company provided the types of vendors each specific function is 
outsourced to. The prospecting, telemarketing and after sales services were taken care by an in 
house company owned call centre while more critical customer support, complaints are taken 
care by a higher level of outsource handling. Customer information and billing was taken care 
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by an outside vendor that was owned by the company (due to data protection issues). The 
comparison reveals the fact that for one company (i.e. company A) the process selection was 
important while for the other (company B) it came naturally and for them the more important 
selection was of the vendor or in their terms business partner. 
 
RQ3. How can changes in call center technology affect the current strategies for 
outsourcing customer service?  
Referring back to the earlier question of about selecting the right processes to outsource, 
company B�s selection has much to do with the technology available also. It is revealed that the 
company seems to be keen on deciding on the selection of the support process as well as the 
technology.  Robinson and Kalakota (2005) comes up with the warning that today�s customer 
are well aware of the high strides that technology is changing with, and are now expecting ever  
more from companies than they did before. Sharp (2003) suggests that the right mix of 
computer and telephony have increased the efficiency of call centers. Both the companies were 
found to be in agreement related to this issue. The companies valued the importance of 
technology but disagreed in terms of the importance it should receive as compared to strategy. 
As it can be seen in the figure 6.0 that company A lays more importance to strategy while 
company B�s main focus is on technology.  
 

 
Figure 6.0, Comparison of Importance of Components 

 
The above figure (see figure 6.0) clearly indicates that there is a clear difference of pattern in 
the choices of both the companies with regards to the emphasis they lay on the strategy 
component. But Caparras (2004) states that technology can make the differences as it is already 
here and is affecting the day to day business world but the big question is about whether the 
business strategy the company has can benefit from the technology as in regards to each others 
compliance. As far as company A is concerned, it believes it is rather easy to mold technology 
most of the time towards the strategy. Prabhaker, Sheehan and John (1997) states that the 
advances in technologies have made it possible for many organizations to adapt hybrid 
technologies. The empirical data reveals that company A�s strategy drives its technology 
switching options whereas in company B the strategy is seen as  progressive and can be 
molded with the change in technology. Swann (2003) and Gianforte (2003) agree to the fact 
that technology availability is not a problem anymore indeed but the selection of the 
technology as it befits the company�s strategy is.  
 
Vinckier (1994) suggested the �hub-and-spoke model� regarding the technology integration. 
Company A�s situation regarding the technology choice fits into the hub and spoke model. It is 
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of the view that it can only use that technology that has relevance to its long term objectives 
and that is why the company is careful in opting it and tries to let both work hand to hand. The 
company also chooses only those specific outsourcing vendors that can understand its 
philosophy of letting strategy be the driving force, since for it strategy is formulated after 
taking into consideration the market situation, customer satisfaction and such factors. Company 
B�s selection of hybrid technology has the advantage of global delivery models. Company B 
was also found to be taking each technological opportunity into consideration for an in-depth 
analysis and then evaluating its feasibility. This is done by the CR manager in coordination 
with the IT department. It chose this model because it helps the company to utilize the 
knowledge and experience of its global partners. This would help meet the expectations of the 
ever-aware customer of today�s demanding business world. The comparison highlights the 
major difference between the companies on the ground of considering whether to consider 
technology the driving force or strategy. Both came up with their own particular reasons 
dependant heavily on the company situation. 
 
RQ4. How can the control of human resources (HR) and facilities in the outsourced call 
center be described? 
Butler (2004) points out that technology within the call center industry is considered as a 
panacea (universal remedy) by certain companies. He makes it clear that if the organization 
spends a considerable amount of time and money on technologies (physical capital) and 
disregards the call center agents (human capital), the company will not be in a position to 
effectively use the advancement in technology. Similarly other authors like Feinberg et. al 
(2005); Anton, Gustin and Spit (2000), and Crome (1998) explained the importance of HR.  
 
