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The Back-Office Staff Optimization Opportunity 

Contact centers and back-office departments are two of the most people-intensive functions 
in enterprises. Due to their large number of employees and related expenses, these 
departments are rightfully capturing the attention of executives and chief financial officers 
looking for ways to reduce operating costs and risk. The problem is that though great effort 
has been dedicated to optimizing the performance of contact center agents during the past 
15 years, little has been done to address the back-office staff challenge. According to DMG 
Consulting LLC research, there are approximately 3 times more back-office employees than 
contact center agents in the US. Executives are justifiably concerned, as back-office 
departments remain people-intensive and lack the technology to optimize staff performance 
and the overall customer experience.  
 
Business process management (BPM) solutions have been used in back offices for years. 
These solutions provide a framework and tools for automating back-office (and many other 
types of) activities. They concentrate on automating workflow – the movement of work from 
one activity to the next – not on optimizing staff performance, productivity and quality.  
 
Back offices today are facing three major staff-related challenges: 
 

1. The need to capture, monitor and track all back-office work and employee activities, 
not just the work arriving and completed 
 

2. The need to accurately forecast and schedule resources with the right skill sets to 
handle each work activity 
 

3. The need to measure and enhance the quality and consistency of outputs to gain a 
competitive advantage through an improved customer experience 

 
There is a new and emerging set of applications called back-office workforce optimization 
suites that assist enterprises in improving the performance of their back-office operating 
groups. These suites are based on contact center staff optimization techniques, best 
practices and automation, but have been enhanced to address the dynamics of the back 
office. This paper addresses three high value-added applications often included in back-office 
workforce optimization suites: 
 

• Desktop Analytics 

• Back-Office Workforce Management 

• Back-Office Quality Control 
 

You Cannot Manage What You Cannot Measure  

As is the case for any business function, the starting point must be to capture, measure and 
account for all work and employee activities. Many back-office groups do an adequate job of 
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counting their inputs and outputs, but lose track of what happens with a work item after it is 
logged into the system because completing a job requires many tasks and resources. Some 
tasks are performed within the processing system and others are completed independently 
and not even recorded by the servicing application. For example, processing an auto 
insurance claim may require the claims representative to contact all involved parties and their 
insurance companies, contact witnesses for a statement, obtain a copy of the police report, 
request medical records, schedule an appointment with the claims adjustor, get a damage 
estimate from an auto body facility, authorize an auto rental, negotiate a settlement with the 
other party’s insurance company, and generate a check to settle the claim. Each step along 
the way must be clearly documented.  
 
To properly manage a back-office operation, every work item must be broken down into 
manageable and measurable tasks and assigned a key performance indicator (KPI). Each 
KPI must then be given a response time goal so that its progress can measured and tracked 
on an ongoing basis until it is completed. Reports, dashboards and scorecards need to be 
designed to measure work progress and provide alerts to notify management of out-of-
compliance risks. This information should be used to appropriately reward group and 
individual performance and to identify process improvement opportunities to enhance the 
department’s productivity and quality. This process is called back-office performance 
management. See Figure 1.  
 
Figure 1: Back-Office Performance Management Process 
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Source: DMG Consulting LLC, June 2012 
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What is Desktop Analytics? 

In order to do back-office performance management, companies need a method for tracking 
each task associated with every work item. This is difficult to do, as some of the activities that 
employees perform are done independently of the processing system. Companies need to 
use both automation and best practices to track and manage all steps in a complex process.  
 
Emerging desktop analytics software can be used to track everything that employees do at 
the desktop. These applications are integrated behind the scenes; they sit on top of existing 
servicing and processing applications and monitor employee tasks and activities. They 
provide an automated and systemic approach to monitor, capture, structure, analyze and 
report on desktop activity and process workflows. They measure application utilization, usage 
patterns and performance metrics in order to assess application and user efficiency, 
effectiveness, compliance and external customer impact. They also provide employees with 
guidance and workflow-enabled process flows to enhance staff performance in real time. See 
Figure 2. 
 
Figure 2: Desktop Analytics Defined 
 

 

Source: DMG Consulting LLC, June 2012 
 
If information is retrieved or a call is placed external to the application, representatives need 
to be trained to log this action into their processing application. While this is an extra step, the 
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visibility that it gives managers helps speed up the resolution process, as it provides a 
mechanism for ensuring that all tasks are completed within their specified time frames. This 
practice can rapidly identify bottlenecks and prevent tasks from being neglected and work 
items from being “lost on someone’s desk,” thereby improving quality and customer 
satisfaction. It can also reduce the risk of missing an important step that could alter the 
outcome or cost the company money.  
 

Optimizing Staff Resources to Meet Business Needs 

Back offices have traditionally lacked staff resource planning tools, commonly referred to as 
workforce management (WFM) solutions. Now that desktop analytics solutions track work 
and task volumes, back offices can take a more scientific and cost-effective approach to 
forecasting and scheduling back office resources. Even better, managers can identify the 
skills and time required to complete each task so they are better positioned to hire and train 
the right number of resources to get the job done. While WFM solutions improve department 
productivity, they are also essential for improving quality and the customer experience by 
ensuring that the right resources are available at the right time to accomplish the necessary 
activities and tasks. 
 