Bragg (1998) highlights the importance of appointing a functional coordinator. The cases have 
revealed that none of the companies have a functional coordinator. While company A has a 
dedicated quality control department which deals with all the reporting and performance of the 
outsourced call center, company B has created a unique designation of a customer relations 
(CR) manager. In company A the quality control department coordinates with other 
departments internally and externally with the outsourced call center, whereas at company B, 
the CR manager centrally takes the responsibility to coordinate with the outsourced call 
centers. The functions performed by the CR manager at company B are very similar to that of 
the functional coordinator; the CR manager is assisted by subordinates who are based at the 
outsourcing supplier�s site. Apart from this company B, demands to have a permanent full time 
client manager at the supplier�s end. It was noticed that both the companies demanded various 
reports on hourly, daily and weekly basis, concerning the performance of various outsourced 
customer functions from the outsourcing suppliers. However, as company B outsources 
customer service through purely outsourced call centers as well as through subsidiaries, it uses 
common metrics and methods for measuring the performance of customer service. This allows 
the company to maintain top quality and continuously assess the in-house call centers against 
the ones outsourced. Involvement of top management is comparatively higher in company B.  
 
Apart from the detailed reports the company officials have an option to remote call barging. 
Furthermore, company B also employs external research firms in order to assess the quality of 
the outsourced service; this was not to be seen at company A. Company A, has limited control 
over the HR and facilities, as the outsourcing supplier is a sister concern whereas, company B 
helps the suppliers with the recruiting and training of the call center staff. The company 
screens the recruited employees by the supplier and provides incentives to encourage the 
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employees at the outsourced call center. Read (2000) and Sharp (2003) explain the factors 
regarding actual facility of the call center. These mainly include the security and back up 
issues. Company A, relies on the activity reports and the outsourcing supplier for the back ups, 
whereas company B expects the supplier to have a secondary backup of the information and 
data every 12 hours apart from streamlined live backup. Company B also ensures that the 
intellectual property of the company is protected when dealing with outsourcing suppliers. All 
these issues are covered in the outsourcing terms and conditions. 
 
Summary of cross-case analysis 
The following table (see table 6.2) illustrates the way both the companies fit into the 
explanation of the theories in the literature review.  
 

Table 6.2 Cross-case Analysis 
Prosci�s (2005), Call Center Components 

Strategy Processes Technology HR & Facility 
 
 
 
 
 
 

Frame 
 

Of  
 

Reference 

 
! Robinson and 

Kalakota�s (2005) first 
and   second 
generation models. 
(Internal Delivery, 
Shared Services, 
Captive Shared 
services, Offshore 
Development Centers, 
Cosourcing, Pure 
Outsourcing, Global 
Shared services, Build-
operate-Transfer, 
Global delivery model) 

! Bragg (1998) and 
Read (2000) for 
planning and 
resource allocation 

 

 
! Robinson and     

Kalakota�s 
(2005) model 
for customer 
care 
categories. 

 
! Cleveland and 

Mayben (1997) 
for focus on 
customer 
service quality 
level. 

 
! Miciak and 

Desmarais 
(2001) - 
Compliance of 
strategy and 
technology. 

! Prabhaker, 
Sheehan and 
John (1997) - 
Conjoining 
technologies. 

! Vinckier (1994) 
- Blending new 
and existing 
technology, 
hub-and-spoke 
model.  

! Swann (2003) 
and Gainforte 
(2003) - unified 
customer 
interaction. 

 
! Feinberg et. al 

(2005), Anton 
Gustin and Spit 
(2000), Crome 
(1998) - 
importance of 
HR. 

 
! Bragg (1998) - 

Functional 
coordinator and 
its role. 

 
! Read (2000) and 

Sharp (2003) - 
factors 
regarding 
facility. 

 

 
 
 
 
 

Company 
A 

 
! Started as trial, now a 

long-term 
relationship. 

 
! Internal Delivery. 

 
! Co-operation with 

sister concern. 
 
 

 
! Customer 

Service 
 
! Data 

processing 
 
! Billing 

 

 
! Hub and 

Spoke model. 
 
! Specific IT 

vendor for 
latest updates. 

 
! Careful 

selection of 
new 
technology. 

 

 
! Quality control 

department. 
 
! Involvement of 

top 
management.  

 
! Smooth      

communication 
with the 
supplier. 

 
 
 
 

Company 
B 

 
! Internal Delivery. 

 
! Pure offshoring, multi 

sourcing.  
 
! Short-term 

relationship. 
 
! Global delivery 

model. 
 

 
! General 

customer 
enquiries. 

 
! Telemarketing. 
 
! Email 

enquiries. 
 

 
! Hybrid 

delivery 
model. 

 
! In depth 

analysis. 
 

 

 
! CR Manager. 
! External 

research firms to 
monitor service. 

! Client Manager. 
! IP Hotlines. 
! Involvement in 

recruiting. 
! Primary and 

secondary 
backups. 
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This table is a representation of the five components of the Prosci (2005) model. The first box 
on the extreme left has the frame of reference, the boxes under it has company A and company 
B. The table puts up the comparison of both companies with reference to the frame of 
reference. On taking a glimpse of the table it can be clearly noticed that there are slight similar 
and different patters between the companies as compared to the frame of reference. The table 
has explained each option of the individual company as regards to the points put up in the 
frame of reference. In each of the component both similarities and differences exist.  
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7 Findings and Conclusions 
In this section the findings of our study will be presented. The research questions would be 
stated and we will try to answer each question with the help of findings originated after the 
data was analyzed. The conclusions will assist in responding to the research problem i.e. 
�How can outsourcing of customer service through call centers be characterized?� Finally, we 
will state general conclusions that can be drawn from our study along with implications for 
management, theory and further research. We realize that the conclusions drawn from this 
study are only derived from two cases and the inputs from the respondents are based on their 
perceptions, hence the conclusions cannot be treated as irrefutable. 
 

7.1 Outsourcing Customer Service via Call Centers  
The research has revolved around an area that has been termed as one of the most progressive 
in terms of its adoption by firms racing for the global competitiveness. Organizations these 
days realize that they have to stay competitive without getting into a price war with each other. 
They believe that a price war leads to no benefit for them except for the customer and that the 
only way to be competitive is to become as cost effective as possible. As Benn and Pearcy 
(2002) has rightly sort out that outsourcing non-core processes that are indirectly related to the 
mainstay of organizations have proven to be increasing and it exposes the fact that it has 
proven to be a competitive tool. Peter (2004) states that outsourcing will continue, the tide 
cannot be reversed and this is evident as customer services have received by far the utmost 
focus of all in support processes to be outsourced. The call centers that help companies in 
outsourcing their customer services have a primary role to play.  
 
In the following section, we discuss the findings related to each research question (RQ) as 
disclosed during the study. 
 

7.2 RQ One � Strategy for Outsourcing 
 How can �the strategy for outsourcing customer service� through call centers be described? 
 
The study revealed that both companies identify the importance of formulating the right 
strategy for outsourcing customer service through call centers. Although there was a difference 
in the particular call center strategy used (for outsourcing customer service) by the 
participating companies but the empirical data found that both the companies had extended 
their key customer support processes for outsourcing. Selecting the right strategy for 
outsourcing depends on what part of customer service is being outsourced. It was also noticed 
that not both companies were very skeptical about outsourcing. As stated by authors like 
Corbett (2004), companies are weaving outsourcing into the very fabric of the decision making 
and operations, as seen at company B. The two companies had distinguished reasons to 
outsource customer service; it shows that companies are aware of benefits other than cost 
reduction. As in the case of company B, one of the prime reasons to outsource was to have the 
global advantage. For company A, even though it used its sister concern as an outsourcing 
supplier, the management has been unsure of the outcomes. Hence, it was started as a trail. At 
company B, the situation was completely different. The company had considered outsourcing 
on its list of options as an important tool right from the start of its operation. Our study sheds 
light on the ways how two competing companies in one same industry but having different 
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market positions strategize the outsourcing of customer service. Depending upon the reason to 
outsource, each company chooses a different approach towards outsourcing. Company A, uses 
a single supplier to outsource its customer service functions through an internal delivery model 
whereas company B, adapts an internal delivery as well as a global delivery model.  
 