Workforce management solutions are highly sophisticated and come with many modules, 
including core capabilities that address forecasting, scheduling, intra-day management, real-
time adherence, staff self-service, vacation planning/time-off management, multi-skill 
scheduling, reporting, dashboards, workflow and administration, as well as a  variety of 
optional and value-added modules. The four essential WFM modules that back-office 
managers should use are: 
 

1. Forecasting: Uses mathematical modeling techniques and algorithms that address the 
specific characteristics of back-office work, including deferred arrival patterns, serial or 
multi-step processes, deadlines and extended service goals, and management of work 
inventory or backlog, to project future transaction volumes and demand for resources 
at different points in time, generally in increments of 15 minutes or longer.  
 

2. Scheduling: Creates a timetable for back-office activities that balances forecasted 
staffing needs against staff availability. Scheduling modules should be able to 
determine an optimal schedule for each back-office function based on staff availability, 
staff skills, shift rotations, service level requirements, vacations, lunches, scheduled 
breaks, training sessions, operating hours, staff satisfaction, or a combination of all of 
these factors. The solution needs to take into consideration the impact of backlog. 
 

3. Intra-Day Management: Gives managers the ability to identify the real-time service 
level impacts of changes in transaction volumes or staff availability so that they can 
take the necessary action to ensure that targets are met. This module allows 
managers to compare forecasted to actual performance, and make near-real-time 
changes to re-optimize schedules to address actual workload and events. Intra-day 
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management modules should also enable managers to conduct “what if” analyses to 
project the impact of any changes on backlog and service level.  
 

4. Real-Time Adherence: captures each employee’s current activity and status data from 
the desktop analytics application or servicing system and compares it to the planned 
schedule so that supervisors can tell if their employees are available when scheduled. 
This module should also notify or alert employees of an upcoming activity change 5 or 
10 minutes before it is scheduled to occur.  

 
While these four modules enable back-offices to realize the greatest measurable return on 
investment (ROI), the staff self-service and vacation planning/time-off management modules 
are value-added capabilities that free supervisors from time-consuming manual tasks. As 
they empower employees to manage their own schedules, they help to improve supervisory 
effectiveness and increase both supervisor and representative satisfaction. 
 

Back-Office Quality Control  

Back offices often struggle to institute quality oversight programs. In recent years, Six Sigma, 
Lean and other similar initiatives have been introduced to improve back-office quality, but this 
has been done only to a limited degree. Improving the quality of back-office activities should 
be a goal for all organizations because the impact and cost of mistakes is often significant. 
When back-office work is mishandled, it typically results in a complaint call to the contact 
center and re-work for the back office. Even worse, when a mistake is not caught early on, it 
can put the organization at risk, as it may result in many dependent activities needing to be 
“unwound.”  
 
The introduction of desktop analytics has enabled back-office operating areas to cost 
effectively perform quality checks on many aspects of their work without holding up the output. 
DMG expects this to become an industry best practice, as it is a highly effective method of 
preventing avoidable mistakes. In the future, DMG expects desktop analytics to automatically 
feed into quality assurance solutions that have been enhanced to meet the needs of the back 
office. 
 

Final Thoughts 

Back-office managers are under tremendous pressure to improve productivity, cut costs, 
optimize employee utilization and reduce risk, while at the same time improving the customer 
experience. In response to these demands, back-office managers are searching for new 
ways to deliver productivity and cost savings improvements without negatively impacting 
service quality.  
 
Business process management solutions are good tools for automating back-office activities, 
but they do little to optimize staff performance. To address these needs, back-office 
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managers are trying to figure out how to apply the tools and techniques pioneered by contact 
center workforce optimization solutions to their operating areas. This is a great concept, as 
long as the WFO solution is custom-built to address the unique characteristics and needs of 
back-office work. Early adopters of back-office WFO solutions are realizing very significant 
savings, ranging from 20% to 40%. These benefits are expected to grow as these solutions 
mature and best practices emerge to better facilitate the adoption of back-office WFO 
solutions in private and public organizations.  
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About Aspect 

Aspect builds customer relationships through a combination of contact management, workforce optimization and 

Microsoft unified communications and collaboration platform solutions, enabling organizations to meet the 

expectations of today’s technology-savvy, socially connected consumer by bringing customer contact to every 

key functional area of the enterprise and its partner ecosystem. Aspect is recognized by global industry analysts 

for its successful track record of helping companies achieve strategic objectives, deliver operational efficiency 

and enhance customer satisfaction. Aspect enables organizations of all sizes to meet their business goals with 

the combined power of time-tested software and professional services, including nearly two-thirds of the Global 

Fortune 100. For more information, visit www.aspect.com. 

 
About DMG Consulting LLC 

DMG Consulting LLC is an independent research, advisory and consulting firm that provides strategic and 

tactical advice to contact center managers, vendors and the financial community regarding the contact center, 

analytics and back-office markets. Our mission is to help clients build world-class contact center and back-office 

environments by leveraging technology, processes and people. We provide insight and guidance to assist 

management in optimizing performance by increasing operational efficiency, providing an outstanding customer 

experience, enhancing loyalty, and increasing sales and profits. DMG devotes more than 10,000 hours annually 

to researching various segments of the contact center, analytics and back-office markets, including vendors, 

technologies, best practices, solutions and their benefits and ROI. More information about DMG Consulting can 

be found at www.dmgconsult.com. 

 

http://www.aspect.com/�
http://www.dmgconsult.com/�
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