Findings from the empirical data analysis showed that both the companies follow a different 
way of selecting strategy depending upon �what� part of customer service is offered for 
outsourcing, what the relationship with the outsourcing supplier is, and how the strategy would 
help the company in achieving its business objectives. However, the adapted strategies are 
similar to the ones suggest by Robinson and Kalakota, (2005).  
  
Findings for RQ1 can be summarized as follows: 
 

• The studied companies need to have the right strategy for outsourcing customer service. 
• The reasons to outsource customer service and the customer support processes to be 

outsourced effect the selection of strategy. 
• The participating companies do recognize benefits apart from cost reductions while 

outsourcing.  
• The participating companies adapt different types of strategies depending upon the 

relationships with the outsourcing suppliers. 
 

7.3 RQ Two � Selection of Support Processes 
How can the selection of support processes to outsource through call centers be described? 
 
Both companies acknowledge how important customer service through call center is for the 
achievement of their respective business goals and strive for continuous improvement. It can 
be identified from the study that selection of support processes to outsource is not a very easy 
task. Using Robinson and Kalakota�s (2005) categories for outsourced customer care processes 
it can be seen how companies select different customer support processes to be outsourced. 
Both companies are outsourcing general customer care enquiries through call centers. 
Company A started with customer service and later on extended its quest to continue with 
outsourcing of billing and data processing while, company B outsourced general customer 
inquiries, telemarketing and email enquiries altogether. The delivery model used at company B 
makes it easier for the company to outsource various customer care categories. Company B 
uses various outsourcing suppliers and ensures the service level guarantees are met for each 
process. 
 
The findings not only show how both companies select processes based on various factors but 
also how the choice differs between the two companies. Though similarities to the theory 
presented can be found, companies do look for outsourcing various other business processes; 
IT and telemarketing seems to be two most common of them. It is interesting to note the way 
companies prefer to outsource general customer enquiries to third parties but the ones related 
to customer retention, customer prospecting, after sales or corporate accounts are carefully 
managed by their in-house call centers or customer support facilities. 
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Findings for RQ2 can be summarized as follows: 
 

• The companies in the study consider customer service through outsourced call centers 
as a critical issue. 

• A general customer enquiry is the common customer support process selected by both 
companies to be offered for outsourcing. 

• Processes which involve secured data sharing are considered to be managed by internal 
call centers or subsidiaries, i.e. billing information. 

• Service level Guarantee (SLG) is considered to be an important function when 
customer service is outsourced. 

• Both the companies try to identify other possible business process to outsource along 
with customer service.  

 

7.4 RQ Three � Strategy vs. Technology 
How can changes in call center technology affect the current strategies for outsourcing 
customer service?  
 
As the customer relations (CR) manager at company B puts it �it is all about getting the right 
mix of technology, strategy and the other components, however, if one has to be chosen, it 
would be an unfeasible choice.� Theory represents a very similar view about the balance 
between the call center technology and the strategy for outsourcing customer service. As 
shown in figure 7.0 it is interesting to see how company A and company B give more 
importance to strategy and technology respectively.  

 
 

Figure 7.0 Significance of strategy and technology 
 

It can be seen in the figure (see figure 7.0) how company A lays more emphasis on formulation 
of the strategy than technology whereas company B focuses more on technology and considers 
it to be the driving force or leading factor for achieving the business goals through outsourcing. 
It is hard to conclude which company is able to strike the right balance between strategy and 
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technology, but certainly the factors about �whom� (supplier) and �what� (process) to 
outsource affects this emphasis. Company A deals with a specific IT vendor and expects the IT 
department to mold it as per the changing strategies for outsourcing and company B prefers to 
be at the forefront of latest technological changes. The study findings can be concluded for the 
strategy vs. technology question in this way as it depends on the company�s own market 
situation whether it is new entrant or a market leader.  
 
Read (2000), indicated that many companies emphasize on technology, and that it must not be 
forgotten that at the end of the day, every type of technology is intended to benefit or satisfy 
the customer. If the customer does not like it or is not satisfied with it, then it does not add 
value to the call center. This theory lacked in both the cases, none of the respondents mention 
the effects of technology on the over all customer satisfaction. The respondents admitted the 
fact that a dissatisfied customer is a liability to the organization and can spread a bad word of 
mouth. However, we noticed that the companies are not taking any concrete measures to avoid 
this situation by carefully selecting the technology keeping the customer needs in focus.  
 
Findings for RQ3 can be summarized as follows: 
 

• The companies in the study try to strike the right balance between strategy and 
technology by carefully merging with the right global partners. 

• Adapting new technology depends on the company�s long term strategy and its 
perception of the ways the technology at question can benefit the customer.  

• The right mix or the balance between the call center components is tough to find and 
emphasizing on either one is not an easy task. However, companies try to strike this 
balance by conjoining and blending technology and strategy. 

• The companies in the study need to concentrate more on the affect of technology 
adaptation on the customer service level. The company should be in a position to 
measure how the customer reacts to the adapted technology. 

• Proper management of call centers can help both the companies in finding the 
customer�s view on the changing technology. 

 

7.5 RQ Four � HR and Facilities 
How can the control of human resources (HR) and facilities in the outsourced call center be 
described? 
 
The study found out that the companies used different ways of controlling. One of the 
companies used an internal quality department which would analyze the outsourced call 
centers� HR performances whereas; the other company monitored the same function by 
appointing a customer relations (CR) manager who coordinates with the top management. The 
same company also employs third party research firms to measure the performance of the 
outsourced call center. The functions of the CR manager were found to be very close to the 
functional coordinators� as referred by Bragg (1998). However, the quality department at the 
other company had to coordinate matters with the rest of the internal departments. It 
outsourced customer service through purely outsourced call centers as well as through 
subsidiaries; therefore it used common metrics and methods for measuring the performance of 
customer service. The company studied also revealed that the maintenance of top quality 
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outsourcing activities were possible only because of an active interest and involvement of the 
top management.    
 
The importance of facilities are mentioned in the theories (Read (2000) and Sharp (2003)) and 
were found to be realized by the participating companies as well. Facility back ups were found 
to be an important consideration by companies and they realized that facilities redundant must 
be considered. One of the companies however, relied more on its quality department to 
generate back up facilities as well as up to some extent on its call center which happens to be a 
sister concern. On the other hand the other company relied more on its outsourcing partners� 
redundancy capabilities as it depended on global outsourcing partners and they definitely had 
live synchronous backup. 
 
Findings for RQ4 can be summarized as follows: 
 

• Both the companies identify the significance of the HR in relation to the outsourced call 
centers performance.  

• Both the companies monitor the recruitment and training process at the outsourced call 
center. 

• One of the studied companies uses third party firms to assess the outsourced call 
centers.  

• In both the companies only company B was found to appoint client managers at the 
outsourcing supplier�s firm. 

• Secondary backups and reports are to be maintained in order to make sure the resources 
and information are redundant. 

 

7.6 Conclusions Accentuated on the Research Problem 
Going back to the research problem of our study �How can outsourcing of customer service 
through call centers be characterized?� one can clearly see that the study has been beneficial 
in describing the activities revolving around the participating companies as the outsourcing of 
customer support processes were carried out. The study coincided with the majority of 
literature selected for consideration but slight differences were noted mainly because of the 
nature of the industry and the specific situation of the individual companies as regards to their 
positioning and market situation in the particular industry selected. The companies stated that 
outsourcing has not only helped to improve their bottom-line but indeed enhanced their stride 
towards offering better customer service and becoming globally recognized. They also agreed 
to the fact presented in the theories that outsourcing definitely held a promise for the future. 
Hence, the study revealed the difference of choice in the importance that both the companies 
gave to the selection of the processes to be outsourced. This emphasized the fact that the nature 
of the company, its position/reputation in the market, and the importance it gives to customer 
services play an important role in outsourcing customer services through call centers. 
 

7.7 Implications 
As a final point, based on the findings of our research study, we would like to propose 
implications for management, policy makers and practitioners. Implications for theory as well 
as further research would also be presented. The research investigated how two companies 
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outsourced customer service through call centers in order to enhance their approach towards 
achieving competitiveness and considering going global. Though, we have tried to generalize 
these implications, we are aware that the conclusions and implications cannot be considered 
incontestable. 
 

7.7.1 Implications for Management  
The findings highlight many facts that can be seen as tips for companies wondering about 
whether to choose outsourcing or otherwise. The management implications are made to help 
the participating companies as well as other companies which outsource its customer service. 
The study�s finding can be generalized to virtually consult companies on their choices for 
outsourcing. As the findings put forth the choice for formulating the correct strategy, it can be 
challenging as well as need to be molded to the situation of the company at question. 
 
While the choice to outsource customer services through call centers shows a bright cost 
effective result and promises better business performance and opportunity, it also presents 
significant new management challenges. Some of these maybe resolved in an undemanding 
�this or that� (choices made without a proper reason) or as put by experts �here or there� 
(onshore or offshore) selections but other challenges may be more complex than these. Some 
specific challenges that may be faced by the firm�s decisions to outsource include, but are not 
limited to strategy, selecting the right processes, bringing about compliance within the strategy 
and technology component and control of the human resource and facilities of the call center.   
Further, care and an in-depth analysis maybe required for the choice of the processes to be 
selected to extend for outsourcing. Key reasons for the outsourcing have to be kept in mind in 
order to blend the outsourcing benefits with the over all business goals of the company. In 
order to stay ahead companies not only need to meet customer expectations but exceed them. 
 
The ever changing technology is compelling companies to always be aware of the 
developments, and at the same time adapt an outsourcing strategy which could benefit from the 
advancements without causing any disruption to the ongoing operations. Companies need to 
carefully analyze the shifting boundaries of call centers to uniquely outsource their customer 
service functions through a call, contact or a fully integrated customer interaction center.  
 
The study indicates that companies need to understand that just outsourcing an extremely 
important business process, like customer service does not solve all the customer service 
issues. Once, outsourced the company needs to continuously analyze the possibilities of further 
enhancing the level of customer service. This can be done through properly managing the 
performance of the outsourced call centers. As the study implicates, maintaining a control on 
the HR and the facilities of the outsourced call center can be an appropriate way of doing this.  
 

7.7.2 Implications for Theory 
The study aimed to shed light on the way companies outsource customer service through call 
centers. After examining some of the most relevant theories from authors as well as proficient 
research firms and then comparing it with the practical approach of the participating 
companies, contribution to the existing theories is evident. Furthermore, the analysis between 
the participating companies highlights the similarities and disparity; this would not only add up 



                                                                                                                      Findings and Conclusions 
 

                                                                                                                                          69

to the wide-ranging theories about outsourcing through call centers but would also assist 
researchers who would like to further explore this area. Majority of the authors have been of 
the opinion that cost reduction has been one of the major reasons for companies to outsource. 
The findings point out that this phase might very well be on the move, as companies have now 
started to look beyond cost reduction as the main reason to outsource various business 
processes, not just customer service. One of the reasons highlighted was global 
competitiveness.  
 

7.7.3 Implications for Further Research 
This research was conducted keeping the companies� perspective in mind. The study has taught 
and helped us describe how the participating companies have carried out the outsourcing of 
customer services through call centers. Since the companies� perspective was not an area to be 
studied with no complexities and we felt that no attention was paid to what the customers had 
to say about the outcomes of outsourcing. So, our recommendation to researchers would be to 
consider the customers� perspective for this same study.  Moreover, time limitation and lack of 
the understanding of the local language hindered us from conducting this study in the Swedish 
market. We think that being an important country of the Scandinavian region a similar study 
can be conducted in Sweden considering Swedish firms striding towards outsourcing business 
processes. More than two samples can make the study more interesting and create more 
substance to compare and cross-analyze. A wider selection of samples originating from 
different industries could enrich the study even more. This study revolved around five 
components of a call center highlighted in a research firm�s model. A similar study regarding 
the involvement of some other different business processes can also be considered that would 
provide with more results regarding the vastness of this area. 
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"What we call the beginning is often the end. And to make an end is to  
 
make a beginning. The end is where we start from." 

 
[T.S. Elliot, 1962] 
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Appendix I � Interview Guide 
 
Outsourcing Customer Service via Call centers 
 
Respondents 
Company A: Assistant Manager Customer Service (AMCS) 
Company B: Customer Relations (CR) Manager  
 
Interview Guide 
 
1. Company�s Profile 
#  Name of the respondent and position 
#  Company Name 
#  Years of Operation 
#  Products/Services 
#  No of employees 
#  Revenue 

 
2. Outsourcing 
# How does your company offer customer support/service to customers? 
# When did the company decide to outsource and why? 
# How is your understanding of outsourcing customer service with regards to your 

company�s perspective? 
 
3. Outsourcing strategy for call centers (RQ1) 
# What kind of business strategy is used to outsource customer service via call centers? 

- Single sourcing or Multi-sourcing, onshore or offshore, hybrid or traditional 
# What are the primary reasons for outsourcing the customer service function besides the 

following reasons? 
- Focusing on the core business 
- Higher service level 
- Cost savings 

# How is the relationship between the supplier and your company explained?  
- Long term, Joint Venture or Subsidiary 

# Is there any thing you would like to add to the aforesaid topic? 
 
 4. Process Selection (RQ2) 
# What are the various business processes outsourced in your company? 

- Customer service, IT support, billing etc. 
# Are there any customer service processes taken care by in house (within your 

company�s call center) operations?  
# What is the basis for selecting the particular processes, please explain why and how? 
# How do you feel about the implication of outsourcing customer service on other 

business processes? 
- Lack of unified model 
- Integration with the existing information infrastructure 
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# How much importance is laid on technology while selecting these processes? 
- Technical and process specifications 

# How do feel about the concern for data protection and security when outsourcing 
customer service? 

- Security and control issues. 
# Is there any thing you would like to add to the aforesaid topic? 

 
5. Compliance between strategy and technology (RQ3) 
# Is strategy formulated in accordance with the available technology in a call center or 

vice versa? Why such an approach is used? 
# What is the involvement of the IT department in formulating a business strategy for 

outsourced call centers? 
# What kind of IT model is suggested by your company for the call center?  

- Hub-and-spoke, unified model 
# What difficulties do the call centers face in terms of the technological changes that may 

affect the ongoing strategies of your company? 
# Is there any thing you would like to add to this topic? 

 
6. Managing HR and Facilities (RQ4) 
# How does your company monitor the performance of the particular outsourced 

function? 
# What are the departments involved? 

- Point of contact at ends, coordinator, and involvement of higher management 
# What is your company�s strategy for back up and security? 
# How is the communication flow between your company and the call center supplier?  

 
7. How would you grade the significance of each component (i.e. strategy, technology, process, 
HR and Facility) with-in the outsourced call center? 
 
8. How do you see the future of outsourcing through call centers? 
 
 
 

 
 
 


